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1. Executive Summary!
 

1988 following
in May
was conductedevaluation
This mid term STEP Project
personnel,
with USAID Swaziland 

interviews The preliminarY findings 
of 

per onnel and Project beneficiaries. 

1988
 

the Evaluation Team were presented to 
the Mission on May 26, 


prior to the Team's departure 
from Swaziland.
 

summarized below are 
the key findings and 

recommendations of the
 

Evalu'ation:
 
ofa number

with implementing
has proceededThe project1. 
 a defined strategicwithout benefi.t ofsubproject activities 

a work plan. The project h not adopted any

focus or even After almos
 

specific learning objectivs 
or working hypotheses 


some
remains
there
elapsed,
life has 

of the Project's Project's
half as to the meaning of the 

among principals
contusion 


purpose statement.
 

ends that a strategic 
focus and project 

The Evaluation Team 
recor 

befor* the proposed
be developed

to that focus 
work plan keyed being developed by

currentlyactivities 
portfolio of subproject 

it is now being. implemented, 
the 

approved by AID than a pathSTEP is 
As 

..ul be useful to key the 
projeti olwn an opportunistic path rA..her 


is following
p ect 

feyith
It woulde
.


determined by learning objectives miu
n wr..- 4ssion with useful
 
Project's strategic satisfy specificwork plan to 


proects *~atgiCfocus and 

piS.i..
wolitical,

analytical objectives that would provide 
the 


~itcl
cultural,
alia,
inter of'concerning, .. .. i small business segment
economic,0 demographic, a neorpi,ifrMatOh an .titutionl factors that ipinlge 

on 
ecnfo i 


the development potential of 
the Swazi si
 

the private sector. 

subprOject activities, the
 
2. By virtue of its selection of 


andthe utility of its experimental ofproject has marginalized vast majoritytheby excludingefforts
information-qatherinq the Project'S experimental

All of
businessea.
small
Swazi 
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for implementation
underway or planned

activitie currently 

employed individuals
with either self 	 or
 
involve working only 


viseth 
micro enterprises owned and operated 

by 


(i) the Mision ravie to 
Team suggests that


The Evaluation 


asset and employ
6e criteria given in the coopetive 

agreement to 
aaoct should make 


alloW the Project to wotk with 
Swazi proj
and (2) the 


micro enterprises
of
sCale 

Swazi-basd businesses above
 

concerted effort to 

the scale of the 

work with all 

micro enterprise regardless of racial or 

national origin. 

of reasons both within "and beyond of its 
3. ror a varietycontrol, the project is very much bellnd what might be considered
 
a reasonables schedule 	 for expenditures and subProct
 

Atts current focus on aneedotal,
ima lemnabtatl with 
technical assistance
-equiringntenslve
experimental activitis 

achieve its learningbe able to 
efforts, the project will nc't 


objectivee before PACD 
(September 31, 1989).
 

erative agreement With an
 . .. opcmM4ission reconsider 
the
 

Team 	 that theThe Evaluation recommends 

e e ingi a 

division of activities 

given in the coopra I. su creat$lo
c_t 

eye to increasing information gathering 0


on anecdotal "hands on" experimental 
aubproiect* to
 

the emphasis 


the minimum necessaryi 
to achieve projeC

t objectives.
 

with the excception of the Project Director, 
STEP personnel
 

4. 	 for the tasks to
 
may not meeteightwhat migh be....consideredc 6inc reasonable minimum training 

or experience

experience qualifications
and 


which they are assigned.
Team recommends that minimum training and
shoul be 

---,- professional personnel

The E-valuation 

lallhudfutureeSTEP's pfinal and applied to
experience criteria for 	 AID
approved by 

developed by CARE, 


hires - especially the proposed Assistant 
project Director.
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CARE has provided little
 oi of possible reesOns 

since assssumingmin 
gra - --- oversight ilO a~qt

5. Ior a numbe ' 

of Project from Ptp. supporting uervices way Sthe 


'C o 

have been limited to 

teohnl a 


administrative systems.
 

proJeot management
recess of 

We suggest that CAE review its 


pVrviin
an offStV 
an eye to estabishing~ forpovdnoveright with develop a protocol One elementsupport and oversight.
CARE should nation of which Managementfor SE....tV
function fr SEP. su ' ~unti~l administrativandtechnical 

o' achieving its
 
of that protocol would be the determi

nonSTEP'
for

is responsible
CARE
within
unit 


approvalobj ectives. the sbproject
isson's 


rting the
siflB sup 

6. We see two problems with the M h


for suPPO~~ 
very useful*ubproJect proposalsnot sTEP'so project management,
process; itis lowand iB 


prcBSS 

process obe revlee fromof AI Iscntratingreuaon
appear to be iewed the perspective of t hGi 

ahivinAill contribute o
in the context of
acceptabilitY 
 i lt
 
without regard to 

how each activ 


the ProJsct'S purpose.
 
subprojct
a procedure for reviewing 


The Mission should dev~olP 

hvelp i in evaluating botL how the proposal
 Tropossionwhhl 
 as well as
TEP'S overall purpose Developing


to achieving STEP's.rguaiosproposals which Will help it 
wi contribute 

its acceptability under Ath c ne 
 i
because the
 

rce ure sounder given high-elveprioritYsubproject proposals
beDa - tw
is shouild b. 
--ch-a Procedure 

project will be generating 
as many as tr
 

within the next six monthsl
 

amend STEP to provide
the cooperative
'WtMision e nf
Mi-ss
that the
7 We recommend 

o Tv
 

agreement to remove 
the continuing 

obligatio 


technical assistance to BMEP.
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da mets
I. ;ntroducton/Ack 

team
 
May 27, 1988, an evaluation
16 -

Enterprise
DpY 	yDirtor of small 

urin the period 4aL 


Inc.) pIns.61tue 

or 	 -onogy (Seio As-o•irepared
Development


Development for CARE) and Robert Otto 


e.hno expeience to date wt
 
Science and
International 
 A wIh


*,princo towithD
 
is midterm evaluatio C s cooperativeOf the agreement

thi mit~~ eal~tin report 

swazilands.
 

charge to the 
Evaluation Team 

was to examine 
and,
 

ls concernilng the following!naps i ae r theomndatico m 	 ta inoIi cl da=u-
wh ere apro r iate , make 

S TEP has taken during implementation, inluding
 
w The rSS of- ativities and how they

1. 	T efours aPpoach and scope 


its general approchi nt of the Project's purpose;
 
might affect the achievemen6
 

of implementation

and appropriateness
adequacy
.
 AID regulations, provisioll
aad 	sound management practices;
viTheadeiuaapplicable2.oTeres 	 vi vi app...procedures 


d u...
 
of the cooperative agreemefl 

. The adequacy of project resources including funds available 

for subproJects, project staff/manpower and time remaining 

and, 
for project implmentation; 


CARE provideandthe 	 Missionin which 
4. 	 The manner 


adminstrative guidance and management Oversight 
for STEP.
 

u istigations, the Evaluation 
Team met
 

CARE 	staff members, principals of
 During th course of its in ct eaie. 	 pllwn
wihUAI ~~ladpronnal, 

i s findOingseflea
and projet binstitutions 	 pree Of Missioncoprating of 	 panel
consultations and field viSits, 
the Team 


and 	an initial draft is 

draft of the report,
.	 he final
perdonne ntl aft 


was prepared in Washington at the
 
on May 26,comns
commetS
personnel
incorporating 141'810n 

offices of ISTI Inc.
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IirectOn
The Team receiVe guidance from DepUtY 	 arrY johnon 
it wai materiallY assisted in
and proT officer JolSOf. 	 soan 


of the 14jitfl' General
(DirectoL

its research by Leticia DiIZ 	

a USAID contractor actinoffice) and David Martsila, 	 XlSx-Development 	 CAE project Director 
as project monitor. In additionf, 

insights into tha 
and his staff provided valuableBrown 

operations of the project office. 
an Businss and Investment 

The evaluation was ti i~ 
part 

f 
by funde provided under the 

inanced in 

project and ty 
APR/MDI under 

its Afric
 

DsV61oPnent project.
 



III. yistoY/BaCkaround --
FC 
to the Cooperative
 

an AmendmeNt

CARE signed to
 

On May 19, 1987, with USAID/Swaziland 

645_0227-A-00-6002-00)
(No.
Agreement 

for the execution 
of the Swaziland 

Training.
 

assume responsibilitY This amendment was
 

project (STEP) (645-0227). 

for Entrepreneurs contributed to the
 

which has
events
historical 

one of several 

Agreement Undr the
 The original COoperaiv
evolution of STEP. (PfP)' a
 
productivity/Interna out a


partnership for to carry
auspices of was dosigned

organization to
voluntary intended
private 

00 *OctitglY, were 

which,


number of activities and experience with 
the
 

into
with insight 
 that i-he
 
provide the Mission t was expected

in swaziland
sector

small business 


for
 a trategy
experience gained 
under this project 

woald assist the 
Mission in
 

and devqiloping

opportunities
identifying A totl of $750,000 in SDA and
 

sector.
the
into out experimental
interventions to carry
to STEP
committed and

funds were assistance
EHR technical


data collection,
baseline
projects, 

ol results and findings.
 documentation 


STEP has chartered since August, 1986
 

course 

To understand the 
(i.e. ohoice of project aotivities, 

f:.arget population and scope),
 

it is important to take 
into account how several 

past occurrences
 

affected Project 
management decisions 

and project performance 
to
 

The following discussion 
illustrates the series 

of events
 

and management
date. direction
STEFT'5
affected of
period
significantly the
which development;
of project with
phase
initial
the 
of the project 

under a cooperative 
agreement 


active
 
imple....tation the termination 

of pfP?% 


interim period following
PfPI an and subsequent assumption of 

in implementing 
STEP; 

Taken collBctivelY,involvement 
 international* 

project management by CARE 


history provide the basis from which 
this
 

in StiFP's
the events 

are drawn.
 

report's recommendations 
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ProJ5t Conept
A. 	 Initial 

Swaziland approved a project identification
1Ql n p r v.=11 
n August 1985 yUSA D Sw z 


Eterpri 11111::111i

for the g~nal

Document fPID) 

problem in 

The PID identified unemployment as 
a major development 

Mission's then-current 	thinking that 
Swaziland and reflected 

the 

leaVers.
of school
stimulating growth 
in 	the small enterprise 

sector would generate
 

number

the anticipated


enough jobs for 


Conse1ientlY, the 
PID's goal and purpose 

statements were given 
as
 

followS:
 

to increase employment
 

"The goal of the proposed 
project is 

is to identify

of the project
The purpose


in Swaziland. 


potentially successful 
means of promoting employment 

through
 

indigenous small-scale 
enterprises.I
 

it
the approach
reconsidered
the mission

PID approval,
After 
 Project and split SESP
 

would take toward implementation 
of the 

the Mission
First,
activities.
independent

into two somewhat 	 Training Centre's
 

Industrial
the Manzini 

an OPG with 	 for the
signed 	 Programme. (BMEP)
Extension
Mana~gement 	 for a
Busifes 


Physical plant and provision 
of services 


recent
who were
construction of 	
tradesmen
for Swazi 


sheltered workshop scheme 
entre. Then the
 

graduates of the Manzinin Industrial Training 
 Swaziland
 
a project, entitled the 


an RFA for
prepared
Mission 

S i e luntary


Entrepreneurs Project 
a US
Training for 	

with , private v0ola 
agreement


under- a cooperativ 	 PVOB to offer a design
forcalledThe RFA 

organization (PVO)9 


for a project, to 
be implemented over 

a three year period, 
which
 

to AID

of approaches
a number
test
develop and 	 the Swazi
would 	 segment of 


in the small enterprises 
interventions the Mission's 

of PVO responded to 

A number
sector. 	 USAID selected
private 
 due consideration,
after


solicitation and, 	 (PfP) to implement

International
for ProductivityPartnership 	 in August, 1986. was awardedagreementA cooperativeSTEP. 

.C.
 



stewardshi
B. 

activities
a number of 


for STEP included 

pfP's project design 


which were designed 
to gain, through primary 

data collection and
 

pilot subprojects, information leading to the identification of
 

for AID to intervene 
in support of development
 

appropriate means to work with Howard

PfP was 


small enterprises.
of Swazi of the project.
portions
certain
to implement 
 an
University main thrust,

to the Project's


somewhat peripheral
Although up to 50% of the Project
 
to provide
requirement
additional added as a
 

assistance to BMEP was 


Director's time for technical 


key project element.
 

The cooperative agreement 
provided for the following:
 

to be used to finance PfP's project
 
$750,000
* A budget of 


operations and subproject 
activities. (Approximately 52% of
 

and
research
for funding
used
was to be

the budget 


experimentation subprojects.
 

The project was to 
be implemented over 

a three year period,
 

to AID Summarizing pfp's findings
 
in a report
culminating 


concerning its experience 
with the small enterprise 

sector.
 

be
time was to

Director's
of the project
months
Twelve 


dedicated to providing 
technical support to 

the BMEP.
 

in project decision-making
 
Substantial Mission involvement 
, 


including budget allocations 
and approval of subproiects.
 

organizations
Swazi business 

project startup, several AID
Prior to aceoss to 


from the Mission concerning 

received commitments 


These commitments were 
not stated explicitly 

in
 

funds from Step. 


the cooperative agreement.
 



and
research themes 
a framework of

suggested
PtP proposal
The 


basedOn four assumptions 
which provided a degree 

of
 

hypothefe projects and research
 
of experimental
selection
guidance for objectives of the
 

learning 

activities loosely keyed-- to the 

hypotheses were.
 
these assumptions Anp


unfortunately,
project. 


not incorporated into the cooperative agreement 
either directly
 

the Project
 
consequently, implementation of 


or by references 

a budget allocation but 

with little else in 
the way
 

began with 

a substantive work plan to 

be used to
 
focus or
of a strategic 


guide project implementation.
 

a number of startup
 

From August to December 
1986, STEP engaged in 


including leasing office space in 
Manzini, procuring
 

it also
activities 

office equipment and furnishings 

and hiring a secretary. 

(GOS)


Government of Swaziland 

an agreement with tbh was
negotiated The agreement
in the country. 


for PfP to operate legally of these
completion

3, 1986. Following


on November
signed 


actions in early December, 
the Project Director 

left country for
 

a delayed PfP home leave,
 

C. Tnterim perio
 

It had been found td 
have abused its
 

to its financial failure. Letter of
 
In mid-December 1986, PfP ceased Project operations 

entirely due
 

Reserve
Federal 

to draw funds from its 


authority for CARE international to
 
arranged
AID/Washilgton as a
credit. such time
until
PfP portfolio
the
manage
temporarilY 


resolution couid bemade 
concerning succession 

of management for
 

CARE began negotiations 
with USAID/Swaziland
 

the STEP project. An
 
1987 for transfer of the Cooperative 

Agreement. 

in Febr"ary, as the
naming CARE
agreement


to the cooperative

amendment 


1987.
 
',recipient" was signed 

on May 19, 


came to a virtual
activities

period, STEP program
this activities or
During research 

No experimental projects, 

STEP
standstill. The
undertaken.
were
assistance
technical
substantial 




as on home leave from 
December 1986 until mid-


Project Director of
he the process
his return, began

February 1987. ( Upon 

of STEP to CARE auspices. uring
in the transition
assisting 


were made to adjust to the new
 
this period, a nurbjer of changes 


circumstances surrounding 
the Project:
 

The project lost $125,806 of its original project
 
,* dgts AS
 

funding for its pro-rata 
share of the PfP Letter 

of Credit. 

to
 

was decreased from $138,000 


a result, the Research 
Component 


Fund was
 
Project Grant/Loan


and tne Experimental 
summary Budget,
$30,000, for 

(See Table I, STEP be
decreased by $15,000. 
is still expected to 


of this money
IA portion
details.) As of May 1988,
 
restored once AID/W has determined 

this figure. 

with this
Swaziland
USAID
not provided
has
AID/W~shington 


figure.
 

with the reduction
Ad tion: 


install CARE'S financial
 

in the overall budget and the need to 
to reexamine the
 

was forced
Director
Project
system, the was spent in budget

months
budget. Nearly two 


project's 


redesign, installation of CARE's financial 
management system and
 

on the
demand 
-- An unanticipated
oper&t' it 

learning how to increase in


corresponding
time (without' a 

project Director's 


CARE'S adniflstrative and
 
has been installation of 


personnel), missions.
its overseas
from
required
systems in
reporting a country mission 

had not formally opened 


(Although CARE if it
 

swaziland, project reporting 
requirements were the 

same as 


were a CARE mission);
 

SupOrt: As the implementing agency, CARE
 
, Institutional 

enterprise development
small
outside
access to
expanded STEP'S 
Regional Technical Advisor
 

CARE'S
expertise.
technical
(SM) input, as has the
 
in Nairobi, has provided some 


for SED, based 


SED support unit in CARE/New 
York.
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i nc ay 1&987
 
CAPP S Prp&-te-=
D. 

(May, 1987) naming

#1 to the Cooperative Agreement


Amendment 
 additional
 agency, incorporated

the implementing
CARE as 


modifications based on 
STEP'S first nine months 

of experience in
 

These included:
Swaziland. 


was reduced by $135,806 due 
to
 

TeroetSudget
* u 

a combination of PfP1B losses 

under the pederal Reserve
 

credit episode and an additional 
loss of $i0,000 for unallowable
 

This left
 
PfP Cooperative Agreement.


under the
expenditures (No ongoing

Project's objectives. 


$565,049 to accomplish the 
directly
were
activities
or research
projects
experimental 


affected as none had been begun 
at that time.
 

brunt of the budget cuts were

The 


, Rese&rch ActiVitiA: 

The number of
 

in the area of research activities. 

absorbed of the "Research"


3 and the name 
reduced from 4 to 
studies was 

changed to "Baseline" to reflect 

the type
 

activity category was 

a necessary starting point 

for
 

information to be gathered as 
of Furthermore, since no
 

understanding Swaziland's 
SED environment. 


signed between Howard UniVersity 
and PfP,
 

formal agreement was 


this line item had been 
eliminated.
 

an
STEP and BMEP agreed that
Assistance: 
, BMEP Technical 

for direct
time 


of the Project Director's

of .50%
allocation This
excessive.
was probably
to BMEP
assistance
technical 


the USATO
requirement was changed 
to limit his obligation 

to "up to 20%" of
 

the life of 
over
services
consultancy
his time for 


funded BMEP (645-0222) project.
 

pro:ectS The cooperative agreement 
with CARE
 

Exnerimental 


contained an additional 
set of selection criteria 

for deciding on
 

"The small enterprise
 
the acceptabiliy) of proposed subproJectsi and


of those firms owned 

consists
considerad
sector being 
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FMalangeni
with assets under 

operated by indigenous Swazis 

The amendment reiterated
employees."
o0,000 and less than y5 


that proposed subprojects forwarded to AID for
 

the requirement 

gunding should clearly atate 

the learning objectives"
 
approval of 


to be achieved by the subproject.
 

nor subsequent
agreement
cooperative
the original
Neither 


amendments contain any 
definition of the universe 

of issues to be
 

we found no
 
Furthermore,
the project.


investigated 
by 
subprCiJct approval 

process with the
 

The
description of the Mission's 
a reference to an "ad 

hoc project Committee". 

exception of of much
a source 


of this process has been 

definition
lack of 


distress to the Project 
Director.
 

May 1987.
since
approved
have been
amendments
Two further 
 obligated an additional
 

Amendment $2, dated September 
30, 1987, 

loss and increasing the
 

$240,000 covering the previous 
$125,806 

capability through

and documentation
monitoring
project's This brought tha
 

procurement of a computer 
and other equipment. 

No change was made
 

total obligated amount 
for STEP to $990,000. 


PACD remaining
with
schedule
implementation
Project's
in the 
Tablas 1 n.nd 2 provide 

furter details.
 
September 31, 1989. 


a budget line item
 
20, 1988, made 


#3, dated May

Amendment 
 in the amount of funds which
 

in,rease
to approve an
adjustment This change was necessitated 
by
 

could be. used for Project 
staff. 


training"
an anticipated sharp 
increase in personnel needed to monitor 

some
 

"credit
an inhoUSe
including

twelve subprojects 

provide the Project with experience in
 

subproject designed to 


loan facility. ConsequentlY, the budget's
 
a "retail" Baseline
managing by 090,000 while 


was increased
line item
personnel 


studies decreased proportionatelY.
 



ProiO t AcComlhnt
E. b le te d Activities, providesTaeci~ an_ ft
ae Table 4, S_=
 

Table 3# _TPCretlsmnst 

,
 

snapshot view of project 
accol"Pihments to date. 


a 

under.
activities
project
describes
Activities,
Proposed In general terms,
 

not yet appivoved by USAID. 

two
development but have been completed,


atudies
baseline
four of
however, and a great deal 

oeen approved, 


experimental projects have 
biAn provided to BNEP, local
 

assistance
technical 
have 

It should be noted 
that
 

organizations, and 
Swazi en*repreneurs. 
 receive
to date did not 


the two experimental projects 
approved 


AID approval until 
December 1987, nearly 

17 months after project
 

Furthermore, onb of these projects 
(SIBAKMO) was not
 

start-uP. 


funded until April, 1988.
 

of
in the Tables 

not reflected
act:.Vity
Project
An important 


current or proposed 
Activi-ies which should 

involve a substantial
 

Director's
Project
and the
resources
of the Project's the
portion To date,

documentation.
of project


is the matter by
time 
 or standardized means 
a methodology
not adopted
project has 


which the experience 
ga).ned from the subprojects 

will be reduced
 

into 
its
incorporation
Mission's
fct\.,the 
 PfP
to a useable form 
the original
In
strategy.
development
sector
private 


proposal, documentation 
and dissemination were 

cnsidered crucial
 

from subproject activities
 
learned
lessons
that the
to ensure 


a manner and form which 
would be useful for
 

would be captured 
in 


A few reports have 
emerged
 

future SED interventions. 
USAID and 


from the Project office 
thus far including 

the following:
 

particularly section
 

, January-Junl, 1987 Semi-Annual Report: 


l nfl.
 
II, ffigU 
 s
ailad
bsration
Associad
Deva1 mn 

~eriS
ml
, 


paper presented to 
the Economics Association 

of Swaziland,
 

February 26, 1988.
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XDiRegora,

Small Econom c Activity Development Workshop; 


March, 1988.'
 

for BMEP including.
 
Various technical assistance materia3s 


business management training 
curriculum, business monitoring
 

tools, and loan policies and 
procedures.
 

administrative and
 
of appropriate
the development
terms of
In made some
 

to manage the project, STEP has 

monitoring systems brought
and controls
systems
The financial
progress.
notable 


online under CARE appear 
to be effective management 

tools aiding
 

Monthly budget controls tracking 
quarterly
 

resource allocation. 
 A detailed record of the
 
produced regularly.
are
expenditures is also
 

and loans recorded by disbursement 
date 


various grants 

CARE-administrative procedures 

and policies have been
 
available. 


individual subproject monitoring 
systems have
 

also established. 
It would appear that the 

Project Director
 
been less effective. 


has not given adequate attention 
to designing and overseeing 

the
 

monitoring systems for the 
various subprojects.
 

2 
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Iv , rindincs of the Evaluationl
 

The first
 
The Team's findings are organized 

into three sections. 


The second section.
 
section addresses issues of 

project strategy. 


deals with problems of an administrative 
nature which have arisen
 

The last section examines the
 
during project implementation. 


available to the Project and 
whether they are adequate
 

resources 

to achieve the objectives of the 

Project.
 

that STEP's strategic

We have found
Isues?
A. Stratea 


Key among these are the
 
has certain problems.
framework 


following:
 

The criteria used to define 
the business
 

1. The Target GroUp? 


segment with which STEP is to 
work (less than E100,000 in 

assets
 

one hree
 
and 25 or fewer employees) actually define ot 	 but 


of swazi small scale
 
- (a) the lower end 


segments
business 
 segment and (c) self
 
(b) the micro enterprise


businesses, 

This presents three problems:
employed individuals. 


difference
the substantive

fails to recognize
If STEP
A. 


between the two segments and mixes the results of experimental
 

project and information gathering 
activities developed under 

this
 

project, it will gain a highly misleading 
perception of how best
 

In practice,
enterprise development.
small
to support Swazi 	 and
that provide technical 
programs
assistance
development 


financial assistance and training 
foe small and micro enterprise
 

support
different 

segments have differing emphases, require 


delivery mechanisms, and even 
varying forms of assistance.
 

Prolect haM marinalizid
 
B. 	 For all intents aid purposes, the 


efforts by

d Jn lfp3Af&tiahrg


t~e uti1t1o its rsan 	 oeca sMallad foreig
Swazi enarpi
nn-Blackexc~luding 	 and research programs.

from its experimental


scale nterrsiAS 

and operate the overwhelming 

majority

own
since non-Black Swazis of 

in the small business segment, the results 
of businesses 




---

P.20
 
JUN 03 '88 16:54 ISTI WASHINGTON DC 


experimsen .al and research activities must be considered
 
STEP'B 
 for follow-on
 

as help 'ng to define design parameters

useful 


micro. -nterpris
Black Swazi-ownedwith theactivitiesonylY It the Mission a.
community.
the nation's business
segment of 

to black Swazi micro
restricted
chosen target groups are 


enterprises and black Swazi self 
employed individuals, we can say
 

If the Mission
 
that STEP is working with the 

chosen population. 


actually intended for STEP to work with small scale enterprises
 

employed individuals) of
self

(not just micro enterprises and 


the project
it should advise

racial persuasion,whatever 

accordinglY.
 

Asset and employee criteria set 
inthe cooperative agreement
 

C. 

are too low to include a representative 

sample of the Swazi nmall
 

The asset criterion should be 
raised to at
 

enterprise community. 

The employee criterion might
 

least 3250,000 and possibly higher. 


be raised to include firms with up to 50 andfulltime 

intermittent workers. 

2. t vate cons: The AID/CARE 

to concentrate its 
cooperative agreement stipulates 

that STEP is 


small business organizations to
 
efforts on working with Swazi 


implement its experimental and research agenda 
.rather than work
 

this approach seems
The logic of 

with individual businesses. 


For any follow-on project, the 
Mission will have to work
 

sound. 

through Swazi organizations (or sponsor the creation of new 

Swazi
 

small enterprise
to implement
organizations)
private-- sector 


development activities.
 

whichexposod a problem 
:However,, 8t !.tiViti4s -.to,, date. have 

b STEP a focusaing its 
thge feaiiibility:o n-a1'. business-calls' intc quOt 1- . thro-uq'g'".zi;v.i i is it 

The problem is that mo waZI 
organlionl, 

o nvnizat ion-

;o~ fi~tofl aseffoti~j ntermediary 
r~urech 

i~O ~e 
The .e... -' .ve Y y.- ta a-%-..-Vr

1 

/")C 



or financial assistance to their members 
and are often 

technical 
torn between political and technical 

agendas which are not likely
 

limited amount of financial and
 ane 

to be resolved by the typo 
 the project
Hence, 

technical assistance provided 

through STEP. 


office is required to provide 
extensive financial and technical

to the typical
"hand holding")
(and a great deal of

assistance 


even before collaborative
 
business organization
Swazi small 


burden on Pro'ilt ek. rfle. i
 
be launched.activities thatcan 

auhth~t 
Tbe 

we qustion thle likeihpgods
uubtani~l 
 -so. 

how PLIPmiaht best work-with 
be larned about

usefull I fifinu caxi 
t th urrent

soganzat-r.ofs
indaelOUE priate sector 1rio 

The experimental subprojects 
we see under development with 

p; 


swazi business organizations 
require that STEP provide 

a Business
 

Extension Officer to be attached 
to each organization
 

oa Gatherinw
 
vs B e


•'Rerime tation
3. 


which the
the methods by 

The cooperative agreement stipulates 


Swazi small
concerning

is to gather information


Project of activities
The division 

support requirements.
enterprise 


between experiments and baseline 
information gathering appear 

to
 

be somewhat arbitrarily drawn 
based less upon an understanding 

of
 

of the Project
 
their actual relationship 

to achieving the purpos 


than to a rough estimate of 
feasibility under th. Project's 

time
 

and funding constraints.
 

seems reasonable for the Project 
to initiate a
 

At first blush it 
 to identify,
projects
scale experimental
small
number -of to providing
of approaches
test a variety
and
formulate a small
prior to launching

to small businesses
assistance 


With.the aid of hind sight, itMih
 :;enterprise support program. 

esucsore atteItiofl qnd-r 

hav9~ee tgr~ to f ou 
n'xiva"t
aher than
Mthods
infmaion -by Xurvy,
atbarina-
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(a) c~ncentration on
three reasonslt

We make this find ng for 


learning through

gat ering and experiential
information 


experimentation appears to require 
more staff time and attention
 

--b i-
than is currently available under the ProjeCt-


a few areas given
 
difficult to Justify indepth experimentation 

in 

(cultural,


in our understanding of what factors 
the broad gaps 
manpower, etc) mostregulatory,


financial, political, legal, 

small business; and, (c)
 

impinge upon the development of swazi 


participating swazi business organizations 
neither understand nor
 

accept their role as test subjects 
in what they view as a "U.S.
 

Government sponsored" assistance 
(versus experimental) program.
 

B. operationial sues
 

This section deals with concerns 
identified during review of the 

and operating 
Project office's portfolio pf subprojects 


procedures.
 

The Project has proceeded to
 
aWork Plant
I. The Need for 


develop a very full agenda of activities (including some twelve
 

opportunistic rather
 
on what would appear to be an 
subprojects) as nowitSTEP'S programThe scope of 


than a planned basis. 


so broad, complex and labor intensive 
that it is taxing
 

stands is 

provide 1 technical and

staff to
of available
the capacity 
 be so fully

The Project plans to


oversight.
administrative 
 will
t' subprojects that it 
implementing "experimental
engaged in 

to cope with its
its staff
increase
have to dramatically 


ballooning portfolio..
 

nor the implementing

the requiring agency


However, neither 

for the Project. Having
developed a work plan

organization. ha 

have helped 

such 1a work plan in place from project startup would 
enterprise*
affect small


the key issues'-thatto identify have Indited the

wrk plan wouldSwaziland.
development in 
 requirements 'for
'atheri.."
and baseline info-rm•tin
eo:er.,n::tl 
 for follow-on 

~veiopifg 'a"" miall enterprise support strategy 
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that ATMP can 	achieve UA
funding. Wefe that _it is unlik~ly 

It ia not working towXard anypartiCularstated pulpose 146causea 

not of learning objectives correlated with STEP's 9urpose. 

an explicit means

We are also concerned that STEP has not defined 


its experimental and
 
or Methodology to convert tho 	results of 


sm611 business
activ1itie5 into thI

baseliine information Catherinc 


that the Miams~oT1require'.
guldancgsupp1ort~ proagam 

implementation of
 
2. CRE Program Suqoort? Since taking over 


STEP 	from PfP, CARE has come through with 
administrative support
 

control and reporting systems,

services 'such as financial 


personnel policy guidelines, filing systems and other supporting
 

It has also provided
operation.
services important to STEP'S 

a visit by its
 

technical oversight on subproject issues through 


In addition, it has provided (at no
 
regional technical advisor. 


Project Director during 
cost to STEP) inservice training for the 


the life of the Project.
 

program gidance to 
However, CARE has provided minimal overall 

had been more closely

speculate that CARE


STEP. One might 

might not have
 

engaged in monitoring the progress of STEP, we 


half way to PACD with no work plan in
 
found the Project some 


place and little likelihood of achieving 
its obje 6tives.
 

We can not be,	certain of the reason or 
reasons for CARE's lack of 

the Project from a programmatic perspective. It 
oversight of 


might be-any one or all of the following 
things which explain the
 

current situationt
 

for STEP from 	PfP it also
 
When CARE assumed responsibility 


thirty other PfP projects that,
 took on responsibility for som 


along with its existing worldwide portfolio of small 
enterprise
 

CARE's project management

projects presented a huge burden on 


The Inoreased responsibility for the now 
projects


capabilities.. 

support staff 	to
 

mfay. have overwhelmed the capacity. of' CARE'S 


1xI, 



-- 

-- 

follow up with effective program monitoring. 
Furlhermore, as it
 

pay for its
 
only recently that CARE recieved any funds to 


was 

costs of project Implementation (CARE's Federal 

Reserve Letter of
 

one might assue that CARE
 
Credit was funded in April 1988), 


in way of program oversight from its
could not provide much the 

own limited resources.
 

It isn't entirely clear which management unit 
within CAE is
 

The Project falls
 
program oversight of STEP.


responsible for 

CARE Mozambique country


under the regional authority of the 


mission while the regional technical advisor 
for small enterprise
 

the Enterprise
 
program issues (located in Nairobi) and Small 


have backstopping
CARE New York some 

Development Office at 


these units appear to have actually
None ofresponsibilities. 


assumed the role of project monitor. 
STEP-may simply have fallen
 

between stools.
 

possibly because of his unfamiliarity with CARE's capacity
 

for supportLng field projects, we do not know of any call from
 

STEP's Project Director for assistance 
in resolving problems he
 

STEP's program design or
 
may have had (or has) with 


no program issues were brought to their
 implementation plan. If 

a high degreQ of local 

attention, CARE's practice of allowing 

autonomy for "country programs" would 
left STEP9, manager to his 

own designs.
 

issues which have surfaced during this 
evaluation, it 

Given the 


would seem appropriate that CARE increaze its support for STEP.
 

delivery of a
 
This support would be most useful in 

two areas: 


provide administrative
project assistant to
fully qualified 


support to the Project Director and specialized 
assistance (to be
 

of STEP'S
to aid in the development

provided immediately) 


strategic and work plans.
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3. 	 AID Approval oQf ub]2roiCtSL The STEP cooperacive agrmuuz,,3L 
must approve each projectstipulates that 'ID "will review and 

funded grant and research proposal". By and large, CARE has 

complied with this provision by preparing, subproject proposals. 

for Mission review. However, one subproject, the CARE-managed 

for some four
Credit Training activity, had been in operation 


months before its recent submission to AID for approval. T
 

been assured by the Project Manager that he
Evaluation Team has 

rovisigns of the


will henceforth comply with the prior approval 


cooperative aeement.
 

be prepared for a sharp increase in subproject
The Mission should 

TEP will be sendina forward as many as 
approval applications. 

next four to six monthA. The 
12 new applications within the 

the Mission's
sheer number of .proposals will likely 5vsrwhelm 

capacity to provide due diligence to their review.
 

a process which not only

The Mission should develop review 


perspective of AID
 
examines subproject proposals from the 


contracting regulations but also how the proposed activity 
serves
 

to achieve the Project's purpose.
 

project plrsonnel! From the beginning, the Project's staffing
 

Skortly after the
 requirements have remained somewhat unclear. 

he


Project Director returned from home leave in February 1987, 


hired a secretary. A local hire extension agent was retained for
 

a more senior Project
1987 and
an unbudgeted position in April 

(then dismissed for cause
 specialist has hired in November 1987 


A U.S. expatriate (resident in Swaziland) was
 in March of 1988). 

Two other employees,
hired as Data Manager in February of 1988. 


marketing specialist and an extension officer,
hired to work as a 


have since left for other employment.
 

made plans for a
 
In recent months, the Project office has 


substantial increase in the number of full time staff members. A
 

fifth person (aj.S. expatriate resident in Swaziland) 
is being
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o serve as a business extension-agent. A sixth

hired this month 
employee (anothe resident U.S. expatriate) will be added in 

four Swazi busines extension agentse TheJuly along with 

professionals this.
Project Director plans to hire two other 


fill assistant project director and project accountant
 summer to 


positions.
 

In September of 1988, with about twelve months remaining in the
 

TrP will e operating with a complement
cooperative agreement, 

whom will have less than four


of twelve employees - eiaht of 
It would seem that the 

months experience with the ProJecti 


is faced with the almost superhuman task of
 
Project Director 


staff members with the Project, training them
 familiarizing now 

- work which is 

in their duties and supervising their work 

and
sites with institutions
out in remote
sometimes carried 


a great deal of technical and administrative
activities needing 


With the prospect that STEP personnel will all be
 
oversight. 


a full complement
from the date of
dismissed in twelve months 

Director
 

(PACD is August 1989), the prospect that the Project 


will be able to first train, suiervis_. and then retain an
 

through completion of the subiproects and
 
effective team 


of the lessons learned sems remgote.
documentation 


with STEP
 
It seems to us that professional personnel serinqg 


should have at least one of the following minimum 
qualifications:
 

- Private sector experience. 

Fully successful professional experience in the
 
-

field of small enterprise development.
 

- A high level of attainment in a relevant discipline 

such as anthropology, sociology or business
 

administration.
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we do not believe that these mi2::imum Mualificatio n s have been or 

will be applied (n the selectign of STP staff members with the 

and the four yet-to-be-hiredof the Project Direcl:or
exception 


small enterprise extension officers.
 

Our cursory appraisal of Project staff does not allow 
us to make
 

of
judgement as to their capabilities and level 

an informed 


we wish anthing said hers to be considered
performance nor do 


derogatory of their efforts, commitment or capabilities. 
We are
 

for the new
the 	 candidates
concerned, however, that proposed 

position of Project Assistant do not appear to meet the minimum 

qualifications listed above.
 

the
 
Technical Assistance for MITC/12MEP: -Under the terms of 

5. 


original cooperative agreement, STEP was obliged to provide 
up to
 

fifty percent of the Project Director's time for technical
 

to the Manzini Industrial Training Centre's
advisory services 


(STEP was

(MITC) Busines Management Extension Program (BMEP). 


required to provide this assistance in lieu of arrangements for
 

have been made within the AID
the same which might better 


funded BMEP (645-0222) project). During the early days of STEP,
 

the Project Director spent a great deal of his time with 
BMEP in
 

their
develop a workable -operating Rlan for 

an attempt to 


He has made a substantial contribution to the program
program. 

by helping the grantees to think through their operating 

scheme
 

suggesting

for 	a sheltered workshop/training center and 


revisions to various aspects of the program which we 
consider to 

be major enhancements. 

While him efforts were described in quite laudatory terms by the 

it seems unlikelv to un that the
BMEP administrative officer, 

the fundamentalovercomeserviceS can
1TEP Praolet Dirctor"l 

f the ,rograMl! design, consultation services from 
wea)kressel 


can
STEP 	did help to "save" the project during its first year but 

little effect oh project viability over the long term. The
have 

sits 	and the failure of
unfortunate selection of the facilitiy's 



the grantees to develop a workable plan for its use presents STEP 

with basically "insurmountable obstacles to solving BMEP's 

problems. 

C. Adeguacy of Resourcest it is very difficult to provide a
 

rationale for recommending increasing, decreasing, or holding 
the
 

current level of funding, staffing or time allocated for project
 

The Project, as it is currently designed, has
implementation. 

sufficient funds to implement its proposed portfolio of
 

If the Mission feels that the experimental agendaactivities. 

and the plans for baseline information gathering will aid them 

in their efforts to determine how best to intervene in the small 

business segment of the Swaz. private sector, the current level 

We believe that the proposed Projectof funding is sufficient, 


agenda does not allow sufficient time for careful documentation 

and baseline information
the results of experimental
of 

The Mission should consider an extension of time of
gathering. 


up to six months beyond the current PACD to allow for
 

the results of the Project's experimentalcompilation of 

activities and preparation of a detailed report.
 

If we are correct in our Understanding that the unstated goal 
of
 

the Project is the formulation of a small enterprise strategy, 

the Mission may not be satisfied that the ProJect's proposed
 

information
activities will, by September 31, 1989, produce the 
in the

it needs to formulate that strategy. With the Project 
to PACD), the


early stages of implementation (albeit half way 


Mission has an opportunity to reevaluate the course that 
STEP has 

taken, decide what activities should be supplemented or 
replaced 

to produce the necessary information, then determine what, if 

any, additional resources should be provided.
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Table -i STEP SUMMARY BUDGETS 

PFP CARE AMENDIT #1 AMENDIT #2 

personnel $191,457 

Consultants 12,300 

Travhl/PerDiem 16,530 

Materials/Serv. 55,056 

Comunications 3,750 

Evaluation "'" 

Reoruit/Roloc. 5,946 

Overhead(PfP) 76961 

Subcontr-SSRU 120,000 

Subcontr-Howard 18,000 

Baseline ---

Grant/Loan Fund 250,000 

overhead (CARE) ---

$178,575 

27,670 

41,246 

--

5,000 

--

"" 

30,000 

235,000 

§7,558 

$178,575 

27,670 

58,246 

5,000 

218,000 

250,000 

. A 

$268,575 

31,670 

58,246 

5,000 

124,000 

250,000 

SUBTOTALS 

PfP-12/29/88 

Share PfP LOC 

$750,000 $565,049 

59,145 

12- . 

$805,049 

59,145 

$805,049 

59,145 

.1280250 

TOTAL $750,000 $990,000I, $990,000 
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