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SWAZI BUSINESS GROWTH TRUST 

A Long-Range Plan 
To Achieve Institutional Sustainability 

1. Introduction 

The SWazI Busmess Growth Trust was estabhshed m 1991 by USAID, WIth the 
objectIve of promotmg small busmess development m Swaziland Tills ObjectIve was VIewed 
as an lIDportant contnbutIOn to the larger goal of generatmg new employment and mcreasmg 
mcomes for the cItIZens of the country The Trust operates as a non-profIt orgalllZatIOn and 
prOVIdes trammg, marketmg, and busmess planmng servIces to Its clIent enterpnses 
Through a wholly-owned SUbSIdIary, the Growth Trust CorporatIOn (GTC) It supphes credIt 
to these busmesses and to Swaziland's affordable housmg market 1 

As the Founder and pnnclpal source of funds m the startup penod, USAID has made 
clear Its mtentIOn to put the Trust on a managerially and fmanclally sustamable basiS, and 
to transfer effectIve ownersillp to the people of Swaziland, whose mterests are represented by 
a Board of Trustees To accomplIsh thIs, the Trust must evolve from bemg a donor-funded 
project to a permanent, self-relIant InstItutIOn Tills long-term change process IS only just 
begmnmg As of IDld-1994, the Trust IS characterIZed by expenmentatIOn, rapId growth of 
ItS programs, and a buildup of staff m ItS operatmg umts The next generatIOn of challenges 
calls for the Trust to 

o Complete the lnrmg and trammg of core staff and the mstallatlOn of systems and 
procedures, so that the market testmg and refmement of GTC and SBGT programs 
can contmue to progress on an ongomg baSIS, 

o Locate, tram and Install a new executive management team, 

o Execute a fmanclal strategy that (a) strengthens the SUbSIdiary credIt InstItutIon and 
(b) expands the revenue stream to support SBGT's non-fmancIaI servIces m the penod 
after the current USAID project exprres, and 

o Strengthen the governance structure so that the Board can effectIvely perform ItS 
overSIght and pohcy makmg responsIbIlItIes 

In thIS document the term "GTe" IS used to descnbe the orgamzatlOn's credIt program, and "SBGT" IS 
used to descnbe the trrumng and adVISOry servIces wmg The term "Trust" refers to the orgarnzatlOn as a 
whole 



It IS nnportant to recogruze that the Trust IS a very young orgaruzatlOn, and that these 
tasks are mcremental - they reqUlre contmuous effort and attentIon They are also hIghly 
mterdependent If one pIece IS mIssmg, the others WIll be more dIffIcult to accomplIsh If 
the executlOn of these nnportant tasks IS rushed, or superfIcIal, the result may be to weaken 
rather than strengthen the orgaruzatlOn over the long run 

Movmg from a donor-fmanced project to a permanent, self-relIant mstitution IS a 
dauntmg challenge There are not many successful models, eIther ill Swaziland or mother 
countnes, that the Trust can emulate Yet the prospects for the Trust are bnght, If ItS 
resources and pnonties are combmed m a sound long-term plan for the orgaruzatIOn 
WhIle no formal plannmg document can antIcIpate all eventualItIes, the process of 
antIcIpatory plannmg can IdentIfy key decislOns, possIble alternatIves, and the sequence of 
cntIcal steps It WIll also ensure that the cntlcal actors m the process of change - mcludmg 
management, staff, the Founder, and the Trustees - are workmg m reasonable harmony 
toward a common goal 

2. Sustmnabdity and Organizational Change 

Defmmg a common goal - reachmg agreement on what sustamabzlzty really means for 
the Trust - IS absolutely essential before the details of long-range plannmg can be worked 
out Thus thIs Plan begms by laymg out an operatlOnal meanmg of the concept that reflects 
the special mandate and charactenstics of the Trust It then addresses the questlOn of how 
long It WIll take the Trust to reach the desrred status of a permanent, self-relIant mstitutlOn 

For long-range plannmg purposes, there are four cntlcal dImensIOns of sustamabilIty 
that the Trust must address these are exammed ill SectlOns 3 through 6 of thIs Plan The 
most quantIfiable, and thus eaSIest to measure, IS rmancIaI sustamablbty GIven the nature 
of the Trust and the SIZe of the market that It serves, thIs may also be the smgle most 
dIfficult part of the sustamabIlIty puzzle to solve Lookmg at the Trust as a whole, fmancIaI 
sustamabillty WIll be reached when the revenue that IS generated from mterest, fees, and 
permanent mcome sources fully covers all core program and admInlstrative costs A 
development orgaruzatlOn whIch has reached thIs stage "pays ItS own way", and ItS survIval 
does not depend on annual mfuSlOns of funds from outsIde sources to cover operatmg 
expenses 

The Trust IS movmg gradually m thIs drrectlOn Its operatmg wmgs, GTC and 
SBGT, have been deSIgned to remforce one another, but therr fmancIaI structure and 
prospects dIffer markedly Lookmg ahead over the next few years, the GTC has the 
potential to earn healthy profits from Its vanous credIt programs, as ItS portfolIo (Loan Book) 
expands mto housmg acqUlsitlOn and nnprovement lendmg The SBGT IS unlIkely to become 
fully self-fmancmg It faces constramts m expandmg the volume of adVISOry and trammg 
servIces, due to the lnnited SIZe of SwazIland's small busmess market, yet If It raIses fee 
levels for ItS servIces, there IS a nsk that ItS current clIent base would shnnk The fact that 
one wmg can generate a surplus, whIle the other operates at a defICIt, poses nnportant polIcy 
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and strategy chOIces for the Trust Each requIres a stable source of external fmancmg, but 
the arrangements and terms (loans and equIty for GTe vs grants and/or endowment funds for 
SBGT) wIll reflect these dIfferences, SectIOn 3 of thls SustamabIhty Plan deals wIth 
fmancml goals and strategy m more depth 

Three other aspects of the Trust's movement toward long-term mstitutIOnal 
sustamabIhty wIll mvolve both near-term actIOns and ongomg attentIon from both the Board 
of Trustees and Management over the next several years These are 

o Stability and effectiveness of managerial leaderslu.p to succeed the current techrucal 
aSSIstance team whIch estabhshed the orgamzatIOn durmg ItS fIrst two years, WIth a 
key step bemg the recruItment and retentIOn of a permanent chIef executIve (see 
SectIOn 4), 

o Successful operatIOn of programs and serVices whIch respond to market demands, 
are effICIently managed and contmuously mproved, and rely on competent staff who 
understand chents' needs (see SectIon 5), and 

o Strong accountabilIty to an actively engaged Board of Trustees whIch exerCIses 
governance over pohcy, closely momtors the orgaruzatIOn's performance, and guIdes 
It successfully to achIeve ItS goals (see SectIOn 6) 

In all of these areas, the Trust WIll need to "change gears" and adjust pnontIes m 
order to lay the groundwork for the future At present, the orgaruzatIon IS begmnmg to 
emerge from an mtense penod of growth and expenmentatIOn whIch can be charactenzed as 
ItS EstablIshment Phase ThIs phase began m 1991, when the USAID project deSIgn 
process was completed, and the Trust was formally regIstered 

Dunng the Estabhshment Phase the Trust has had many of the tradItIOnal features of a 
donor-fmanced development project, and It has followed reportmg requIrements and 
guideimes set by the agency whIch has been paymg the bills The DAI techmcal aSSIstance 
team has had dIrect management authonty over Internal operatIons, although many deCISIOns 
have been subject to US AID reVIew, and the Board of Trustees has not played a very actIve 
oversIght role However, roles and responsIbIlItIes In the Trust now need to be reexammed 
smce the December 1995 Project ASSIstance CompletIOn Date IS approachmg, at whIch tme 
US AID fmancial support and oversIght wIll be termmated 

The 18-month penod between July 1994 and December 1995 wIll mark an mportant 
Transltzon Phase for the Trust ThIs IS a phase when Management, the Trustees, and the 
Founder must prepare the orgaruzatIOn for a new, post-project IdentIty As stated above, 
thls adjustIng pnonties and gradually adaptmg a new management style rna fast-movmg 
orgaruzatIOn, and shIftmg everyone's attentIOn to the realItIes that WIll confront the Trust m 
January 1996 and beyond Those realItIes mvolve (1) a fundamental change m the revenue 
base, (2) the need to replace the current seruor management team, eIther WIth permanent new 
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leaderslup or some new fonn of contractual arrangement, and (3) and the progreSSIve 
strengthemng of Board members' capaCIty to exerCIse functIOns that have been the Founder's 
prerogatIve up until now 

Most of the materIal m tlus Plan IS geared to the deCISIOns and actIOn steps that wIll 
occur durmg the next 18 months SectIOn 3 deSCrIbes the fmancial strategy for tlus penod, 
wluch has been clearly mapped out, and SectIOn 5, entItled "RoutllllZmg Internal OperatIOns" 
descnbes the prmclpal1ffiprovements that wIll made m the Trust's staffmg, systems and 
procedures dunng tlus perIod 

The prmcipal uncertamties - and therefore, the Important chOIces that face the Board 
of Trustees durmg the Transioon Phase - mvolve the approaches that will be taken to 
succeSSIOn planmng at the seruor management level (SectIOn 4) and to the process of 
developmg the Board Itself as an entIty capable of govemmg the Trust and chartmg ItS course 
m the future (SectIOn 6) 

As of January 1996, the Trust wIll enter a ConsolIdatIOn Phase that IS lIkely to run 
for about five years2 The major variable govemmg the length of tlus phase IS lIkely to be 
the degree of success m executmg the fmancIaI strategIes adopted for GTe and SBGT 
The SIZe of GTC's Loan Book IS expected to be large enough by 1996/97, and repayment 
rates suffiCIently robust, to generate POSItIve eammgs for GTC But as a fast-growmg 
fmancIaI mstitutIOn, GTC must carefully morutor ItS debt/eqUIty ratIO and other fmancial 
mdicators As a result, durmg the ConsolIdatIOn Phase, It probably wIll not be able to pay 
sigruficant dIVIdends to the Trust for use by SBGT WIthout access to tlus type of mternal 
subSIdy, SBGT WIll contmue to depend on external sources of fmance A prmcipal ObjectIve 
WIll be to secure a stable source of mcome that does not requITe annual fund-raIsmg or grant 
applIcatIOns Throughout tlus penod, SBGT must contmuously evaluate the cost­
effectIveness of ItS development servIces, and keep Its cost structure relaovely lean 

Successful executIOn of the Trust's Sustamability Plan WIll mvolve several types of 
perfonnance measures As mdicated above, c10smg the revenue/expendIture gap WIll be a 
central concern It can be expected that external fmance InstItutIOns and donors WIll be 
mterested m gradually phasmg down theIr finanCIal commItments as that gap IS narrowed A 
second key element will mvolve the tImmg and success of the fmal transItIOn m the Trust's 
executIve leaderslup If there IS a contract arrangement for the General Manager POSItIon m 
the early part of the perIod, the IdentIfIcatIon of a pennanent GM and a carefully managed 
handover process WIll also be Important milestones bnngmg the ConsolIdatIon Phase to a 
successful conclUSIon 

2 For IllustratIve purposes, December 2000 IS used 10 thIS document to denote the endpomt of the 
Consohdatlon Phase 
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3. Financial Goals and Strategy 

The Trust compnses two dIstmct but hIghly mterdependent busmess umts They have 
dIfferent revenue-earrung potential and cost structures, because they offer dIfferent types of 
products and servIces Long-term fmanclal health requrres steady progress toward clear 
viabIlIty goals for both parts of the organIZatIOn These goals reqUIre dlstmct strategIes 
whIch, If successful, wIll be mutually reffiforcmg Followmg the tune-phased approach, thIs 
part of the Plan looks at each part of the Trust and descnbes goals and strategy both for the 
IS-month TransItion Phase and the fIve-year ConsolIdatIOn Phase 

GTe Goals and Prospects 

Over the next several years, the asset base of the Growth Trust Corporation (GTC) IS 
expected to grow very rapIdly, WIth more than tenfold growth m ItS Loan Book from the 
ffild-I994 base of E 2 mIllIon A portIon of that growth WIll be m the form of drrect loans 
to small busmesses, however, roughly two-thrrds of the total portfolIo IS expected to denve 
from housmg loans By the Year 2000, busmess loans would amount to E 6 5 mIllIon m the 
portfolIo, whtle housmg loans would amount to E 16 mIlhon 

Now that It possesses a Fmanclal InstitutIOns LIcense, GTC has the needed fleXIbIlIty 
to pnce Its loan products appropnately m relatIOn to Its cost of funds It IS also m a posItIon 
to attract addItIOnal capItal from outsIde sources, mcludmg the Development Bank of 
Southern Afnca (DBSA) and the European Investment Bank (EIB) These resources will be 
essentIal to support the planned growth of the Loan Book The cost of thIs external capItal 
vanes, dependmg on the source DBSA's mterest rate IS 10 percent, whereas the EIB offers 
long-term debt at rates m a range of 3 to 7 percent, WIth the added possIbIlIty of takmg an 
eqUIty stake m GTC 

The foundatIOn for most of GTC's loan products has been put m place, mamly as a 
result of the careful methods used m mtroducmg and supervIsmg the small busmess program 
over the past year GTC has set Itself a much hIgher target for loan repayments than other 
credIt InstItutiOns m SwazIland that serve the same clIentele3 

- but thus far It has met ItS 95 
percent goal Careful trammg and supervIsIOn of loan offIcers, backed by the state-of-the art 
Smart Card system whIch generates real-tune reports on every loan m the portfolIo, are key 
elements that dlstmgUlsh GTC's credIt programs USAID grant support durmg the 1991-94 
EstablIshment Phase has paId for thIs necessary mfrastructure GTC IS faced WIth the need 
to grow rapIdly m order to JustIfy the mvestment already made It needs a much larger Loan 
Book to achIeve economIes of scale from the systems that have been created, because those 
systems have a hIgh ftxed cost 

3 However, thIS ObjectIve IS conSIstent WIth the results achIeved by successful small busmess and 
microenterpnse credIt programs mother countnes, e g BolIVIa, IndoneSIa, and Bangladesh 
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GTC has Its own Board of DIrectors, SInce It has a separate legal IdentIty, even 
though It IS wholly owned by the Trust Tills Board, as well as the Trustees of SBGT and 
external lenders and donors, WIll want to use a set of standard fInancial measures to assess 
two aspects of orgamzatIOnal performance These are displayed In Table 1 on the next 
page, With mdlcatlve targets for each IndIcator The targets come from a fmancIaI forecast, 
shown In Annex A to tills Plan, willch Management has developed for the next seven years 
of GTC operatIons Staff of the Development Bank of Southern AfrIca (DBSA) made 
valuable contrIbutIOns to the fmanclal plan The prmcipal assumptIOns that shaped tills 
forecast are lIsted In the Annex These demonstrate the Importance of attractmg reasonably 
prIced external capItal durmg the perIod when the GTC's Loan Book WIll be expandIng 
rapIdly 

TABLE 1: FINANCIAL GOALS FOR GTC 

GTe Fmancial December 1995- December 2000. 
IndIcators End of TranSItion Phase End of ConsolidatIon Phase 

Repayment rate Mimmum level of 95 % Mimmum level of 95 % 

Net Earrungs Breakeven or small loss, WIth Earmngs of E 1 mIllIon 
and Cash Flow POSItIve cash flow of E I mIllIon and POSItIve cash flow of E 3 mIllIon 

Debt/EqUIty RatIO Probable range 60-80 % Target range 40-50 % 

Return on Assets Between 0% and -2% POSItIve between 4 % and 6 % 

The fIrst parr of measures deals WIth operational performance, and at any gIven 
tIme, will prOVIde a clear pIcture of whether the corporatIon IS meetIng or exceedIng 
Important targets agreed to by ItS Board and the Management team 

o Loan repayment rates thIs IS a crItIcal performance measure, because all of 
the forecasts that have been developed for GTC depend on a hIgh rate of 
success In tImely collectIOn of loans, and 

o Cash flow and net eammgs when It reaches a mature stage, GTC should be 
capable of generatIng suffICIent mcome and cash flow to offer dIVIdends to 
prospectIve eqUIty Investors, and/or to support the developmental actIVItIes 
undertaken by SBGT Itself 

The second parr of measures addresses the long-term finanCIal health of GTC as a 
credIt mstitution These baSIC IndIcators must be carefully momtored at regular perIods, so 
that trends can be detected showmg Improvement or deterIOratIon PartIcularly dunng the 
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ConsolIdatIon Phase (1996-2000), these should reflect stabIlIty and gradual Improvement 

o Debt/eqUIty ratIO thIs ratIo WIll rIse m the ImmedIate future (1994-96) as 
GTC uses DBSA loan funds, but It should declme over tIme as a result of 
retamed earnmgs and possIble mfusIOn of addItIonal eqUIty, and 

o Return on assets GTC's fleXIbIlIty m pncmg and capaCIty to buIld Its Loan 
Book should produce a stable, POSItIve ROA that WIll compare favorably WIth 
that of commercIal banks and other tradItIonal fmancIaI InStItutIOns 

There are three mam elements to the strategy that GTC IS followmg m purSUIt of 
these long-term goals The baSIC approach appears sound for the penod through 2000, 
whIle the GTC gradually bUIlds ItS own fmancIaI sustamabilIty 

o The fIrst element IS the deSIgn and delIvery of speCIalIzed credIt products that 
meet the needs of underserved market segments WIthIn SwazIland Expenence 
over the past year has led GTC to develop a new Ime of housmg fmance 
products, m part because It appears to have already fully penetrated the market 
for Viable small busmess lendmg, 

o The second part of the strategy IS a busmesshke, systematIc approach to the 
process of loan appraIsal, lendmg, and collectIOns whIch keeps GTC very 
close to ItS customer base, and 

o The thIrd part of the GTC fInanCIal strategy mvolves Management's aggreSSIve 
search for affordable loan capItal ThIs achIeved early success WIth DBSA, 
whose cost of funds IS too hIgh to proVIde GTC WIth the necessary spread, and 
resultant earnmgs, to achIeve ItS long-term ftnancIaI goals ConcessIOnalloan 
terms and/or dIrect eqUIty mvestments must be obtamed from other 
InStItutIOns 

BUIldmg the orgaruzatIOn's capItal base IS lIkely to remam a major preoccupatIOn for 
both GTC Management and the Board The commItment and personal credIbIlIty of the 
General Manager and the manager m charge of credIt operatIOns will be Important cntena to 
motIvate (and reassure) external lenders and mvestors SImIlarly, the actIve mvolvement of 
the Board m gUIdmg and momtormg GTC's fmancIaI strategy WIll be an asset many 
negotIatIons WIth outSIde InStItutIons For thIs reason, the clarIty, accuracy, and mtegnty of 
GTC's fmancIaI reportmg are absolutely cntlcal for successful executIon of the strategy 

SBGT Goals and Prospects 

The current and future fmancIaI SItuatIon facmg SBGT IS dramatIcally dIfferent ThIs 
wmg of the Trust IS performmg a developmental functIOn when It delIvers servIces to small 
compames and ffilcroenterpnses ThIs clIentele has responded POSItIvely to the fee-for-
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servIces reqUIrements that SBGT has bUIlt mto all of Its programs Each of the three 
departments (Marketmg, Busmess AdvISOry ServIces, and ConstructIOn AssIstance) contmues 
to expenment With pncmg SO as to gauge the elasticIty of demand for the programs bemg 
offered Each department has a busmess plan With revenue (sales) targets, and IS subject to 
monthly momtormg and quarterly performance reVIews by Trust Management An explICit 
goal m each of these busmess plans IS to mcrease the level of cost-coverage as a measure of 
the department's future viabilIty 

It IS conceIvable that at some future date, the SBGT could eam enough m fees to 
match total departmental costs plus ItS share of the Trust's general admImstratlve overhead 
But thIs equillbnum level will be extremely difficult to reach Not only IS the potential chent 
base m Swaziland's small busmess sector small (a populatIOn of about 2,000 firms), but the 
frrms themselves are generally small and have lImIted amounts avaIlable to spend on 
consultmg adVIce and trammg SBGT's Imagmative outreach and publICity efforts have 
achIeved a hIgh degree of market penetration and created a reservOIr of good will based on 
chent satisfactIOn Given the condItIOns, ItS long-term goals of growmg revenues at 20-25 
percent a year, whIle holdmg cost growth to 10 percent, appear OptImiStiC 

TABLE 2: FINANCIAL GOALS FOR SBGT 

SBGT Fmanclal December 1995. December 2000 
IndIcators End of TransItIon Phase End of ConsolIdation Phase 

Cost Coverage for ServIces Target ranges at department level Target ranges at department level 
to Chents Marketmg 40 % Marketmg 60 % 

ConstructIon AsSIstance 40 % ConstructIon ASSIstance 60 % 
Busmess AdVISOry 60 % Busmess AdVISOry 80 % 

Revenue Growth Rates for Average growth of 25 % over levels Stable growth m revenues 2 x rate of 
Each Type of ServIce achIeved m mld-1994 mcreases m SBGT costs 

Net Earmngs Loss of E 300,000 after accountmg for Break-even or POSItIve total SBGT 
grant revenue of E 1 mIlhon revenues (fees plus regular mcome) 

match or exceed SBGT's total costs 

Degree of Dependence on SBGT must SOhClt grants and donatIons SBGT has a stable revenue stream 
External Fmanclal Support from multIple sources m order to cover WIth permanent (e g endowment) 

an annual operatmg defiCIt WIth mcome of about Ell mIlhon, WhICh 
USAID fundmg at an end, a senous covers the gap between fee revenues 
revenue/cost gap must be closed and SBGT costs 

Table 2 proVides a summary of finanCial mdlcators for SBGT matched against the 
endmg dates of the TranSitIOn and ConsolIdation Phases The estImates m tills table match 
the forecasts m Annex A, willch were based on SBGT's own busmess plans In thIS 
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scenarIO, by December 1995 SBGT IS assumed to Incur a defIcIt whIch must be covered by 
annual grants and contrIbutIOns from varIOUS sources By the end of the ConsolIdatIOn 
Phase, the revenue/cost gap has been closed because SBGT enJoys a permanent stream of 
Income to supplement ItS earned fees 

How realIstIc IS thIs forecast? It may appear conservative In projectIng future fees 
from clIents, but experIence thus far IndIcates thIs approach IS sound In terms of outsIde 
Income, It depends on the assumptIOn that In the medIUm term (18 months), Management and 
the Board can patch together enough grant revenue and donatIOns to contInue SBGT 
operatIOns after December 1995 Trus will undoubtedly be dIffIcult If the amount raIsed 
falls short of the target, SBGT will have to cut back on some of ItS programs Management 
acknowledges thIs possibIlIty, and the Board, reflectIng the busIness backgrounds of ItS 
members, can be expected to support any such deCISIon, however paInful 

The prospect of contInuIng uncertaInty - or at a mInlIDum, strenuous annual fund­
raisIng efforts - durIng the ConsolIdatIon Phase rughlIghts the need to Identify a permanent 
source of Income to supplement clIent fees SBGT operates lIke a bUSIness and uses thIs 
publIc Image to attract and motIvate clIents On an ongoIng baSIS, the burden of fund-raiSIng 
on a scale of several millIon Emalangem per year Will absorb large amounts of tIme from 
Management, and undoubtedly from the Board 

The recent USAID evaluatIOn endorsed Management's proposal to buIld an 
endowment to fInance SBGT GIven the opportumty cost of annual fund-raISIng and ItS 
dImlIDshIng potential over tIme, thIs IS a very attractive concept, but It IS unlIkely to 
materIalIze In a SIngle package An early deCISIon by US AID (requIrIng approval from 
WashIngton) would gIve momentum and potentially motivate other orgamzatIOns to make 
endowment gIftS RealIstIcally, SBGT should aIm to get a mIX of external funds dUrIng the 
ConsolIdatIOn Phase, gradually bUIldIng up permanent (endowment) sources and redUCIng ItS 
relIance on annual grants It should strIve to complete thIs process by the Year 2000 

4. ExecutIve Leaderslup and SucceSSIon Planmng 

The selectIOn of an orgamzatIOn's executIve management team IS the one area where a 
Board of Trustees (or DIrectors) has a very clear operatIOnal role In the orgamzatIOn's 
affaIrS Numerous orgamzatIOns eIther thrIve or declIne, based on the leadersrup chOIces 
made by thel! Boards In the case of the Trust, replaCIng two rugbly respected, competent, 
and dedIcated expatrIate managers IS understandably seen by the Trustees as a very dIffIcult 
aSSIgnment The two DAI staff (General Manager and Deputy GM) functIOn exceptIOnally 
well as a team WIth Interchangeable and overlappIng responsIbIlItIes Each of them IS 
IntImately Involved In both the fInanCial (GTC) and non-fInanCial (SBGT) actIvItIes of the 
orgamzation Moreover, they are scheduled to leave at the same tIme, less than 12 months 
from now 
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In conversatIOns WIth Management and the authors of thIS document, and m a day­
long Retreat held on 28 May 1994, varIOUS Trustees expressed doubt that an executIve 
recruItment process - whether aImed at SwazIland, or the larger Southern AfrIcan regIOn -
would tum up candIdates WIth sImuar profiles and operatmg styles who would match the 
current structure and pattern of shared responsibuities at the Management level of the Trust 

TakIng a long-term VIew of the Trust, the concept of succeSSIve phases m ItS hfe 
(EstablIshment/TransItIon/ConsolIdatIOn) suggests that the current top management structure 
may not be Ideal for ongomg operatIOns m the future Because the credIt and busmess 
servIces programs are mherently dIfferent, the expertIse and methods needed to operate them 
should probably be treated as functIOnally dlstmct ThIS mdicates that mstead of searchmg 
for a General Manager and one "alter ego" Deputy GM WIth a very SImIlar profIle, there 
would be an advantage m redefmmg the Deputy GM post solely to fIt the operatIOnal 
management responsIbIlItIes for GTC Future recruItment for the Deputy would therefore 
take clear aIm at someone WIth a fmancIaI background 

Tills approach raIses questIOns about the way that SBGT (non-fmanclal) operatIOns 
would be managed An Ideal SolutIon would mvolve creatmg a second Deputy GM pOSItIOn 
to oversee the SBGT, under thts model, the General Manager would have a strong deputy m 
each wmg, and could concentrate on pohcy and strategy Unfortunately, SBGT does not 
appear to be m a POSItIon to support the addItIonal overhead costs that would arIse, 
consequently, the fmancIaI forecast for SBGT does not mclude tills second deputy post 
OversIght of the SBGT WIll thus remam WIth the General Manager, although the latter WIll 
probably delegate day-to-day coordmatlon to one of the three Departmental Managers Withm 
SBGT 

The Board of Trustees dIscussed a functIOnal dIVISIon of responslblhtles at the Board 
Retreat held on 28 May 1994 There was a general consensus that thts would clarIfy 
managerIal responslblhtIes and faCIlItate the executIve recruItment process4 

An exchange of VIews also occurred on the tImmg of the executIve search effort 
specIfIcally, willch Jobs should the Trust try to fIll durmg the 18-month TransItIon Phase? 
On the one hand, several Trustees VOIced concern about (a) the qualIty of candIdates that 
mIght be found m SwazIland or nelghbormg countrIes for the key post of General Manager, 
and (b) the rIsks mvolved m hrrmg someone possessmg paper credentIals, but no track record 
m a Job of comparable responsIblhty On the other hand, there was a shared concern about 
the dangers of leavmg the post vacant when the current General Manager departs next May, 
and thts led several people to advocate an accelerated search process deSIgned to fill both of 
the top POSItIOns (General Manager and Deputy GM to GTC) at the earlIest pOSSIble date 

4 A two-deputy model received favorable comments from Trustees dunng the Retreat However, 
Management's updated finanCial analYSIS, completed subsequent to the Retreat, demonstrates that thiS posltlOn would 
overburden SBGT's cost structure 
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In a SItuatIOn of tlus land, there IS no ObVIOUS chOIce between a nght answer and a 
wrong one, because there are many factors to consIder Havmg expenenced, hIgh quahty 
management m place may be a necessary prereqUISIte for attractmg addItIOnal funds from 
banks and mvestors From a dIfferent vantage pomt, however, recrUItment of an expenenced 
chIef executIve may prove much more dIffICUlt If the orgarnzatlOn does not yet appear to be 
fmanclally secure 

Consequently, Table 3 dtsplays two scenanos for the mtroduction of a new, 
permanent seruor management team at the Trust The key dIfference mvolves the tImmg of 
employment for a permanent General Manager 

TABLE 3: SCENARIOS FOR THE MANAGElVIENT TRANSITION 

Scenarios W FInd and 
Phase In New Trust 
Management 

OPTION # 1 

Gradual search process 
WhICh focuses on fillIng key 
second-tier pOSItiOn (Deputy 
GM for GTC) dunng the 
TransltLOn Phase 
AntiCIpates usmg a contract 
to fill top POSItIon m first 
part of ConsolIdation Phase 

OPTION #2 

Immediate executive search 
campatgn mvolvmg heavy 
time commitment from 
Board members Goal IS to 
fill permanently both top 
management posts (replacmg 
current DAI personnel) 
pnor to May 1995 

December 1995 
End of TranSition Phase 

One Deputy GM has been hrred and 
tramed to manage the credIt wmg of 
the Trust Trustees have sIgned a 
management servIces contract to 
engage a new General Manager, 
who has full operational authonty, 
whIle search for permanent General 
Manager contmues 

A new and relatively untested seruor 
management team IS III place, 
probably recelvmg support from 
Advisors' who do not have direct 

operational authonty General 
Manager has been on board smce 
early 1995, and Deputy GM for 
credit (GTC) has also been hired 

December 2000 
End of ConsolidatIon Phase 

Permanent General Manager has been 
hIred, and has received substantial on­
the-Job trammg dunng a penod of 
overlap With hiS predecessor 
Management contract has been phased 
out before end of thiS phase 

An expenenced seruor management 
team IS III place If all has gone 
accordmg to plan, It should no longer 
requrre the aSSIstance of on-site 
"AdVisors' 

The executIve succeSSIon process mvolves consIderably more than sunply mtervlewmg 
apphcants and selectmg the one who IS ranked at the top of the hst ThIs process IS 
mtImately related both to where the Trust IS m ItS own development, and to the evolvmg role 
of the Board Itself Estabhshment of a formal Search CommIttee at Board level IS a 
necessary step and should be undertaken WIth care m order to obtam the deSIred end results 
Annex B-1 contaIns draft terms of reference for a search commIttee (an earlIer verSIon was 
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presented at the Retreat), and could form the basIs for movmg ahead 

The keys to a successful search campaIgn are a clear understandmg of the needs and 
fundamental character of the orgamzatIOn, and clanty WIth respect to personal and 
professIOnal quahficatIOns The staff of the Trust can be extremely helpful m supportmg the 
Board WIth these tasks, but It wIll be ultImately the responsIbIlIty of the Board to make the 
fmal, cntical chOIces and decIsIons 

The Board faces an Important chOIce, and needs to act soon There may mdeed be 
other alternatIves beyond the two optIOns dIsplayed above, pOSSIbly thIs Plan WIll stImulate 
further thought and lead to a dIfferent approach If the chOIce does boll down to OptIon # 1 
or # 2, the mam factors to be weIghed would seem to be (1) a Judgment as to the Board's 
readmess to mount and manage the type of aggressIve campaIgn shown under OptIOn # 2, 
and (2) assessment of the market prospects for really makmg OptIon # 2 succeed SectIon 
6 consIders the ImplIcatIOns of thIs chOIce for the Board's own long-term development as an 
entIty charged WIth governance for the Trust The second Issue ments further debate and 
dIScussIon among the Trustees themselves, gIven theIr knowledge of the market m SwazIland 
and the regIOn 

5. Routinizing Internal Operations 

The prmcipal concerns of the Board of Trustees relate to fmancIaI strategy, executIve 
leadershIp, and the changmg role of the Board Itself m the governance and guIdance of the 
Trust WIthIn the orgamzatIon, however, a set mternal processes form an equally Important 
part of the SustamabilIty Plan Now that the baSIC programmatIc structure of the SBGT and 
GTC has been deSIgned, the full complement of staff to operate the programs must be hrred 
and tramed, and the necessary mternal systems and procedures must be put m place to 
support them ResponsIbIlIty for domg these thIngs rests dIrectly WIth the current 
management team proVIded under the DAI contract For many speCIfic aSSIgnments, the two 
reSIdent seruor managers have drawn on speCialIst short-term consultants who have come 
from WIthIn SwazIland, the Southern Afncan regIOn, or the Uruted States 

In terms of staffmg, and department-level management, the Trust IS stIll at a 
formatIve stage In the Immediate future (June-September) a number of open POSItIOns WIll 
be fIlled, the most cruCIal of these bemg for managers of departments WIthIn both the SBGT 
and GTC Management has gIven thIs recruItment exerCIse personal attentIon and very 
hIgh pnonty, whIch IS appropnate As new staff Jom the orgamzatIOn, there IS an explICIt 
commItment to proVIde them WIth onentatIOn and trammg that helps them adapt qUIckly to 
theIr new roles 

Table 4 proVIdes a summary of the major areas where ongomg mternal Improvements 
are underway All of these efforts are geared to the tImetable of the TransItion Phase, the 
next 18-months, recogmzmg that the Trust must be operatIOnally mature, and fully staffed 
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WIth traIned personnel, by the t1111e that USAID fInancIal support termInates Tills 
approach IS a sound one, SInce It max11111Zes the value of the resources avaIlable under the 
US AID grant and the DAI techmcal assIstance contract 

The Management InformatIOn System and the Trust's mternal fInancIal analysIs 
capacIty are both very CrItIcal elements In the organtzatlOn's strategy for long-term 
sustamabIhty These merIt speCIal attentIOn durmg the TransItIOn Phase to ensure that the 
Trust's own permanent employees have full ownersillp and command of these tools 

TABLE 4: INTERNAL OPERATIONAL IMPROVEMENTS 

Refinement of Internal 
Operations & Systems 

Management Staff HIred to 
Run Each Department of 
GTC and SBGT 

GTC CredIt Programs and 
Products TaIlored to the 
SWazI Marketplace 

SBGT Programs Refined 
and Made More Cost­
EffectIve 

Improved Management 
InformatIon System 
CapabIlItIes 

TImely Fmanclal AnalYSIS 
and Reports Keyed to the 
Trust's Long-Range Goals 

December 1995 
End of Transition Phase 

AIl Department Manager pOSItIOns are 
filled by December 1994 External 
tralmng resources are used to accelerate 
new staff's entry mto these roles All 
umts except ConstructIon ASSIstance 
Program have SWazI nationals as 
managers 

Housmg loans (HAIL 180 and HAIL­
Plus) WIll be fully operatIonal WIth fast­
growmg Loan Book Busmess loan 
portfolIo grows at a slower pace GTC 
staff receIve regular m-servlce trammg 
to Improve loan apprrusal and 
momtonng skIlls 

Ongomg evaluation of revenue/cost 
ratIO for each urnt of SBGT If 
warranted overhead costs WIll be cut 
back and umts combmed m order to 
Improve ratIO and reduce SBGT,s 
operatmg defiCIt 

MIS WIll be capable of dehvermg more 
complete real-tIme mformatIon to 
managers on status of loans, clIents' 
reqUIrements, etc SWazI staff mamtam 
system and handle programmmg 
enhancements 

General Manager Controller, and 
Board Will be able to momtor 
operational performance and long-term 
finanCIal health as descnbed m SectIon 
} of thIS Plan 
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December 2000 
End of ConsolIdatIOn Phase 

Trust follows pnnclple of promotIon 
from warun, based on ment As 
pOSItIOns open up (e g at Deputy GM 
level) personnel WIth proven capaCIty 
can move up m the management 
structure 

GTC contmues to develop new 
products and credIt faCIlIties based on 
avaIlabIlIty of capItal and growmg 
expertIse of Its staff 

SBGT contmues to evaluate clIents' 
needs, and seeks opportumtIes to 
dIverSIfy Its mIX of servIces Cost­
coverage and potentIal SIze of market 
remam key cntena m managmg these 
programs 

MIS WIll undergo contmumg upgrades 
as programs evolve and technology 
changes Budget forecasts for thIS 
phase antiCIpate a modest level of 
addItIOnal capItal mvestment 

FmancIaI reportmg system Will be 
Improved and adapted to fit the 
Trust's changmg needs 



6. Enhancing the Role of the Board of Trustees 

Smce the Trust's mceptIOn, actmg m Its capaCIty as Founder, USAID has carned out 
a number of polIcy makmg and oversIght responsIbIlItIes These have mcluded standardlZed 
reportmg requrrements and the overlay of procurement, personnel, and related operatmg 
systems USAID led the process of selectmg a contractor, smce then, It has relled on the 
contract team to manage the Trust and to furrush mformatIOn on progress toward project 
objectives Perhaps most lIDportantly, USAID's mvolvement has lIDposed a framework of 
program prmclples to ensure that Trust mamtaIns a focus on core ObjectIves durmg ItS 
EstablIshment Phase 

WIth the transItIOn m the US AID relatIOnsmp from one of donor to prospectIve 
partner - assummg that there IS at least some pOSSIbIlIty of fmancIaI support after 1995 - the 
Board of Trustees must be eqUIpped to SubstItute ItS own systems and procedures, and to 
desIgn an oversIght process that meets ItS own requrrements Tms offers an opportumty to 
shed controls and procedures that may be perceIved as overly bureaucratIc, but thIs change 
should be undertaken WIth cautIOn The Board's oversIght task WIll be much eaSIer If the 
basIc pnnciple of accountabIlIty remaIns mtact m any new systems that are mtroduced 

Tms smft m "ownershIp" WIll place addItional demands on the tlIDe of the Trustees 
Wmle the process WIll be gradual, It IS a process that must begm now Indeed, the dIalogue 
and contrIbutIOns made by partICIpants at the 28 May Retreat SIgnal that the process has 
already started ThIs event marked a turmng pomt m the relatIOnsmp between Management 
and the Board, precIsely because It focused attentIOn on long-range planmng Issues and 
spotlIghted the areas where the Board's responsIbIlItIes WIll grow sIgmficantly 

The Retreat was partIcularly useful m demonstratmg that many members of the Board 
feel a need to understand both the goals and operatIOnal actIVItIes of the Trust m greater 
depth than they do now To state thIS IS merely to reflect the type of mteractIOn that the 
Trustees have had WIth the organIZatIOn up to thIs pomt Although mdlVIdual Trustees have 
devoted consIderable tlIDe to speCIfIC Issues, workIng closely WIth the General Manager, the 
Board as a group has been convened roughly once a quarter for evenmg meetmgs that 
average about two hours m length 

AgaInst thIs background, deCISIOns regardmg an enlarged workload for the Trustees, 
and therr drrect personal mvolvement m tasks such as executive recruItment or fund-ralsmg 
contacts WIth prospective donors, deserve careful thought and frank dIScussIon Tms Plan 
has shown that the Trust needs to attack and solve some complex, mterrelated problems m 
order to acmeve the sustamabilIty goal The Board WIll be an lIDportant factor m fmdmg 
SOlutIOns In order to play thIs role, however, the Board needs tlIDe to develop ItS own 
capaCItIes and gam more drrect expenence WIth governance 
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TABLE 5: AN AGENDA FOR BOARD DEVELOPlVIENT 

Planning for SustainabIlity: 
Critical Questions Affecting the Role of the Board 

1 Understandmg the Company 
What lS the IDlSSIon of the Trust? 
What baslc values gUIde the management and operatIOn of the Trust? 
How does the program of the Trust reflect these baslc values? 

2 Governance Structure 
What type of governance SUIts thIS umque orgamzatIOn? 
What constituencles should the Dlrectors represent, and what skIlls should they possess? 
How should the Board approach the electlon process, terms of office and deslgnation of commlttees? 

3 The Board's Role m Fmanclal OversIght 
When does the Board become mvolved lD financIal matters? 
What financial questions should the Board be askmg? 
What financIal documents should the Board approve? 
How much does the Board need to know about financlal operations? 

4 Managmg the Company 
Who manages the Company? 
What lS the dIfference between pollcy and operatIOns? 
Who sets objectives, and who measures performance? 

5 Board OperatIons 
What lDstruments and resources should the Board have at lts dlsposal to perform ltS functIOns? 
What are the most effective commumcation chamtels between the Board and stafV 

6 Development and Fund RaIsmg 
What role does fund-ratsmg play m the fmancial strategy? 
What role should the Board play WIth respect to fund ratsmg? 
How do Board and staff splIt responsIbIlItIes? 
What works and what does not? 

The results of the recent Retreat show that It IS diffiCUlt, If not unposslble, to address 
many operatIOnal Issues - for example, the details of an executive recrUItment campaign - If 
the Board as a whole has not yet seIZed the rerns of ownershIp, and If mdlvldual Trustees are 
not yet fannhar With all the unphcatlOns of pursumg sustamablhty as a long-range goal 
There IS the rIsk of frustratIOn and dlsappomtment If anxiety about the Trust's future after 
current management leaves should overwhelm, or mterrupt, an essential learnmg process 
that IS Just gettmg underway wlthm the Board 

Just as the Trust's programs Will contmue to evolve and grow, so too WIll the Board 
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Table 5 provIdes a condensed outlme of an agenda that the Board mIght use to defme 
Its Internal needs ThIs outlme lIsts general questIons under SIX major headmgs WhIle some 
of the questIOns mIght appear qUIte basIC, not all of the answers are necessarIly clear to the 
current group of Trustees, and thIs would naturally lImIt therr potentIal contrIbutIons as the 
Board's responsIbIlItIes mcrease Provldmg answers to these questIons wIll be even more 
essentIal m seekIng out new Trustees m the future, and m provldmg them WIth adequate 
onentation for therr roles on the Board 

Most of the current Trustees are completmg therr three-year terms, and most of thIs 
group appear cOIllIIl1tted to contmue servmg on the Board, but are awaItmg a clear sIgnal 
from USAID on thIs matter Sooner or later, however, addItIonal Trustees WIll need to be 
IdentIfied and nomInated Annex B-2 contaIns draft terms of reference for a NommatIOns 
CommIttee these emphaSIZe the need to base selectIOn of new Trustees on the organIZatIOn's 
evolvmg needs An annual assessment of the Board's strengths and weaknesses relatIve to 
those needs IS recommended as a regular functIOn of thIs commIttee 

Over the next 18 months, Withm the Board It wIll be Important to fInd a balance 
between contmUIty and experIence, and opportumtIes to add new types of expertIse 
ContmUIty WIll be qUIte Important m the short run, m order to sustam momentum from the 
Retreat The ImmedIate PrIOrIty should be reappomtment - WIth USAID approval - of all the 
current Trustees who are wIllmg to serve Then, at the next scheduled meetmg In late July, 
the Board should create a NOmInatIOns CommIttee, havmg adopted or modIfIed the terms of 
reference found m Annex B-2 

Management and the Board should also deCIde If they want to follow a structured 
capacity-bUIldmg agenda over the next 12 to 18 months, addressmg the Issues lIsted m Table 
5 From comments made a the retreat, there would appear to be consIderable mterest m 
domg thIs It would probably Involve some degree of outsIde consultatIOn, usmg resources 
under the DAI contract, and It should follow a sequence (the one shown m Table 5 may be 
the best one) that delIberately buIlds the Board's knowledge, commItment, and "feel" for the 
organIZatIOn and ItS mISSIon Some Items on the agenda can be woven drrectly mto 
regularly scheduled meetmgs, SInce those wIll become more frequent (at a mIDlIDum, SIX per 
year), but realIstIcally, several subjects WIll requrre longer amounts of tIme - for example, an 
m-depth treatment of fmancIaI goals and strategy Thus It would be adVIsable to set aSIde 
tIme durmg the next year for three or four half-day sessIOns as key parts of the board 
development process 

The Board of Trustees has a umque role and responSIbIlIty m bUIldmg a healthy future 
for the SWazI Busmess Growth Trust More than any other mvestment that the Trust makes 
dunng the TransItIOn Phase, the enhancement of the Board's abIlIty to govern and ItS IdentIty 
as the organIZatIon's fidUCIary owner wIll pay very large returns m the future It IS 
ImpOSSIble to Imagme a successful, self-relIant Trust m the 21st century WIthOUt a strong, 
expenenced Board standmg behmd It ThIs SustamabilIty Plan has been prepared WIth a 
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VISIon of a healthy, dynamIc orgaruzation that WIll enJoy such support The Plan's utIlIty 
should be Judged by the progress that IS made toward tills end durmg the TransItIon Phase 
and the years that follow 
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ANNEX A: 

Financial Forecasts for 

Growth Trust Corporation (GTe) 

and 

Swazi Business Growth Trust (SBGT) 



GROWTH TRUST 
CORPORA T/ON 

LOAN BOOK 

FIXED ASSETS 

OTHER ASSETS 

TOTAL ASSETS 

SHAREHOLDERS EQUITY 

LONG TERM LIABILITIES 

CURRENT LIABILITIES 

TOTAL EQUITY AND LIABILITIES 

DEBT/EQUITY RATIO 

SWAZI BUSINESS 
GROWTH TRUST 

FIXED ASSETS 

CURRENT ASSETS 

TOTAL ASSETS 

SHAREHOLDERS EQUITY 

LONG TERM LIABILITIES 

CURRENT LIABILITIES 

TOTAL EQUITY AND LIABILITIES 

ASSUMPTIONS 
FORGTC 

FORSBGT 

If 

SUMMARY BALANCE SHEET - BOTH WINGS OF SBGT 

Jun 94 Sep 94 Sep 95 Sep 96 Sep 97 Sep 98 Sep 99 

982992 2138407 9278280 17 216 783 17702117 18253781 18878407 

2191712 1756196 1342579 896163 534 580 679550 818100 

1457277 1940835 1550176 1494863 1939866 1631167 1719822 

4631981 6835437 12171035 19607809 20178563 20664498 21416329 

4302658 5003614 7539211 11075986 11631739 12647674 13768506 

300000 800 000 4600000 8500000 8513000 7885000 7616000 

29324 31824 31824 31824 31824 31824 31824 

4U1981 6836438 12171035 18607809 20176663 20664498 21416330 

701 1601 61010 7671 73210 62310 55310 

1116162 932867 768971 563526 382080 383550 438850 

127896 404109 258297 232370 225150 185520 232863 

1244 058 1336976 1027268 795896 607230 569070 671.713 

1214735 1303152 993445 762072 573407 535246 637889 

0 0 0 0 0 a a 

29324 33824 33824 33824 33824 33824 33824 

1244 058 1336976 1027268 795896 607230 569070 671 713 

NOTE Because the Trust s fiscal year currently ends on 30 September the above financial projections use this date to mark year end 
However Management IS conSidering a change to a 1 January 31 December fiscal year 

Bad debt ratio on GTC loan book 5 01 constant over 7 year penod 

MaXimum borrOWing under DBSA loan 5 000000 fully paid off 2000 Interest rate 1001 

3 EIB equity Investment In GTC 5 000000 recd In 1995 96 Interest rate 201 

4 EIB secondary long term toan 5000000 reed In 1995 1998 Interest rate 701. 
5 GOS equity Investment In GTC o recd In 1996 97 Interest rate 001 

6 Commercial tong term debt of 2500000 recd In 2000 Interesl rale 130/ 

GTC share of GMIAdmlolFlnance costs 7001 of tolal group salary cost 

1 Annual grant conlnbutlons to SBGT 1000 000 starting In 1996 
2 Annual cosllncreases for services 100/ constanl over full penod 
3 C rowlh rate for services revenue 2001 stpady stale as of 1998 
7 SBGT share of GMIAdmlnlFlIlanLe o.ls 3~ 0 / (\ otal 9 O.1p salary cost 

Sep 2000 

19583293 

896850 

1860476 

223406111 

14985296 

7323500 

31824 

22340618 

48910 

468350 

257458 

72580B 

691984 

a 

33824 

725808 

12 Jul94 
1158AM 

Sep 2001 

20376463 

919000 

1516146 

228n 609 

15279785 

7500000 

31824 

22811608 

4911 

480250 

277 500 

757750 

723927 

a 

33824 

757750 



SUMMARY INCOME STATEMENT - BOTH WINGS OF SBGT 

.lIm 94 SeD 94 ~eD 95 5eD 96 SeD 9 ~eD 911 SeD 99 SeD 2000 

GROWTH TRUST 
CORPORATION 

REVENUE 667350 24272&4 34&7720 5490513 552& 314 5978494 6447007 7025107 

COST OF SALES 12265 148653 493512 876395 930942 915488 918913 841131 

GROSS PROFIT &55085 2278 &32 2874201 4114111 45953U 5063009 6528034 6077 370 

OPERATING COSTS 1 862338 2184929 2938811 3571343 4039619 4047014 4407202 4860581 

NET EARNINGS 1207253 50& 287 35~t7 03&.775 555714 Ml~83~ 1. 20.132 1.3167" 

CASH FLOW 0 1292119 1024308 2469228 2235994 2467692 2873186 2937038 

GRANT REQUIRED FOR OPERATIONS 408984 1939803 842839 408 010 0 0 0 0 

CAPITAL INFUSION REQUIRED FOR LENDING 0 1158661 7486968 6670540 1473992 1821391 1783530 1 961 683 

RETURN ON ASSETS 2&1,1 .aT.> 03.\ 5310 2110 4910 52% 5410 

SWAZI BUSINESS 
GROWTH TRUST 

REVENUE 12726& 1029946 1591102 1722378 1 97201& 2U7529 2433018 262313. 

COST OF SALES 20323 116640 229265 252191 211411 305152 335667 369233 

GROSS PROFIT 106942 853308 1 361 837 1 410187 1694605 1832311 2097351 2253904 

OPERATING COSTS 3807915 4465862 1 &71544 1701559 1 883 271 1 870538 1994708 2199809 

NET EARNINGS 3700973 3612 55& 3097Q8 231 UJ 1118 665 31160 10HU 54095 

CASH FLOW 0 374713 12188 123073 212780 202370 304343 281 595 

EXTRA INCOME OR GRANT REQUIREMENT 0 780819 992839 1000000 1100000 1100 ODD 1200000 1150 DOD 

NOTE Because the Trust s fiscal year currently ends on 30 September the above financial projections use this date to mark year-end 
However Management Is considering a change to a 1 January 31 December fiscal year 

ASSUMPTIONS 
FOR GTe Ba~ ~ebl rallo In GTC loan book 

MaXimum borrOWing under OBSA loan 

EIB equity Investment In GTe 

FORSBGT 

EIB secondary long term loan 

5 GOS eqUity Investment In GTC 

Commercial long term debt ot 

GTC share a' GM/Admm/flnance costs 

Annual granl conllluullons to bBGT 
Annual cost Iller ase 10f services 
Growth rale lor selVlCt.5 levenue 
SBGT share 01 GM/Admm/F n..!ncc costs 

5 0 M constant over 7 year penOd 

5 ~OD ODD fully paid oH 1999 mlerest rate 

5 ~OD ODD reed In 1995 96 

5 ODD DOD reed '" 1995 1998 

o reed In 1996 97 

2 SOD 000 reed In 2000 

70 0 At of 101al group salary cost 

1 000 000 slBl1mg In 1996 
10 Ok constanlo er full pennd 
2.0 010 steady siale as of 1 qee 
'0 0", 0 lotd 9 ')uo alaI)! cost 

mterest rate 

mterest rate 

interest rate 

Interest rate 

100" 

20" 
7 01 

OOk 

13 Ok 

12.,1"194 
12 07 PM 

~eD :z001 

7703101 

1080301 

1643607 

5349118 

1.29.,490 

3189241 

0 

2158011 

6710 

2157740 

408 151 

2451583 

2419640 

31943 

282043 

1100 DOD 



ANNEX B: 

Draft Terms of Reference 

for 

Board of Trustees Committees 



Annex B-1 
Draft Terms of Reference for Search Comm~ttee 

PURPOSE To design and Implement an effective transition which bnngs new, 
permanent executive leadershIp to the Trust 

FUNCTIONS 1 EstablIsh parameters whIch posItlOn(s) to fill, and on what 
schedule? 

2 Formulate selection cntena and Job descnptlOns 

3 DeSign compensation package(s) and secure Board approval 

4 Develop a search strategy based on target populatIOn and method of 
search (publIc advertisement or confidentIal pnvate effort) 

5 Manage the search process, rank candidates, and perform 
mtervlews and background checks on top-ranked candidates 

6 Select preferred candidate, fInalIZe negotIatiOns, and obtam 
acceptance of formal employment offer 

7 MOnItor the tranSItion and advise staff and Management as 
necessary 

REPORTING PrOVIde full Board With a status report at every meetmg 

TIJ.\IIETABLE See SectIOns 4 and 6 of Plan There IS an Important chOIce between 
"gradual" and "fast" tracks for selectIOn of permanent GM, thIs 
chOIce also has ImplIcatIOns for the pace at which governance and 
overSight functions are developed WithIn the Board Itself 

Under OPTION # 1, Board would form search COmmIttee to 
appomt a Deputy GM/Credit (for GTC) by early 1995, would 
negotIate management services contract for GM to extend mto 
ConsolIdation Phase (1996/97), and would undertake search for 
permanent GM dunng ConsolIdatIon Phase 

OPTION # 2 calls for Immediate executive search process leadmg 
to employment of complete, permanent management team (both 
GM and Deputy) by early 1995 

REQUIREl\IIENTS 1 Search comnnttee must reflect a clear consensus of the Board With 
respect to management needs, charactenstics and cntena 

2 COmmIttee members need to have a good "feel" for organIZation's 
needs and Its operatIng culture 

3 Comnnttee must focus on deslgnmg a workable management system 
- and aVOId a preoccupatIon With replacmg mdlvlduals who possess 
valued attnbutes 



Annex B-2 
Draft Terms of Reference for a NommatlOns COlllDllttee 

PURPOSE The nommattons comnuttee IS responsIble for mamtammg and 
strengthemng the health and vitahty of the Board of Trustees Its 
task IS to ensure that the Board IS composed of mdividuals whose 
range of SkIlls, expenence and external contacts reflect the 
governance needs of the organIZatIon 

FUNCTIONS 1 Annually assess strengths and weaknesses of Board m context of 
changmg nature of SBGT and GTe programs 

2 Prepare a profile of Board needs based on thIS assessment 

3 Mamtam a data base of prospective board members, WIth 
asSIstance from Trust Management 

4 Ascertam mterest/comnutment of prospectIve members 

5 SubmIt Trustee nommatIons to full Board 

6 Oversee new Trustees' trammg and onentation 

7 OPTIONAL (a) ReVIew and update By-Laws, and (b) 
recommend Board comnuttee asSIgnments to Chrur 

REPORTING 1 Once a year to full Board, gIvmg an assessment of needs based 
on changmg nature of the Trust's program and mISSIOn 

2 Once a year to full Board presentmg nommatIons 

3 On as-needed basIS re general Board strengthemng and renewal 

COMPOSITION LImIted to members of current Board, typIcally headed by VIce 
Chrur or another member deSIgnated by Chrur General Manager 
partICIpates m adVISOry capaCIty 

REQUIREMENTS 1 Members must stay abreast of changes ill the organIzation's 
mISSIOn, goals, and strategy 

2 NommatlOns should be carefully matched WIth assessment of what 
the Board needs 

3 Data base of potentIal nommees should be systematIcally 
expanded ill order to aVOId havmg only a narrow set of chOIces 


