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EXECUTIVE SUMMARY 

This evaluation is of 
four enterprise development (SED)
projects in Sri Lanka selected from 
an original list of eight
projects of interest to AID/Sri Lanka. team
The four which the

of Hilary Feldstein and Robert Hunt evaluated are:
 

I. Lanka Hahila Samiti (LMS): a year pilottwo training and
extension program with rural women's groups, focused on thedevelopment of 
individual and group entrepreneurship. Technical
 
assistance was provided by the OEF.
 

2. Women's Bureau (WB): A training and pilot subsidy grant
program for the development 
 of women's income generating
activities in rural areas run io conjunction with the OEF from 
1981-1982.
 

3. Chamber for Small Industries (CSI): The first trainingprogram in Sri Lanka for small 
industries entrepreneurs, funded
 
mainly by the Asia Foundation.
 

4. Sarvodaya Shramadana Movement (SSM): A well known, island
wide community development movement, recently involved 
 in
establishing community retail 
stores with assistance from AT
 
International.
 

The evaluation had several purposes and audiences. 
 First of
all, it is a review of differing private voluntary agency (PVO)
approaches to SED in Sri 
Lanka, and therefore is of interest to

AID.Sri Lanka as it considers means for working with such
sgencies 
in promoting SED. Others too are interested in these
results as a means for comparing approaches to business support
activities 
of PVOs. These groups include the voluntary

organizations themselves, donorand agencies working with them.
About a dozen PrOs from the latter group, along with the AID's

offices of Private Voluntary Cooperation and Rural and
Institutional Development 
are interested in efforts made by the
evaluation team to test 
a new methodology for evaluating small
enterprise projects. 
This latter methodology, described on 
a
 paper entitled "A Systems Approach 
for the Design and Evaluation
of 
PVO Small Enterprise Projects", was prepared by Cheryl Lassen,
of PfP International on the basis of 4iscussions by an AID/PVO

working group. 

Consequently the evaluators sought 
to use the meLhodology to
elucidate the different models of SED implemented by the fourorganizations and to gauge what impacts and benefits may be or are rasulting from each and in doing so to test the usefulness ofthe methodology in the field. Systematic collection of 
data on
impacts or benefits was not possible in limited time availableand in light of the fact that two projects (those of LMS and CST)
had been operating less than a year. Small enterprise
development is the resources or inputs and management of thoseresources brought to bear on helping new or existing small 



enterprises to 
flourish, usually by organizations engaged 
in

small business assistance.
 

The system's model calls for efforts to assess impacts of
such assistance on four dimensions viewed as critical fordetermining the sustainability and spread of economic impacts andthe degree to 
which these impacts would create desirable social
and institutional changes. 2:ritical 
impactu or benefits are
those on the firm, on 
the local economy, on the equity or
distri3utTon o--tes'urce-s created by intervention, and onthe 

institutional capacities of those agencies critical for the 

the
 

continuation of 
benefits already achieved. Implementing agencies
are to be assessed in terms of these outcomes, but only in tandermwith two other factors. 
 These are the approach to developmentwhich the organization was utilizing, 
sources of understanding as
to what outcomes should be expected, in what order; and theparticular context 
in wh.ch project activities are carried out.
Inclusion of 
these factors enhance the fairness of the
evaluation, apprecrating organizational differences and
differences in operating conditions. 
 An evaluation based 
on the
systems model should be 
more realistic and useful 
for suggesting
alternatives for 
future SED projects than an assessrent based on
a na, rower set of inputs and outcomes. It would indicate what
worked (and didn't) from the perspective of the interaction of
factors typically impinging in important ways on SED project

efforts.
 

A. SED Approaches
 

By 'approach' we mean the theory of development informing anorganization SED activities, i.e. the type of inputs favored, thedegree to which they see social and economic outcomes as of equalimportance, the extent to which group development is seen toprecede (or follow) enterprise founding and functioning, and in
the amount of "follow-up" needed on such things as marketing andcontracts 
with public officials, There 
was considerable
difference between these 
four implementing agencies. At one end,
the Chamber of Small Industries stood as a training and mediatingbody, committed to reaching modest to middle income individuals

with some business experience, and providing them with thetraining and contacts needed to begin or expand manufacturingoperations. Social benefits (jobs for the poor, communityeconomic improvement) should follow, presuming that the nationaleconomy would continue to be supported by the government and willexpand. At other isthe end the Sarvodaya Shramadana Hovement,committed to "another" development, in the sense of a rural,community based effort minimizing the value of economic
transformation as compared to the collective advancement oftargeted communities. Business community stores was to be helpedthrough training and some marketing and financial support, butlargely as a means 
for building 
local Sarvodaya organizations and
expanding the ofnetwork services (economic, social andpolitical) which local bodies can provide. 



For both Lanka Mahila Samiti and Women's Bureau, social 
and
 
economic development are intei-linked, as they are for Sarvodaya.

For the LMS, which has a nation-wide network of local voluntary
 
groups involved in social service activities, its own groups are
 
to be foci for improved business activity of mainly via
 
particpant training and, siva'iltaneously, the groups strength and
 
pro!'1em solving capacity are enhanced. However, the LMS, unlike
 
the SSM. sees successful group business activity returning

profits to individuals more than as means for advancing community

health and education programs. The Women's Bureau, working

through specifically trained extension agents (DOs). seeks to
 
raise the confidence of rural women as a means for generating

entrepreneurial initiatives. are
Groups used mainly for
 
logistical convenience, as assistance is really directed to
 
motivating and through the financial security and competence
 
achieved in successful enterprises.
 

The approaches of all four organizations suggest an 
appreciation of the moderately benign/moderately hostile content 
in which beneficiaries are to work: an economy which is open, Yet 
where large multinational trading and manufacturing firms are 
dominant, helped by the nation's free trade policies; and a
 
societ) which is democratic, but where political terrorism and
 
elitist patronage mechanism% are in place, creating uncertainties
 
and reducing the 
call of the poor on scarce, regulated resources.
 
The rural areas in which three organizations work are
 
characterized on the plus side by extensive networks of roads,

transportation, banks, and a high degree of literacy. On the
 
negative side, among the largely poor population, there is a
 
paucity of capital assets, institutional credit and marketing

information; and local middlemen often have a monopoly on
 
commercial transactions. 

The SSM views its enterprise development activities clearly
 
as part of a long-term strategy for contending with the larger

environment; and in a similar vein, the W8 
sees its efforts as
 
helping women become stronger and thereby capable of accessing

services more effectively. The approaches of the LMS ai. CSI are
 
less directly concerned with changing the environments, though

both have strategies for increasing client access to it. LMS, 
though dealing with a poor constituency, emphasizes sel­
stre;sgthening for individuals and groups, wishing to only inact 
. last resort is a mediator. The CSI more explicitly includes 
its "brokerin&" or mediation in its piogram. 

B. Inputs and the Managing of Resources for SED in Sri Lanka
 

All four agencies sought to bring a package of critical
 
inputs to ontrepreneurs and firms appropriate to the 
beneticiaries and their setting, which would advance SED), and 
such that changes can be susoained and have an ever widening 
impac t. 



Activities focus 
on the selection of clients; 
means for
supporting then with training programs, extension services and
finance, and 
for following up 
on original inputs and
beneficiaries so as to monitor progress and deal withImplementing problems.agencies also tended to seektheir own survival means for assuringthrough the development
activities of income generatingor the tapping into 
voluntary action networks.
 

In the area of selection, the agencies differed in
primary beneficiaries sought, type of
 
experienced small 

from the CS! highly motivated and
businessmen seeking to
manufacturing line, move into a
to the 
poor rural female of
and the unskilled, motivated the WB and LHSand socially committed individualsthe SSM hopes will be selected by communitiesstores. to run theirFor CST and WB, selection is largely in
implementing the hands of theorganization and considered an importanttheir activity. Based on their 
aspect of

experience, they select
they thosethink most likely to succeed, who they believehelp best. can use theirLMS and SSM are concerned 
more for assuring
participation of 
potential beneficiaries 
in the selection
 
process.
 

Transforming those selected into succ.ssful entrepreneurs
(and then, through various 

to larger social and 

routes, seeing their activities linkedeconomic changes)
different called for signific-antlysteps, across 
these four agencies. At
to make the least one sought
inputs relatively direct and short-term:
views the training it the CS!
provided, when supplemented by
brokerage some laterefforts for some individuals, as sufficient to bringnew, sustainable entrepreneurs 
into the Lankan economy, and thus
to broaden and strengthen the economy's base.
CS! has In practice, thebeen called upon for mediation more than itand has anticipated,responded effectively but 
by calling on 
a staff for
substantial 
extra effort.
 

Two others, the LMS WB,and providedmanagement, training in businessbut also for motivation and self confidencerural, poor and female. WB also provided training 
for the
 

required by new enterprises (e.g. 
in the skills
 

building 
poultry raising), whereas LHS
was 
 on existing skills anJ 
activities.
training in SSM provided
business management and other aspects of
retail store to running aits community selected shopkeepers. 

Part of this training (for and"solidarity LMS SSM) is also inbuildin "' as the strength of local groups was seen
a means for as
protecting individual and 
group businesses and, for
SSI in particular, assuring that revenuesnew 
some might be used forsocial ends. Autonomy for the organizationbeneficiaries came to be a problem for the WB in a 

and 
different way; slightlyfor its early selection efforts
uneven collaboration were at best an
with local political figures, anxious to
share 
in a new 
patronage opportunity.

reduced this form 

The WB has significantly
of interference as its programs havemore visible and staff more become

capable of arguing for economic 



criteria in the use of public funds. However, 
the influence of
 
political elites in a poor economy continue to be issues needing
to be confronted. They certainly are part of the reason for the

added requests coming to the CS! from its 
graduates. Support in 
the political and economic marketplace are needed by new 
entrepreneurs, particularly those 
target by these groups and
 
projects. 
Much of the time of project implementation has
 
involved in way another efforts toone or confront these
 
realitlies.
 

Financial support has come 
in the form of small, direct
 
grants to individuals (WB) to groups (LMS) and in loans to

communities (Sarvodaya). The amounts were small (about $100.00
 
where individual or small groups grants are 
 given, $500-$800 for
the SSM community loans). However, both WB and LMS have come to
 
see 
these grants for potential and current entrepreneurs as
 
critical if their clientele are to have a chance to use their
 
training (and to reinforce the feelings of self-confidence which
training is designed to provide). For SSM, the money has been
 
critical for adapting local buildings to serve as stores and for
 
securing ample stock to run them and because theof 
unavailability of expected bank 
loans assist in the start-up and
 
operations of the stores.
 

All agencies are committing time and effort to Institutional 
development--meaning both the creation of a support network to

assist beneficiarte3 extend range of program
and the impacts, and
the strengthening of their organizational viability and capacity
to give small business assistance. These often involve similar 
tasks, as with the CSI's efforts to encourage course graduates to
become associate members of the Chamber and to support its 
mediation efforts. For SSM these activities also overlap

considerably, as the presumed growth in economiclocal resources 
and linkages will reduce pressures for national assistance, while

advancing the attractiveness of the movement within SSM 
communities, and to potential ones. This makes clear the SSM
efforts to encourage community monitoring of store functions so 
as 
to reduce needs for central services, and asslire that local
 
profits become part and parcel of local 
develcpment efforts.
 

The LMS project is an institution building effort, as well 
as a SED activity. The pilot is intended to test a means for 
introducing small business assistance skills and resources into
 
its already strong voluntary extension network. It is this
 
outreach capability which gives it great potential. But this LMS
 
has limited financial resources. It has sought, with some 
success, modest outside funding support fr its small grants to 
groups. It is nlso widening its contacts with other institutions

which can help specifically with resources or advice to its SED
 
activities, The development of the capacity to 
provide

assistance to small enterprises Is at an early stage and it will
require more time, technical assistance, and training or 
recruiting of personnel to establish expertise in depth before an
 
assessment about its ultimate viiability becan made. 
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As a 	government 
funded agency, 
the main costs of the lJonen's
Bureau projects, 
the salaries of its extension agents (DOs),
been 	absorbed. 
The WO continues to raise funds for 	
have
 

start up
grants and extra 
transportation costs 
for training from 
a number
of external donors and 
from 	locally allocated district
development funds and 
leadership training and 
small enterprise
development program 
now operates in |1 districts.
 

C. 	 Main Impacts and Lessons
 

Impacts are different 
to assess in these 
cases. For 
one
thing, the time period between the commencement of 
two of tie
projects (LMS and CSI) and 
the evaluation visit 
was short. In
addition, the two weeks available for surveying four 
projects
limited the 
team's capacities for collecting impact 
data.
Thirdly, each organization's approach 
to SED suggests the
for different emphases in 	
need


the assessment process, 
as do the
variations 
in project setting. 
How 	should evaluators compare
less 	 tangible outcomes seen as derisive "first stages" by one
orgatization with concretemore results (e.g.. numbers ofgraduates, loans) sought as preliminary impacts by others? Theseconcerns have, of coulse, stimulated the search for a new noLJ ofevaluation and the development of the systems framework We
attempt here to recognize these complexities, while accounting
for the newness of the proje-ts and the absence of regularly
collected data manyon of th4 indicators, especially 
on social
and institutional 
outcomes. 
We 
have 	laid out for each
organization, in 
each benefit category (the fire, 
local economy.
equity, and institution building) wha, 
was observed in the way of
impact, what 
might be anticiFated, and, 
in the text, what futuredata 	might be gathered to determine such impacts.
 

We have confidence that 
we learned 
 odre 	thar we could have
learned had the 
focus been on 
more 	traditional 
outcomes.
 

In general, each project 
should register benefits in each of
the categories, but 
emphases will 
differ substantially. For all
four, enterprise profitability and viability 
are highly
irmportant. For 
CS! tt is the preemisent objective and focus of
its training efforts, even 
though 
it does not systematically
monitor the outcome. 
At this point we know mainly that the
courses 
are very popular, and ranked highly by
are 
 participants;
and we 
know from a small sample that graduates are applying 
their
new knowledge and seeking to follow-up on meditationopportunities so as to gain new financial resources and
 
information,
 

The timetable for improving client businesses is likely tobe more extended for the LIS that 	the CS! as they 	are workingwith 	a less sophisticated group with 
fewer resources. Early
outcomes seen as the base 	for such business siaccess are the
learning 
of business skills and self-confidence; 
and experience
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in group work. There is evidence that these are beirg attained.
 
It is unclear whether choices of businesses to support (coir.

handicrafts) are optimal and assistance to the groups and LMS in
 
determining markets and products will continue to be a focus of
 
the second 
years activity, For SSM and the WB, there is evidence
 
to suggest both that assisted businesses are performing veil; and
 
both organizations are clearly commItted to continuing business
 
assistance on the same model.
 

Project documents and project personnel in ill four cases
 
mention the potential impact on the local economy. CS] expects

productive backward and forward linkages as their clients new
 
enterprises are established or improved.
 

The major exception is the SSM, through its retail stores. 
Though data is quite anecdotal, there are stores which are making 
serious efforts to increase local product purchases by a
 
substantial degree.
 

With the exception of the CSI. which reaches middle income
 
iE--the organizations place a primary emphasis on social change

(equitable development). Evidence suggests that the LMS LB 
reaching poor rural women, though there is clearly variation in
 
the standard of living of beneficiary communities and
 
Individuals. The VB has overcome in the main efforts to
 
politicize choices, and seems from our observations to be
 
spreading benefits to a wider range of rural women, most of 
them
 
poor. Both these organizations. and the SSM through its manifold
 
institutions in communities, also seek to deliver training for
 
skill development and self-confidence, and these are impacts with
 
significant potontial for increasing equity. Horeover, the SSM
 
has (as noted) worked to increase the likelihood that community
 
organizations are serving the nation's wealthy in any direct or
 
notable way.
 

All organizations have highly dedicated staffs, believing in
 
the efficacy and significance of their tasks, They are the core
 
for strong and viable SED projects and implementing
organizations. Yet, there are weaknesses and needs 
as well.
 
Staffs are overworked and many individuals would be difficult to
 
replace. Perhaps the LHS has the greatest problems of this snrt.
 
followed by the CSI. They have excellent central office and
 
field people but project impact and ultimate sustainability in
 
both cases (especially as planned expansion occurs) would be
 
Markedly enhanced were the staff network to be deeper.

Additional funding for these agencies might well be directed at
 
these personnel matters, so as to deal with these aipects of
 
"Instltut ton building".
 

Each of the four organizations has plans for and taken steps

toward creating socia#/political linkages useful to SED.
 
Sarvodaya's concern for establishing community monitoring and
 
advisory bodies to assist ithte operation of the stores and to
 
integrate store and community function , are mttched by such
 



things as the CSI's concern and plans for improvement
relations inamong graduates (beginning withother small associate membership),manufacturers, large scale business and 
government.
In the second year, LHS is 
seeking to 
broaden its advisory board
to include more representatives with business
expertise. In or training
Kolutara, 
the WB has increased the
government services to delivery of
poor rural women. 
In the case of all
these proJects, however, the 
impact of 
project activity on the
larger network of environmental relations is
discern, and further study 
still difficult to
 over a period of time 
is needed.
the whole, however, On
the "internal" and "external" institution
buitdtng efforts of 
these organizations 
seem promising, even
needing some supplementary planning and effort 

if
 
to fulfill.
 

D. Cost and Sustainability 

The :o ts of 
the 
benefits (and potential benefits) is
dlifficult %o calculate. On one 
level, that simply running
total outlays against of 

the most clearly perceived outcomes
(numbers of 
 training 
courses and graduates, numbers ot
given, loans
numbers .f enterprises ttarted), the 
costs
*ignificantly from about 

vary

$350 per trainee
$S00 per store for 

for the CSI to nearly
the SSM. These are of
because they sug4est only 
little significance


one aspect of potential outcomes and
are not in and of themselves comparable; Perhaps as important
the comments we are
often heard from development professionals
V . and Sri Lanka as they in the
have viewed these figures.
in one way or another, remarked on 
They have,

how small themoney in question is; total amount ofand how any positive outcomes with such
outlays could 
legitimately be 
regarded 
as unexpected.
 

From a systems perspective costs are meaningful only when
taken in terms of a set of outcomes over time. 
To what extent
have outlavs created a process of change which has social
tnstitutional and as
as well economic significance--and
reinforcing" is selfWe argue the
in text 
that these projects have the
potential for becoming "cost effective" in these
generating benefits very terms,
with substantial 
potential for 
spill-over,
and likely to 
be sustained. 
This should be
implementing true even if theagencies remain dependent on external funds,generating "independence" in whilethe political economy which thewill enter. poorMuch of what occurs in the future for these
institutions and 
their targeted beneficiaries will
forces depend on
the direct control both, such as 
those shaping the
direction and dynamism of 
the Srl& Lankan economy.
these organizations do de~elop To the degree
individuals and group capacities
to engage in small enterprises aod the 
larger commercialand ;anage their world
household etonoatcs better, 
their resilience 
in
the fAce of such changei may be enhanced even as specific

enterprises 
fail.
 



E. Systems Framework
 

Advantages of a systematic approach to evaluation are
obvious. 
 It provides a means for assessing change as 4 social aswell as economic transformation, and for at least raising
appropriate questions about the dynamics of a project setting.
Where data is available, over time, a systems approach allows for
the actual investigation of the dynamic processes of social
change, It is that contingency which bothers both critics and
friends of the approach. Most accept the argument that a.alysis
based only on "available" (usually quantitative and economic)

data is insufficient, and yields information 
 unlikely to suggest

such about lives of beneficiaries or the sustainability of

projects. But it is a systematic study which calls 
 for so much
comprehension in approach and data collection realistic as an 
a lternative? 

Our experience in applying the systems approach in Sri Lanka
indicates that 
even in a limited time, considerable information
 
on four organizations can be collected and analyzed to provide a
solid foundation for understanding the dynamics of each nroject,
In this case, impact analysis is less complete. Our experience
indicates thaL if new projects are undertaken with the framework
in mind; benefit priorities and expectations established early;
and carefully structured monitoring mechanisms build in from the
beginning, that the infortation generated will benefit not only

evaluators, but the implementing organization. PVOs have moved 
to adopt titis requirement and future SED evaluations may well
provide ample and several impressive tests of systematic 
perspect iyes. 



1. INTRODUCTION
 

A. The Evaluation Assignment 

tn October 1981, representatives from severil Private
 
Voluntary Organizations engaged in small enterprise development
 
met with AID counterparts from officca of PVC and SAT and
 
academics interested in the fluid to discuss .ne role of PVOs in
 
this sector. The initial seminar raised 
a number of issues of
 
which a dominant one was the need for devoloping a framework for
 
program design and evaluation compatible wtth the objectives,

clienteles and strengths of 
PVOs. To that end a Small Enterprise

Evaluation Working Group was formed to discuss such a
 
methodology. 
"A Systems Approach for the Design and Evaluation
 
of PVO Small Enterprise Development Projects" prepared by Cheryl
Lassen of Partnership for Productivity distills the essence of

these discuzstons.* The discusses and
paper provides guidelines

for the tvaluation and comparative analysis of SED projects. The

PVC office circulated throughout AID and the Missions a

descripcion of the working groups activities and objectives,
 

Under the PVO Co-Financing Program, USAID/Sri Lanka has
 
financed several PYO/SED projects in the last four years and
 
recently, to stimulate and support private sector business
 
initiatives it has authorized funds for support of a newly
created Business Development Center (BDC). Among the objectives

of the BDC is to 
encourage small businesses, particularly in the

rural sector. A review of PVO activity in SRI Lanka was timely

and once aware of the framework being developed by the PVO 
working group in Washington, the Mission requested an evaluation 
team to review Sri Lankan opportunity to use the comparative

framework in reviewing several projects in one country. The SED 
prr)ject of Lanka Mahila Samiti in conjunction with the Overseas 
Education Fund was due for a mid-point evaluation to be used in
 
considering second year funding. this
Thus the three purposes of 

exercise were: (1) To try out the SED comparative evaluation
 
methodology; (2) To review PVO/SED activity in Sri Lanka and
 
report to the Mission; and (3) To make a mid-point evaluation of
 
Lanka Mahila Samiti.
 

Robert I;unt, part of the Washington PVO working group, and
 
Hilary Feldstein, an independent consultant, 
were contracted by

PfP under 
funding from The Small Bt.siness Capacity Development

Project (DAN-E5317-C-O0-3085-O0) with diruct funding from PVC/FVA
 
to do the fiold investigation from 31 July to 17 August 1984.
 

From an ori-&nal lint of eight projec*s, the evaluation team
 
and USAID/Sri Lanka revit-ved four:
 

(1) Lanka Mahi la Samiti (11 ): a 2 year pilot training and 
extension progrim with orgdIjized rural women's groups for which 
technical assistance to pravid*d by (GEF. 

t0
 



(2) Women's Bureau (WB)z A training and pilot subsidy grantprogram for development of women's income generating activitiesin rural areas run in conjunction with OEF from 
19811982. Them1ssion was particularly interested in what has been retiiinedsince the project was completed. 

(3) Chamber of Small Industries (CSI): The first training
program in Sri Lanka for small industries entrepreneurs which AIDhad not funded, but received support 
from The Asia Foundation.
 

(4) Sarvodaya Sramadana: A well known, island wide, communitydevelopment movement, recently involved in establishing i-ommunityretail stores 
with assistance from AT International.
 

Because the period for 
four 

field work was so brief (16 days) andorganizations were covered, we were unable to gatherextensive data on 
the output or inputs of 
these projects. A
description of the evaluation methods used is found in AppendixA. Our analysis concentrates on understanding the variety of
approaches, clientele, service mixes and potential benefitrssmall enterprise projects of
in Sri Lanka. 
 We stress "potentialbenefits" because two of the projects are too new to have reachedthe level of service delivery which they have reasonablypotential to accomplish. Nor are the dimensions of their Impactdiscernable 
as yet, even a
if serious effort 
had been made to
measure them. Therefore this analysis is a comparative overviewof the differences 
of the SED efforts in Sri 
Lanka rather than an
evaluation which attempts to 
rank the four projects against 
one
another and expresses judgements of comparative worth. 
Nor will
it attempt to substantiate the Interaction of 
social and economic
effects as posited by the approaches of the organizations though
we 
believe them generally to be soundly conceived, The
conclusions and recommendations of the comparative analysisewpress issues and questions 
which should be addressed by projectand donor staff in the future. 
 Where feasible, suggestions
made as to arehow to collect data and establish monitoring processeswhich may be useful in answering these questions,
 

The Introduction section of 
 this paper continues withdescription of athe context in Sri 
Lanka within which SEDoperates. 
 The context section stands for all 
four projects with
particular differences discussed in the individual c6se studies. 

Section II is the comparative analysis organized accordingto the approach of the implementing organizations, the projectimplementatton and service mix, and an evaluat ton of benefits.It begins with a dssusion ot the framework used and close* withgeneral conclusion to be drawn frov the exoercise. Setto IIIpreosents detilled cas' itudles on each of the organizations. 

i 



B. Context 

Sri Lanka i in many ways and exemplary set:, i.g for 
development activities. It has an ancient and fiscinating
culture which s a source of national pride, is *ccebsible 
through major air and sea routes, and is a country of unsurpassed 
beauty. Moreover, and for developmental purposes more 
significant, it has a deeply rooted democratic tradition. 
Citizens expect to participate; and their politi el system is a 
fairly populist one, emphasizing the direct links of people to 
their government and public bureaucracy. Popula. pressure in the 
decades after indepepdence are largely responsible for the 
widespread public services in health and educatitn. That the 
nation is relativoly high ranking on basic social and economic
indicators, despite the fact it is one of the pujrest nations in 
per capita terms (S270 GXJPircpita. 1982) testif:,#s to the spread

of benefits even to poorer sectors of society. Consequently.

development rolects in Sri Lanka are undertakelt with
benefci i-es kely to be literate and well int )rmed and 
exptrientd in 4roup activt.es; and to Save actess to food.
health, an4 other services whi h can make a difference in the 
time and energy they have for development activities. There is a
substantial traditiJ. of mutual self-help in Sri-Lanka, and the 
indtcenotts sociil a;-- eco.iomic groups are active even in remote 
area . 

The economic beas of the country is strong in several 
respects. Its agricultural potential is large thanks to fertile 
soi:s and moderate cl!mates. World demand for its tea, rubber, 
coconut produrl's and coffee is well established, even though the 
terms of trade in these commodities have generally gone against
the country over the past three decades. Natural resources are 
relatively abundant. Electric power supplier generallyare 

adequate an4 are being increased; the national road network is
 
extensive And varieties of public and private transport companies
 
serve even remote areas. Roads throughout the nation are lined
 
with shops selling fresh fruits and vegetables and manufactured
 
goods, many of them imports; and many villages have public and 
private health centers and outlets for the People's Bank.
 

In a recent effort to assist all siz-s of businesses iie 
collaboration with USIAID the government I.s promoting a Business 
Levelopment Center fiDC) which Is designed to assist busine,ses
to start and improve their operations, to provide industrial 
services such as marketing information, and to develop policy.
Businesses to bt assisted range from multinationals (to
diversify) to potential entrepreneurs without resources or 
experience such as unemployed graduate* of universities. 

Yet the nation also ha. *ertou. +roblems. Its actul
economic performance has been motes!, with World Bank tt ures 
indfcating a (NJ, qroWth rate (|960-l,| or 2.S perce.. on 
average. Biciause of periods* of Irauhte ot flools as d utress on 
land. Sri Lanka does not grow enougi- rh,o it ford it peoplo 
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despite its generally hospitable zlimate.
access Most famiIies have
to paddy land, through not 
enoRh,and are
therefore toSo=V exrtflt dependent oil
and partially mitigated by 

the cash economy. This is recognized
a publicly financed food stamp program
for families earning under Rs 500/month.unemployment Problems of
and underemployment continue to increaserates of population growth as rpidin the 1960's and
outstrippei 1970's (now slowed)new jobs. 
 Some estimates place joblessnesn at 
about
a quarter of the workforce. 
The lack of jobs at home has madeJobs in the Middle East a lure, particu:*.rly f ,r younywomen who often go off for two to 

men and
five years before r.turnnghome with their savings to settle down. 
 Those absent usually
send remittances.
 

Means for generating a rapid growth in 
productivity and
are not obvious. Despite jobs
its potential,
relatively the economy rests on a
weak structural 
base: few 
inter-industrial
exist, producticn and marketing options are 
linkages
 

limited 
or obscured
by the absence of complementary industrial 
and commercial firms
or of regular sources 
of business 
information.
capital for lending have groin, yet 
Bank outlets and
 

ta. ly 
loans are ,xpensive and not
obtained wtthout some backing. 

In rural areas, much of
dominated by 
the commerce and moneylending is
networks off mudalalis, middlemen who buy and sell
locally 
or trade 
to the 
'larger' mudalalis serving 
the towns.
leolated producers of agricultural 
or manufactured products often
end up crediting their 
goods to the mudalalis in exchange for
that day's food requirements, resulting in a cycle of
dependency. debt and
Rural development is promotedministries, but by several governmenttheir activities are 
constrained
technically trained staff 

by a shortage ofAnd of the commodities, e.g.high yielding dairy cows, imported 
new poultry stock, 
they wish to


enlCouratge.
 

As a c.,.sequence of these economic limitations, Siri
confronted with difficulties in 
Lanka is
 

educated and 
meeting the aspirations of
political citizenry. its
 

deprivatiog A major problem of relative
i perceived by 
some observers, and 
is believed 
to be
a part of major upheavals such as the student insurrection of the
early 1970s.
 

Since 1977, 
Sri Lanka has been governen by
Nations Party (t'NP) the lnited
 
agriculture 

which seeks to promote the rapid growth of
and of industry through private 
sector initiative.
The 4overn-ent's efforts to

through tax breaks and 

support private enterprise, as
other concessions 
for those who will open
firms in trtain areas 
of the *tointry,supply of loan capital. are in 
and through the increased 

some ways offset by the pofree trade, whi:h icy)ifresults 
imported cheaper goods 

in the uncontrolled "dumping" of 
existing ani 

on the local market to the disadvantage ofnew manufacturers. 

trading firms may 

Large bcale industrial andbe more tied Lo overseas firms thanlocal t-, theeconomy, 4oreover, there remains a and 'large c -
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bureaucracy more oriented to welfare and public assistance than 
''to -upparting .4mall Ibksinesse~s.. Addit ional diffit -. ltes are 
someti es created by the penetration of the administrative system
by elected officials. Sri Lankan populist tradition and the fact 
of contznued scarcity make it tempting for public officials to 
,jse their clout to secure special favors for clients. 
Coosequently whether dealing with village headmen who are part of 
the ci;vji service system, or all the way up to top level 
bureaucracy the entrepreneur or PVO official sometimes needs to 
consider the possibility of seeking 'political assistance* in 
getting public goods and services.
 

The projects of three ot the organizations reviewed-LMS. WB,
and Sarvodaya-are largely among the rural poor. They are set in 
areas characterized by pockets of poverty and considerable 
unemployment and under-employment through the remittances of 
family members in the Middle East provide some assistance. The 
new houses we saw frequently were attributed to the savings of 
the temporary cigrants, housing being their first investment upon
return. People marry late, women in their late twenties, and in 
more remote areas these women form a cadre particularly 
interested in opportunities for small enterprises. 

'The Framework suggests that contexts be graded along a 
continuum which measures the difficulty it presents for small
 
enterprise development. We would rate Sri Lanka's environment as
 
moderately difficult.
 



11. THE COMPARATIVE EVALUATION 

A. A Framework for Comparative Evaluation 

There are a number of challenges inherent in making acomparative analysis of several small enterprise programs such as
those in Sri Lanka. One is the difference among donors in
funding contrasting types of socio-economic assistance, difierent
beneficiary groups, and various sequences of activity over

different periods time. Added to
of this are the differing
philosophies and sets of services of implementing agencies, not
to mention sharp contrasts among project design in terms of the

decree of beneficiar- participation in project design and
 
management. Ultimate goals also diverge as theto relative
expectation for self sufficiency and for social as well as

economic change.
 

Very significant differences also exist in project context.
The realities ot 
specific settings may necessitate numerous

departures from standard models and originai proposals that have
 
ma jor design influences, recognized or not. 
 The social and

poittical infrastructure of a setting and the dynamic (or lack of

it) of the local economy, are important determinants of the form 
a project takes. The effects of context on implementation are
complex, but 
efforts to understand the relationship provides

significant information for practitioners everywhere. At a

minimum the effect of context must be examined in each project

and contest and differences must be controlled for in making

t mparisons of benefits across projects. 

Given variations in project approach clientele, methods and
 
context, it's no surprise that there is equally large diversity
in the kinds of benefits which small enterprise programs produce.
Some might argue that 
the search for SED benefits should focus on
 
a few key indicators such as profitability wage employment, or
business performance rattos. But most people in the Third Word

strive to imprnve their economic activity for reasons such as 
greater ,tconomlc security; improved nutrition and standards of

living for their families; and a desire to be productive. SE.
benefits are also limited to gains by
not individual producers;

they can be just as important to consumers in improving the
 
structure of area economies or in changing national policies
institutions to create wider access productive means. 

and 
to 

Since man) small enterprise and income generating projects
aim at broadening ecor.omic participation, social factors are very
important to analysis. 
 Is a project targeting its services

appropriately, in such a way that viablecreares enterprises and 
has distributive input? Are project activities producing social
relationships or institutions, which themselves can spread and
sustain project impacts, through direct assistance and mediation"
Socio-,-conomic gains are important to understand, even when theycannot be indicated in more conventional monetary or counting 
terms.
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Ail of the above reasons haie led theWorigGopo mlenterprise evaluators to advocate an evaluation paradigmoriented to understanding that isand learning about complexity.goal of Thethis framework admittedlN is not to ptovide thoseremoved iron the who arefield with a 
used make 

reduced set of criteria which canbe to simple rank judgements of co. parative projectworth. The theory of development, let alone scall enterprisedevelopment., is not sufficiently refineddemonstrate that only certain designs, 
at t'sis point to 

indicators are 
methods and performancevalid above others. Therefore we need a frameworkthat tolerates and organizes complexity and ambiguity rather thandismisses them. This framework must encompass a broad definitionof economic 
and social benefits. 
 It must be of
encouragement assistance,and learning value to the clientb and staff who areat the heart of these projects--if not, 
why bother with
evaluation" 
 With social data 
that is 
hard to quantify and
economic data often compiled in the absence ot quality record­keeping, this evaluation framework must
judgements and inferences about project 
be careful about making
 

the 
worth which exceed the
reliability of evidence. Lastly mustit enablecomprehend the development process work 

us co 
at or impede socio-economic whic.rh either enhanceimpact. Beyond all the inputs, outputsand benefits, 
what have we learned?
 

It is not possible with this assignment in Sriin Lanka toa rigorous testfashion any comprehensive theory about
and evaluation of the design
small 
enterprise development projects.
goal is to demonstrate this 
Our
 

learning approach
evaluation. to SED design and
To do so we use a framework which analyzes andcompares among projects as 
follows:
 

A. COMPARATIVE B. AGENCY C. SERVICE D. SMALLEVALUATION APPROACIH + MIX A ENTERPRISEMODEL 
 CONTEXT 
 BENEFITS
 

Part I 
8. of the analysis introduces the approach
design andof the four small enterprise projects 
in Sri Lanka. It
discusses the objectives, clientele, scope and 
underlying
philosophies of each, as vell is the bosic informationgive that willthe reader the "gist" of the organizatiins' approach to SED. 
Part It C. inventories the vari ,s services provided by
four organizations and erplains ,1;ow 

the
 
each service mix fits
trwgether, 
is delivered bv 
the p-.,jects,
approach and clientele of 

and is affected by thethe rganizatmon. It also compares
wa n which the orijizatiorn delivers 
the
 

particular services. 

Ftrt 11 D. exatines our mait, categories of benefits;or h~.oI i lI evel firm- nomic gains; benefits to the local economy;huan and socril equi v gains; anJ the ability to build viablelo,>fl bui;tness support astitutionrs whose work will be on-goingover ti-e, jnd s4-gests kindsthe and dimensions of benefitswhich May be exptt, ed fon these four in the future. 



Part It E. concludes with recommendations and factors that 
merit furthier monturing in these small enterprise projects, and 
also with observations about the use of this system approach. 

The comparative analysis section is followed by ouch more 
Jetailed case studies which idantify in greater depth the 
approaches, clientele, services, implementation experiences, and 
future challenges of each organization. those wishing more
 
information or detail on any particular section are advised to 
consult the case studies. Indeed, these who want a thorough
introduction to these projects may prefer to read the cases first 
before reading the comparative section.
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B . Approach-


By 'approach', this evaluation means the world view thatunderlies its choice of 
clients, methods, and expected outcomes
and includes its operational view of the 
larger environment in
which it and its clients operate. It is 
the philosophy about
methods it is using for small enterprise development.Organizations have experienced successes and failures;
have built up and theya stock of experience and nutured a body of talentover a period of time. They have identity based on the typework they do best, the type of 
of

people and groups they regard as

primary beneficiaries.
 

It is incumbent on evaluators to recognize and accommodatethese factors out 
of fairness not 
only to the organization being
evaluated, but 
 the truth. Obviously it is
to possible to argue
that all projects and organizations 
are so unique that no
standards 
can be fairly applied by outsiders. 
 This is not
point being made. We are the
arguing that 
to understand 
success and
failure, 
the evaluation must proceed from a base which project
officials 
can accept and "stand on".

and This is implicit in design
in donor funding; it 
should be explicit in evaluation. 
Withbaseline and frameworkthat in mind foi assessing andunderstanding what 
they see, evaluators then may subject the
project to close 
scrutiny.
 

Therefore before examining the actual implementationsmall enterprise development by 
of

the four organizations studied,
we 
shall describe the approach of each 
to small enterprise
development. 
The four pages which follow give the gist of each
organization; its scope of work for SED, its organization andhistory, its clientele, and 
its approach. It must be emphasizedthat for three of the 
four, small enterprise development is part
of a larger range of 
development activities.
with The section endsa discussion of points of similarity and difference between
the ways they seek to assist small enterprise development and the
people with whom they work.
 

1. Chamber of Small Industries
 

Organization: 
Membership organization for small manufacturers 
established
Project Scope: in the 1960s
To provide general 
business training 
to as many as
600 potential and existing small manufacturers 
over a period of 
two and a half years.

Simultaneously to 
provide mediation services
(assistance in 
getting action 
from public and

private institutions) for 
trainees and
 
entrepreneurs.
Funding: 
 $&90,o00 for 30 
months beginning October 
1983
Donors: 
 $150,000 from Asia Foundation 
40,000 from CSI, 
some in kind
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a. Organization end History: 
 The Chamber of Small Industries
 
has a fifteen year history as 
a service organization for the
 
owners of small industries in Sri Lanka. It has 
 nearly 150
members, mainly in Colombo or within a 100 mile radius. Unlike 
the other projects, CSI is not a development or welfare 
organization. To expand its base and fill a needed niche for 
training in Sri Lanka, it seeks to assist mainly urban middle
 
class individuals.
 

b. Clientele: The CSI seeks to 
assist existing and potential

entrepreneurs of small manufacturing firms. 
They see as their 
target present owners of small enterprises who feel the need for 
additional training, those from trading families now seeking to

diversify, 
those who have been employed in manufacturing and now 
which to start their own firms, and those with no business 
experience, but resources to 
invest from money earned locally or
 
in the Middle East. This results in a clientele ranging in age
from thirty to sixty, predominantly urban, largely from the

middle or upper middle class, predominantly men (perhaps one in 
ten are women) and with some experience in manufacturing or
 
finance. The businesses they expect to ftart range from food
 
processing to the manufacture of electronic ahir.ery.
 

c. Context: As indicated in the general discussion of the
 
context for small enterprise development in Sri Lanka, the
 
environment is mixed; government is interested in stimulating 
private enterprise, but the establishment of a small
 
manufacturing firm is made more difficult by the open trade
policy which makes it vulnerable to 'dumping' of cheap imports
and by the bureaucratic hurdles in the way of securing low cost 
finance (18% 
as opposed to 22) and other services. Small
 
manufacturers are also especially vulnerable 
to market forces and
 
changes; 
 and they need good advice over extended periods about
 
regulations concerning employee rights. 
They require information
 
regarding licenses and 
incentives schemes--as for exports.

Government and educational institutions provide little of this.
 
The CSI thus faces the task of 
providing much of this information
 
and support itself. 

d. Approach: Since 1978, the leaders of CSI have seen the

need for training for small manufacturers, both to build up the 
membership of the Chamber and to upgrade the quality of 
entrepreneurship nationally. CSI's viev is that general business 
training which 
includes information on and introduction to

relevant public and private institutions, complemented by 'hands­
on' exposure to 
the firms of successful manufacturers, is what is
required to 
give selected potential entrepreneurs the confidence
 
and tools they need 
to establish and maintain profitable small
 
industries. The training is to be supplemented by further
 
mediation with relevant institutions as necessary. In the long
 
run, the small industries begun by graduates are expected 
to

impact favorably on the Sri Lankan economy by promotisig more 
business opportunities for suppliers and customers and mote new 
jobs.
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Sarvodaya Shramadana Movement:
 

Organization: 
National community development organization begunin 1958 currently operating
Project Scope: in 6000 villages.To promote retail 
stores in villages where SSX
 
operates.
Fundin&: 
 $100,000 for two years (1981-1983).Donors: 
 Appropriate Technology Inc. 
(ATI)
 

a. Organization and History:
Movement The Sarvodaya Shramadana
was begun 1958 ain as
small group of school 

community development effort by ateachers. 

is begin 

Its overall development approachto in each new location
workday (shramadana) on 

with a community volunteer a project identified byto follow that the village andwith support for
community groups (e.g. 
the gradual organization of
women's and


cation of 
youth groups) and identifi­village needs and
projects solutions (frequently preschooland children's gardens). SSX directs
intervention its support andto helping them come togetheractivities to generate plans andof benefit to all. Subsequent to the growingwide recognition world­for its wholistic approach toits impacts, development andit has, in the past decade, expanded to 6000 ofLanka's villages, Sri25 percent of the total.
and assistance Funds for projectsin initial community development efforts comeSarvodaya headquarters based just from

outside Colombo. 
b. Clientele: For SSH the clientele are collectives, mainly
villages, and through village development, to
beyond. In practical terms this 

the nation and means villages andare targets, though rural poorno 
income criteria are
assistance efforts. applied for most
However, observers of Sarvodaya programs
have stressed 
their attraction to, 
and incorporation of,
sectors of the poor
SSH villages. All 
activities
community benefit in 
are organized withmind without regard sexincome. for or age orSince Sarvodaya activities within
begin with pre-school projects, 

a village frequently
mothers are predominantearly activists. among theIn the 


retail 
case of this particular project, the
store managers are drawn principally from this group,
is women with that
limited educational qualifications and generally
untrained in business. 

c. Context, Much commerce
middlemen, mudalalis 

in rural Sri Lanka is carried on bywho where unchallengedon village sales and 
have a monopoly holdsupplies. 
The cortext 
in which the SSM
retail stores 
are established varies.
villages They range from remotewith little competltion, but difficultieswhich availability of of suapply ingoods as well asobjectives, price are importantto villages nearer the
establishel mudalalis 

main roads where there may be
or 
government cooperative stores and
is a need for there
fair prices especially for
the government. goods not subsidized by
Individual

develop meana for 

store managers need therefore tofinding the portion of the market they can bestserve. 
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d. Approach: the establishment of retail 
stores is a response 
to 
the expressed interest of several communities. In undertaking

assistance to income generating activities SS. seeks to support

and "administer" this project in a way similar to others: that:
 
is, through the decentralization of responsibility to community
 
groups, in this case through their selection of managers and the
 
establishment of advisory boards. Somewhat at variance from
 
their philosophy there is in the short run more 
explicit

dependence on the center for finance and supplies. The goal is
 
first self sufficiency and secondly profits for comminity use.
 
Its strategy for developing a positive social and economic
 
context for small enterprise development relies less on linkages

witi or promotion of changes in itself and be less subject to
 
outer influences.
 

3. Lanka Mahila Samiti
 

Organization: 	 National private volunteer 
women's organization
 
established in 1930 with active local 
chapters.

samitis in 1500 villages.


Project Scope: 	Through a pilot training and extension program to
 
assist 400 poor rural women develop viable
 
enterprises and to incorporate the training and
 
extension model into the regular LMS organization.


Funding: 	 "169,033 tor one year for 
two year project
 
beginning October 1983. Second year subject to
 
renewal October 1964.
 

Donors: $124,330 US/AID
 
22,330 Overseas Education Fund
 
22,390 LMS
 

a. Organization and History: 	 its
During 54 year history, LMS
 
has worked to improve health, child 
care and handicraft
 
production among rural women. 
They do this through a network of
 
volunteer extension workers who have had three months
 
concentrated training and through a requirement of substantial
 
self-help before LMS oarshalls additional public or private
 
resources for local welfare activities. A recent study shows
 
that the membersr~ip of LMS is predominantly rural, young, single,

and poor; the urban membership is older, married and middie
 
class. There is a concern at the lack of younger middle and
 
upper class women ready to volunteer and renew the organization.
It is not a rich organization: it receives some financial support
for projects from the Government of Sri Lanka ($40,OOC) and 
international organiritions and for organizational support from
 
private sources in Sri Lanka. The small Enterprise Development
Project developed out of reque. s from rural samitis for 
assistance with incomie generat.ng activit os. 

b. Clientele: Participants of the Smali Enterprise

Development Project are members of samitis in Matara district who
have in turn formed "production group;" (not i-tually engaged in 
joint production). The majority are unmarried and between 2035. 
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.... a 8thnhave to loth grade education, 
an income under
200/and Rs.
few income earning opportunities. 
The balance
married, anJ are older,
have family responsibilities.

coir, The majority produce
twine made from coconut fiber; others sew or 
make lace.
 
c. Content: The pilot area chosen for 
this project
District, an was Matara
area dominated 
by fishing, coconut production, and
tourism (now much reduced). 
The economy of coir (supply of
material, purchase of raw
coir) is dominated by local
mudalalilis who purchase middlemen,

in exchange for 
'credit' for
resultirg in increasing debt and 
food,


dependency. 
Middlemen sell
local craftsmen or to
to 'ayley's, a
miles large exporter in Galle,
to the north. 50
The denand for 
coir through both routes
health and Ifayley's is is
actively assisting communities and aroups
such as LMS 
to organize coir production. 
The immediate
constraints 
for coir producers are transportation, dominance of
middlemen, and 
lack of capiLal for 
raw materials.
 
d. Approach: 
 The L.MS is working with members of its own
samitis. 
Its approach to 
SED derives from 
its general approach
to community improvements through work by the samitis, i.e.training of local leaders to
local 

work with their groups, respect for
decision making, and expectations of considerable
and maximum use self help
of scarce 
resources. 
Therefore training is
to viaparikas, given
members selected by the groups, who serve
extension agents to as
their groups and is directed to helping women
make their 
own business decisions and making more 
informed and
better 
use of their own productive capacity and
Viaparikas and their groups 
local resources.
 

then devise a strntegy to improve
their enterprises. 
The orientation of 
LMS is service, and it
intends to incorporate the pilot into its 
regular training of
volunteers and 
thus spread it to 
other districts.
 

4. Women's Bureau/Xolutara 

Organization: 
 Public 
sector agency, formerly part of the

Ministry of Plan Implementation; currently folded
into a new Ministry 
of Women's Affairs and
 
Teaching Hospitals.
Project Scope: Training of front 
line field personnel, 96
Development Officers (DOs) "Family HealthIncome Generating Projects for Women"; 

and 
and a pilot
program of training and 
in-kind subsidies 
to help
200 women in Kolutara District begin small
enterprises.
 

Funding: $310,428 
for 20 months from August 1980
Donors: to May 1982.
$200,O0 US/AID

110.828 
from OEF and Government 
of Sri Lanka
 

a. Orlanzation andHistory: 
 The Women's Bureau
1978 as was established in
the major public undertaking for coordinating, catalyzing
and managing development activities for 
women in Sri 
Lanka. Its
 



own staff is small, currently 12 professionals. It implenents 
its activities through Development Officers from the 'inistry ot
 
Plan Implementa ion stationed in 
each district who especially

(but not r .lusively) assigned to carry out Women's Bureau 
projects. Within a district, DOs are supervised by a Planning

Officer (also from the Ministry). The priority of the Womnen's 
Bureau is to train women leaders and make government officials 
more responsive to a full range of women's needs, particularly in 
health and income generation. 

b. Clientele: The ultimate beneficiaries of small enterprise
 
development and other training activities of the project are
 
intended to be poor rural women (less 
than Rs 500/-per month)

selected also for leadership potential. was
There no distinction 
made between single and married women initially though DOs in 
Kolutara now favor married women as more motivated. 
Intermediate, and instrumental, are Development Officers, 
some of 
whom from each district were trained by the project and assigned 
to carry out the Women's Bureau activities in the field. 

C. Content: The pilot project funded by O)EF and the 
one
 
visited by the evaluation team is in Kotutara district. 
35 miles 
south of Colombo. It is characterized by small holder rubber and 
rice production. Kolutara district is somewhat favored in this 
project being the home district of the original head of the 
Women's Bureau. In addition to the general problems of rural 
areas, distance, transport, lack of an Lntegrated economy, the
 
dominant constraints to improving women's position generally and 
for small enterprise development are seen as lack of self esteem,
 
lack of capital, lack of skills, and lack of access 
to government
services for women. Political iifluence in the district plays a 
role in the allocation of public resources. 

d. Approach: The primary objective of the Women's Bureau is 
the development of rural women leaders and coomunity improvement.
The underlying approach to the project combines the Women's 
Bureau concern with greater access by women to government 
services, OEF's conviction that training include means for
 
increasirng self-esteem and problem solving as 
well as skill 
development, and their combined view that health and 
income
 
generation 
were key linkv to women and community irrovement. An
 
injection of capital was also seen as critical to getting women
 
off to a good start. It was initially envisioned that the women 
groups from which participants came would provide follow through 
assistance, but this has not been the case and 
DOs have taken on
 
that role. The Women's Bureau did not bring a history of
 
experience in rural development or small enterprises to this
 
project. In Kolutara specifically, the D03 and more senior local
 
officials have taken 
a learning approach to the project modifying
it according to the experience they have gained. 

All these projects are undertaking "small enterprise
development", but their reasons for doing so and the philosophy 
underlying their approaches differ. Each target is a fairlAy 
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------------------------------------------------

narrow 
range of clients. 
LMS and the
and Sarvodaya, In 
Women's Bureau explicitly,fact, work with the rural poor.communities, Sarvodaya withLHS and Women's Bureau with rural women. CS! workswith middle class urbanized entrepreneurs. These are
constituencies browing natural
 

out of 
their organizational history and

world view.
 

The degree to which the organizationseconomic development view social andas mutual,rather than as 
tightly interactive factors,separate problems


by 
or go Ils. is roughly paralleled
their attention to 
groups versus 
incividuals and 
to elements
of socializaton 
versus straight 
business training.
 

Approach:
 

wholism social & economic development economic
 
support 
each other 
 sphere distinct
 

Sarvodaya LMS 
 WB 
 CSI 

Focus of ef~ort:
 

communzty group.leading 
 assisted individuals 
 individuals
 
to individual 
 make better group

benefits 
 leaders
 

More #an any of 

wholism. A degree 

the others, Sarvodaya stresses mutuality,
of community organization precedes andprovides a base 
for economic enterprise which in
source of turn becomes acommunity bettermenp'. SED isbenefiting the community in lower prices 
seen as a means of
 

resource and eventually as a
for further activities. 
 The retail stores
training vehicles are not
or sources 
of income for any individuals but
the retail 
manager and employees.
 

In the approaches of LHS and the Women's Bureau, the spheres
are more distinct 
but seen as 
somewhat interactive.
groups, LHS uses
Its natural constituency, as a 
vehicle for
providing reinforcement learning, forfor its members andand as a locus helpsome selfjoint economic activity. 
This is Instrumental to
developing enterprises which return profits
Women's Bureau sees to individuals. Theimproved self perception as a componentsuccessful ofenterprise development, 
success of 

but stresses the economicwomen as 
sustaining and reinforcing their role as
woeen leaders. 
While groupb are used for
assistance is 
logistical convenience.
directed 
towards individuals.
the continuum At the other end of
is CS1, unapologetically profit oriented, seeing
social benefits as 
a fall out of 
jobs created and opportunities
provided through backward and 
forward linkages. The 
individual,
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his or her energy and resources, are to be assisted by the CSI
 
prcgram, and it Is his or her success which is the first 
objective.
 

All four organizations in( rporate in their world views an 
understanding that their participants operate in an environment 
which is not benign or neutrai to their economic activity, but 
not altogether hostile either. Sarvodaya, because of its

wholistic philosophy, views its SED activities clearly as part of 
a long term strategy for contending with the larger

environmental; in a similar vein, the Women's Bureau sees SED as 
helping women become stronger and thereby accessitig services
 
more effectively. The approaches of LMS and CSI 
are less plainly

concerned with changing the larger environment, though dealing

with a poor constituency, emphasizes strengthening individuals 
and the group, acting as a broker only as a last resort; CSI more 
explicitly includes its 'brokering' or mediation in its program. 



C.. interventions,and Service Mixes 

The frame work for analysis of? SED projects acknowledgesthat there are a variety of interventi)ns which m.yassist SED. be made toThe b'lection, targeting and
interventions will 
Mix of particularhinge on a number of 
factors including
nature of tfe theenterprise Itself (production, services, sales),
the physical economic and social 
contest
the educational in which it operates,
level and 


clients, 
previous business experience of the
and the approach ot 
the PVO providing the assi:*tance.
 

Service 
 Enterprise 
 + lientele + Context
Mix 
 Nature 
 & pproach
 

Among the interventlons 
to be considered are 
financial
assistance, training and consultancy services. 
Training includes
skill tran.ng, business management training ranging from
rudimentary understanding of working capital management
sophisticated investment and 
to
 

loan strategies, understanding
costs, prices, and 
their 
relationship, understanding banking
setvices, financial management, personnel management,
identification of markets and/or appropriate produLis, marketing
deviccs or other 

of 

means of gaining access to markets, procurement
raw materials, management of group decision making.
establishment of 
cooperatives for 
purchases or 
sales, etc. 
 These
interventions reflect choices among potential entrepreneurs and
enterprises and 
may be directed to entrepreneurs singly or 
in
groups, 
as well as to 
firms, group production units
communities. orOn beha.f of 
participants, mnterventlors
directed towards the 
say be


institutions impinging directly on
enterprise activity such as credit small
 
or extension services. 
 We
also include 'mediation' 
or brokering 
wvth external institutions
among the interventions which projects 
use 
to provide assistance
to small enterprises.
 

A separate category of 
interventions, about 
which we have
collected information, are 
the conscious steps being
implementing organization to develop its 
taken by an
 

support own capacity as business
institutions. 
 By this we mean
attention to cost 
on the resources side,
efficiency and 
means for generating funds,
also linkages to other rnd
institutions whose nctivities 
impinge on
this business community. 
We also mean
organization's capacity to 
the implementing


'earn from experience in 
a iystematic
fashion, This 
includes mechanisms for monitoring the progress of
assistance and adapting subsequent efforts to
or meet new conditions
to revise the organization's understanding of
to further what is requiredthe growth of small 
enterprises. 
To what extent, by
what steps, in short have implementing irganizations grown, or
tried to grow, as 
managing 4gencile.
 

Following this Introduic t>n we give a brief summary ofmix of servi,.e5 offered by theeach projett 6igh1tghting their
relationship to approach, context, ind clientele.richnes uith Much of thewhich services are c pleenuned 4nd butld upon each 
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other is thereby left out. For this we direct your attention to 
the case studies. The brief descriptions are followed by
C 4par(Ing the organizations around a tew saIle'nt points:
training, finance, markets, follow up, interaction with the
 
larger c.nvironment, and steps for institution building.
 

I. Lanka Mahila Samiti 

Because LMS is working with coir produced by poor women who want 
and need to get a bigger share of the marget, their service 4 
consist of new group formation and encouraaement of group
economic activities, training on business concepts and 
management, and a snail input of capital. Members of samitis 
have formed production groups ieom whom they have selected a
viaparika to receive training and act as their Pxtension agent.

The training, designed by the Project Coordinator with an OEF
 
consultant, Barbara Skapa and considerable input from the
 
viaparikas emphasizes information leading to a wider
 
understanding of their own market cnoices, elements of 
a business

including costing and pricing, financial management and banking
practices, use of credit, and group decision making. According
to the Project Coordinator. the most successful sessions were 
thoe where the substantive materials were presented in a

participatory mode rather than as a lecture. Viaparikas are
 
expected to on training to their
pass this groups and work with 
them to develop a strategy for improving their enterprises which
 
ma include joint purchasing or selling. A major constraint is
 
sufficient capital for enough raw materials from which to spin
coir in enough volume to sell to buyers who will pay more. A 
small grant, $100 is
per group, being provided by Trickle-Up,

which will be given to the groups for u3e as a revolving fund
 
once plans for its use 
are submitted. To encourage participants

(.in decisior, making, LMS has tried to avoid 'giving the inswers'.
 
For Instance, in the critical and difficult 
area of marketing, it
 
is trying to keep a minimum the provision or mediation to markets
 
and build up, through training and problem solving, the groups
 
own capacity to work in this area. 

4rs. Priyanthi Fernando, a long time member of LMS, is an
 
able and open manager, entrepreneurial in her own observations of 
the project's progress ar.d in devising new steps and seeking new 
resources to it. assisted byassist She is 
 a district
 
coordinator in Matara who works with the viaparikas and the 
groups, ar administrative secretary and an assistant. 
Anticipating a continuing need for assistance to 
groups the
 
project has built 'n sev,,ral mechanisms for monitoring and 
adjusting the program. Viaparikas and group- send monthly
reports to Colombo and meet -.onthly with the District Coordinator 
who in turn meets once a oonth with the Project Coordinator to
plan )Pxt steps. By this means the project is able to learn from 
and alhapt internally generated activities; its need for outside 
observers and assistance to broaden the learning is an objective
of the second year. The larger LIS i:onsiders this an important 
ste . for tne organization, but have tar remained 4istantso from 



its operation. During the next year steps will be toincorporate the takenpilot into LMS roguIar training and Voluinteerextension 
net work.
 

2. W'omen'5 Bureau/Kolutara 

With a concern for activating poor rural 
women as
for community improvement and 
leaders

for insuring their inclusion ingovernment development activities, the Women's Bureauassistance from OEF undertook a two 
with 

was to 
step program. The first steptrain 96 Development Officers, the government officersthe front line of development activities 

in 
in rural areas, in order
to harness their attention 4nd services to catalyzing 
women
leaders and making government agencies


an more responsive.example of complementary interventions 
This is 

aimed at the clientsand other institutions 
important to 
their enterprises. 
Potential
women leaders were selected by local government officialslengthy process which in in a 
They 

some areas i'cludes a political input.were trained by DOs in leadership, community surveysdevelopment, andimproved health practices, and basic elementssmall enterprise. of aEach submitted a 
list of enterprise choices to
government officials who made the 
final determination. 
They then
received technical training for 
the enterprise along with
bookkeeping and working capital management and 
some
 

an outright grant,
in kind (imported dairy cow, fifty chickens; approximate
1982 Rs. value in
1000) with which to begin
these grants their enterprises. Initiallywere supplemented with commercial loans which localgovernment officials 
helped secure.
 

The Women's Bureau believed that 
the introduction
appropriate government technical to
officers, theleadership training, and the 

technical and
injection of capital
enough structure and that 

would provide
resources 
 follow up assistance could
done by the women's groups of which their clients were members. 
be 

That task has fallen to andthe DOs local governmentmade several who havechanges in the program. In Kolutara, in order tocapture and make more efficient the of
are in 
use technical officers(who short supply), they have institutedmeetings. The also pay 

more groupmore attention 
to and take steps to
encourage family
longer 

support, make larger in-kind grants and
encourage no
loans (now Rs. 2500). This is an example of
continuous 
learning and adjustment 
and of continuing steps to
increase access to 
resources 
by participants.
 

Compared to LMS there is more focus on the individual,start up, and on technical training in 
on 

production; 
less on group
development and 
individual decision making.
 

3. Sarvodava Shramadana Movement
 

To support the development of community stores,Sarvodaya office the nationalprovided training, finance,extension some advisoryservices and saleable goods at wholesale prices. Inturn, communities were to choose a person to receive basic 
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management training and to support the new stores-even to the 
point o4 zonx-oring their operations so as to ascertain what 
improvements might be necessary and possible. 

In a pilot effort, twenty communities selected a person,
usually a member of a preschool mother's group, to be given two 
weeks training in Colombo as a store manager. Training included 
bookkeeping, inventory control, and methods of displaying
merchandise. Early graduates of the training program were 
provided an opportunity to serve an internship in a government

cooperative store until this was deemed by stodents to add little 
to their training. A loan was made to the communities for 
renovation of a facility and purchase of the first stock with the 
SSM stepping in to provide loan funds where unexpected bank loans 
were not available or delayed. To keep prices low, the central 
office purchased supplies in bulk, stored then, and transported

them to the stores. Early difficulties in supplying goods over a
 
wide atea have accelerated the planned effort to rely on local
 
suppliers.
 

With expansion of the program, efforts being made to replace

the ATIISSA loans with commercial loans but these wait on legal 
incorporation of local Sarvodaya societies, a process just begun

in some communities. Repayments to central coffers are being
recycled for starting stores in new communities, a further 
extension of the wholistic approach. Sarvodaya has also assisted
 
with the creation and expansion of soo,. local advisory boards
 
which monitol anJ guide local stores. Because of the SSH's 
emphasis on local autonomy, it does not stress the latter. 
Characteristic of this wholistic and complex organization, all of 
the connections between community advisory committees, 
accountability of the managers to the community, finance, 
decisions about store profits, relationships with local
 
suppliers, and te relationship of the central organization to
 
the indl;vfdual stores are not entirely clear.
 

Unlike the Women's Bureau or LMS projects, the project of 
Sarvodaya's focuses on a single community enterprise meant to 
provide mainly comm,-nity benefits. 

4. Chambtr for Snal: Industries
 

CSI works wi th a different clientele, almost all experienced
with business. Through the level of business sophistication is 
higher than in the other projects, the requirements for 
establishing small industries demands more extensive knowledge of 
government rules and regulations and resources. Contracts as 
well as trainin; are useful in successfully initiating a small 
industry. Under the leadership of the programs, creator, Mr. K,
D. Ariyadasa, the main inputs provided by the Chamber's program
for aspirin,, or expandin , entrepreneurs in small industries are 
training. hands on exposure to similar industri.s through visits 
to the factories at members of the Chamber, and introduction to 
the key personnel and the services and resources av:ilable from 
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public 
and pr 0ate sources. 
Traninng topics include marketin;,
finance, production, personnel management. banking, factory and
balor 
laws, taxation, export-import procedures and opportunities,
and the means 'or preparing plans -nd 
obtaining
There is bank loans.
no provision of credit, 
zarkets or 
supplies.
 

On ar individual 
and sozewhat ad hoc
credit basis, mediation for
and 

is not 

government assistance are provided. Group formation
a high priority, except 
that cembership in
encouraged with presumed longer 
the Chamber is
 

term benefits
contracts. in terms of
All in all ti,e approach and services of 
the Chamber
are less encompassing 
than those of
organizations, leaving 
the other three
 more initiation and follow up
of the individual clients. in the hands


r'or feedback
it on its training coursesrelies on evaluation forms filled out by clients at the end of
each course and 
the requests 
for assistance
Most of the from its graduates.
inspiration for 
and 

running this 

planning and energy requiring in
program 
comes from Mr. Ariyadasa leaving the
institution fairly thin 
in terms of capacity.
limitations result Some of these
from the failure of US/AID to 
fund a portion
of the program through the 
Asia Foundation.
 

5. Comparisons
 

As can be seen, from the 
foregoing, there
diversity in the is considerable
service mix offered by 
the four organizations.
Any typologies would be reductive, 
but some comparisons can 
be
made in terms of the focus of project attention, the types of
inputs, 
and the sequences of 
change anticipated.

summarizes the main inputs of 

Table I on page 35

these organizations.
 

6. Participant Selection
 

Under the best circumstances resources scarce, and for aiding SED arehow those to 
be assisted are
For both CSI and chosen effects outcomes.
Women's Bureau, selection is 
an
of mix of interventions; important part
both trying to determine who can
take advantage of best
the services offered. 
 My. Ariyadasa,
CSI, approaches of theselection 
as a vital componentwishes select only those who are 
of his effort, and
to 

highly motivated and
already taken steps begin who have
to 
 or 
expand manufacturing activities.
For the 
Women's Bureau, the process of selection
difficult was made rore
by considerable 
political participation
something which has in selection,
been reduced over 
time as
"success" are the components for
better understood. 
 It is interesting
women's to note thatBureau now identifies the 
most likely successful
candidates to 
be married women just
lbne; the enterprises of 
above or below the poverty


those too far
threatened below are frequentlyby Imme4iate needs of seen the family; unmarried women areas having less commitment to the enterprise perselection se. CSIrests largely on the judgment of the;omen's Bureau project director;on local government officials. the participantsfrom LMS and Sarvodaya. are not screened so tightly.determined Havingit would work principally with coir producrion, 1_4S 
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serves. its membership who, have selected r he.0otves as viap rika.Sarvodaya's retail managers are likewise chosen by the community,
and primarily have selected zembers mother'sbeen by of groups
within the community. With both the viaparikas and the retail 
store managers, the groups selecting have a vested interest in

the reliability and other qualities of the person they select.
 

7. Markets, Market Information, and Marketing 

Market information and marketing channels are weakly

developed in Sri Lanka except for the mudalali who provides a

useful service, but sometimes at the expense of those who do not 
have alternative channels. The link between markets and

enterprise choices in assisting small enterprises is a key one
 
which was handled differently by the four organizations.

Sarvodaya's enterprises in fact are markecs, retail shops; and,until purcha.ing can be further increased, are still dependent on 
a subsidized supply service to be competitive, in part because 
government cooperative stores are also subsidized. 
CSI

participants come to the course with enterprises in mind or in
action. Training in marketing is provided during the course, and
each student is assigned to complete a project analysis to focus on manufacturing sales expectations.plans and Thereby, faculty

can assess and respond to student information and assumptions in 
the area of marketing. Otherwise there is formal marketingno 

assistance, the trainee might puirsue later as a member of the
 
Chamber for Small Industry.
 

Women's Bureau training for rural women includes an
introduction to market surveys which use in determiningsome 
their initial list of enterprises in which they are interested.
 
The final determination of which enterprises each woman will
undertake is made by local government officials weighing a numbet 
of factors of which avoidance of unprofitable duplication of
 
enterprises is one. LMS from the start recognized reliable

markets as an essential first before encouraging small 
enterprises and commissioned a study of products of samiti

members in Matara and their market potential. Based on that and
 
other information, the project began work with 
women who produced

coir which has a reliable domestic market and for export. They
have since added group with a less ready market. For both, the 
strategy is the same: encouraging the groups to investigate
local market alternatives (including export for coir since the 
buyer is local), deter-mine the most profitable one, and take 
steps (new product, new technique. collective selling, etc,2 to 
take advantage of the best alternative. This fits with the LMS
emphasis on helping people learn more about alternatives and make 
choices themselves.
 

!. Training 

For three of the groups the main input is training. though
there is considerable difference in c:ontent: CS--the informat ion 
and busine sii4 s specific to small manufacturing businesses; 
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WB-skill,. raining for, specifIc enterprises and bookkeeping, asveil as motivation and leadership. 
LHS, having decided to work
with groups which already had a marketable product, heavieris onbusiness concepts, information gathering, and problems solving;lighter on skills training except in encouraging producers toadjust their product to market demands (in the case of coir,particular tightness of twine). 
a 

For all three the train-ng isintended to make the 
participants more 
effective entrepreneurs
(and in the case of 
'B, leaders). By contrast the central 
focus
of Sarvodaya is an 
enterprise, a community enterprise; training
is for the managers as 
efficient shopkeepers accountable to the
comrmunity. The difference reflects largely the difference

between the 
more individualistic 
versus communal orientation of
 
the sponsors.
 

9. Finance 

The use 
of grant or credit differs in part because of
differing clientele, in part because of 
the
 

the resources available
and the approach. CSI with 
a more individualistic view and
better endowed clientele provides no financial 
assistance, bu'
does help individuals secure 
the public credit available by
helping to make connections (in effect subsidizing the banks
decision making process with prior screening). IJB, 
whose clients are much poorer gives an injection of start up capital in theform. of ar in-kind grant (currently $100 per individual)- overthe years it has become skeptical of the utility of 
bank loans.
Though dealing with 
a similar clientele, LMS with 
less resources
and a more pronounced orientation towards making do 
with less,
gives modest financial help (for which 
it had separately to seek
funds) of $100 per group to 
be used on sort
some of revolving
fund basis. Planning for 
the actual use and rules governing the
revolving funds will be a part of 
the technical assistance and
learning process and a challenge for group development. Only
Sarvodaya has used a loan directly, to an enterprise which itsupports with training, supplies and which has a community baseof support. in timc incorporated communities will 
be responsible
for repayment; currently it is handled by SSM, the shop manager,
and the community advisory committee. 

10. Group formation
 

The projer's working with poorer clientele rely more ongroup formation and train.ng to carry out SED. 
 Sarvodaya's is a
community enterprine built upon or a means of building a groupbase; this also accords with their world view. LMS productiongroups, developed from existing 
ones. are and will become more of
an economic unit in order to develop the volume necessary to3ecure better markets or prices vis 
a vis the mudalali.
economic issues become more salient, workings 
As 

of the revolvingfund, selling of graded coir, etc., the decision making willbecome more complex and require more rules and therefore groupdevelopment will continue to be an important component of theorganizat ion's assistance. 'he women's Bureau proJect was more 
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individualistic to 
begin with, but the shortage of technical
 
services; but otherwise the project does not 
focus on groups as 
part of small enterprise development. CSI's training is entirely
directed to individuals with membership in the larger body
encouraged verbally, but no strong effort made to build groups 
among trainees.
 

11. Follow-up Services
 

Those organizations serving a poorer clientele 
have built in 
or are building in more follow-up services. The LMS model is
built upon establishing an extension service to small enterprises
that would continue to give assistance. Certainly it continues 
to be required by its participants at this early stage; the 
extent and costs should be monitored as the project continues as 
a guideline for future activities. The WB intended the initial
 
contact with government technical services and some kind of back 
up from existing wuen's groups to be sufficient for the small 
enterprises begun with its pilot. 
 This has proved insufficient,
 
at least in Kolutara: the overall shortage of technical services
 
requiring mire direct intervention by Dos and local government

officials and the formation of groups to make them more 
available. As of 1984, local 
government has established a file
 
system to track women's requests and the action taken. 

CSI does follow up on trainees, but to date mainly in an ad 
hoc way. Mr. Ariyadasa and some CSI officials provide contacts
 
and advice as trainees run the hurdles of government bureaucracy

in getting loans, licenses or information.
 

Finally, beyond the provision of some wholesale goods,

Sarvodaya approaches follow-up with ambivalence. A commitment to
 
local autonomy produces efforts to see that activists within
 
communities provide the guidance and steps necessary to insure 
increased benefits from the retail shops. 
Advice is provided on
 
occasion to local committees on purchasing, marketing and cost­
cutting alternat ves as well as information useful for expanding

ties to local sources of supply. 

12. Steps taken towards the development of the implementing
 
organizat ion
 

All four organizations have taken some steps towards 
assuring their future financially beyond initial funding, though
LtS, the newest and with the least resources is the weakest in 
this regards. As a government funded agency, the main costs of
 
the Women's Bureau continues to raise funds for start up grants
and extra transportation costs for training from a number of
 
external donors and from 
locally allocated District development

funds and the leadership training anJ small enterprise

development 
programs now operates in 11 districts. Most of
 
Sarvodaya's stores are repaying their loans on schedule and the 
funds are being recycled to fund expanded outreach to local
 
suppliers, and to begin new stores. 
Since interest in 
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establishing new 
stores exceeds money available from the
efforts also continue to funds,
secure 
bank loans. This,
requires that in turn,
legally recognized corporate bodies, such 
as
Sarvodaya Shramadana Sorieties, be established to 
accept
responsibility 
for repaying the 
loans.
 

CSI has undertaken ione 
fund raising through selling ads in
an annual publication. 
 It is also developing a series
business profiles of
which can 
be sold; and
itself, once the course proves
it could charge fees 
to those who could afford
of their clientele). it (most
LMS own 
resources are 
extremely limited,
but one of the objectives of the pilot is to determine not only
what can be done in the way of providing assistance to smalI
enterprises, but 
how that can be incorporated into
volunteer network of extension services. 
its largely
 

continues to draw It also has and
upon other organizations 
for advice and help
with training and 
useful contacts.
 

Programuaticmonitoring and adaptation seems strongest with
the Women's Bureau in 
Kolutara where
officers local DOs and governmenthad made adjustments in several parts ofgrowing of the programout the experience of the firstan ongoing dialogue about the 
two years. There isprogram between the field DOs andthe Planning Offizer. Viaparikas and groups report monthly
LMS as well as to
meeting with the District Coordinator. 
Out of
those reports and discussions, LMS plans additional 
training
extension assistance. or
S,-rvodaya 
has established community
advisory boards and 
there are
intervention to 

many examples of effective
 
however, 

monitor and modify local commercial activities;
there is no 
regular information on
these groups the performance of
or of variation among them. As
has no formal monitoring mechanism for 
with follow-up, CSI


its courses other 
than end
of the 
course evaluation.
 

13. Interaction with 
the Environment
 

The one 
government organization, the Women's Bureau, has
worked most explicitly to change the environment In 
whir.h its
clients operates, specifically to 
make government technical
services 
more available. 

has Because of the inherent shortage this
resulted 
in different structures (group rather
inlividual than
meetings) and continued persuasion, including
?ractice the new
of developing files 
on requests and 
foilow-up.
 

None of the 
non-government

s t organizations haseps to change the environment taken explicit
 
initiating their 

in which thir participants are
own small enterprises.
ooe CSI works on a one by
basis, so far taking no steps togovernment loans and 
change the overall system ofservices.assistalnce LMS uses some governmentin getting low cost equipment, but Is oriented towards 

strengthening 
the bdrgaining position of
vis individuals
a vis the larger and groups
earlIer, works environnent.on building greater Sarvodaya,that the community as mentionedlarger environment will self-iufficiency soimpinge less harshly. 
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fl. Benef its
 

The evajuation framework affirmssmall enterprise impacts in 
the importance of assessingterms of a substantialbenefits, range ofof context,

benefits. and of dynamic relationshipsThere are betweenthree elements 
to consider.
a considerable body of First, there is
evidence to
assessments indicate that narrowof project success are misleading.financially stablt New firms and
businesses are 
critical
ultimate significance of a 
products. But the
project depends also
which changes in human skill on the degree to
and motivation and enterprise
viability contribute 


throughout society. 
to other social and economic changes
It depends as well on the
critical public and degree to which
 

implementing private institutions, including theorganization, provide regular incentivesfor (or avoid interfering with) the continued growth and 
and rewards 

distribution of 
project benefits, that
environment is makes the broadermore hospital to the continued initiation and growthof small enterprises.
 

Second, it is important to considerof contextual factors, finding 
outcomes in the light

appreciation less fault with failurefor success where and extra 
and of the problem of reaching the poor
institutionalizing assistance efforts
difficult. are manifestly
Here it is more
important
evaluators to project managers asto identify areas where the mix or 

well as

services may need implementation ofto b! reassessed
the as to their appropriatenesstask and adjustments toin programis of interest to be considered. Finally, it
determine the extent
different kinds of benefits 

to which changes in

relate
enhancing (or ever to each other perhaps
undermining) others.
understanding the relationship between social and economic
effects and derives in 


This draws attention to
 
part from understanding the sequencing
inherent 
in the approaches of different
Lankan organization.case, for example, Sarvodaya In the Sriwould considerof a community the buildir.!
base, a social benefit, a necessary
before undertaking an first stepenterprise, and critical
success in rural for business
areas. 
 'Whereas, CSI,
follow believing 
social 
benefits
from a thriving business environment, places priority on
the training of entrepreneurs with the resources to beginbusinesses.
 

In order to asses a wider range of benefits,group has established the workingfour categories of
enterprise benefits:
to the local !o , 
to the 

to social welfare and equitv,
and 
to institution 
buildin.
impact Of We seek first
project activities to document the
on the
firms, measuring targeted entrepreneurs andthe firms progresa towArdsand profitability. ecoromic viabilitySecond, we seckbusiness to determine how theactivity has impacted expandedoneconomy, whether there 
other sectors of the localare economic 

among the primary project targets. 
benefits 

Third. 
firms which arenot for 

ascertain how equitably and '.;th what 
we try to

welfarebenefits effects the projecthave been distributed. Th.s includes such things as 
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whether those profiting from assistance are from the poorer

sections of society, whether there are is 
skill development, 
whether status and access to services is advanced , whether 
com unity organizations are strengthened. Finally information is
sought on the extent to which project activities have enhanced 
the willingness and capabilities of pertinent instltuticns to 
support (individually and collectively, as appropriate) the
 
benefits which the project has generated, and see them expanded
 
over time.
 

In Sri Lanka, two organizations have started their SED too
 
recently for there to be much discernable impact of their
 
activities. Because of that, the time constraints previously

mentioned, and the number and diversity of the projects we were 
asked to evaluate, it will not be possible in this case to
 
utilize the systems methodology fully. We limit ourselves to a
 
discussion of anticipated benefits in each category, evident
 
where we have it on progress so far and further questions. To do
 
this, we draw on the organization's own stated goals and the 
systematic relationships between approach, interventions and 
project benefits. We also consider context and 
outcomes in each
 
category regarded as "typical" by representatives of several PVOs 
which work on SED. For each organization and in each category,
 
we will state in a summary fashion what evidence could be found 
which indicates progress in these areas, and what further
 
questions or criteria could be used to make 
a fuller assessment
 
of impact, including the 
interaction among categories. We leave
 
to the conclusion overall assessment of each
our project and a
 
discussion of costs.
 

1. Chamber for Small Industries
 

The Chamber's activities locus on the individual entre­
preneur and we would anticipate that its major accomplishments
would be in the numbers of people trained, and the impact of this 
training on the business plans of potential entrepreneurs and
 
existing enterprise owners. Additional impacts might be exp,cted
 
in the area of institution building, for the CSI seeks to bring

its trainees into a formal relationship with it (via associate 
membership), and to work with these associates to provide better 
links to banks and appropriate public agencies. Few equity
impacts are expected other than that trainees were expected to 
come from the ranks of those who are ambit ious but lack the 
training and contacts to start businesses on their own. In the
 
long run, equity interests may be served by employment generated
by new firms, and local economy benefits from backward and 
forward linkages established. 

At the t ime of our visit, the program had been in operation
10 months, the first graduates emerging in February 19b4. to 
assess CSI's progresu. so far we ;poke with the program's direc­
tor. Mr. Ariyadasa and other CSI officials, as well "i wit :t Mr. 
John Guyer, Resident Director of the Asia Foundatif;n whic. 
provided principal funding. ae spoke also With 17 forzer course 
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participants (of 
which about 60 per cent were
manufacturing as they tou 
already involved in
the course) who met with us as a
group. The 
latter were 
not randomly selected 
and represented
mainly a sample of those willing to come at short notice to a
meeting with two 
foreign researchers. 
Their observations tended
to confirm what 
we had heard 
from CSI officials and 
the Asia


Foundat io..
 

Enterprises: 
 Though starting

nearly 100 people had 

two months later than planned,

received training 
in courses of 
two to
twenty weeks, essentially the number expected for the first
months of ten
operation. Evaluation 
records kept by 
the CSI indicated
that both materials covered and 
instructors
and where they were were highly regarded;
not, changes had been made.
indicated a Former students
special appreciation for 
the "practical" nature
much of of
the training, and mentioned 
specifically
presentations made by the value of
individuals in jobs 
where they came 
into
regular 
contact with manufacturers, 
including bankers and
government 
officials. 
These sessions were 
described by
businessmen and women as 

necessary for making their 
providing them with information 

own contacts, and business choices.
 

Our respondents already 
in business also agreed
learned were that lessons
being applied in practice: in changes in
management of the
production, marketing and people; improved
keeping and record
financial management. 
Optimism was expressed
concerning new investment, employment generationmore and sales. Asystematic investigation 
or of the number of businesses begunexpanded and their viability must wait
graduates have had six months 

until several groups of
 
to a year 
to become established.
 

Economic Linkages/Local Economy: Because wellbusiness course over half of the
participants had completed study only three orfour months before our visit, 
we did not seek to determine how
new practices and 
business activities may have spread.
absence of many linkages The
 
common where the industrial sector may
be inhospitable 
to such linkages. 
 The fact there is a vacuum
that the government and the BDC are trying to build up this 

and
 
sector, may work 
in favor of 
linkages. The environmint 
is in flux
and it 
is too soon to tell.
 

EquitY: 
 The CS!'s first 
order beneficiaries are not the
from
poorest categories of Sri 
Lankan society.
who we met or who Most of the trainees
were characterized by CSI documents 
were from
business or professional 
families or
government servants and the 
had years of experience as
like. Many had 
prospects 
for firance
from relatives here 
or overseas. 
They may appropriately be
called "middle class" 
in national terms, though 
some
future as businessmen and 

say their
 
women are dependent
assistance from public sources and did 

on getting
 
assist not have family members to
them, The CSI 
sees itself as filling a niche for, just
this larger equity
group and asserts that 
 concerns
by the employment generatei by new firms and 

wt.) be servetd 
with business firms by 

by links developedowned peoples of more modest income and 
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resources, In other countries, manufacturing usually has strong.

positive impacts in these areas.
 

Institution Building: The CSI has characterized its
 
institutional goals in terms of assisting linkagus of small
 
manufacturers to each other and to agencies which are involved 
in
 
regulation and support for the sector. The first major step 
involves getting graduates to join the Chamber as associate
 
members. About 25 per cent have done so, increasing CSI
 
membership to approximately 150 individuals. 

Our business respondents were not so productive about this
 
aspect of CSI activity, in part because of the positive
 
encourngement they had drawn from the course. 
They wanted to be
 
closer partners with the CSI and to see the Chamber more involved 
in support activities, including information, brokerage, and
 
securing of loans. While pleased with the efforts of Mr.
 
Ariyadasa when they did come for help, they recognized that he is 
only one individual, albeit heroically holding the line.
 

2. Sarvodava Shramadana Movement 

For the SSM, the development of communities is the primary
goal. Development involves improving the opportunities for all
 
to share in community decisions and in the distribution of the 
basic goods needed for a stable personal environment. The SSM's 
support for the development by communities of retail stores was 
viewed as a means of facilitating such development. Stores would 
provide employment outlets, increased the supply of reasonably 
priced goods for villagers to buy and thus reduce dependency both 
on government stores and Mudalalis; and would generate profits to 
be reinvested in community projects for the benefit of all. The 
expected impacts, therefore, included more income (salaries and 
reduced prices for basic goods), equitably distributed; and a
 
mechanism for providing important resources for the commun;ty­
wide educational, health, and social institutions created under 
the SSM umbrella. The ai'. was to be involved more than normally

in community projects, since the creation and stabilization of 
such businesseg in a complex and competitive market, would 
require some support in the way of training and wholesale 
purchasing; and would require some significant outside financial 
support for setting up stores and maintaining adequate Inventory. 

The retail stores program had been underway for some four 
years by the time the evaluation team visited Sri Lanka. Some 20 
stores had been in operation for over three years, with others 
starting at various points dutlng the subsequent period up to the 
present. Several efforts had been made by 5SM and ATI personnel 
to evaluate the impacts of the stores. We had access to some of 
the memoranda and reports vritten, as well n4 an opportunity to
 
speak with SSM staff and store employed at one site, Ue ohred 
with these evaluators the problem of disaggregating in.ormation 
on stores from the wider set of purposes and interactions they 
represent as part of the Sarvodaya iov ,ment. However, omfe 



informitjon was available on toe specificsand of store operationso. the social 
and economic relationships
depend, and those which they may 
on which they

be crvatng in order to fult illbroader purposes.
 

Enterprise: 
 Over 95 percent of the storesestablished have continued operations and 
which have been 

are paying off theloans they have taken (mainly from 
the nationalwith good sales, and have 
SSM). Most begansince increased

they are covering costs, 
them to the point whereincluding loan repayments, and (by
reckoning) earning profits. some


There seems
these little question thatretail outlets are needed and can compete withestablished firms, even more 
from subsidies; 

though the other stores sometimes benefitand others are run 
by individuals with many more
years o' business experienced. 
Continued expansion could
pr poseoleas, with the dilution 
of SS's capacity to 
train, monitor
and 
provide regular supplies of goods.
 

Local Economy: Stores seem be
to increasing the range of
products available 
in the communities served;
increase as a and this should
benefit 
as links to local sources of
products expand. salable
These links are potentially importantfor ecoromic expansion as as meansthey provide incentives for smallfarmers and village handicrafts and manufacturers otherwise
lacking in 
access 
to cash economies. 
It is too
about the effects of soon to tell much
stores 
on local prices, though it
unlikely they iswill provide marked benegits in
of the competition already noted. 
this area, because
 

However. in
where few alternatives for 
more remote areas
shoppers have existed, and where local
sources can 
be tapped 
it is likely 
that cost advantages
of"ommunity" stores will felt.be 

Equitv. 
 Store managers and workers 
are and will be from the
communities served. they gain skills which arecommunity setting to be used infor community projects, They are selected by
village Sarvodaya organizations, which also
the are often involved
process of monltoring. in
This latter involvement
cf tht apparent pressureu is one source
for spendingprojects. profits on communitySome outside monitorstevaluators

that, have also arguedin any event, SSf reaches poorer
substantial equity impacts through all 
villages and thus has 
Its efforts.
 

Institution buildIng: 
 The wh~le of the Sarvodaya movement would
aFpear to be strengthened 
 by successful communityprovide resources for empiioyment and community 
stores. They 

Increase benefits, and thusthe support of membersvarious for the organizationactivities. and itsAs a visible sign theof movement'spotential they may attract aterestcurrently uncommtted tn the SSM from thoseto It progfthe trtaiing arid 
rJMo SIUIs provided throughnontoritV nctivit-5the S5, s 

shoJJi enhn(n other na4tt vitie 0 Vel l. to ?ip etent futk.ure expanston olocal tjv~tl e ofor numbers of rotvaU store tvxe thenat Ia 
1Itnor jal an,44r P~atI 10 I in c r e i i v id~po n 4 
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critic s Ire3ay ie a sub t ant i l on ext ern;,tl tn|, t co d 

* erj Z~ or than nodest, indIcat ioo (ro tth'4 
dttIsI Iato* A t hjIat t hie oV orl41, e ft tc t, f c omm un i t y i3fl r a~~~ona ISS tnst-,tutIons could be pvsiti -e and substantial. Store s .tt

f r- 1o aL rots and publi- InvoIvemilnt could provide reesor(e'

for reai. aut onomous loca I act ivi t v. 
 and thus reduce the 
pressures (de pendence ) in the nat lonal SSM, and its own
dependence in turn. As these resources allow for the linking ol 
rural arter 'c:ash c, no,,:7 es. they can provide a wedge for 
ecoronc change with ;ubs sntial social and polit ical p4.tenti=il.
They can be, in short. sources of the t vpe of "bottom-up" 
,evVopl ent S Most stron lY ieeks to promote.mhch 

For the Sar vola va t here are three areas of econon ic Lene I its
which interact, vary by community and are theretore ditficult to 
'I isint angle: profitabi Iity o, the store, lower prices to 
cust oners ,nd , air or hi her prices to local producers.
Politicallv it would be inreresting to see how the communities
balance these concerns. A:i economic terms it means that absolute 
profits wouldl nora be an ap, ropriate measure, though viability
 
would be.
 

.3. Lanka Mah iia Samiti 

Viable, protitable sm,ill enterprises are a first order of
 
business for LS. acting a, it does on the 
basis of members 
request for assistance 
in ust this area. This is to be achieved
 
on the basis of the development of participants as problem

solving business people ant: on joint 
economic activity. Formal 
cooperatives may evolve out of such activity but these are not an 
avowed objective. Equity .oncerns are met with targeting a
 
poorer segment of the population, enhanced individual and group

self-perception, increases in individual and family welfare and
 
itrenothened gr,4sps. !nstitution building is an important goal

for LMS which hopes that t'ie development of a siuccessful pilot

will bring new life to the organization and strengthen the
 
existing 
 network of volunteer assistance to communttles. 
Increasing coir producers access and useto of larger
instLitutions sulch as ltayiey's (a bulk buyer) and banks are also
expected benefits. Ftrally. though not an avowed goal,
successful development o coir enterprises will create further 
demand for supply of an abundant local commodity. raw or 
processed coconut husks., ncreased volume of production and 
cooperation in iales should strengthen their hand vis a vis the 
dominant figure in the local econony, the mudalali. 

LMS project had operated fro only 10 months when *he
evaliatton team ;made lt:a v:skt, It had establiiheI the pilot in 
'atara district and provided trairing to viaJpikas, busin-,st
extension aents chosen by each group. The revolving fund grants 
were under discussion and had nat yet been iven it out. 
Overall, it was too soon to tell ho,, much o the tralining would 



translate 
into inforoed decis.ons and vi-abl 4nerp-ij.
Intorjaticn io~e
on progress can be 
gleamed from discussi)ns with theviaDarikas and 
two production groups an 
questionnaires
administered 
to the viaparikas.
 

Enterprise: In Matara, LMS had helped for= 11
the majority in coir production. production groups.
an' given a total of six weeks 
training in three separate sessions to the 23 viaparikas. From
the discussions and question. .ire results it can 
be said that
there is general optimism about the program, thatindividuals inderstand most more about the overall coir business, that
six groups have taken steps 
to sell collectively at
price than a better
previously, 
three have begun group savings schemes,
and that 
a sewing group, in undertaking a marketing survey,
secured one 
contract. 
 Books are being kept by
purchases and sales. each group on
 
the way of 

In time one would expect to measure more in
benefits. 
For example, at
3-termine increases a group level one could
in volume of production; changes in product
specifications (how 
the coir is wound); sales of coir
prices, and at better
the marginal return 
to labor. 
 In the short run,

prof its may b 
needed to be reinvested in the business to
increase. 
 The number of
another indicator of 

women remaining in coir production is
leavers project success, depending on whethermove up or down the economic ladder. Much of the above
could be determined by the books being kept on purchasessales and by comparisons andbetween the baseline data currently
being gathered and reports at 
the time of 
the next assessment.
1 tth the non-coir prodacers, one would want to determine whether

stoady markets had been found and if so how and with what
4dj stme*ns in production and changes in volume and profits.
 
Local Economy Overall significant impact on
would not be expected. the local economy
If the project is successful, would
one
expect some changes in bargaining power between the LMS
participants and the 
.mudalali in the form of better prices for
coir or it that 
is sold elsewhere, better p,-ices
goods. for purchased
One would want to see if the increased volume of coir
production has triggered 
more coconut production or 
conditioning
of coconut fibre and 
how the LMS groups and individuals are
relative doing
to the externally organized 'export' villages engagedcoir production. in 

Equity Under equity one can 
point to the r'eported enhanced
self-esteem by viapartkas, seeing themselvesand the as business persons.fact that the clients are among the rural 
disadvantaged
poor. Over time one 
would want to determine
self-perception reported now 
if the enhanced


still 
holds, and whether there has
been increased use 
of banks or otier institutions formerly
considered 'out 
of bounds'. 
 It would also be usefuldistinguish between the married and single wonen's 
to 

as elI use of Incomeas labor time available for smail enterprise act
Finally one woulJ want vii y.
to explore with 
partic pants and pto fa­staff 
how nuch of tht changes In market trig 
arranz-:i-nt% 
or
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rPe are artr& utablv tIa grucp ifitiatiVe

(pr,!sumably the result of training) versus brokering by LMS. 

Instittjtion Building The project 
is viable and has committed
 
staff who have had ),portunities for further training. Because 
tIe p1.ot is still being developed little has been cone as vet to 
*nc.orporate the program 
into regular LMS activities. At the end
of the second year one would expect LMS to have a strategy in 
piace and to have taken some steps to incorporate SED into its
 
existing network. In planning for it. LMS would be helped by

carefully monitor.ng the amount and nature of technical 
as.istance required in Matara and the 
second pilot area. In
 
developing the project latara, made contacts
in LAS has with
 
banks, other training institutions, and the major coir exporter.

tuxlding on the already established good will associated with 
LMS. Reaching out to other institu'ions helpful to SED is an
 
,bject ve of the second phase. 

noen's Rureau/olutara
 

Women's Bureau staff puts emphasis on the development of
 
rural wonen leaders, development of viable enterprises, and
 
increased use by rural women of government services, the first
 
and third falling Into the equity category and the third also
 
faliing into the institution building category. There is no
 
explicit attention to local economy, but
the because projects are
 
now concentrated in a geographic area 
within a district, the
 
initiation of 125 small enterprises per area is likely to
 
increase the overall of
level economic activity. For evidence of
 
progress of this project we rely on the evaluation in 1982 by

OEF. lengthy meetings with the DOs in Kolutara and with 2J women 
who received grants during 1981 the results of 
questionnaires

administered by the DOs.
 

Enterprise We were not able to 
secure hard numbers on the number
 
of projects which are still going of the 157 begun in 1981 and
 
which have started since. However, most of the 23 participants
 
we met clearly saw the imall enterprise project as an important
opportunity to improve income and had made the 
cost of it.
 
Reported increases 
in income ranged from 100/- to 750,'- a month,

Several women reported using their savings for expanding the
 
business. There were also a few failures, wiped out 
by natural
 
disasters, and a few still struggling with problems of markets
 
and volume production. A better understanding, both of the
 
project benefits and of small enterpr'Ise development generally,

would be gained by going through individual cases from 1981 with
 
the DOs and visiting a sample of them to see their books, learn
 
more about reinvestment decisions and feasibility problems, and
 
the circumstances of project failures. The DOs claim that

selection of partilpants and projects. financial arrangements,
and availability of government services have improved since l18 
and it wotild therefore be interesting to look at the differences 
in characterstics of partic ipants and p ojects (more agro
based } a~nd as-ssed a sampling of those projsects to determiane 

http:monitor.ng


'whether thhy ar 
 izr than the earlier ones and
there whether
are lessons 
here for other projects dealing with a siolIr
clientele. 
It would also be interesting to determineenterprises whether anyhave grown sufficiently to become a sustainable
family enterprise using more household labor and resources. 
Local Economy Nothing 
was learned about 
the impact of theseprojects on local economies except 
that unproductive duplication
was avoided in project choices; and many of the women interviewedreported they 
made greater 
use of local supplies. Without
line, evidence a baseon this point would require extensive
conversations 
with project participants, 
local leaders and 
other
residents 
as to linkages.
 

Equity and Social Weifare Because it is targeted, this 
project
provides a 
valued injection of capitol and
rural training towomen. many poorerof whom are able te take good advantage of it.x out of y reported increased earnings went towards moretheir families. According to 
food for 

the questionnaires, 
women did
consider themselves 'rural 
women leaders', one of the Women'sBureau objectives. Whether 
this translates 
into beneficial
community activity 
we were not 
able to ascertain.stated that The DOs have
the best candidates come 
from those clustered around
the poverty line; 
how has this 
and the lessening of
input in political
participant 
selection changed the 
characteristics of
participants receiving services and 
the
 

has this improved or eroded
the equity base of 
the project?
 

Institution 
Building This is 
a viable project. Seventy-four of
the 96 DOs originally trained 
are still

the in the field carrying on
ideas and techniques gained in training and the Women'sBureau continues to raise funds to carry out the program in other
districts, including 
funds from 
local development budgets.
Kolutira there is In
 a demonstrated capacity 
to pay attention
learn from experience. Improvements have been made 

to and
 
government technical services to 

in linking

rural woven and a 
modus vivendi
has reduced political intrusions into 
the process.
authority of The mixed
the Women's Bureau and 
the Ministry of Plan
Implementation does not 
seem to be 
a problem (though this may
change with the recent shift of Women'sministry). Bureau to anotherMonitoring 
of follow-ups 
to requests 
for assistance
have been incorporated 
into the 
record keeping. 
How much of
these improvements 
are particular 
to Kolutara and how much is
true of other districts and 
attributable either
training or to the original
to 
Women's Bureau monitoring would require a
look at longer
other districts. 
 Linkages to 
other institutions
been primarily have
to other departments of 
government. 
 The original
reliance on women's groups for 
follow up failed to 
materialize


given those 
groups' own 
It mitations.
 

In general, eiach 
project should 
register benefits
the categories but in each of
we can 
see that emphases will and dosubstantially. differFor 
all four. enterprise kroltabilit andviability ar. important. For CST It is the preeminent oh e t ive 



and toc ,i ot its training efforts (though it does not monitor the 
of.tcone). The t ietable for achieving this is likely to be 
s Iower for LMS because of the time taken to bring less 
sophisticated Lndividuals and groups to a point ihere they aake
 
their own business decisions. Sarvodava's stores are repaying

their loans and of oO established only two have close4. Though
numbers on W3 enterprises are difficult to come by, ,.here is no
 
doubt in ttie minds of the twenty five women interviewed (.10T, of
 
the original number) that they have been substantially assisted
 
and have made ;ood use of that assistance. 

None of the projects pay explicit attention the local 
economv except 3arvodaya. Here a viable store will be expected
to provide a neu o)r better market for local products. :quitv and
social welfare benefits are important to the three organizations 
dealing with the rural poor: Sarvodaya targeting whole 
communities, LMS and WB improvements to family welfare through
increased income of participants. the improved status of
 
participants, and improved group activity. The SSM is most

interested of all in the "institutional outcomes" of project
 
activity. The growth of community monitoring organizations and 
their capacity to use local store profits for other success and 
lerpendent upon it. 

On the question of institution building and sustainabilitv
 
there as Financially of the costs of
variatkn. most WB
 
activities are absorbed by the government; what continues to be
 
needed 
are start up costs as the program spreads, and the Bureau
 
seems successful at raising external and domestic 
 funds. In 
Kolutara, the Women's Bureau 
has had some effect on the delivery

of government services to poor rural women, but elsewhere impact
of these projects on the larger environment is difficult to
 
discern. The dependence of the retail stores on Savodaya is not
 
clear and Sarvodaya's dependence on external financing introduces
 
reason tor question and concern. ,Needing more systematic

investigation are reports of increased local use of store profits

in some areas, and of opportunities being made available in some
 
locales for individuals to become co-owners through investment
 
programs. It is too soon to tell with CSI and LMS though there
 
are possibilities for increased self financing for both.
 

This snapshot ,iew does not permit us to learn much about
 
the actual interactio ore sequencing of economic and social
 
benefits as posited by 
the approaches of the organizations or
 
general theories of SEU. A closer study of Sarvodava's retail
 
shops and how communitie., have dealt with the sequencing of
 
economic benefits and with whit results would be fruitful. 
Likewise a comparison of benefits and successes and failures 
between the Women's Bureau and LMS after the latter is 
established might provide insights Importance of
into the capital
infusion, the usefulness of groups, and different eaphases in 
training. Ultimately, the assessment of anticipated and actual 
sequences in the change process is mporrtant if system Izpacts 
are to be determined. 
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C. Findings an] Conclusions
 

The previous sections we have discussedelemenLi and comparedof small enterprise developmentIn this 3ection by these organizations.we assessed each one as to its accomplishmentsfar, the areas which need soattention. and project costs.respond to the question posed by 
We thei

USAID/Sri 
Lanka concerning costsand the svistainability of these organlzations0l1l so far as or dataallow ani discuss other 
findings concerning small
development enterprisein Sri Lanka which emerge from tnis review.with a Aiscuss:on We closeof the value of tn.- comparativeunderstanding analysis forSEV and for designing and evlluatlng projects. 

within the larger context of Sri L3nka each of these
approaches to SED has legitimacy, targeting assistanceparticular to agroup, each of which clearly hasupon or need for improvingundertaking small enterprises as 
a way of increasing
income. 
 Some are more experimental
Sarvodaya); than others (LWMS andall have an awareness of the larger fieldthey operate, approaching its 

in which 
constraints 
in a way consibtent


with their approach.
 

The systems framework is designedattention to focu.. evaluatorson the total reality of a project 
and to assess
progress and appropriateness accordingly. 
its
 

Given the absence of
systematic information 
on benefits from 
these four
oifer here projects, wean assessment of the progress
staff of each conveyed byand participants 
as well 
as our own 
observations.
 

1. 
 Lanka Mahila Samiti 

Lanka Mahila Sazlti has made a good beginning organizing
production groups and 
training their viaparikas understand
to
business concepts supported by appropriate training and
assistance technicalin problem solving. It is too soon to tell how wellthe Viapartkas and 
participants 
will
there have been some apply this training, thoughpromising beginnings,assistance will and how much furtherbe required. 
 In the next year five
attention: areas require(a) helping groups adapt
of to the increasing complexitytheir economic relationships as
credit and 

they share responsibility foras they sell collectively to buyerspay for who may grade andproducts differentially; 
(b) continuing research
question into theof markets, both in identifying projects
and in training bomen determine their 
in new areas,
 

products; while the coir 
own best markets and
market 
seems assured,
merits of the relativeproduction 
for 
export markets vs. developing products
for the local 
economy should continue 
to be
development of assessed; (c)
more 


techniques. 
training modules using experiential learning
for more of the substantive contentregularizing areas: (disome form of credit assistance;incorporation and (e)of the pilot nodel

extension and training. 
tnto the regular L,%tS network ofA smaller pilot in Natalte combinedthe addition wttnof a trainer, greate-r usecontinued of LMS personnel. andbut reduced technical ;sR i stanf..e from OFF and other 
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sources would contribute to refinements in the pilot and further 
development of appropriate training modules. The already

established monitoring system, with improvements, will proviie

useful information on the replication requirements for LMS to
 
extend this to other 
districts and on a small enterprise
 
development in general.
 

The first year budget for LMS was 5169.093 of which $124,300 
was supplied by AID. A rough breakdown of costs indicates about 
30 percent are recurrent costs (continuing staff and expenses).
At the lower rate, this comes to about $200 per participant (i.e.
aember of a production group). Training costa are very low,

estimated at $1.90 per participant 
 for six days, in part because
of the donated space and services. Costs 
include a stipend for
 
23 viaparikas ($6.00imonths) to replace income lost from coir
 
production as they take on new activities.
 

Women's Bureau/Kolutara 

USAID assistance to the Women'3 Bureau ended two years ago,
but it is useful to =ark where the project is now and discuss its
future prospects. It is an good example of where a strong
injection of technizal a- stance and funding established a 
program which is con? inui,.g on its own. Within Kolutara

District, government officials responsible for women's projects

have drahn on their e.xperience durinE the early years to make
 
adjustments which int rease 
prospects for success and stretch the

equity of the project. They have made improvements in selection 
of participants, added considerably to 
follow up and continue to
 
devise means for making government technical assistance more
 
accessible. They have identified 
two areas needing attention:

the development of a district 
fund for loans to persons whose
 
projects are wiped out by natural disaster or readywho are for 
expansion; and a more formal system for tracking requests for
assistance 
follow up. The Women's Bureau itself has continued to 
spread the model to other districts, largely, but not 
exclusively, dependent on external funds. If these funds serve
 
to inaugurate new productive enterprises which are controlled by

the women generally overlooked in government programs, and a high
proportion of the enterprises become economically viable, it 
seems money well spent. 

For a twenty month period, the total costs of the Women's 
Bureau project including the training of the DOs and the initial

subsidies was $310,828 of which $200,000 was supplied by US/AID.
The final evaluation estimated the cost per beneficiary
(including the women involved, their families, and the DOs) was
approximately $13.50. Currently the Women's Bureau has secured 
over $500,000 for sizilar programs in eight districts, often from
donors who incorporate the model as the 'women in development'
portion of an integrated rural development program. $800,00
(16Z) comes from the Decentralized Budget, funds allocated to the
districts to be spent at their discretion. The current subsidy
maximum is Rs 2500/- ($100) per individual. 



3. Chamber 
for Small Industries
 

The Chamber 
for Small 
Industries has accomplished a great
deal operationalizing 
an enthusiastically received
operation at training
low cost and involving voluntary activity of members
of the Chamber. 

some of 

It has also provided 'brokering' assistance
its graduates to
in their dealings

institutions. with public and private
It is too soon

participants have 

to tell how successful the
been in actually establishing 
new small
industries and a shortcoming.

evaluator, is 

from the point of view of the
the difficulty of

business getting concrete information on
starts and 
sustainabihty. 
With the
available, this limited resources
is of lower priority for 
the CSr than other
activities. 
There 
are two 
areas requiring 
some attention.
Chamber recognizes The
the need 
to look towards
possibilities, including increasing earning
the possibilit) of
itself as it demonstrates its value. 

a fee for the course
 
a desire for Second, graduates indicated
more integration with each other
than now occurs; or with the Chamber
the trade-offs for 
putting more
organization should time into group
be considered. 
This interest related
wider concern (shared by to a
the CSI and participants) for 
increased
mediation services which would require additional 
revenues
staff and administrative support. for
 
program expands to areas 

If and when the training
outside the capital city and
isolated and serves more
perhaps less 
wealthy clients, these needs will be
even greater.
 

Current 
costs 
per year for
$64,000. .ost 
the program average about
of the costs 
are recurrent
staff) and instructional materials. 

for salaries (faculty,

Between
individuals will 175 and 200
be trained each 
year, about half
ten to tw~inty in courses ofweeks and the remainder in two week mini-courses. 

4. S arvodava Shramadara Movement 

This effort to 
incorporate small enterprise development
Sarvodaya's wholistic community development program, 
into
 

stores, seems to be the retail
successful. 

trained Some sixty individuals have been
as retail 
store managers. 
These individuals, and over
100 other selected 
by the managers and serving as
have been employed at higher wages 

store clerks,

than they earned previously.
There 13 low staff turnover.
 

Nearly all 
the stores have proved
provide increased choices to 
viable and have tended to
communities in
Sales and terms of products.
profit 
figures suggest that customers
Stores are satisfied.
are experimenting with means 
for emphasizing areas of
strength, such 
as 
links with local suppliers. which could
to competitive advantages. convert
 

limited range of 
Some stores focusing on 
a moreitems, excluding those where gover-,mentsubsidies make competition impossible.
become known for They would there:t,-eselected items where they could be the , andcheapest 
of suppliers.
 



The extent of external dependency (on the central 
organization of Sarvodaya) is unknown and could be critAcail it 
general funds for Sarvodava decline. Some stores are consde~rln;
selling shares, which raises questions concerning controls over 
profits and their contributions to other commnunitv projects. T4ie 
evaluators did not have time to examine Sarvodaya's financial 
records, but they were aware of the potential conflicts between 
Savodaya's ideal of keeping economic and social funds and 
projects intermingied and the benefits. but potentially divisive. 
of financial monitoring of discrete parts. 4ore than any other 
of the projects the economic activities are meant to be 
interwoven with social and human benefits. w'ith the retail
 
stores this is apparently achieved, but a longer and closer
 
scrutiny would be instructive as to how this happens and is
 
sustained over time.
 

The basic costs for this effort were approximateiy 5100,000.
 
with funds proviJed by ATI for a two year period. Other 
costs
 
are doubtless embedded in Sarvodaya's larger programmatic 
activities. Still, the range of impacts seems considerable, And
 
efforts to leverage funds through the tapping of People's Bank
 
resources seen likely to produce results.
 

S. Costs and Sustainabilitv
 

Before discuss .g the specifics of costs, the evaluators
 
would like to note that all four projects had relatively low
 
budgets and believe the benefits already achieved, primarily
 
among the rural poor, to be considerable. This is due to the
 
commitment and industriousness of the implementing agencies and 
the energy and determination of their clients.
 

The cost of each project ac-ording to budget figures is
 
given in the previous section. The roughest of calculations
 
shows that the cost per unit is lowest for CSI* 

f* SSM 100,000 2 years 60 $ store
stores 51666 per

LMS 169.033 1 year 250 women $ 676 per woman
 
CSI 190,000 30 mos. 600 people $$ 316 per trainee
 
WB 310,000 20 mos. 125 women
 

+9u DOs $1476 per person
 

That is not unexpected as CSI had no outside technical assistance
 
and, in keeping vith its approach and the relative sophistication

of its clientele and location, offered the least costly services.
 
The other figures mask a host of differences (transport costs.
 
amount of financial help. amount of follow up built in. etc) and 
do not take into account long range effects (such as future
 
impact of DOs or viaparikas). subsequent recycling (loan portion
of Sar vodaya's assi stance to shops) or subsidies not indicated in 
funding figures (Sar vodaya's non-contri but ions to the stores. 
comunity subsidies). 
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Project 
costs would be more fairly considered if a
distinction 
is made between start 
up or short term technical
assistance costs (a high percentage for 
L.HS and WB) were
distinguished from 
recurrent costs. Lack of 
lead time precluded
doing this kind of 
detailed breakdown with project 
managers.
 

Cost factors have to 
be more fully integrated in subsequent
analysis, but generally outlays 
for these four organizations 
seem
relatively modest 
given targets and contexts. Moreover the
possibilities for 
reducing operating costs over 
time seem in most
cases 
to be positive, given the 
level of staff training
accomplished and experienced gained. 
The Women's Bureau 
project
is over, but external and internal 
funding continues to be
secured 
for start up grants and costs associated 
with the extra
transport and 
time costs of government officials conducting
training. The LMS 
picture is still 
uncertain because of
overall limited funds. its
Much will depend on 
how well this program
fits into their existing extension network, something for which
there 
will be better information after the 
second year. While
CSI costs may remain at the current level for the program as
is, the Chamber has it a greater possibility of producing 
its own
revenues through 
the sale of business profiles 
as they are
developed (slow going under 
present constraints) and 
a sliding
scale of fees as the program demonstrated 
of its worth. Expansionmediation efforts or 
movement 
to other locales will be 
more
costly. Expansion of mediation efforts or movement to 
other
locales will 
be more costly. Sarvodaya is optimistic that 
the
stores are moving towards sustaining themselves so 
that money can
be recycled for opening new ones, but we could not assess that

for ourselves.
 

On the question of sustainabilitv 
it is important to
distinguish between at 
 least two levels--the small enterprises
themselves and 
the organization which 
is providing assistance.
It 
is cleat that within a reasonable time frame (as 
determined by
a close look at context), the majority of 
small enterprises
receiving assistance from a 
project or business support
institution must 
become at least 
self sufficient financially and
have a reduced need 
for free 
technical assistance. 
The viability
of 
the majority of enterprises and/or the 
improvement of 
family
and local resources are important 
criteria for determining
whether assistance 
has been useful. 
 On the other hand the
sustainability of the 
implementing organization should be
considered differently. The Woman's Bureau project 
is a good
example of where a strong injection in the beginning has provided
the capacity and the model 
for continuing the project though
there is a continuing need for 
financial assistance to begin the
rogram in new 
areas. The 
resources 
in developing countries
imited: those available for are
SED, particularly 
to harder to reach
rural and urban poor are even more 
limited. An organization
demonstrating the caracity to 
give small enterprises a sound
start and appropriately targeted technical 
assistance w'th good
results, whose own technical assistance needs have 
been reduced
 

so
 



and which runs itself ef icient '. iarrants serious considerat ion 
for longer term funding to wirk .n new areas, perhaps widening
 
its base among domestic and external donors 
 which share its
 
developmental objectives. 
 .a other words, the question of
 
sustatnabilitv has two parti--that of the client small
 
enterprises a fair (though not ;ole* crterion 
for a:sezsing
 
project success; that of thv assisting organization, part icularl-,
 
those working with resource poor Alentele, smething to be
 
achieved or measurad over a longer period of time.
 

6. General Findings: SED in SR Lanka 

Several other findings emerge from the review of the Sri
 
Lankan small enterprise projects. First. the context for smail
 
enterprise development in Sri Lanka is mixed 
with respect to
 
small enterprise development, particularly among the rural poor.

The major constraints are access to capital for the poor,
 
difticulty of appropriate training. Favorable is the generally
 
high eduication level of most of the population, a network of 
roads and transportation though costly, current government
 
philosophy favoring private enterprise, and a generally open

political system. Second. 
each of these four projects fills a 
niche in the sense of reaching a different clientele or providing 
new insights into the process of SED. None have the total 
solution and in none are funds Wasted In the sense of heing
misspent or draining into the sand. W;ith this in mind there are
 
several 
 points we would like to bring to the attention of the
 
Mission and other potential donors to small ent,rprise
 
developmt-nt in Sri Lanka.
 

(a) the question of reliable markets remain a constraint on small
 
enterprise development. By this we mean determining markets or
 
products (and thus appropriate skill training), securing timely
 
market information, and making marketing arrangements. W'e heard
 
many stories about training given or projects begun only to find
 
there was no market for the skills or products except through

political connection and in some cases no that. In some cases 
this seems beyond the control of the organization, for instance 
hand made lace, a beautiful product, had a ready market with 
tourists and locally, but has very recently been completely

undermined by the decline of tourism and the influx of cheaper 
factory made lace due to the new open trade policies. LMS 
addressed Lhis questi on .ith a marketing st4dy, which though fron 
a reoutabi- :onsulting firm was not satisfactory, and cnli,'," 
with more training an'i assistance to groups to find their on 
local markets. ftou successful this approach is is yet to he 
seen. Support for future small enterprise development prf,-ec~t
will be better spent f the question of markets is addreu-,.o 
directly in project ilesit;n and funds are made available ftr 
trying new approach s or ior the exti-a costs of se"urlng markets. 
Even then. the vulnerabi±itv, of small enterprises ti chr, ges Ir 
macro poi icy remaain-. Marketi cannot be guar it ed and s;o-ie 
tolerance for fai lure due t,. x-%ernai contitioni isis ppt 14 



(b) How much finance and 
poor 

in what forms are most benefti:1al tOmen and women in rural areas.' flow can commercial creditmore easily accessed? be 
Thee Women's Bureau and LMSapproached the 

havethis different., iorenos Bureau with .1 recordof successes. nowfai lures, and changes because of their exper ince.The approach of LMS is more developmental, morv group or , nted.and slower and it is too soon to tell how it works.government Ot herand private voluntarv organizations working in Sri
Lanka have different strategies 
 and we believe there s somethingto be learned between the groups and by pol icy makers and donorsin comparing these experiences. 

(c Some means of sharing experiences ondevelopment small enterprisebetween organizations in Sri Lanka would be useful.We were struck here as elsewhere how quickly the evaluator isseen as the bearer of ideas from other concepts are the firstcome to mind. toW;e do not advocate an umbrella organization and werecognize the limits of the time of the US/AU)Nevertheless. they and ithers 
Mission. 

have funded promising initiatives6hich face several common constraints and 
opportunities.
organizations could learn 
The
 

from each other and there are
undoubtedly areas where they share resources. We also recognize
that the deind s of implementing their projects with s arceresources 
means 
the organizations themselves 
are unlikely
undertake the to
initiative and essential 
early ground work.
propose a We
modest approach 
to such sharing, perhaps
of topic-specific a short series
seminars 
under the auspices of BDC.
should be preceded by 
This 

some groundwork in identifyingactive in all groupsSED and insuring all 
relevant experiences
par cular on a
topic are presented. Such a forum wouldsubstantive discussion of 
allow
 

specific topics and the making of
connections which lead to later sharing and collaboration. 

(d) Finally we were impressed with the monitoring and adjus,'t­mechanisms shown in Kolutara and 
planned for 
and begun with Lanka
Mahlla Saniti. Kolutara's system seems to have developedinformally. but it was clear 
that DOs paid attention to what was
happening with their clients and 
that government officials
listened to DOs and together they worked to f ine tune theproject. LMS has established more formal mechanisms in themonthly reporting systems of 
viapartkas and
Coordinator and the District
continued, in an 
experimental mode. to adjust itsprogram according to 
results and 

In this 

needs emerging from -he f eld,context. 
we should note that 
the kinds of specific
quest ions asked of clients and field staff about the know ledgethey had gained, neow practices, percelved benefits, and uses ofincreased income 
were seen as helpful by fieldtheir own work. staff in ase;ssitngAn explicit ;Ian for feednack and adjst
the part of 

uentshould bc- f ature small41nterprise dJ 'elopnt
daci vit i s recognizing hi totbe,under'undled, mid is, f.requefi, lyover 4'oadting It, It,; thf, . ,illerf Jon of4 r~4data sdhotul be vJ 



. The Utility of the "Sytes irazeuork 

What have ie Iearned f rom tho ctonpar i on bet ieen t e s v
 
projects suggestri-i !v t he f rarmewcrk.- First we haive 4Acument,,

the 41vers, t y and complex it v oi our orgnzat ons and throtor,

the difficulty 0? e,:juating or neesuring these pro) c St a 3a11S I 
single standard. Second. we hzv, demonstrated that it h n a
short period of t me a c ons de, abt amount t the c mplextv t aproject or everai pro ec ts can be captureu. Th;rd we have .shown 

that a fair assesment of progress and approprimateness oi a
 
projvct needs svstenatic mi ornatton on benef its. More wnr
 
needs to be done on how to do this elnomicai iv and hou to
 
incorporate it into pro, ert desingr and we make some sest 
 ions
beio . 

il. Early Ident t ication ot antic ipated benefits in each category 

To deternine benefits. the data desired is consideraboe. It
 
would benefit all parties if the salient benefits form the four
 
categories were ident ified early by donors and project staff 
 and
 
it possible participants and Incorporated in either an initial
 
data base or in a self-sonitoring system used by participants 
 or 
field level personnel. LMS on its own has begun collecting

basel Ine data on its participints: familv status, edacation
 
level, assets related to coir production, current income, etc.
 
which wi l provide a good base for assessing changes at the
 
pro e c ' end, 

Partm c iator v E valuat ion 

lhtie paric ipatory mode of evaluation usually used with OEF

projec-ts involve project staff, fielda personnel and participants
 
in designing administering. and analyzin6 evaluation instruments
 
and data. !Iero it was done in an abbreviated way but looks
 
promising for enric ing future evaluations and not in conlit
 
with the systems tramework. With two L.S groups, the project

partr:ipant3 developed a list of what had 
changed for them since
 
the beginning of the project. An addition of a secret ballot
 
using colore4 -tickers or some other makers would have improvo'4
the ob.e*ftlv1V of the ratings given the list of a sho* of hands 
and .,uld Le incorporated into dutumenting economic ant sofial 
benefit!s. UWith Buomen' addit-onnlthe Bureau time with the DOs 
In planning the questtonnaires would have been bench ia] to them 
and us. MOt-i mater,,al and examples on how to do such in 

Ian, in the <ontf'xt of categories of information ,este I 
by F'ramevor. ihw)uld be helpful #o future evaluators. 

10. TheL ue Of guest. onnatres 

n a r, rou t nr 4'w it Aar n Tv~Np s 
nor++t p r! r t i ssrtr s nt , ! 4h+ a. es s ppoe ' 
en ed q+t++s d+ id n t'+ gi +e o pA 1t 1 t 1P 1 

r 
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III. CASE STUDIES
 

A. CASE STUDY: LANKA MAHILA SAMITI SMALL ENTERPRISE DEVELOPMENT 
PROJECT. 

1. Introduction
 

The Lanka Mahila Samiti Small Enterprise Development Project
began in October 1983, supported by a grant for $124,330 to the 
Overseas Education Fund under the PVO Co-Financing Project. Vie 
grant uas to be matched by contribution in kind or cash from OEF.
LMS and the Government of Sri Lanka of $44,763. Funds were 
budgeted for a two year period. The Project Coordinator is Mrs.
Priyanthi Fernando. for thirteen years a ¢olunteer with LMS. For 
the first six months. Ms. Barbara Skapa, served as technical 
advisor to help deve'op the program and shape the initial 
training. Training 
for the first phase ended mid June 1984. The 
mid-point evaluation was undertaken in August 1984 as part of the 
evaluation of several small enterprise development projects in 
Sri Lanka requiested by USAID/Colombo and using a framework 
recently developed by a working group of PVOs and USAID.
 

While it was premature to look closely at benefits, the
evaluators were able to learn a significant amount about program
operations, learnings so far, and progress being made by the 
project's participants. Information was gathered in several 
ways: (1) Discussions with project staff lombo; (2) Review 
of the viaparika (business extension agLnts) -onitorinS reports
fram the first month; (3) Two mect'ings with viaparikas in Matara;
(4) Meetings wit.t two production groups in Matara, coir and lace;
(5) Questionnaires filled out b- seventeen of the viaparikas; and

(6) the Projoct Coordinator's quarterly reports. Useful

dtscussions were also held with the Sr4 Lankan representative of
 
OEF. Lakshmt Perera, and with the Sri Lankan representative of

OEF. Lakshmi Perera. and with Mr. C. De Silva, the purchasing 
ageat at Hayley's. 

2. Approach and Project Context 

The Lanka Mahila Samiti movement established in i930 with a 
hisrry of active service in rural Sri Lanka, is a not.­
governmental non-sectarian voluntary organization with the rain 
objective of training and mobilizing rural women for self-help

activities. The works a ofmovement through network autonomous 
samiti (women's groups) in over 1500 vlilages in Sri Lanka. Thesesamittl are loosely linked with the parent body through the 
payment of a minimal subscription and through a network of
voluntary extension workers trairhed at the National Training 
Center at Kaduwela. Training includes leadership development.

utilization of services network, nutrition, health and fAmily
planning, agricultural techniques and skills such as handicraftE 
and cooking. Over 1000 %illage workers have received I and li2 
months training; another 250 have completed lasting forcourses 
two years. From the ranks of those who have completed voluntary 



service a small 
group has been 
trained as )arikshana sevikas
(traveling supervisors) and 
are 
pato a modest salary.
 

Thee. 

single wmen, poor 

o rur4i samitis is preponderately youngbetween the ages of Ii and 35. Because there
is universal education in Sri Lanka, most have Itheducation. to 10thThere is a gubstantial minority of 
grade

married womenfamilies. withIn recent 
years rural
specitically samitis have requested helpin the development of income generating activities.In response to that request, LMS. with the assistanceinitiated th' of OEF.pilot 
training and extension program with the
following specific objectivesq: 

1. Upgrade and 
expand current village 
level enterprises through
zproved production 
and marketing strategies. 

. Enrablish a -xcro-enterprise service using the existing
inf- itructure of the LMS.
 

Zeialorce the overall institutional capabilitv of the LMS. 

%list the support and involvementon s 1ta n4 v serv ces of the prQfessionaland the prIvate sector 
to achi evt the above
,'Jbective .I.
 

Evolv#, a replicati Ive model of an economic development programfor women. 

The project aims to increase the capacity of 400 women,members of production groups drawn 
from the sa
and analyze information, 5ts,to gather
make decisions,

thereby turit manage their capital andtheir existing skills or ectivities
like enterprises. into business-
The immediate target group over
forty wcmen who are two years are
selected from and
workers tKj trained as extensionwork with the production groups. Matara District at
the southern tip of Sri Lanka was selected as the pilot district
for the first year becaue it contained a large number of active
samitis whose members were engaged 
in a wide range of income
generating activitie- and "any 
of whom had received skills
training and start up capital in an earlier program run by the
Women's Bureau. 
Many of 
the married


husbands; women have unemployedsingle women have fewer family dimandsincome. and theirData collected 
on 95 participants 
indicated the
following characteristics:
 
1. Ages ranged from lS to 65; most groups had a mode of 30; for 
one group it was 40. 

2. Over one third had passed 0 levels, an th grale education. 

3. Ifaif were m= rried. 

4. Three out of five groups had some retting pits 'sed for 
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soaking coconut husks). 

5. Most members in threo out of five grounos had oun -spnning 
machines.
 

The project began with the assumption that the biggest gaps
in developing small enterprises were identifying markets and
products and in understanding and applying business concepts.
The first task was to commission a market survey of .atara, the 
pilot district, (why was Matara chosen?' focusing on existing

skills, The survey was not satisfactory because it took 
 a macro 
view, not looking at thd specific circumstances of the individual
 
groups and on the other hand relying on group members impressions
for an estimate of demand, rather than researching the question
 
more thoroughly. It was eventually supplemented by the Project

Coordinator and Technical Advisor's own research. Coir
 
production, 
 making fiber and twine from coconut husks, was chosen 
because with improvements in production and marketing 
arrangements, the market seemed assured; it used locally

available materials; and it was a skill women already had. 

A major constraint for most women is their dependence on
local middlemen as buyers to whom they were often in debt for
 
daily provision of foodstuffs, and who inanyevent set a low
 
price A further constraint is the lack of working capitl for
 
purchase of raw materials or equipment ui~h which to increase 
",olume and secure better markets. Coir groups differ
 

nsiderably in their asset (retting pits, spinning wheels) and 
access to cleaned fiber, the most desirable raw material. 

Rural banks have in recent years cut back on loans to
 
agriculturally based enterprises and 
will not lend to groups (at

least as currently organized); bank loans cost from 
18 to 22%.
 

L-4S has always worked with scarce resources emphasizing
volunteerism and 'making do': it has emphasized self help and 
relied on active participation in decision making and action by

local women's groups. This philosophy underlies a fundamental 
emphasis in the program which is to provide training, new ideas, 
initial contacts, and follow up support, but to restrain from
 
making decisions for or short-cutting implementation by the 
groups themselves, i.e., keeping its 'intercession' to a minimum. 
Inherent in %uch an approach is the willingness to allow a group
mistakes and a longer time frame in which to become 'business 
people' on the assumption that being confident of making one's 
own decisions and learning from them is an important business and 
life skill. LAS intends to build the training modules and 
services developed in this program into their traditional
 
training and extensive network. 

Lanka Mahila Samiti's partner in this project is the 
Overseas Education Fund. OEF's approach to SED enphasizes the
identification of viable enterprises, !raining in human resource 
development and technical skills, facilitating access to needed 
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11 

capital, and 
coordination and mobilization of
enterprises and support to sustainwomen as 
workers.

emphasizes Personal growth 4nd 

OEF favors training which
 
the organlzar;-on aud 
leadership of
groups as well as masterxig technical 
material.
 

3. Services provided
 

6.roup Organization: From among six samiti working in coir,production groups (nIispadaka kandavma) ofmembers were ten to twentyorganized. Viaparikas (business extension agents)
were selected for each group; one viaparika for eachSubsequently 10 members.two other samitis joined, one in lace (trained byFAO hut to whom no marketing or 
other business assistance had
been given); and one in sewing. Three viaparikas
independently vere sentby the Indian Overseas
credit Bank who have organized ascheme for producers
coir in a nearby village. There are
a total of 
twenty three viaparikas trained 
and working with
 
groups.
 

It should be noted that while these groups are calledproductton groups' they are not producing cooperatively.
iJ ier considerably Theyin the degree of 
prior organization.
groups are used The
for training and extension, will 
receive a small
grant for 
a revolving 
loan fund, and are 
beginning on 
their own
initiative 
to undertake bulk 
purchases and 
sales where this

favorably affects price and
is still to build joint
undertaken individually savings. Production
 
(spinning requires 

which is inherent in technologythree workers but these mayor neighbors as well be family membersas co-members of 
the group). In
discussion a general
of the benefits of the 
project with members of
production group, one
working as a group 
was rated the highest in
terms of 
benefits 
from the project so far.
 
Training: 
 The focus of the project

viaparikas. has been the training of the
A one week session 
in April first covered group
organization and dynamics, leadership training, village surveys,
elements of 
a business, and an 
introduction 
to the larger coir
industry including talks with 
the buyer for
faylev's the and visits to
primary exporter of coir. 
The second 
two week
session a month later was keyed off the requests by the
vtaearikas 
for assistance 
in bookkeeping and 
in understanding
banking practices, including zredit.

introduced monitoring forms 

A final one day session
 
for viaparikas and the groups
submit monthly. Training was 

to
 
provided at
by personnel from 

the LMS training center
a number of institutions with
expertise (see particular
list attached). 
 In keeping with
and its OEFs philosorhy
previous training 
with the Women's Bureau of Sri
the training was confructed Lanka,
 
or experimental 

as much as possible in a participatorynohe rather than 
by lecture.
was unacquainted with !hts 
Mrs. Fernando. who
approach considers
not famfliar it to have experts
with that approach spend time with a trainer todevelop such 
modules.
 



Follow-up: In addition to the tralining a District Coordinator 
was hired to provide on-going support to the groups, meeting with 
It'-M and w ith Che viaparikas as a group on a monthlv bast s to
 
discuss progress. problems, and possible solutions. The District
 
Coordinator meets monthly with Mrs. Fernando in Colombo to keep

her appraised of the groups activities. 

Finance: 'he coir groups market research has made clear that 
volume would contrib ute to better pricing, so that the lack of 
wdorking capital for raw materials is a constraint on production.
When asked all groups indicated that laoor was not a !onstraint 
if there were .mproved markets and more raw material with which 
to work. LMS ,as arranged small. Rs 1250 ($50) grants from the 
Trickle Up Foundation for production groups to be used as a
 
RevoI ving rund. 'hese grants will be given to each group upon
 
submission of a satisfactory plan.
 

Markets and marketing: From the projeLt's inception. it uas 
understood that it is necessary to identify viable markets before 
initiating enterprise activity. There are two steps in securing

markets: market analysis, to determine what products and buyers;
and market arrangements. LMS has been giving direct assistance
 
onthe first and is raining groups to do local market analysis
 
and to ake their own marketing arrangements.
 

The commissioned market survey was a first step at market 
analysis, but not adequate for providing specific guidance 
to the 
samiti members in Matara. Mrs. Fernando ad Ms. Skapa did 
additional research. Matara district is i center of coir
 
production; 
 there are many markets and end products. Hayley's

in Galle is the 
largest purchaser of coir for production and
 
export. It buys in quantity at higher price than is given by

local middlemen but its specifications are stricter. Because of
 
a drop vn coconut production several years ago. the demand for 
cotr is high. layley's participated in the LMS training program
and introduced the viaparikas to different product specifications
 
and quality control required.
 

For producers the marketing question seems 
both promising
 
and murky for the following reasons: 
(1) The export demand is

predicted to remain high and there is a strong domestic demand;
 

2) Buyers include (a) Ifayley's with better prices, tighter
 
specifications, transport volume requirements and costs, and
 
initial partial payment (until graded) and (b) middlemen of 
various sizes (local. 
town, etc.) with looser quality standards,
 
no transportation costs, immediate payment and lower prices; and
 
(3) The impact cf export villages and the introduction of retting

machines which eliminate the six month soaking, beating and
 
cleaning process. 
The machines are very expensive and have a 
capacity of 8000 coconuts a day and are currently the source of 
prepared coir in two export villages. According to tlayley's 
purchasing agent, the demand is 
so high that these activities do 
not threaten the groups and he is supportive of the groups as an 
organized -eans of purchasing coir without resort to the 
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Sewing and lace are more problematical. With the
opening of trade recentto imports, cheaper, imported factory madehas lacetaken the market except for tourists (also down)
(connections difficult). and export
LMS has provided a marketthrough solution. Sewing 

for lace 
groups have done local surveys and 
one
has obtained d contract for pillowcases, but withreturn. In keeping with 

a very small
its intent to let groups make their owndecisions, LMS is encouraging groups to continue toown make theirmarket surveys, to determine best buyers and products,make their own contracts. For sewing and lace 

and co 
more encouragement
perhaps reassessmentand viii be required. More training inmarketing is 
planned for September or October.
 

.etworking and 
linkages: 
 For the production groups, LMS has made
initial 
contacts with Hayley's, a potential 
coir buyer and source
of some technical assistance on quality, the Departmentindustries who provide 
of Small 

some spinning machines at 
cost. and
several banks withwhich helped train the viaparikaspractices, The banks have so far 
in banking 

not allowed 
group deposits
under 
the current, informal, organization of 
groups) or loans
and LMS is undertakng to find out if and under what conditions 
they will do so. 

For training and advice it has also drawn upon the National
Youth Services Council, Small Enterprise Development Unit of the
Ministry of Youth Affairs, National 
Institute of 
Business
Management, World 
Vision International. and the Export

DcveIopment Board. 

Monitoring: Viaparikas and production groups send
written reportr which 
in monthly


include time spent and how 
by viaparikas,
changes in membership, actions 
taken, total 
purchases and sales
in volume and rupees, and problems which have surfaced withproposed solutions. 
 The District Coordinator discusses each
group with the Colombo staff once 
a month. Each 
group keeps
account books on membership, purchases (from whom andprice) and at whatsales (volume, to whom and at 
what price). Baseline
data on the individuals in 

will be 

each group currently being collecteduseful for group and project's ongoing assessment of the 
program.
 

Staff: 
 At the front line 
are the viaparikas, generally single
women from 25 to 35 with tenth grade education who have beenselected by their production groups (in part because of theirfreedom from 
family responsibilities). 
They are paidstipend (Rs. 150 a a smallmonth against a poverty line of Rs. 
300 a
month) to replace lost production time. The District Coordinatoris a college graduate 
and is paid Rs

production time. 

300 a munth) to replace lost
The District Coordinator is a college graduateand is paid Rs 900/-month. The central project 
staff consists ofMrs. Fernando; a temporary associate who is helping to shape theextension of the project into Matale District, also a university 

60
 



graduate; and a secretary who is a tenth grade graduate. Both

the Pro'ject Coerdntor and the Di rtc Coordinator have hatd
 
additional, overseas training in marketing and SED. For six
months Barbara Skapa served as Technical Advisor. .4rs. Fornando 
actively delegates responsibilities to her staff and continues to
emphasize developing as much init iativ, and decision making as 
possible to the lo(-i., level. The staff atmosphere is 
enthusiastic, interebting in assessing and learning from its own 
work and buildizng on that. 

4. Benefits
 

The LMS project began less than a ? ear ago and the tratning 
program for the viapar ikas finished in mid-june. It is too soon 
to tell how well the training has "taken" in terms of the
viaparikas' and groups capacity to put into practice the ideas

and business concepts introduced so far. The Devolving Funds
 
have not yet been transferred, but its imminence and the
 
expectations attached to tended dominate of
it to much the 
discussion. It is premature to determine their 
usefulness and
 
the groups' capacity to manage them. 

Benefits to the firm or household: In economic terms, the 
groups are just beginning to show some muscle. One of the most
active groups has bypassed the local middlemen and is selling to
the town middleman who gives them a better price (Rs 1.50 per
skein vs. Rs. 1.0). As a result other villagers, not members of
 
the samitzi, are using this group to sell their 
production. They

are paid Rs. 1/25. the group keeping the -/25 towards a group

fund. Five other production groups have improved their marketing
arrangements. The sewing groups have 
undertaken a local

marketing survey and uncovered a buyer with whom they nou have a 
contract. Five groups (samitis) indicated now
they are 

purchasing or selling in bulk. There are 
tentative links with
helpful outside institutions (Hayley's and the banks). After one 
more year there will be more data in this category including
actual improvements (or not) in enterprise and family income
against a baseline currently being collected on each member by
the District Coordinator. improved marketing practices, improved

quality of coir (if they go with 
 the Hayley's mark,,t), management
of the revolving fund, growth in assets of the group. It will be
important in a later assessment of economic benefits to the
 
family to distinguish between two distinct populations--single

unmarried women trying to get head start on thea future(the
majority), and older, married women who are harder pressed by the 
financial and time demands of 
their families. The baseline data

being collected so far does not pick up this distinction (i.e.,

whose income, individual or family, or the demands on that 
income). The use of individual profits will undoubtedly differ 
as may the amount used for maintenance or expansion of 
businesses. 

Benefits to the Local Economy: terms theIn of local economy, 
gains wiTl be difficult to spot. The economy is already 



dominated by coir so these enterprises do not rr4jie a
product or niche. It their volume is increased
capital from Trickle Up, there will 
bi the input of
 

be backward linkages to their
suppliers, mostly 
local coconut growers. With the 
possibility of
alternative markets, individual 
and group vis 
a vis the local
middleman will 
put them in a better bargaining position. 
Another
factor In asses3ing the 
local economy is 
the development of
export villages mentioned above. 
 It is not clear whether these
will be complementary or 
competitive activities.
 

Social Development or Equity Gains of 
the Participants:
majority of The
the viaparikas 
now consider themselves 
more highly
regarded by their 
families, community, government and banking
officitls. 
Both in discussion 
with three production groups and
on the questionnaires answered by 
the viaparikas, there emerged a
sense that participants had 
good grasp of 
business concepts, of
the role of costs, prices, and consideration of 
alternative
markets. 
Working together as a group ranged high by
was
viaparikas and the
one production group. 
 One of the challenges of
the next period is how well 
the groups manage 
increasingly
complex relationships 
on such matters as the management of the
revolving fund and differentials in individuals production 
in
vol :e and quality if selling to which grades coir.
a market 


Inst itution Buildinz
 

A. LMS as an implementing agency:
 

The first steps at building the capac ity of LMS to provide
SED services have been successful; a pilot training program has
been operated with considerable success 
in terms of setting in
notion a more assertive and informeu set of 
business initiatives
by rural women in 
groups. The real testing, of the group's and
individuals' capacity 
to implement 
and sustain their 
businesses,

L- yet to Come. 

The project has not yet begun to be incorporated into theexisting network of LMS
volunteers, training and service.
introductory training has A little
been given to some volunteers. During
the first 
six months a survey of LMS meubership was 
undertaken
which showed a disparity between rank and file 
membership (young,
single, rural, 
poor, and in need of 
increased incomes) and the
leadership (middle-aged. urban, 
social service oriented and
middle and 
upper class). This is a 
first step towards LMS
undertaking 
some innovative strategies 
to bring in younger
entrepreneurial volunteers to augment the 
current leadership.
 

B. The LMS -gram
partLici pants. and the institutional resources of LMS
 

LMS has 
used its contaL-s and 
history as a resourceful rural
development institution to draw in other 
Institutions
with training and to help
as resources 
to its participants. 
It has made
initial contacts for the 
production groups with 
local banks and
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lavlev's: it is vet to he seen how zuch furthor -,e4lattonvll1

be required before those contacts become institutionalized for

the participants directly. 

Costs and Question of Sustainabilitv
 

In taking on a wholly new area of extension, LMS has drawn 
on its strengths of a strong volunteer and self help spirit, a
 
working system for training and extension, and a wide network of
 
organized women's groups in rural areas. It has needed and so 
far used well, the injection of outside assistance from OEF to
 
build its expertise specifically in the training and follow-up

required in transferring business enterprise skills. Over the
 
next 12 to 15 months, that capacity needs to be further
 
strengthened, particularly in marketing and in training

techniques. Once that base is built and further incorporated

into the existing service network, LM1S should be able to continue
 
to 
provide extension services at a relatively low cost. Training

costs are already low. Unknown in a final estimate are the 
amount of district and central staff 
time which will be needed to 
provide follow up assistance either in problem solving, extra 
training or mediation. It is suggested that a log of such 
activity be kept in order to gauge the resources required in 
additional districts. How much can be absorbed by their existing
and meager resources in unclear, but if the project begins to

show dividends in terms of the development of rural women's 
enterprises. iutside support may be warranted to maintain the
 
core.
 

Findings and Cotclusions
 

I. LMS has made a strong beginning in developing a training and
 
extension program of micro-enterprise assistance for women who
 
have productive skills for which there is a proven market such as
 
coir. The training his given participants a basis for improving
their production, busi.ess management and marketing, but it is 
too soon to look for sp. :ific quantitative outcomes. The next 
year in Natara will provide data on how much and for what follow­
up assistance is required. This information will contribute to
 
further refinements of the training program and an assessment as
 
to what the continuing costs of such a program would be. 

2. They are initiating an interesting attempt, particularly
with sewers and lace makers, to train groups to do their own 
marketing assessment and decision making (even It it means giving 
up an unmarketable product such as lace). The need for 
attention
 
to markets confirms the original diagnosis and plans for the
project, i.e. that finding appropriate markets or products is an 
essential step in advan;ing SED, and that 
it is difficult.
 
particularly where, as 
in Sri Lanka. there is a piucity of good

sectoral information and marketing expertise.
 

3. A second, smaller, pilot in Matale would provide useful 
information on the validity of the model with a different set of 
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:

incorporation of 

Gost; with less start up required, and the
the model 
into the existing LMS framework.
Skapa has suggested that 
the second year not include a second
pilot, but on
focus training the 
existing LMS network. 
w'hile
Matara has been a promising beginning, there is need for a more
information on 
the follow up requirements for 
making enterprisv-s
successful 
and the validity of 
the model other
for areas. Until
the Revolving Funds have been put to work over some time and new
business arrangements made, visits by outsiders will 
be more a
burden than an opportunity to share successes. A second phase in
Matale would allow refinements in 
the model while beginning the
incorporation process. 
 In Matale, the group to 
be trained would
be 
drawn from volunteers already working with LMS and then used
in an 
extension system paralleling the traditional 
one. Matale
will require less start 
up time than did Matara and will allow a
more realistic 
sense of what is required to replicate the program
to other parts of Sri Linka. It is recommended that the Matale
project begin after 
the Matara and 
will allow a more realistic
sense of what 
is required to replicate the program to other parts
of Sri Lanka. It is recommended that the Hatale project begin
after the Matara groups are further into implementation and
 
ocused stud, of
under taken. the marketing possibilities in Matale is
 

4. The Project Coordinator has 
been successfully soliciting
assistance from 
a number of institutions 
to help with various
aspects of the project, particularly training. 
This would be
strengthened by 
the addition of more 
training and marketing
expertise, either hired 
in on a consultant basis 
or recruited in
as members of 
the project steering committee. We particularly
support Skapa's recommendation 
for the addition 
i'f a full time
trainer to 
work with experts introducing new materia, to 
the
program, to structure the 
training sessions for 
new viaparikas or
equivalents, and 
to work on adjusting modules to 
the regular LMS
training program. This would free 
Mrs. Fernando for continuing
her entrepreneurial efforts 
to create more 
useful linkages and to
concentrate 
on bringing 
more active volunteers into LMS.
 

S. 
 The monitoring arrangements appear to 
provide timely
Information 
on the progress of 
the 
groups and the structure of
monthly reporting encourages group decision making. 
The
information is being used by the staff to consider next steps and
to 
respond to problems which surface as 
the Matara groups begin
to implement 
their ideas. The information on 
family situation
income, assets, etc. currently being collected from members of
the production groups will 
be a useful baseline for a future
assessment 
by the groups themselves 
as well as project staff.
The District Coordinator should 
be encouraged to complete that
 
task.
 

6. At the time of the evaluation the revolving funduppermost in people's minds. though only 
was
 many 
 one group had
actually submitted a plan 
for its use. Putting it out, 
or
helping groups develop suitable proposals and prepare f,,r the
 



group supervision and decision making it requires, would remove a 
major perceived impediment to the development of the groups' 
enterprises. 

7. Overall LMS has made substantial progres,; towards four out 
of the five original objectives (upgrading enterprises, extension 
service, links to outside services, and tevolving a replicative 
model). Still to be tackled is the question of reinforcing the 
overall institutional capacity of LMIS, principally recruiting a 
younge- entrepreneurial volunteer membership to augment the 
committed workers who have served for a number of years. 
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CASE STUDY: WOMEN'WS BUREAU'S INCOME GENERATING PROJECTS FOR WOEN 
Introduct ion:
 

In August 19$0. under PVO Co-financing scheme,grant of $200.000 US!AID maje ato the Women's BureauS31O,82s for the towards a budget otraining of government Development Officersin inauguration andof women'sauspices of the newly 
income generating activities under theformed Women's Bureau.for the The funds providedtraining of 96 Development Officersfor small and a pilot programenterprise development among ruralabout miles women. Kolutara,35 south of Colombo was thetraining and small pilot site for providingin-kind subsidiesThe funding for 

to 200 low income women.the project ended 
in October 1982.
of the project the Women's Bureau 
At the time 

Plan was a division of Ministryof Implementation the 
part of a much larger 

and the Development Officers were trainedcadre assigned to workthroughout the on rural developmentcountry. Recently, a Ministryand Teaching Hospitals have 
of Women's Affairsbeen created and the Women's Bureaubrought under its jurisdiction.


over The question of jurisdiction
the Development Officers currently carrying outthe Women's Bureau has the work ofstill not been decided.
 
For the review below 
 then we have concentratedof the 1momen's Bureau on the workwhich has followed directlyoriginal project, i.e. training and 

from the
inaugurationgenerating projects among of income

rural women.the impetus and Women's Bureau providessecures fundsresponsibility for this work, butand learnings and adjustment 
the day to day

and divisional level. In this case, 
go on at the district
 

adjustments which have been made apply 
what was observed and the
 

to Kolutara District and
may not be generally true 
across other 
districts.
made After we hadtwo site visits, we
home district of the 
learned that Kolutara district is theformer direcior of the projectmay not and thereforebe completely representative of other districts.
Nevertheless the format for decision making more orcorresponded to less
what was described at
procedure for all the Women's Bureau as the
districts. 
Several refinements, derived from
experience, were clearly generated by the district and may not betrue elsewhere. 

Approach and proect context 

There are 
three institutions 
involved in providing smallenterprise development assistance under the auspices of theWomen's Bureau: OEF which helped theDevelopment Women's Bureau train 
PVO, 

Officers, the Women's Bureau which is 
the 

but government institution, in fact not aa and the staffresponsible for of each districtWomen's Bureau activities, but formally under thejurisdiction of the Ministry ot Plan Implementation.
 
OEF's approach reflects an em-hsls
in the project on portifp,4 ilon by allin design. monitortng. and evaluatiorn, the value 
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of non-formal education techniques to increase learning and selI 
confidence, and the value of tincome generating activitieu along
with health tn improving conditions for rural women and their 
famil,ies. 

W'omen's Bureau progrzim grew out of the recgnition that t,
 
country's genuin- etforts at development in tne rural areat,
 
1ar.4elvy under the jurisdiction of the Ministry of Plan
 
Implementation. was frequently bypassing or was underused by poor 
rural women. Its objective was to train "rural women leaders"
 
and to introduce health and Income generating activities 
to
 
improve conditions (or rural women and their families.
 

The Intended beneftciaries are low income rural 4onen. 7)

under an 
 income level of 500 Rs. per month. In Xolutara families 
below Rs 300/- are usually lanuless and employed only seasonally.
Kolutara is in the wet zone, usually bountiful, but subject to 
devastating floods. 

Services Provided
 

OEF Project funds paid for three services.
 

(1) training of 96 Development Officers in leadership training.
 
working in group. community surveys, and a number of other
 
techniques which they could use to elicit women's 
partictpati .
 
in defining their own and community needs and in planning and
 
acting together and individually to meet those needs.
 

(2) Subsidies, in kind up to the value of Rs 1000, to rural women 
identified by Development Officers and district government agents
with which they would begin an income generating activity. 
Examples include: an imported cow for milk production. 50 chicks. 
bee keeping equipment and bees, sewing machine. Subsidies were 
Kolutara district only,
 

(3) Underwriting the costs of training sessions provided by 
DOs
 
and technical officers to rural women. 

OEF funds finished in October 1982, but the project has 
continued with funds provided in different districts by various 
donors and by district government funds. Learning fron 
experience, the package of interventions or services is more 
comprehensive and refined. What follow* is a goneral description
amended wher, appropriate by speci(fi chan#s in yolutara. 

V1I)ageselectIon: In the new distrtts brought Into tthe 
trograM, the tomen's Bureau to aiing to train 500 omen in each 

t 22 districts. Eah district i% undjer a Government Agenft (GA.,
tach district s furtler subdivided int (four or Mor,) divijns 
each hbad]'d ty an AGA. In each division there Vi be 5'f t * 60 
villlies. 1hI AGA: and village eldrs iLl srtult but 
conditions In and prospe ts in vari u illages and ultmaAly 
will s -ect Jor 4 Villagen in lse pr xlity to be the r of 
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the '0on's Bureau Project in that, di sivot:en uill come Ap ptoxI i t eb vfrom each vla ge. Clhoosnz vila-gesproximity to one 4nother reduces 
in 

he pr-blem o DO traeI thigh -ighted in an earl er eva .ua on, 

Par icipAnt recruitment and selection: 
 1? new t t , AA'.i.and")4*,% Village elders identify and contact CSGO in the proje .v tI ages and conv.-ne a meet Ing ofproject is Th 
theIr Ieaders in 4ihilch teTelaine, 
 NGO represenv:tzves in Iurn ,t thi smessage t t ggroups. A i4rge meetlng alnil
.1 ho are

interested is convent-d hih Includes thepersonnel local governmentand represent at ion from the Women's Bureau. %GOs sendlists )f emb,:-%ntereted and meeting the criteriacrtera inc:lude being ovier lb. 
to AGA. The

low incom. and being a ne4ber ofan organized women's group. A hst of 250 1s developed. TheA(;A. Do. 
PO. Women's Bureau representative, and elders meetthe " 9 and withagain explain the project an1
which its rcquirements duringthere is sone 
self selection. 
The retaining list. !indinre 19,4 the elders of their families) is interviewed by tho 

,o 4 AGA f rom which 1$:1O 5ndare seltect#4.
 
In ol tiara. which 
 has spread the project beyond tht,

or-nal 
 four 4tvzisons.and probably elsewhere, the Selectionpr- was further affected by the Initial list being suppliedtv the local 4P. Sinco 19$2, this process has ben nodl led: hehas 
been better informed about the criteria of the programits relationship an&to success and now supj' es a nh larger listfrom which the dstrit officials may select, Thus the proessencompasses some self -select son by potential participants, butthe final word of who shall participate is the district 
gov'ernment "s. 

Leadership, training: The womern selected are then trained, 'irstfor ten days on leadership. community surveys, health, ondintroduction anto income generating project alternatives. Duringthis period, they undertake a community survey and on the basisof that information 
4nd the alternative 
 dtiscussedtraining sessons., in thelist three projects which they would like to
undertake.
 

Pro, erte cton: The DOs In consultation ith the DivilsionalAGA and 
t: Da ictt GA. a4n based 
on their collectivo 
knowledge
of the local ec'onomy and the capab litie* f thetraining. agree women in on which pro eet from the list she has submitted 
each women shou4 d.
 

finance: A bsady. in find of up 
 to Rs 2500 (up from Rs 1) o(in 
to, ohtaining 

is~ givsen eatrs proit' parti.'ipIa r. Ar ra igner*he requirsd items are made0. qri' t the lMoari nr0,1, 4 hei ta et14ir thi4rgyupple'tnt~eft r eb tn i-h he des wth bank loans fnc wht theAGA*s sl~natoret 
rear a4 a rrelt~i reforeexpertenf 104 'i04e wast oltn reqred,tndted utt 
 the , t r.urre .1 ten Pr ved tor 



this the int ial subsidy was increased and a (variable)
contribution from the pa tiLipants was required. 

Technical Training: SubsPquent to project selectmon. technical 
training on the project--.poaltry. dairy. sewing, etc.--is 
provided by appropriate g,vernment techni, a! officers. 

Business Management Skills: During the initial leadership

training phase and durirg the technical training, rudimentary

introduction to bookkeeping is presented. Since 1984, women have 
been provided with an accounts book is part of their training. 

Follow-up Assistance: (1) During the training, women were
 
introduced to the services and ersonnel available 
to them. (2)
When service from appropriate technical agencies has not been 
provided upon request, letters to the AGA or GA are supposed to
 
trigger the required response. (3) DOs make periodic visits to
 
project women. (4) Since 1983, mcnthly meetings have been hell 
in each village/area vith project women; currently AGAs and
 
appropriate technical staff are supposed to attend. 
One of the
 
reasons originaily given for requiring that participants already

be members of women's groups was the expectation that back-up
assistance would be provided by those groups. In fact most
 
groups do not have such expertise and have not been helpful. The 
need for assistance by the DOs has been greater; monthly meetings 
help to streamline that process. 

Business Support Processes or Instituti,.,t Building: Within
 
Kolutara District, there are two avenues for rinitoring and 
adjusting activities relating to women's iatome generating
projects under the Women's Bureau--a monthly meeting in the 
project area to which project women and appropriate technical
 
officers come and a monthly meeting of the GA, AGAs and DOs to 
discuss the project. 

The government officials responsible for woman's projects 
J" )iJtaia district have demonstrated a considerable degree of
 
creative adjustment since the first year. The fe'llowing changes

have been made base on the experiences of women participants, the 
DOs, PO, AGAs and GA. (1) Selection of project villages which are
clustered closely togethe: to improve DOs capacity to reach 
project women; (2) Improved selection of project participants,

specifically asking the MP for a list of 150 rather than 50 from 
which to select project participants, improved interviewing to 
ascertain persort's other commitments or interests which might
impede or distract from project activity, increasing bias towards 
married women rather than unuarried girls; (3) Increased subsidy
and discouragement of bank loans; (4) Increased emphasis on 
busintes management with introduction of bookkeepin- and 
bookkeeping books; (5) month l y meetings whirh Include appropriate
technical officers; (6) initiatton this year of meetings of women 
with similar projects to discuss projects and /or receive 
tec:hnical help. Further adjust ments under consideration are are 
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instituting refresher courses for oncewomen
project and the they are into the
theo-etical 
has more value and establishment of
district revolving funds for use in helping wrmen whose ,firstprojects aro wiped yniura-- disaster,for other activities and 
but who show promisefor people whoseprospects business stability andfor expansion warrant 
taking on 
a lo4-.
 

As an institu' ion, the 
Women's Bureau doesauthority not have direct
over the DOs. It has been a resource 
for
for the projects, for monitoring some 
fund raising
 

focus and of them and for providing
identif:cation, 
i.e.. the projects are 
seen as Women's
Bureau projects and principal staff are on 
hand for all
meetings introducing the program into 
large
 

a new
subsequent meetings. area and important
Its own small staff (12) 
 is supported with
government 
funds. Funds 
for projects 
-ir. from a variety of
 
donors.
 

Who Executes and How The Women's Bureauwhom has a stafffew were involved in the of 12 ofinitialresponsibilities with 
OEF project. Itsrespect to this project are fund raising
for the di3tricts and 
providing the 
public focus and 
imprimatur
on these activities. 
 Day to day responsib.lity 
for identifying
participants, selecting projects, making grdnts, and 
providing
training and follow up assistance lies 
with ,he designated DOs
and their superiors in 
each district.
 

DOs have university degrees and 
have been
responsible to trained by and are
the Ministry of Plan 
Implementation.
Bureau DOs are Women's
assigned, one 
or more 
to a division, with special
respon ibility for carrying out 

district, 

Women's Bureau projects. Withinthe they come under the jurisdiction of the PlanningOfficer, the Divisional AGA, 
and the District Government Agent.
Tt was not possible to observe DOs doing tf-eir work,
from the but judging
comments they 
made on the project and their 
interaction
with women 
who did come to 
a large meeting, 
their relationship
with this constituency 
is good. They themselves expressed great
satisfaction 
at the group work training done under the OEF
program as 
being very helpful in their 
work.
 

A number of decision points in the project devolveDOs and their superiors (which project, 
on the 

approval amount of subsidy,
of loans, triggering of 
technical assistance).
becoming institutionalized such as 
Some are
 

group development 
around
commodities and monthly meetings for technical assistance, but
others retain conditions for 
the continuation of 
dependency
and/or political intercession,
 

Bene fits
 

There are basicaly three sources of informat ion on pro jectbenefits-(1) questionnaires fIlled
beneficiaries, all 

out by eleven projectof whom were part the
of 19$1-1932 project.
This was done by six af the district DOi during the week between
our visits; (2) comments of the Planning Officer and Devel.)pme.nt 
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Officers at two meetings; and (3) Personal accounts and comments 
at a group meeting of sixteen project participants. These
 
numbers are used to identify sources on statements below.
 

Benefits to the Firm/Informal Household Economy
 

* 	 9/11 showed increases in project income from Rs 100-750 per
 
month ()
 

* 	8/11 are selling more than before (1)
 

* 	8/11 sales cover costs: 8/10 profits are more than before (1) 

* 8/I l report they work more on their activity of which 7 say

that this is an improvement over the period preceding the
 
project (1)
 

4 	8/I1 report they work more regularly and that the project is a 
more regular source of cash to the household (1)
 

* 	8/11 have different ideas about what to sell (1) 

* know better at what price to sell
 

e 5/11 report they are better at planning sales (1)
 

* 	 7/11 have found more resources or supplies for business 

* 	 8/11 use records to keep information about their business and 
use it to make decisions (1). One account book was seen with 
very careful recording of daily costs and sales and occasional 
costs (2)
 

* 	 7/11 use records to know when to save money to put back into 
the business (1) 

* 8/1! report using cash earnings from business and all cash 
income better than previously (1) 

* 6/11 put cash into supplies or improvements for their
 
activity (1)
 

* 	9/I1 said they know better where to get information about their 

activities 

' 7/11 expect their project to grow (1) 

* 	5/11 see themselves as business persons (1)
 

* 	5/I1 see themselves as business persons
 

7)
 



/7 

Social Develo-ment or 
Equity Gains of 
Partici npants
 
* 8/Il put more into househol.d food and rothing; 6/U -i.t,(health services and 
education 
or savings;improvements 517 reportin family diet; 3/7 improvements in housing;in housing; 4/7 in educat2on (1) 

* /ll have opened a personal account 
at t'te bank since 

project began (1) 

the
 

* 6/i1 
work with more 
people than before; 
items checked included
production, sales, supplies, credit (thisambiguous last was somewhatas to what more people means...) (1) 
* 7/11 have more access 
to government 
services 
than before
(principally the Women's Bureau) (1)
 

2/7 have access 
 to formerly inaccessible agencies (1) 
* 6/7 have joined other activities and 

groups; 6/7 in 
work with more people in 

groups 
groups which make decisions together; 5/7 inwhich act together in production or sal,-; 6/,7participate in 

say they
making group decisions (1)
 

* 9/11 report an increase in literacy skills (though
included in (the training); this is not7/11 report increase in numeracy
skills (I)
 

Benefits to the Local Econom­

7/11 
use more local supplies for 
their activity (1)
 
* otherwise inconclusive. 
 DOs state their designation of
projocts to persons takes into accountproduction and local markets andthereby avoids unproductive duplication. (2)
 
* the greater success of agro-based business reported by 
the DOs
suggests contributions 
to 
the local economy, but 
not

exclusively (2)
 

Buildink Institutionsl Capacity 

A. The District as an Implementing Agency 

The signiwiant institution buildingplace at the district level seems to be takingin assessing and adjusting the
women's program as 
experienced is gained.
cover selection Specific improvementsof participants, groupingease of p.oject villages totransportation and communication (general), discouragement
of bank loans, monthly meetings to monitordivisional activities includingtechnical officers, inauguration of
women with group meetings forsame kinds of projects. We were not able to 4scertain 
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whether this pattern was as trie in districts other than
 

Kolutara. (2)
 

B. The Women's Bureau as an Implementing Agency 

It is fair to say that this project and its replication
throughout Sri Lanka has helped to put the Women's Bureau and
 
women's concerns 
on the map. Data on donors and projects
 
elsewhere in Lanka listed the
Sri are at back.
 

On the 96 OEF trained DOs, 76 are still in the field doing

project work; 6 art at the Women's Bureau; 48 are the
and at 
Ministry of Plan Implementation on other assignments. While
 
outside the purview of a donor agency, there are changes pending

with respect to the Women's Bureau which may affect future
 
project work, particularly the "assignment" of DOs. Currently
under consideration is the formal transfer of the DOs to the
jurisdiction of the Women's Affairs Ministry. The six DOs we met 
seem committed to their work under the Women's Bureau. However.
 
they are largely uninterested in being transferred to that
 
ministry, primarily because of the lack of opportunity for
 
promotion, and for the men, 
reduced opportunity for government

scholarships for continuing studies. 
Such a shift if made may

result in considerable shifting around of personnel and the loss
 
of experienced DOs. 

C. Institutional Resources of the Participants
 

There continues to be a short-fall in the availability of
 
technical services, particularly veterinary services. All the
 
government officers talked to 
stated clearly this is a result of
 
an overall shortage of veterinary services in Sri Lanka along

with a high demand from disparate legitimate bodies for their
 
services. Likewise, there is a shortage of hybrid, high yielding 
cows, In Kolutara, the institution of commodity oriented groups
and monthly meetings with technical officer is meant to 
ameliorate the shortage. Since January I984 the Kolutara
 
administration has begun keeping records of 
requests by and
 
responses to women participants in 
order to better track district
 
patterns.
 

Summary and Conclusion
 

I. The Women's Bureau approach to SED is helping low income 
rural women successfully undertake income generating activities
 
by providing them with training (leadership, group, technical,
 
some business management), a start up subsidy, and some follow up
assistance. According tc, DOs, set of servicesthe this works
best with low income married women, not necessarily the poorest
of the poor, particularly those with the backing of their 
families. Experience indicates a small up grant (in
start kind)

and avoidance of early debt are also associated with success.
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Mechanisms and encouragement for
technical seeking assistance fromservices is part of women's training,in rererinary services an 
but part trularl .overall shortage limits the response. 

2. One of the more interesting findings ofthe the project so far isvalue of small in-kind grants versus loans to start upactivities. 

3. Another useful finding was 
projects over 

the better prospects of agro-basedothers such as
undependable export 
lace making (dependent on
or city markets) and 
sewing (also uncertain
markets, though demand more 
local).
 

4. The DOs in 
Kolutara have 
identified as 
sources of
failure: inappropriateness of 
project
 

some 
candidates (particularly
the MP had whenalmost total say over thetoo list), natural calamities.much debt, extreme poverty of some women, a less drivingcommitment and interest modified their activities
rectify the problem of 
to moderate orcandidate selectionwere not able to determine and too much debt. Weto what extent themanagement skills per lack of business se was a source of 
business 
failure.
 

5. There are groups this program is 
not serving or
well: not servingvery poor women with families and women who do notfamily support. This have
is recognized, 
but the district has
developed alternative ways for serving these 
not yet
 

women.
poorer women and/or those with 
With the

unsupportive familiesof "feasibility the problemis evident, products ordisproportfonately to 
income from sales goesimmediate family consumption needs so that
the enterprise itself 
is short lived. The
interviews recent inclusion ofwith family elders as part of the selectionmeant process isto encourage the necessary family support
enterprise or, for the
alternatively, 
to week out those for
support is necessary, but 

whom family

not forthcoming.
 

6. A more 
thorough investigation of 
the work the Women's Bureau
would have included (1) interviews 
enterprises to 

with a number of failed 
success; (2) 

get further evidence on the constraints toa look at a second district to find similarities ordifferences 
from the Kolutara experience.
 

Costs and Question of Subsidies: 
 So far
incorporate project there is no attempt to
costs 
into the regular Government of Sri
Lanka budget (though Women's Bureau personnelOfficers salaries and Developmentare in the budget). 
 Host fundsBureau projects come for Women'sfrom external donors.
project In some districts,
costs (training, subsidies, transportation) have received
funds from District Development Counctlsfor or the local HP's fundlocal development. 
The Women's
proj]ects and 

Bureau has provided list ofdonors as of August 1984 which is appendedcase study. (chart is not in 
to this

included this draft).
 

As a pilot, the Women's 
 Bureau projectqualify for funding. no longer wouldAs a vehicle for stimulating women's 
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enterprises and leadership in untouched 
areas of Sri Lanka, they

miSht bo u*ao[fu partner, 
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Case Study: Chamber of Small
S aU ..Hanufacturer, Industrv's Training Pro ram............ .. for
" . ...
 

Introduction
 

The Chamber of 
Small Industry (CSI) is 
a Colombo based
organization which is 

to promote small scale 

seeking, through a new development program.

industry in 
Sri Lanka. Beginning in the
fall of 1983, the CST 
has provided training for 
nearly
potential and 100
functioning entrepreneurs; and 
the organization has
worked to 
represent the interests of 
these small manufacturers to
officials charged with regulating and providing various forms of
assistance to 
the sector. The Chamber's basic goal
the is to begin
process of expanding and up-grading ti.. industrial base in a
society where domestic manufacturing has b#.,n concentrated 
on 8relatively small number of intermediate consumer goods, and where
less than 20 percent of the GNP is 
generated through industrial
 

organizations.
 

As with other 
cases discussed here. 
we consider the CST
,inder !' r separate categories. 
They are (a) approaches to small
enterprise development; (b) the development 
context;
and management of (c) the mix
services provided; 
and (d) benefits and costs.
 

Approaches to SED
 

The CSI believes that 
its major contribution to
development the
of Sri Lanka will come 
from its efforts to assist
functioning new
industrial entrepreneurs to 
start
manufacturing enterprises. and sustain

To this end, it has set up, with
financial assistance from 
the Asia Foundation, a training program
to service as many as 600 students over a thirty month period
(November. 1983-April, 
1986). The training 
will seek to provide
the potential entrepreneur 
with the appropriate attitudes and
necessary confidence for 
taking initial steps toward the
establishment of 
business er-erprise; and
individuals and those already 

to provide these
 
aerating small manufacturing firms
witt. the knowledge and skills 
r-quired for running a
successfully. Training, however 

business
 
is believed to 
meet only part
of the answer 
for these indi"Iduals. 
They also need meditational
help from an organization such as the CSI so that they may be
able to deal effectively with 
relevant 
public and private sector
officials. 
 The training, therefore, is 
to be combined with
follow-up support by 
the CSI 
so as to provide the
access neede, to information and
lessen the vulnerability of new, small 
firms.
Firms which survive and prosper will 
benefit society
of ways, including the provision of new 

in a variety

job opportunities and
backward and 
forward linkages to other firms in
(The CSI the economy.expects approximately ten 
new jobs to
each entrepreneur assisted; and to 

be created for
 
see about ten firms gain extra
income 
from the additional bsiness and pricing improvements


provided by 
the trainees).
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Individuals to be trained include those who have started
 
small manufacturing firms but who desire additional training in
 
order to stabilize or expand their business; and 
those who have
 
not yet started manufaituring but desire to do so. In the latter 
3roup there could be individuals who have little or no business 
experiz!nce. save perhaps through jobs in trading or manufacturing
firms, to ;those who come 
from trading or even manufacturing
families and now seek to have a business of their own. They have 
their choices among courses of different lengths, varying from 
two to twenty weeks. and covering the basics of production.

financial and personnel management. and marketing and business
 
regulation. They are 
also provided with good opportunities for

practical training in working factories; for a unique element of 
the training is the involvement of CSI members who open their 
factories for day-long or more extended study visits at various 
times during each course. A capstorne of their experience, also
 
focused on the integration of the theoretical and practical in
 
the training, is the completion of a project report. These
 
reports serve to outline the 
trainee's manufacturing plans so as 
Lu give direction to the program of study and subsequent dealings
with financial and technical assistance agencies, 

Greater confidence, additional skills--and a completed
project report--are viewed as the primary benefits of the course
 
of study. Subsequent needs are to be met in part by the
 
mediation services 
and CSI can provide; and graduates are

encouraged (not required) to join the CSI as associate members so 
as to be positioned tt take maximum advantage of these services. 
However, even those who do not join the CSI are eligible for
 
assistance.
 

To summarize: The CSI sees its program as involving the 
stimulation of new entrepreneurship through training and the
 
dissemination of instruction materials. Organizational support

from the Chamber should complement this training by facilitating
efforts of the new entrepreneurs to deal with industrial
 
regulations and secure additional 
financial and technical
 
assistance as needed. 
The CS1 views its overall contribution to
 
development in the creation of substantial numbers of trained
 
industrial entrepreneurs throughout the society, and through iti
 
own efforts to represent their interests as they bargain in the
 
larger political economy. Social benefits. 
including the more
 
equitable distribution of resources and community development, 
are seen as coming from the new economic activity and its impact 
on other firms and on employees. 

Contextual Factors
 

(The discussion of -ontext focuses on the pru eut setting
which impede or facilitate the achievement of project goals.
Because of the relative comparabilitv of project s,%*ttlngs in Sta
Lanka. the question of context will be dealt with in a separate
part of the report. However. for later 4rafts of this case 
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-tsudy.iLwi. be nocsrary to offer brief elaboration 
on
discussion, focused particularly on the differential impact 
that
 

of
governmental relations on 
the types of 
larger, manufacturing
enterprises with which CS! works; and focused too on theparticular significance of rapidly up-dated market information 
for these entrepreneurs.) 

Protect Manasement and Mix of 
Inputs
 

The CS! small business 
project operates out 
of the Chamber's
offices in Colombo. The training director (Director of Programs)
is Mr. Ariyadasa, a 
retired educator with 35 
years experience inthe Sri Lankan Ministry of Education. 
 He is assisted by CSi
staff 
i.. the development and administration of 
the training

program. The training itself 
is done by Mr. Ariyadasa and
faculty rec,:uited from 
local educational institutions and 

a
 

the various g~.vernment and 
from
 

private sector organizations housing
the particular eYpertise needed 
for various course 
topics. In
preparing the cou-ses. Mr. Ariyadasa meets with faculty membersto discuss overall goals 
and the appropriate scope and 
direction
 
ot specific lectures. CST 
staff and executives are also
involved, as are CST members whose efforts, during the fall of
1983, several meetings werv held with 
these participants, and
they were joined by 
Mr. J. Guyer, Sri Lankan 
Representative of
the Asia Found3tion, 
the primary source of funds 
for the project.
 

The courses have changed in content 
over time to 
reflect
student evaluations and the 
feelings of faculty and
administration about 
the relevance of particular topics of
pedagogical approaches. 
However, the 
basic direction of the
course has continued over 
the year: 
 to provide information and
skill training in areas 
central to business functioning; and 
to
 
provide "hands-on" experienceenterprises. Subjects covered 

in functioning businessinclude financial and personnel
management, marketing, banking, labor laws, taxation. 
import/export procedures, and the 
introduction 
indicates
specifically the direction they wish their 
firm to take, and how
this is to be accomplished. The expectation of the CSI facultyand staff has been, and continues to be. that this type


facilitate future approaches 
of
document will to SE by bankers and
other sources of financial and 
technical assistance 
in the
 

marketplace.
 

Trainees are selected through 
a multi-stage process, 
which
begins with public advertisements of up-coeing courses, andpersonal contacts of CST sembers and former graduates. Formalapplications are submitted, providing basic blo-data. familybackground, technological /technical experience, 
and career
ba kground. Applications have come to the CS! 4t a rate two tothree I ies that vhich the progr *rn can currentl V accon.T(orat e,Those which Mr. Ariyadasa and his staff feel are the bestprospects among the applicants, in light of their pr,.vious workexperience, training, and t.e concrete sp thev have ;lreadv 
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taken to effet their plan4 for starting a s=alI manufacturing.
 

enterprise, are invited for Final
to Colorzbo interviews. 

selection is made on the basis of formal application and
 
interview, with emphasis being on 
what Mr. Arivadasa feels are
 
the concrete signs of probable success; visible indications of
 
though and planning about business, with these and less tangible
 
signs from the interview of motivation; and indeed, to allot tine
 
during the course of study to instruction in motivational
 
development. After a period of experience with the current
 
format, it is possible that these additional elements will be 
added to selection and training efforts; and this 
may happen in
 
particular if the CSI should become more associated with other
 
entrepreneurship support programs in Sri Lanka--at through the
 
new Business Development Center programs in entrepreneurial
 
promotion.
 

Because of the extensive efforts required to get the
 
training program started and sustained, less effort has gone in
 
to the creation of regular zechaniscs for course graduates to
 
take advantage of the CSI's mediation services. 
 Many graduates

have come for assistance. and have received aid in contracting

relevant public and private sector officials. However. the major

burden of work has fallen on Mr. Ariyadasa and his small, part

time staff. Ile has dispatched dozens of letters in behalf of
 
former students to make formal representations; and has gone with 
many of then for personal contacts with officials. However.
 
unless additional budgetary support becomes available in the
 
future, it is difficult to sfe how the efforts atm ediation can
 
avoid being of this ad hoc variety.
 

The decision on how to proceed with "follow-up" services in
 
fact reflects the general awareness of Mr. Ariyadasa and
 
colleagues of the budgetary limits the projeci confronts. 
They

need to recruit faculty, stock a library . advertise for and 
select students, plan and coordinate the course, secure necessary

instructional materials--as well as provide some follow-up

services on a budget of approximately $64.000 per year.

Consequently. there has been real dependence on the voluntary
commitment ot CSI leadership and members to back-stop these 
efforts of Ariyadasa and his staff- and a subsequential effort to 
secure support from public and private sector officials who are
needed as instructors and to facilitate the subsequent efforts of 
course graduates to secure loans and technicitl assistance. It 
has beep a time for balancing these needs while pl:anntng also for 
the long term needs of the program (-ecuring additional funds;
deciding how to 
spread the course network) that have dominated
 
the "institution building component of the CSI's work. 

ets ot the CS[ Pro-Jeet 

Wo look at benefits, under four hdgs, nd tcat of theve 

'onot-,tc, .nd itaneran e of sotIa p& it Ica! .io tiated wih 
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enterprlse itipartsbusiness development; 
(d) institutional
on the local economy; building.(c) equity benefits of 

Enterprise Development
 

It is too soon after the 
start of training efforts
much of the impact on to assess
actual 

taken one 

business operations. Nearly 100 hador another of the courses by the time the evaIwas conducted; however, ationonly about half thosetheir studies as long as 
of had completed

six months previously.
has gathered no information on 
The CSI itself
 

entrepreneurs the number of potentialwho have started new firms, though it40 percent expects aboutto do 
of new 

so. There is some admittedly indirect evidencebusiness enterprise in the
the past trainees have 

fact that nearly 30 percent ofjoined the Chamber. andare individuals that most of thesewho were planning to startis that they have 
firms. The assumptionwould joined

their businesses, 
only after they act~ally startedthough there has nobeen actual checking toconfirm this.
 

Interviews 
 with sixteen of theseveral positive impacts of 
former trainees indicate
the course. Graduates 
were impressed
with the quality of the course and the mix oftheoretical practical andtraining. 
 (Responses in 
Table-l).
several areas where they had begun 

They ulso noted 
to apply theirthe tr..ining, withmain changes focused on areas ofenhanced dealing 

financial management and onwith regulatory and 
assistance agencies.
 

The respondents 
were selected by 
Hr. Arlyadasa.
20 former He invitedstudents to meet with us and attempted to providewith a representative sample us 
Some of 

of several manufacturing areas.those attending our 

entrepreneurs, others had a 

grotip meeting were still pottatial

good deal more
The fact that business experience.16 of the 20 invited turned up forFriday morning, despite the rigors of 

a meeting on a 
traffic
something, and travel, says
we feel, about 
the degree of importance which
graduates attach 
to the course


CSI provides. 
and "follow-up" opportunities the
Project plans, Hr.and Artyadasa'sestimate, suggest currentthat 175 new 


entrepreneurs and potential manufacturing
will be trained by the end of
current the first year. If
trends continue, this will 
mean that approxiuately 50 to60 new firms will therefore result. 

Local Faconomic Benefits
 

It is similarly 
effects of 

too soon to report on the economic spreadthe enterprises aided by the CS1.
Chamber does offer a of As noted, theset expectations
about in project documentsthe likely backward and forward linkages of newactivity; businessand implies that about 
10 firms will
business and the berefit from newsupply of new, presumablyexpensive higher quality'lessgoods. It is difficult to know where these estimates 



come trom; and such calculations do not reflect a concern frt 
econsmic linkages--as through the .elect Ion of entrepreneurs anc. 
firms so as to maximize the inputioutPut re.itionships among
lirms in a communitv and a region (i.e.. selection on the ha.is 
of an input ,utput matrix so as to fill local gaps:,J . This i: not 
necessarliv a criticism of the ( S. tr few SED proj ects stake 
their reputat ton on generat ing 4 broad system of econon 
relations. However, since the CS! states these impacts ais i 4oal 
of the project . it night be usef~j to consider means of bui1dlIng
these aspirati ons more 
di rectlv into the process of 5electtr.on at d 
training over time. 

('*hen the discussion ot context is made more fully, it 1,ll 
aso be noted that SED projects in Sr Lanka a med at small 
manufacturing face a situation of Itt le linkage among firms. 
This reflects the colonial past, but also past trade aaud import
 
substitution programs. Therefore. there is both real need an-­
considerable difficulty in ;eneriting such linkages.)
 

Equity Benefits
 

The CSI seeks to recruit individuals who, while not wealthy 
or established businessmen and women, are 
by no means among the
 
poorest in the nation. In fact, since plans 
 and active steps 
toward starting a firm are among the central criteria for 
selecting the potential entrepreneurs, we might expect to find 
these individuals having a relatively high level of access 
to
 
financial and other resources. This applies, as well and even
 
more, to 
those who have already started firms. However, It is
 
also true that small manutacturing firms are among the best
 
sources for generating new employment. This is particularly true 
for new manufacturing firms. Therefore, important equity 
benefits should be forthcoming once the firms do begin to hire 
new workers. Evidence gathered by the summer of 1985 could 
reveal how significant this impact has been. 

The CSis impact on the poor, directly and indirectly. may be 
increased if and when carpenters and blacksmiths might be doing
well. but the larger enterprises generally were not. Basic 
management skills were lacking--as were adequate markets; and the 
efforts to tie the businesses quickly and firmly to local 
Sarvodaya projects made it di:ficult to keep adequate account* 
and determine costs and rpt-irrs. Consequently many business 
projects were seen as needtAg reassessment; many others failed. 
41ost of the retail stores, some of which the centril office had 
supported with resources, had closed with high morale, given 
the promise and accomplishment of the program. This is partly 
the consequence of a failure t, secure financial assistance from. 
USAID as had been hoped. and the need to economize on stat and 
programs. Thus, it ould he possbl | with additional assist in'e 
from AID or e ewhere to ro1AJen ti %ifha,.s a Ct ion, a n #u id 
upon current Accomplishment.
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There is, moreover, 4 deeper thanbase these commentqsuggest. For 
the CS1 andseem stror.gly beh.,nd tlhf its members. ond the Asia Fondat inof fort;: nd atlI have been ng putw il tqlup resources arid prow tde Yo ltitta r y is si ;t an ce, Therefore, 6combining the apparent morale t hosef most Invlved wtth thisimage of i base of support. it possible to speak nore
optI istic a I a bibt the i nstExperienc:e gained to 

tut ional c.,ore of th rogrAn.past programs ads dup Iicaton--and,!emonstrat ing that iork produc es good resul t. 

fain tweaknesses in termi of ifnsttutianatization as an 

I. Need for attention to means for colIect ng information on graduates, their needs and business accomplishments.
Feedback mechan s s exist--=ainly in terms of courseevaluations and informal communications
completed. after the courie isThese provide adaptive capabilities for the CS1,
but the effort could be broadened to increase these
Ca;'dbblit 10 over time. 

. ore time needed for Mr. .Ariadasa and staff topiof~ning; so a.s do long-termto more fully lay out options. costs, and 
ppor untin s for uch tings s he spread of the course o new 

B. The CSI Program 'and 'he Institutional ofResources 
Graduates
 

A second question 
in the area of Institutionalization dealsvith the setting for entrepreneurship cortfronting graduatesthrough all the crises they will subsequently confront. 
 However,
one of the attractions of the CSI program is the promise ofsediatlonal assistance, 
and this is of real import ti new,
vulnerable firms 
in a just emerging industrial economy. the CSI
has ar excellent base from hich to help, as perhaps the majorb4u1ntes association 
business sectot. 

in the nation dealing with this particularMoreover, as part of the effort made to securefacuity and plan courses, contacts haveprove valuable, been made which should
(Out respondents indicated several 
instances of
hov these contacts helped them. in securing loans and thethe CSI (aga.n) might wish like,)to do more, with additional resourcesit eight be possible to h4ve more follo- up teetings forgraduates, and to havot staff of the CS1 assigned formediational work more
in behalf of graduates. This 
was a clearly
expressed interest of the government's offical policybusinesses, and toward 

bureaucracy 
what they believe they In practl4e fro* astill perhaps oriuontod to 4 

see 
less grwth-projduclnglndustrial politrv, Hre is whore ,i more ative and l1sibtle#:I ai onaIi Pt'ese~t ' ~n t hr part, of t he S lg be 

program, and vc-il m ~rpesn~w~ir'1 tteo urs .~m ie~ttrre em 43enW4I-4 k # 



a
.. taught-innrether -tit s, some regu.' r =echanisz sfor mediation 
of this sort might be even more important. 
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c lue of 'Costs and 3ubsid. 

1. the CST program does cost some $64,000 per year,constituted. as novMost of the costs are recurring ones, and
grow if the prrgram reached would
 
to outlying areas. 
 (Travel, facultyrecruitment, etc.)
 

2. Efforts are 
being made to 
generate 
funds within the CST
cover an increasing portion of the costs, 
to 

in anticipation thxt
the ASia Foundation assistance will 
run out after three years.
Money (approximately $20,000) 
was raised 
last year through the
selling of ads in 
CST publications; and other
likely to be income is seen
produced by 
the sale of instructional materials and
project profiles. However, it seems unlikely that
will provide more these sourcesthan enough to run a few coursesarea. External funds in the Colombo may well be needed, as few educationalinstitutions are 
profit making bodies.
would The key question,appear, itis not whether the CST project canitself, even sustainbut whether its graduates can--and whether 
they produce
wider 
social and economic benefits.
 



CASE STUDY; THE SARVODAYA SIIRAHADANA MOVEMENT 

Introduc t ion 

The Sarvodaya Shramadana Movement (SSM) in Sri Lanka was 
founded in 1958. It is a community based effort pursuing village 
and national (even global) development on the basis of values 
deeply rooted in indigenous traditions of community action and 
reiponsibility. The leaders of the SSM estimate that some 6000 
villages in Sri Lanka (over a quarter of the total) are directly
involved with the movement. Projects are at various stages, with 
the majority of the villages just beginning the development of 
community institutlons on the Sarvodaya model. Development is to 
be decentralized and bottom-up. 

Sarvodaya Shramadana, which acknowledges its roots in the 
developmcnt philosophy and community organizational approaches of 
Mahatma Gandhi, literally signifies the awakening of all society

through the mutual sharing of time, thought and energy. Through
 
a national organization with central, district, regional and 
local agencies, it pursues holistic development stressing 
personal and social rejuvenation and transformation as the basis
 
for enduring and mean#.xgful change. Psycho-social transfor­
mations should precedr, and condition, efforts at economic
 
transformation. material growth and satisfaction are critical 
for meeting basic human needs; and economic needs must be met if
 
life is to be fully social and spiritual. Yet, in Sarvodaya.

there is an effort to see that material concerns elsewhere. 

Therefore, the Movement's efforts in a village begin with a 
community gathering--a Shramadana. These meetings represent the 
culmination of a locally generated expression of concern for 
community development, supported by Sarvodaya field workers. The 
Shramadana is planned carcfully by local residents so that there 
Is ample food and shelter for participants, as well as tools and 
plans for specific local development tasks. Once village
members, including religious leaders, and SSH members gather, 
there is an emphasis on fellowship and the building of a 
collective spirit. This is accomplished with a mix of food,
 
singing, and meditation; but also with discussions of village,

national and international problems and their interrelationships.
 
Subsequently, in its major activity of the two or three day camp.
the grotip turns to constructive work. This involves road ot 
bridge construction about a third of the time, since these are 
critical concers in isolated villages. Otherwise, the tasks may 
involve general clean up, doing the ground work for a village
 
pre-school or dispensary, or repairing places of worship.
 

These camps are considertd stage one of Sarvodaya*s work in 
a comMunity. National or regional field workers will follow-up 
nn these first efforts, but unless a camp (or later camps) 
generate sustain.,d local involvement, the village may never go
beyond stage one. However, where there is local leadership and 
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enthusiasm, efforts will be made
local to courage the creation ofgroups. Children's groups. and thost are usually formed 

of youth and ,tomen.first, because of local i tterest andsense that the SS.sthese are vehlcles to reach the most vital audiencefc-ihilren). the most responsive (youth) and necdyOccupational groups (women).
are often formed at ldter- date, asgroups for the areelderly--or for adults in general.
 

When these 
groups beco-m* active in dealbng with communityproblems, and 
in mobiliztng local resources as needed for
tasks, a third -'ge o these
",-'etopment is reached. Perhaps halfthe Sarvodaya village, are ofat, or are approaching, 
this stage.
At this point, local communities are now encouraged to
local organize aSarvodaya Shramadana Society (SSS). bodv can attain
legal corporate status and 

this 

be in a position to
coordinate plan and
local development efforts, a'd 
to raise funds 
for that
 

purpose.
 

For the two to 
three percent of villages so far capaule ofadditional 
commitment. the SSS 
leads efforts toward village self­reliance. A development plan 
is drawn up, focusing on basic
social, economic, and 
spiritual needs. Not 
only are such
villages considered to 
be self-supporting, but
undertaken assistance some have
 programs in 
other, neighboring communities.
 

Therefore. primary SSM 
beneficiaries are 
communities.
Development assistance 
means supporting their efforts and
organizations 
in the pursuit of

needs. Means are 

a full range of locally defined
to be united as 
much as possible with ends;
there are not for
supposed to be significant gaps between "early" and
"late" developers in 
a community, 
or
"fullowers". between "leaders" and
Human centeredness 
means a concentrated effort
collective efforts on
and benefits. Consequently, 
to stress the
progress of 
an economic activity alone, 
or to assess the
starting business as costs of
high because of
of the process 
the participatory character
involved, would be 
illegitimate 
from the
perspective 
of Sarvodaya's methodology, 
The organization has the
same tncentives 
as any other to 
be accountable 
in financial
well as as
other terms. 
 However, Sarvodaya's leaders feel this
requires efforts 
to assess 
systems of relations instead of
selected aspects 
of larger economic and 
social events. 

'ADeroAcheg to SED 

During the 19 70's, the SSM became convinced of
provide support for the need toadditional 
income generating activities
its in4Asociated communities. 
The preference 
was to increase
skills ond economic opportunities for community residents,
on based
needs, choiceS and commitment ,merging from the communtties
themselves; 
with the central 
Sarvodaya organtzatton'4 
involvement
limited to support activities of 
various sort%,. 
Thit would
presumably favor support projects which 
would draw
technology and on comeznity
resources 
and be open to he poorest
skilled. and leaqt
Based on experiences gained 
fron previous inCome
 



generating and small enterprise activity by Sarv--idaya groups, it 
appeared that assistance from the central organization should
 
include training, technical assistance and credit--particular mix 
ind amounts depending on community needs and requirements. 
Project impacts would be measured in community terms--and iould 
include the impact of the stores 4n the ava.lability and prite of 
goods in all local retail outlets. Benefits to individuals would 

hYs bv viewed in terms of their relationship to broader 
poiitical and economic changes. 

Context
 

(The cortext for SSM project activity is considered in the
 
general context of the setting of projects in Sri Lanka.)
 

Proiect Management and Mix of Projects
 

'he SSM had for some years worked with communities to 
increase in . me generating opportunities and small enterprise
 
d; velopment. Activities included the vocational training
 
program, organized through short-term courses and 
apprenticeships. District Sarvodaya Centers provided additional
 
vrcational training in carpentry and blacksmithing. At several
 
levels of tr. e Sarvodaya movement there were experiments in 
collective enterprise, ranging from community level projects for 
soap, honey and cnok-stove production to a batik project run in
 
Colombo at the national headquarters. In the late 19 7 0's. a 
machine tool factory was started in Kegalle, with central
 
support. It was one of the largest of the SS4's business
 
undertakings.
 

Some communities in the seventies and eighties also started 
retail stores to provide basic supplies at competitive prices. 
However, these and the other business enterprises and training 
programs were only intermittently successful. Individual 
carpenters and blacksmizhs might be doing well, but the larger 
enterprises generally were not. Basic management skills were 
lacking--as were adequate markets- and the efforts to tie the
 
businesses quickly and firmly to local Sarvodaya projects made it
 
difficult to keep adequate accounts and determine costs and
 
returns. Consequently many business projects were seen as
 
needing reasstessment; many others failed. Most of the 
retail 
stores, some of which the central office had supported with
 
resources, had closed. 

In 1980, the SSM received a grant of $100,000 from 
Appropriate Technology International (At) for a new effort to 
support village stores. Knowledge gained from earlier u.usineis 
activity, and community experiences with retail stores in 
particular, served to provide basic guidelines and detorrine 
appropriate forms of support fvr the operation of these 
enterprises. Natitnal headquarters uould provide some 
assistance. mainly business tratnwig and genvral orientations for
 
shop-keepers; and 
financial assistance for the rehabilitation of
 



local buildings for use as stores and for stocking merchandise.The SSM would also 
provide assistance in securing supplies
regular basis. However, matters on aof personnel 
selection
operating and basicdecisions were to be local matters;as to how the as were decisionsretail outlet would fit with otherit was assumed local projects.that the stores would be introducedprojects, as Sarvodayawith appropriate local informationcampaigns, and educationalthus assuring potential 
customers
would provide goods that the storesat prices competitive(cooperative) with governmentor private shops, and would contributecommunity to otheractivities. Some seventy stores 
in several 
districts
were ultimately 
to be supported through the 
grant.
 

To begin the project, twenty pilot villagesSarvodaya officials for were selected bythe three contiguous districts
first where the
stores 
were to 
be located. 
Because of
the groups the importance ofin Sarvodaya communities. aAnagers wereeither from pre-school to be selectid groups (meaning the 
pre-school teachers)
or from the membership of youth gS-ups. Of the twenty pilotstores, mostly opening 
late in 1980 
or early 1981,
managers all ofwere pre-school teachers. the 
Prior to beginning their
service. they received two week orientation coursesSarvodaya headquarters in Colombo atfollowed 
by internships in
stores. cooperative
A central warehouse 
was opened in 
Kegalle
store to be used to
goods bought in bulk 
by the central office;
purchased to and a -ruckprovide for transporting goods to the warehouse, and
to make some local deliveries. 

Though the 
stores opened and
well, there generally functioned quitewere several early problems.not The supply systemwork as expected, with did some stores runningproducts quickly, out of popularaJ repeatedly. There were alsobecause of problemsthe inexperience of 
local staff, and
often recordsinadequate wereor out of date. Local managementup in committeeseach community (mainly drawn from 
set

membersgroups) of the mother'swere unable to provide enough technicalovercome guidancethese problems, Bookkeeping to 
difficultieswith the shipping delays when coupled 

because money 
produced cash-flow problems, in part
owe' to 
 the center was on occasion(sometimes syphonedinadvertently) offfor local purchasesdepleted stocks. of goods to replaceIn addition, there were bureaucraticin getting problemsthe Peoples' Bank. which was to providecredit to communities Rs. 15.000for developing facilitiesstores, to and stockingactually distribute the 

the the funds. Among theneed to problems washave some officially registered bodN responsiblethe store--and fortherefore 
capable of 
receiving t?.
these funds were to loan. Since
be used to speed up repayment
project funds, and of loans fron 
a
to create pool of resourcesopening ieeded '.orother %tores, that process was also slowed.
 

Among the to
responses these problemsencourage stores to 
was a decision todo more of 
their purchasing locally.
was in any Thisevent something the storts were eventuallyone ptirpose toof these enterprise* do. as vas to provide an excellent on". 



for it reduced some of the problems in planning and financing
purchases, and resulted in substantial increases in sales. 
Management problems continued to be dealt with by the project's
implementation team, through visits to 
work with managers and
 
staff on record keeping and !nventory control. In the record of
 
learning seemed positive enough, for Sarvodaya to begin

supporting the opening oi new stores.
 

Benefits of the Sarvodava Retail Stores Project
 

We look at benefits under four headings, indicative of the
 
range of economic, 
social and political changes associated with
 
sustainable development: (a) enterprise development, (b)

enterprise impact on the local economy, (c) equity benefits of 
business development, and (d) institution building.
 

Enterprise Development
 

More than sixty stores were begun under the program and all 
bu- two remain open. On the basis of surveys of pilot stores by
ATI and more informal data collected later by the 51X and others,
it can be said that the stores generally are achieving sales
 
needed to pay their way. Profits are not great, in pirt because
 
of the competition of private stores and cooperative retailers.
 
The latter can afford to sell necessities (flour, sugar) which
 
are under price control since the taxes they pay on the turnover 
of goods in relatively low, leaving some profit margin even 
for
these controlled goods. Given this competition and the burden of 
debt the stores carry, the fact that all seem to be covering cost
 
and returning a small profit seems impressive. Saarvodaya

clearly regards this program a one of its real successes.
 

Some communities have begun to tap local resources by
permitting individuals to purchase shares in the stores. Any

member )( the community can purchase these shares, and pay in 
installments. This could provide means 
for stores to expand

their operations and to gain flexibility in purchasing locally

produced items and other products for future sale. 

Lucal Economic Benefits
 

Many of the shops are located in isolated communities, where 
few options exist for the convenient purchase of food and other
 
necessities. Here the benefits in 
terms of the availability of
 
goods are certainly significant. In other areas, however, there
 
is competition from both government cooperative shops and those 
private shops of the Mudalalis. The benefits in terms of supply

will therefore be less here, though the Sirvodaya stores may
provide a greater supply of 
locally produced goods.
 

Consumer were expected to benefit from the Sarvodaya 
programs mainly in terms of the costs of items. As low as 
possible margins were to be maintained, with the presumption
being that many private stores would be forced to lower their 
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prices significantly 
to compete.

happered, 	because of 

This appears not to hay.:
the business skills they have gained
time. The 	 over
cooperatives 
are competitive because of
The genera! tonclusion of 	
tax breaks.


observers 	we spoke v.ith
are not 	 is that pricesmuch lower in Sarvodava shops, thoughthe future 	 ttiis may change inas shopkeepers and managers get 
more business
 
exper ience.
 

Perhaps 
the strongest of 
a generally strong 
case
for the effect of 	 can be made
the stores in linkage sectors of
economy. 	 There are the local
 no accurate figures 
to date on this
but the 	 process,efforts to purchase moreexpectation 	 goods locally, and thethat networks of 
Sarvodaya 	stores 
will be able
dispatch items purchased 	 to
in one area tostructure 	 another suggests that theis in place for a significant linkage effort. 

Eqirity Benefits
 

For the 
SSM the equity 
issue is central; and
reasons 	 there arefor crediting with successthing, 	
them in this area. For onethose trained to 
manage and operate the 
stores
women with 	 were mainlyrelatively little formal education.the stores provided a vehicle 	

It is clear that
for mobility to 
individuals
relatively 	 who areneedy in terms of their own community'sThe 	 standards.fact that the return to these individuals--psychicmonetary--has been 	 and
significant 
is seen 
in the fact
been almost 	 that there hasno turnover in the managerial or operating staff ofthese stores.
 

Some Sarvodaya officials 
 also report a tendencya hird of the profits of these 	
to use up to

stores forgenerated, projects. 	 local. community
Earlier village 
surveys indicated that
than 	 less
this is normally being spent, at 
least
those interviewed. 	 in the opinion ofHowever, these saw 
individuals expressed
positive feelings about 
the social benefits which these storeswere providing in terms of 
the variety and costs of
offered. 	 the productsMoreover. 	 there were no indicationsthe community 	 that any sectors offelt that 	 special interests were gainingparticularly from 
the operation ol the enterprises.to conclude that because of It is easy
 

the community, 
the links which these stores have to
through the advisory bodymovement, 	 and the whole Sarvodayamore resources 
vili eventually be channeledfuture 	 in theinto local prosec.ts, assuming that the buqinesses continue 

to be profitable.
 

Additional 
 equity beflefitslinkage.s resulting from 
may be seen later if economthe purchasing efforts of thice 
stores
turns Out to benefit poor farmers. 

LnatJut1ion Buialdini
 

A. 	 The oSM as an Implementing Organirstton 

Sarvoday4 would 9"em to be strengthened 48 
4n
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organization through the success of community stores. They
 
provide another entry point to communitiev -- beyond the
 
Shramadana camps and pre-school programs, two common
 
alternative "paths". And they may w.eli ittract a different
 
kind of audience and support for overall effort .. sinre theyv 
provide serv Ices which are relevant to a large segment o! 
the community and call for less front end" icomritment. 1 An 
argument could be made that they allow for involvement 
without commitment, but by mak:ng the SSM program more 
visible through a popular service they should create, a 
larger potential pool for other efforts--at least a greatV 
degree of positive feeling, among the relatively detached.1
 

The leadership of the SSM and various comiittees ind
 
staff working with the stores have gained important skills 
which may carry over into work with other areas of economic 
activity. Since enterprise promotion represents one area of 
weakness in past programs, such an Increase in skIlls among 
a wide spectrum of SSM staff, should make the organizatton
 
more effective in the future.
 

The SSM remains vulnerable because of its overall 
dependence on external funding. However. a program of this 
type provides some means for planning and implementing 
programs which generate more economic self-sufficiency for 
villages--and thus for the moveient which seeks to represent 
their interests and goals. 

lB. 	 The SSM Retail Stores Program: Institutionalization of
 
Benefits
 

Has the project generated a momentum which is self­
sustaining' LAnd one which will further the community 
development efforts in targeted villages Some reasons for 
an affirmative answer have already been provided. Some 
can
 
be repeated here. and other points made as well.
 

1. 	 The stores themselves are increasingly autonomous
 
bodies, with largely local sources of supply mind 
markets, and their managers and staff grewing in 
business skills. 1f their purchasing networks expand 
as plannod, they should become more capable of self -direction, 

. tBe'cause of their current and potential resorces and
 
association with the Sarvodaya movement, they till be
 
called upon to support an increasing range of community
 
services. T teem likely, therefore, to become the
7ey 

financial Core for greater local development and
 
autonomy. In a sOciety where political influence and
 
the distribution of resources are often vertical and
 
personal, effetive popular organizations are
 
particularly important.
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Appendix A
 

Evaluation methods
 

The evaluiption vas conducted under a very tight tiveschedule (15 vorking anddays) under a larger geographic areagiven the breadth of information desired. 
i'e chose to collect as
much information 
as possible on 
context, approach, and service
mix from AID documents, various observers, and, primariy., fromproject managers. Information 
on project benefits was secured
through group interviews and the 
use of questionnaires as 
well as
the comments of other observers. In keeping with OEF's usualformat 
for conducting participatory evaluations in which
questions and data 
gathering include project managers, field
staffs and beneficiaries, we attempted an abbreviatedthis with verston ofL4S and the Women's Bureau. Specifically. we did thefollowing:
 

1. Developed a 
working outline covering the main 
points of the
framework which was used by the consultants in their interviews.Excerpts were used for written questions to project implementers. 

2. Reviewed project documents made available by AID and, in thecase of LMS, their own quarterly reports and reports from fieldstaff. Reviewed previous studies of projects or organizations
made available by AID or 
projects and other papers concerning
development, women, and business development in Sri Lanka. 

3. Extensive interviews with project implementers. 

4. Developed questionnaires designed to get at participants'
perceptions of 
benefits to 
their enterprises and 
associated
social and equity bonefitx Including their own developmententrepreneurs. asThese asked very specific questions on businessconcepts, use of 
earnings, etc. Different versions workedthrough with the staff of each. 
 tried with Lanka Mahila
Samitt and the 
were 

Women's Bureau. With Lanka Hahila Samiti, theinstruments 
were translated into Sinhales 
and filled out
individually by the Liaprtkas themselves; subsequently theyhelped tabulate the answers 
and discussed the questionnaire
Itself. Vith the Women's Bureau, werethey written in Englishand the DOs used them to interview two or three women each. Inan attempt to establish a scatl and avoid
translation, most 
long sections requiring
questions had a yes or no or scaled answer. A
shorter questionnaire requiring written responses 
was
group of CSI trainees, asking their 

given to a 
plans aeter training and
what they learned or still needed from the training and CSI.
 

5. Group meetings and opn ended distus~ions with: 

a) LHS viaparikas (20) and partitipants (7S) from I groups
100 miles from Colombo in Matera. 
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b) Women's Bureau field staff (8) and 23 participants at a 
group meeting in Kolutara. 35 miles from Colombo, in conjunction 
with local administrative officials. There were also site visits 
with the Kolutara participants. 

c) CSI recent graduates and current trainees (1'). 

* . Discussions with AID/Colombo staff and with other 
individuais mnd institutions interested in SED or linked to 
particular projects (see Appendix 3). Particularly helpful were 
.4akshui Perera. the OEF representative in Sri Lanka who was tc be 
a third member of the evaluation team, but was unable to join us, 
and Mr. Hahesan, the PVO Officer of US/AID.
 



Appendix B: 
 Names of those Intervieeed for Sri Lankan Evaluation 

Mr. N. Mahesan. PVO Officer, USAID

Mrs. Lakshmi 
Perera, OEF Representative
Mr. Alexander Shapleign. Project Development Officer, USAIDDr. Marina Fernando, 
Save the Children
 
Dr. Nimali Kannegara. 
Save the Children
Mr. Chandrasena De Silva. Hayley's Galle (coir exporter)Mr. W.A.J.A. 
Fernando, Enterprise Development. 
Business


Development CenterMr. R.P.C. Rajapaksa, 
Investor 
Services Division, Business

Development Center 

Lanka Mahila Samiti
 
Mrs. Priyanthi Fernando, 
Director

Ms. Sriyalatha Muddumage, District Coordinator
Ms. Arusha Fernando, Project Assistant
Ms. Nandiml. Ramasinghe, Administrative Assistant
 

Chnvber for. Small Industries 
.r. K.D. Ariyadasa, Training DirectorMr. John Guyer, Resident Director, Asain Foundation
 

Sarvodava
 
Mr. Sathis BeMel 

W;omen's Bureau
 
Mrs. Sumana Sekera, Acting Director
 
Mrs. Veeapani, Deputy Director 
Mr. Nanayakkkara, Deputy Director 

Government Officers 
Kolutara District
Mr. Gacapila, Additional Government Advisor
Mr. D. K. Perera, Planning Officer
Mrs. K. K. G. Senarethna. Development OfficerMrs. G. S. Veerasinghe, Development OfficerMr. Salman Halwatura, Development OfficerMr. L. Weeraslnghe. Development OfficerMr. George Hallavachchl, Development Officer
Mr. L. D. M. Dissanayake, Development Officer 
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C. QUESTIONNAIRE USED WITH VIAPANKAS OF LANKA MAHILA SANITI
 
ZVESTICUi TO VMASURE SALLZ S3tALE I1#0R!AL ECO:ciCI{LNGES IN , , - :*yrRY L'EL ';TrR:PREafR.In addition to markinG the scale ,get examples uhere appropriate. 
Instructions for ma:king the 3cale. 
"uch worse/nuch less - (-2) S3mewhat better/somewha-Somewhat worse/somewhat less-(-1) more - (+1

!.*uuh better/much more - (+2)Aboi t the same - (0) 

(I)fas the quality of your product changed when Qozpared with he
previous year? 

(2)a. Do you know more/less about what products to sell?b.Do you know more about markets?
 
co Do you know more about the beLt price to sell?
d. Do you nell more/les when compared with the previous year? 

(3) Have your cash earning s changed since last year?
 
(4) uave your production costs chnged when co:pared with the


previous year? 

(9)a. Do your sales cover your costs?

b. Are your profits more/lesz than before? 

(6)a. Have you found more suppliers than before?
b. your new sourcesHave of supplies changed your production
costa? 

(7)a. Do you keep records to get more information on your buniness?
Yes/Io

b. Do you use this information when zaking decisions about your kx

business?
 

(8) Do you put more/les cash 
-

a. Into your houneholfb. ?o: food c Por clothing

±d. For health services
 
eo Pur education
 
f. for supplies for your businens g. ?or tmprovenenta in your busieas 
h. Into another business 
I. Into savings.
 

(9)a. Have ycur readine and *riting skills Improoved?
b. Have your aath/account# skill inprocvod? 

(IC)L you put nore/lens time on your burtnecr or week t>^nbefore? 
( 1)a. In your busAieuo a zo-e re-4ular act vity th" bfore?b, In your labour more reriularly ued? 
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(124-L you borrow more/less money for your business ?
 
(if you take any an at all)
 

k b.Prox relatives and friends
 
C. Prom banks or credit agencier
d. ?rom your suppliers
 
e. ?rom your customers
 
'. Is the interest rate greater/lenser than before
 
g. Is the lenth of loan greater/leoser than before
 
h. Will the cash from your sales cover repayment of loans? Yes/o
 

(13)a. Do you have a new, personal account at the bank? 'es/No

b. Do you have a business account at the bark? Yen/Uo 
c. Is there a group account? Yes/No
 
d. Do you hbye a post office savingis accounts ? Yeu/No
 

(14) 	Do you work with more/fewer people than before?
 

(15)a. Do you take mor"/less risks in your business now?
 
b. Do you know ,our risks better? 
c. Are you better pr.otected against, risks now?
 

(16)a. Have you thoght of other vays to use your cash incorez? 
b. Are you =aking better choices about yoir business?
 

(17 a. Do you plan core/loen about your business 
b. Do you have a long range plan abot your business 
c. Do you know about where to get infor.a ioa on your
 

businens

d. Do you have a long range plan about your future business activity 
e. Do you expect your business to grow or expand
 
f.Do you expect to start a new business
 

(18) 	Do you now seek assistance from people or agencies you saw as 
higher or inacoessible before? 

(19) 	 Do you have more/less access to 
a. '*redit
 
b.*echnical Advice
 
c. ',arket information 
4.Land
 
s. Other resources you need
 
f. Other(specify) 

opal 	ENDSD QUZSTIOIIS, 
(1) Xhat was your monthly income an year do?*..................
 
(2) "shat vas your annual incoze an year ago? 
 ...................
 
(3) ,,Ut is your monthly income now? ,,,,, .. ...	 ,..,,
(4) -hat is the annual income that ybu a 4 expeotine n .......
 
(5) :hen oo~paring your pr fits of last year with those of noup,

does it show an inoreame/derease? Rs. How "uch? ......... 

(6) What do you know about the aarketn available for your pr ducts? 

(7)Have the methods, toolvand -qui=ent used ohanted? ..........
 

(M)a. In the pint instead of selling you. prouze for cash, hie you 
hAd barter exchnnes?. 

bDo you still have b&rter exchvnges instead of sale f,.r cash? 
5b*•eee e5550 .. e• e eeSSeo 



c. It you stkll exchange your goods do you know the value of the 
8ods you recisve? 

4, Do you feel that you get a fair exchange? ............. o 

(9) Now do you make better u3e of the tncooe that youfrecieve? 0.......
 

(1O)a.If -you have any bankpostal savings.a noountas _.hat do ..you plan to.. 
do with your savings? ....... • .. 

b. 	 Do you plan to put part of the savings into your business? 
Have you already done so? ..... .............. 0......... 

(11)a. What do you feel is the bigest risk that you face in ;our k 
businoss activity? ........ ..... ... 

b. How do you paln to avoid this risk? ................ 
(12) Since you began this business , have you recieved aid /help 

from government sources? If yes, what are they? .. ,....... 

(13) Since you Cean tM s busines have o recieved aid/help from
 
private sources? If yes what are they? *..*.............
 

(14) Do you see yourself as an independent business woman? Why? 
0 

(105stohat are 	 aouftreXpetaon?............
 
(16) Are theire any changes that you wish in your business 9 !. yes 

state then ....................	 ,....... .,.. e.
 

QUtPSIl0XS TO =EASUPZ THE SOC.AL GAINS oP sALL SCALE ECOMO$IC ACTIVITY: 

(1) Since this project began ,do you have more contacts relating to your
 
business? Yes/No
 

(2) Are you nore involved in other co-unity activities now? Yes/go 
(3)Do you work more with people in a group? Yes/No 
(4) If Yes, does this group 

a. 	 Work toget her when buying supplies. Yesa 
b. 	 Work together in production. Yes/No 
c. 	 iork together in marketi" the produce. yeslNo 
d. 	 Vake use of money together. Yes/3o 
e. ake decisions together. 	 Yes/No 
f. 	 Do you help the group Zake 4eclsionso Yes/No 

(5) Because of your business aotivity are you regarded highly by
 
a. Your faaily. Yes/No
 
By By people in your bmomunity. Yes/No
 
c. By government officials. Yes/No
 
d4. By banks and other private institufiono. Yes/No
 
e Dy anyone else who looked down on you before Yes/No
 

(specify)

(6) Has your business *ade it possible for you xztx7.%t to provide 

better for you and your family , in the followng instances. 
a. 	Housing, Yes/No
 
b. 	 Clothing Yes/No 
c. 	 Education Yes/No 
d. 	 Other (specify) Yes/No 

(7)Are 	 the Chances of you Zoning out of your co =unity more since this knrutx 
business began# Yes/No 

(8) Has Y ur income inprooved your families diet? J%.vJehk.1ys? 
ll~ ll ll il lki ll l i i l i iii il i I °il I
al 	 p l i i ii *#foe*+ 




OPEN ENDED QUESIONS:

(8) Rao your income helped to ouproove your families diet? In 

which ways?
* 0009000000 0990 * ­0 . 0009.... .... .... #0 e 000 # . 0 00 

(9) What is the most important thing that has klmWxx* changed
for you and why? , 
(10) 6 0What haso0re 
 !M p 6t•e 0 0t0 e a .0oes too#.. h 000 t(10) What role has the 3 played i~n the cha~@a that have taken place? 

000*00°99°00oaeo.**ge******o**, *oeo 0 00oo0.o 000 OO oo o g*oe*o 

*0 @ 0 0 0 0 6 0~0 
0 0 0 0 0 * 9 * 
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D. QUESTIONNAIRE USED WITH PARTICIPANTS IN WOMEN'S BUREAU PROJECT
 

Questionnaire to be filled by .roJect woen 

1, What is the type of project? 

2. Monthly income of the family before the project 
3. Monthly income of the family v.w
 

4. Monthly income from the project . ; , 
5. Who decides how to spend the income from the project
 

6. Number of members in the family
 

7. Whether married or not ? 

8.a) rt the quality of ylur product changed ? 
b) Do you sell different thinas ? -


#.a) Do you have different ideas about whre or when to sell 7 

b) Do you know about the best price to sell ?
 

c) Are you better at planninS sales ?
 

d) Do you sell more'/less than before ?
 

lO.a) Have your cash earnings changed ? 

ll.) Are your costs changed ? 

b) Do your saler cover your costs?
 

c) Are your profits nore or less?
 

12.a) Do you know more'/less about all the thin4s for yoxr project ? 
b) Have you. found more resources' /supplies for your business?
 

c) Do you know what your supplies cost ?
 

d) Do you use more'/leas local supplies ?
 

4) Have new sources of supplies reduced costs ?
 

13.a) Have ney tools' equipment changed production of your project?
b) Do ylu use nute books or some other devices to give information 

4bout you. project ? 

14.a) Do you use records $/devices to Rive your Information about your biaintss 
bl 
 0 you use this information to make decisions about your business? 
cj Ze you use this co know when to cave money to put back into
 

your busineas?
 

d) Do you make better use of your cash earnings from the business?
 
e) Do you nake better use of all your cash income?
 

9
 



--

15. 	 Since you beann yno- projort,do yu pur or*/Ieaa of (all)
 
a your cash
 

a) into your household
 

b) for food
 

c) for clothing
 

d) for health services
 

e) for education
 
f) for supplies for your project ,
 
g) ror iprovearents to your project
 

h) 	into another 'zsiness
 

i) 	 into savings 

16. 	a) Have your reading and writing skills improved ? 
b) Have your book-keeping skills improved?
 

17) a) Do you 
work more or less time on your project per weok than before? 
b) Is this hItter or worse ' 

18) 	 a) Is your r4iu t a uore regular activity than before?
 
b) Zra it a more regular source 
of cash for your household than before? 
c) Is your labtur more regularly'/ovenly used? 

19) 	 a) Do you have a personal account at the bank, ew?
 
b) Whether it is opened after 
the project ?
 
c) Do you have a pouit office savings account?
 
d) What was the ,xrpose of opening that account?
 
e) Have yc4. used movv from 
 that account for your project? 

(Also ask other purpose for this account)
 
from
 

20) a) So you borrov/jour project
 

b) 	 fl'oM relatives or friends ? 
c) From banks or credit agencies?
 
d) irom your suppliers (a)
 
e) Do you know when to repay the loan ?
 
f) Is interest greator/lesi than before?
 
g) Is the length of loan greater'/los than before 7
 
1) 	 Vill the cash froa sales cover repaymenta? 

21) a) Do you work vith. ore people then before? 

b) In production 

) In suppliers 

d) In sales 

e) Increadit
 

) Other
 



-3­

22) DO YOU use governmaent services foryorroetif 
23) Do you use privata hustnoi nnvie-on rur ywiu ,-,,uuk - re.try 

24)a) Do your take risks in your project ? ., 
b) Do you know your risks better? 

c) Are you better protected against risks? 

25)a) Have you thought about other 
ways to use your cash income?
 
bi Are you =akin8 better choice about your project ? 

26)a) Do you know about where to get information about your project? 
b) Do you have a long range plan for your future activity? 
0) Do you expect your project to grow or expand? 
d) Do you expect to start a new project?
 

27)a) Do you see Yourself more au a business person 

b) Do you seeYoursolf more as a woman leader
 

28)(Open ended) Please add anything else your would like about changes 
i n your project or inyou as a business person or a woman leader 
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Questions to measure the social gains of small scale economic activity. 

to get at changes in beneficiaries statusQuestionnalr These questions ar intended 
of 	equity standing)
 

1 	 Sinaos.you started the project do you have access to 

b) technicil advice /.-fO
 

c)markot information AV
 

d)land other resources & eto A ."
you need 04i 

f)other (specify) . -"c>
 

2. 	 Do you seek assistance from or use people or agencies you saw as 

higher or .naceossable before? pfeo 

3.a)Kave you learned new ways of seeking information? AVG
 

b)UskWa information Aeo
 

c)Thingking about things? A'6
 

4. 	 Since you started the project have you joined other activitiLes
 

in your comamwity ? Vafc
 

5. 	 Do you work more wl.th people in a group? Afec 

6. 	 Does the group
 

a)Make decisions together?
 

b)Act together in production, buying supplies or sales?
 

c)Use money together
 

7. 	 Do you help the group make decisions 

8. 	 Does your community value the group process as a way fo working 

together
 

9. 	 Are you more highly regarded by
 

a)your family
 

b)by people in your commnity
 

c)by government officials
 

d)by banks or other private irfstitutions
 

*)by anyone else who looked down on you before? (specify)
 

10. 	Has your family's diet improved? How 

1. Are you better able to provide your family and children with
 
a) housing?
 
0) clothing?
 

| 	 odcationy
 
other' (specify)
 

2, Are you or other working with you noro or loss likely to more away 
trop your comunity ? for better prospects 

3. 	(Open ended) What is the biggest thing that has changed for you 
and -hy?
 

4# What rate. the Women's Bureau had bringivq about such changos ?
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E. 	 SBCD Scope of Work and Field Assignment Order
 

Small usiness Capacity Deveopet
 
Field Service Assignment F)
 

SA No. 938-0o0-3842056.1-FSA-07.1
 
2. Goverimn t 	s Estimate of Wordda: 

Advisor in Evaluation and Small Business 26 days

Advisor inEvaluation and Small Business 29 days
 

3. Period of 	Performance: July 26 thrugh September 20, 1984 

4. Statem nt 	of Work: No change. 

5. 	 Position Dscription for both positions of Advisor in Ev./S. Bus.: 

No change. 

6. Criteria for satisfactory ccxetion of work: No change. 

7. Costs of this assignment mst not exceed $23,979 (ncsrease of $2,739). 

8. Funding citations are: 

Project and Project No. : Progm Policy and Evaluation 938-0900Appropriatiton 	 : 72-1141021.6
 

Allomwt Symbol and Carge. 446-38-099-00-20-41
 
PIO/T tRbzrer : 3842056.1
 
Budget Code :EM-84-13803-DG11
 

9. No change.
 

Prepared 	 by Auwitrzed by 

,TR/5Eao Ado%= H/sUV/Ct, MUL IP Cas&=ee 

Project Officer Contract Officer 

Date: 	 Date:_ 

Accepted 	by:
 
Partnership for Productivity 

Date: 2-/r 
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SjMOI busimss Capacity Developm nt 

Field Service Assinmnt (FA) 

~IA~,' 930 3 6).3842056-F$A07SEstimate of orkdays: 

AlvLaor in EvalUtiof and Sall Business 24 days 
Alvisr in Evaluation and Salil iusness 27 days& 

t, I%rlv of Performnce: July 26 throuh Septreber 15 

, IC$ctwt of Work: See attachmnt 

n.ILtoLun Description for both Positions of Advisor in E-v./Sm. flke..: 

Expqience evaluating projects implemtati , particularly small 
enterprise development activities; 

Skixnscrated ability to assess program and policy :.Ostraints as they
affect participants in such programs - from ctint to support
orgnizatLon to donor orsanization, 

Thorooth knowledge of elaienta of small onterprise assistance
including famliarity with credit programs, mMkngearuc needs Ind 
system, and other kinds of buineas support. 

6. Criteria for sacisfactory coletion of work: 

Consultants will hold briefing stission with USAWISrL Lai*a prior to 
submission of final repo)rt. Consultgnts will than submvit a report toMUAD/Sri Lanka and FVA/pVC on/ab(Put Augjust 31. I'-.e report will contain 
consultant/omm conclusions and recomaidation.' regarding the three smallenterpriso development projects in Sri LnnkA. Caxsultants will debriof 
WVA/PVC, ST/lw and the Sri Wana desk in MIDIW. 

7, Costs of this assirmt must not exceed $21,240. 4.2 ? ( '// 
8. Funding cirattons are: 

Project and Project Ni. : Program Policy and Evaluation 938-090( T: " 
Appropriation : 72-1141021.6 WIi/a

Allotment Symbol and Carge: 44-38-099-00-20-41
 
PIO/T tkUder : 3842056
 
Budget code : EIDA-8-13803-Ixll
 



£quipmnt, ma.eriAls w4 supplies required for performce (o be supplied
by ME/I) include npotttx i ak ndteU~ Iraaprato
to/frt6s S-ri LAnka, secrtariAl services, and trwal arnamt/iw 

Plrepartw by Authorized by 

ST/RDIEW II#'ICKS' Pitll ip mel 
Prmjoct Officer Contract Officer 

Date: D#jate: 4)7_____11_ 

Acceptod by: 

rP.drunrshp for Productivity 

Da te: 

Ctoarance: 
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SCOPE 	 OF 'MKE 

.%LL 3"USINESS CApa*TY DZV:WLC?*4ET PROJECT 

- ~ 	 ~ R LVAIKA -EVALtjAMO-1 OF SMA.LL -T.3 t3 DEZLPrlZL. 
-. P~VAEVQLUNTIT -0;.GA.1TZAT 10 *S 

(JUL?'20, 14951) 

* 	 1. Tr~prstr?i:, In .3 tflC e r so e ~~L
 
c~pofc' ~ tn1sshree sati ent.erprtse t.4-i .t
3441* 

bj~tty SriPf )1t 5 	 tJSAID Lanka. influ4LAS3: 

a) 114b'ratiOn ill tnt 41s,I for otL 

eal t I ,ii 	 ri 

t) preparitrLon o~f a .r,.j report. 

2.To 	 4411$9 VSALU Sri Lank.a of Ctit Iin~.Ln3 0! t""Its evi..J3!1on 
3" ~ pi&~n fvr (fart~vu dcsin and fundin, 7,f progr3as

Ch Sup t~Cro'4 L t canage meat a5ssI Stonsce a n'o~.e i~sr ' 
bUSIn-1-, S 4pqOrt. 

* 	 3. Tq praicttr:,! -. % principles of t"O "Siscens Appro3icn -.4 h 
Ev~uatonof J'i SU jl nterprise )evelopment Pror.3-", u~ic 

a) re'o13tto~n 4nd eicpliCtt itntification 'o 4Ueie 
in Pralras ipproach and projct corett aeon,~ p,#'os, 

I) bro-34 Cana4 of tconuatc, sociat, huain a,,. 
Iratato~ teefit~s 31iti project~s produte; 

C) aPPreciOn that ;eople at differing scales o: 
enterpris, and sOcIO-econ)mic' 'evelo;nent require different 
mixes Of financial and non-(inancial business support
SigrVICes, and that costs oust be conlsidered in terts ob' tie
legitimate benefits, 


