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EDITOR'S INTRODUCTION

The analysis in this report is the ouptut of a 6-week investigation

undertaken by Maurice N. Samaan. It is one of six technical Teports

prepared by a team assembled by the Ronco Consulting Corporation in May and

June of

A
Ronco t

number

1983. The other reports prepared by the team include:

Agriculture and Agribusiness, by Christopher Alden Mock;
Business Law, by Robert L. Garland;

Marketing, by Axel Magnuson;

Banking and Business ¥Finance, by Andrew V. Cao; and

Le cadre juridique des affzires au Burkina, by Karim Adjibade.

new government came to power in Burkina in August 1983, after the
eam's investipgations. Because the new authorities have effected a

of policy and institutional changes since then, USAID/Burkina prefer:

to have the techmical reports updated before disseminating them. I wds hire

an an outside comnsultant to do the updating. In che process of editing this

report,

1)

2)

3)

So

Samaan.

I have operated according to the following principleas:

Factural errors - normally arising from policy changes
occurring after the period of the original
investigations ~ have been corrected.

The scope of analysis, organization and writting style
remain unaltered from the author's original work.

The recommendations and qualitative assessments - based

on extensive interviewing of businesspersons, government
and donors - remain those of the origimal =zuthor.

this report remains the creative work of its original author, Mauri

I have adopted a ninimalist role, largely confining my meddling to

historical updating of the document.

Steve H

aggblade,

OQuagadougou, August 1984,
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BUSTINESS ADMINISTRATION AND MANAGEMENT

I. EXECUTIVE SUMMARY

This section of the assessment provides an overview of business adminis-
tration and management style at selected firms in Upper Volta's private sector.
Comments are also made on the existing management style at che Miniscry Rural
Development in order to give a feel for management practices in the public
sector.

We begin with the Ministry Rural Development (MDR).

The published organizational structure, policies, and procedures of the
MDR were reviewed and appeared to be impressive. Hewever, in practice they are
superficially iﬁpkemented leading to = weak style of management that lacks planning

4

funding, productivity, and workforce motivation. '

Based on interviews with ten firms, 1t appears that the private se;tor,
including parastatal organizations, is better arganized and enjoys a much mere
effective management approach. Unlike many other African countries, parastatal
enterprises are to a great extent free of continuous government-intervention and
extensive political pragsura. They are operated as if they were independent,
commercial business concerns. Daspite the fact that the private and parastatal
enterprises are better organized than the purely public institurions, even the
private firms do experience sericus weaknesses in their management. This is
portrayed by the lack of accurate accounting, poor financial analysis, absence
of market research, ineffective production management, underutilization of piane
capacities and the lack of product diversification.

A, Management Constraints

Thie major constraints observed during the assessment are summarized as

follows: .
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B.

General lack of delegation of responsibility causes top management to
make most decisions.

Many firms exhibit pocr producticn and financial management.

Very few firms have well-defined lines of authority and job descriptions
for both salaried and wage employees.

Accurate cost accounting systems and data rarely exist. One often finds
that operational and £inancial controls and procedures are less than
adequate. Planning, control and-monitoring thus become difficult.

Lack of understanding of the need for market studies on the part of
management leads to superficial marketing strategies, research and
policies. .

Labor laws do not allow employers to easily terminace ungqualified/poor
calibre emplovees.

Poor incentive programs weaken employee performance. However, incencives
are far greater in private enterprise than those in tha public sector.

Due to excessive collateral requirements, small or new businesses are
unable to secure needed lines of credit.

There is a lack of ﬁualified Voltan technicians to adequataly esvaluate
new proposed projects and perform in-depth Eeasibilaity studies. This

results in reducing the chances of success for new ventures.

Training Constraints

Although the GOUV is currently actively supporting training programs,

additional inputs are needed to address the following key constraints:

c.

Training programs to develop advanced vocational skills among workers,

Training programs are often not safficiently tailored to the needs of
provate enterprises.

Lack of available qualified instructors and trainers capable of transferi
technology.

Lack of substantial programs in marketing analysis and research, financie
management and production management.

Insufficient funds to execute the required training programs and support
services,

Recommendations

The following proposals are offered for further study and, if found suitabl:

for possible considsration:



1.

Create a development fund ro finance small business and enterprises

totally independent of government support.

a. Pursuade a United States bank to establish a branch in Upper Volta
to administer the fund, i.e., loan disbursement, supervision, and
repayment. In addition they would perform needed=bénking services
should procurement of equipment and materials from the Unitad States

be required.

'b. Contract with an appropriate firm, familiar with the private sector

of Upper Volta, to provide a qualified technical assistance :taam
to perform feasibility studies, market analysis and evaluation of
proposed projects. The team would be expected to t;ain Voltan
countarparts who would eventually replaée expdtriates, follow up on
projact implementation and provide management assistance.
Initiate advanced training programs in management with particular emphas
on financial management, cost accounting, market research, marketing
management, production contrel and management information systams.
Create a mini~institute for industrial technology and professional
skills. Programs tailored to the needs of Upper Volta would ba at =z
high professicnal level.
Strengthen the Chamber of Commerce by upgrading its staff capabllities,
so that it can give sound, timely assistance to the private sector, can
develop an information center on international trade opportunities, ancd

can hold seminars and workshops on topics germane to all segments of

the Voltan private sector.



IL. OBJECTIVE AND METHODOLOGY

The overall cbjectives of this report are two: a) L0 evaluare manageuent

style in public and private enterprises; and b) to assess the level of vocational
sk1lls and voeational training., DBy way of background, a cultural ond social
profile of Upper Volra is presented first., Recommendations will be made on means
and ways to improve management capabilities to attain development cargacs.

In collaboration with Mr. Desire Ouangraoua from OPEV, the following
approach was ucrilized to achieve the objzctives of this parc of che scudy:

- cullect reference and research material where available.

. discuss culeural and social influences on Lusiness managemant and rcest
such findings. ’

. instigate discussions regarding management scyle with public officials
of cthe Miniscry of Rural Development; OPEV; and trade and labor unions,
such as "Organisation Voltaique des Syndicats Libres" and "Confederation
Nationale des Travailleurs Voltaiques",

. explore personnel/labor wanagement policies and wodus uvperandi in the
public and privace saccors in the areds vfE =mploymenc, remuneration,
incencives, performance evaluation and management information systems.

. visit selected enterprises to examine vrganizacional charts, personuel
policies, management information systems, Iucentive programs, decision
making bodies, internal control, accounting sysctems, delegation of
duchority... =cc.

. through visics co OPEV training centers and the "Centre Mictional de
Perfectionnement des Artisanats Ruraux", determine level of craining
exctended to rural artisans co insure chelr incegracvlon jncto che rurxal
business ecommunicy.

- . assess types of training programs administeled and means of employing
vocacional skills. Do managers participate in sucl programs sand chus
possess the knowledge to effectively interact wich cheir skilled
workforce?

. explore ocher donor countries' parcticipatiou 1n craining.

. exploras screngchs and weaknesses of a gelecrad sample of purastatal
organizations as well as private enterprisecs, L.e., remuner.tion,
incentives, performance, evaluacions... etc.

. discuss Ef

ct {(1f any) of parastatal privarization or mimmimizacion
£

&
of Governmenczxl parcicipation on workforce mutidvatilon.
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ITT, CULTURAL AND SOCTAL PROFILE

A, General

Upper Volta covers approximately 165,000 square miles. It is the most
densely populated Sahelian country with an estimated population of approximatealy
6.5 miilion people. Statistics show that there are numerous ethnic groups, 70%
of which are made up of Voltaic and 207 of Mande speaking peoples. Some sixry
tribal dialects are widely used throughout the country, the most prominant heing
More and Dioula.. The Mossi are the dominant ethnic faction and number about half
.th; total population. They dominate the informal marketplace. After the Mossi,
the Gourméntche and the Gourounsi represent the second largest ethnic groups in
the central and eastern regions of the country. & far nore diverse ethnic
mixture of Bobo, Lobi, Dioula, Samo and Senoufou peoples can be found west of the
Voltas River. The remaining population consists of Fuléni,-Touareg , and Haoussa
living mainly in the North. Religious beliefs are divided into three cacegories.

Animists represent about 697 of the country's population; Moslems about 287, and

an influential 47 are Christian.l

Most of the nation's wage earmners are loczted in Ouagadougou, Bobo-Dioulasso

and the important industrial sites of Banfora and Koudougou. Approximgrely 221

of the active population is engaged in the agriculrural sector. The major portion

of agricultural production serves to satisfy subsistence needs, leaving a small

margin for commercial usa.

Extension and educational services are at best poor. Extension agents
lack motivation, techmical training and means of tramsport to penetrate into the
rural areas, Success stories, démonstration plots, and visual educational aidg
are but some of the basic tools that c¢an be used (but which are not yet widespraad)

among the rural communities that share a common ethnic background to improve and

develop agricultural production. In recent years the GOUV has encouraged the

~5-



the formation of village groups that can grow into agricultural cooperatives and

production/marketing associations,

B. Education and Employment

Currently the illiteracy rate in Upper Volta is about 21% of tne populacion.
Only 147 of eligible children attend prvimary schools. 1In total there are less
than 20,000 secondary school students and about. 2,000 in technical education
programs. The Upiyersity of Ouagadougou has about 1,500 students enrolled.

Based on 19?9 statistics (most recent available) the total number of wage
earners amounted co only 52,000 persons. The Government employs about 527 of all
formal sector wage earners and the balance is absorbed by private and parascatal
enterprises. Major érivate and parastatal employers absorb the remaining total
af abgut 25,000 formal sector employzes. In addition to the 52,000 wage =smployees
about 200,000 pe}sons are self-employed in the urban areas. They cover a wide
range of servies - artisans, small merchants, etc.

Due to the low level of economic growth in Upper Volta a large manpowver
surplus exiﬁts which has traditionally migrated to surrounding countries seekaing
employment. Some estimates state that-about 1.3 million Voltang are in the Ivory
Coast. During eight months of the year about 500,000 Voltans leave for surrounding
countries seeking seasonal work om coffee and cocoa plantations or as unskilled
labor in the cities.

A large percentage of schools, technical institutes and University graduates
are employed by the public sector. The balance join the private sector as seli-
employed or are zbsorbed by industry and small business enterprises. Some gracuat:
remain unemployed f£or periods extending to a full year or more.

Expatriate employees are in abundance -in Upper Volta and occupy many of the
senior management and technical positions in private and parastatal enterprises.

In addition they also occupy some technical positions in the public sector.



C. Effect on Management

Based on discussions with people from different walks of life, other expe-
riences in neighboring countries and secondary research data it is apparent that
diverse, strong ethnic and social influences have an impact on management style
in both the public and the private sector.

A substantial number of managers and businessmen follow tribal traditions
which strongly influence their business modus operandi and management style. In
most instances authérity is centered totally around the principal owner. Business
is primarly conducted through verbal agreements that become an irrevocable bond.
Honor and tribal influence determine the unwritten laws of trade and have a direct
bearing on management, accountability, personnel administration, compensatiom,
motivation... etc. Deélegation of authority is rarely exercised.

IV. CDRRENT MANAGEMENT STYLE IN KEY ENTERPRISES

A. Methodology

A survey was made of ten entgrprises to assess management style, systems
and policies, and problem areas. O©f the ten entreprises, fiye were large-scale

I

manufacturing concerns while the remaining five were medium-sized individual
proprietorships. Time did not permit development of a scientific sampling frame
from which to ,select the firms interviewed, so these observations may not aecessa-
rily be representative of the private sector as a whole. We belisve nonetheless
that the selected enterprises are not atypical and thaé a review of their operating
procedures will give at least a rough indication of management practices in
Upper Volta's private sector. Interviews with the ten firms encompassed the

following topics:

. Organizational charts, defined lines of authority, functions and job
descriptions.

. Personnel policies: methods of recruitment, evaluation of skills,
performance evaluation, incentive programs, motivation, productivity,
galary scale and benefits, etc.

-7- -



B.

1.

Management: decision making bodies, delegation of authority, internal
contrel, accounting, financial management, cash flow analysis, production
management, hands—-on management.

Planning: {forecasts, budgets and budget contrel, progress assassment,
cost analysis, research... etc.

Training: in-house, on-the-job, and external preograms.

Others: relations with-labor unions, Chamber. of Commerce and OPEV,
Government intervention in operations.

Findings

Organizational Charts - One of the enterprises interviewed SAP,

"Sociétéd Africaine de Pneumatique’, does have an official, well thought
out orgagization chart with defined iines of authority, departmental

functions, responsibilities and job deseriptions. The other firms have
only organization charts nut no published functions or job descriptions.

Persconnel Policies --'As the supply of manpower well exceeds existing

demand the need does not arise for extensive recruiting compaigns.
Most industries receive an abundance of applications for potential positio:
.at the Junior Management level as well as for unskilled labor.
Methods of skill evaldation vary with =ach industry and positien.
In general, educational background, certificates and experisznce are
assessed, tests given to administrative and technical candidates and
selections made. Some enterprises have trial periods that vary from one
to three months prior to confirmation. .
Performance and productivity are pericdically evaluated by immediate
supervisors. In certain enterprises, such as SAP, the evaluation process
is undertaken at the end of the year. Each employee is individually
evaluated by his superior, then by the Section Chief, Department Head.

and results are reviewed by the Management Committee composed of Departme

Heads and chaired by the General Manager. All employees are graded and

8



promoted accordingly. Of the enterprises surveyed this extensive evaluatior
system was found only at SAP, but it may exist in other enterprises which
were not visited.

Salary scales in the private sector ware found to be about 207 to 30%
higher than established Government scales for comparable junior nositions
and unskilled labor. Mid-management positions are graded at a much higher
scale. In.additiOn to salaries, benefits and allowance packagés ars more
attractive in private enterprises than parastatals and even more sc than
in the public sector.

Scme of the principal benefits that some entefprises offer are the payment
of a bonus a£ the end of the year equivalent to one month éalary, allovanc:
and premiums for job risk, hardship work conditions... etc.

Interviews with enterprises officials and selected workers rasulced
in our reaching the following conclusions:

. Workforce motivation programs and incentives do not cifer a distinct
differentiation for superior performance. The only exception was

‘found in SAP? incentive programs where annual performance reviews of
each employee are made.

. Relations with labor unions vary with each emterprissa . Most conflice
arise from breaches of labor conventions and agreements.

. One of the more important constraints to persomnel management is
termination of employment. Almost all enterprises stated that it
is very difficult to reduce their labor cost by fewer hours of
production or by reductions in work force because serious prassures
are exerted by the unions to prevent such reductions.

. Upgrading of staff capabilities is mostly performed through on-the-jo:

training. However, some enterprises participate in OPEV programs as
well as in seminars held by the Chamber of Commerce.

Management

Decision making authority is, in general, centered around the top

executives of enterprises. Delegation of authority is usually limited to

technical matters. Executive management committees are formed in most

enterprises to discuss the various operaticnal problems. Hands-on managemenz

9~
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is not exercised in most organizations. There zre, of course, a few exceptions
such as SAFP where top management is very active in daily operations and spot
checking of production and inventories.

Accounting systems ara adequate, many computerized, and do ssrve to
reflect Fhe financial status of the firm. However, financial ménagement is weak.
There are often no cash flow analyses, profit centers, accurate cost azccounting,
or even establishment of production/sales break-even points.

Mo§£'enterprises inteFviewed depend teco much on borrowed funds to finance
their operations, probably because of shortage of investment capital and possibly
also the periodicall& low real rates of interest. Equity financing is mini%al as
retained earnings, if available, are meager and ownership shares ére not easily
marketed. Some enterprisas are unprofitable or have éery low rates of profitabili
This is mainly due to high operating costs that result in excessively high costs
of sales.

Effective market research, production management, quality control, assessme
of copsumer tastes, diversification of product lines are some of the principal
aresas that badly need addressing and development. Management information systems.
though existing to a certain degree, are weak and ineffective. Some exceptions
were found in SAP and SOFITEX where monthly data and some analysis are presented
to top maqagement on all matters of finaqce, production, marketing, expendirture,
budget control and operational -projections for the following month.

It appears that the prevailing management style among many enterprises

"management by objectives". Very

is closer to "management by crisis" than
little evidence was noted regarding sound planning, forecasts, goal setting,

corrective action to attain set ohjectives, etc.

Extended tax holidays beyond 2 second term, i.e., tan vears, is, in our

~10-



opinion, a disincentive to the development of viable enterprises. Firms
certainly have less incentive to seek methads of reducing costs and improving
efficiency when they are granted such prolonged‘immunity from tax obligations.
Many industries in Upper Volta are operating below plant capacity.
Some are rapidly deteriorating and may face bankruptey if no corrective
action is undertaken. Examples of plants which are operating below 407 of
capacity are SARI-gglass jars and lanterns), SIBB (sweets and biscuits),
SV (metal u;tensils)... etc.
Principal factors contributing to their ecurrent excess capacity are:
lack of proper feasibility studies and market analysis.

. no market research on consumer tastes and demand.

. poor quality industrial equipment or uynspitable equipment for
- acceptable and products.

. high cost of raw material used or inferior type of raw marerial.

N pootr management.

. no diversification of product line to utilize idle plant capacity.
. no retraining programs of workforce for other skills,

In-house training programs are de;eloped in a few enterprises such
as SAP and SOFITEX. On-the-job training is exercised in most entarprises.
Some businesses send selected employees out of the country for advanced
technical training.

Almost all the enterprises visited participate in training programs
and seminars offered by OPEV and the Chamber of Commerce. However, most
managers stated that these training programs are basic, shallow and insuf-
ficient.to upgrade their staff capabilities. They also expressed the need

for advanced training in vocational skills such as welding, electricity,

carpentry, machine repairs, industrial machinery, automotive engines, etc.

~11-
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Factors affecting investment in private businesses are numerous.

The more significant ones are:

. Lack of organized capital marketing media. At present when new
stocks are issued they are marketed via word-of-mouth, private .
offerings to banks, friends, and some advertissements in newspapers.
However, there is no widely circulated financial media to raise
capital. This is not to say that there should be anything like a
formal "auction' market for shares at this point in Upper Volta's
development. )

. Unprofitability or small profits of most enterprises.

‘Lack of confidence in new or existing enterprises due to poor
feasibility studies coupled with poor management in most business
phases.

. Inability of a substantial number of potential investors to read
or understand enterprise propectuses or financial statements.

Other factors previously discussed such ag heavy dependency on
. borrowed funds to finance operations, underutilization of plant

capacity, poor marketing policies, inferier products, atc.

4. Private Entrepreneurs in Surveyed Enterprises

Meetings and discussions were held with several businessmen and
entrepreneurs to review development constraints and briefly discuss
potential projects. There seems to be an abundance o? ideas and possi-
bilities such as potential projects in agricultural production, processing
livestock, bakeries, dairy plants, dairy farms, machine shops to repair
all types of engimnes, yeast plants, mobile movie units for rural use, etc.
Major complaints voiced centered around the following comstraints:

. . Lack of in-country capabilities to perform in-depth market research
and project feasibility studies.

. TInability to secure credit due to either menavailability of credic
or the exaggerated collateral requirements.

. Lack of information on U.S. sources of supply e.g., machinery,
technology, caw materials, etc.

. Need to adhere to the existing Francophone financizl and Qaqking
regulations that substantially complicate procurement or any
commodities from sources ocutside the franc zone.

‘kn
-12-



V. MANAGEMENT STYLE AT THE MINISTRY OF RURAL DEVELOPMENT (MRD)

Management practices in the public secror alsc affect the efficiency with
which resources are utilized in Upper Volta. Because of this and because of
ongoing involvement with the Ministry of Rural Development (MDéj, USAID requested
a review of .management practices at the MDR. It is a large ministry whose
management ;tylé pfobably does not differ significantly from those of other

.

ministries. So it is likely that a focus on MDR will in fact yield insights
into the effectiveness of public sector management in general.
Management and administration of the Ministry's affairs are carriad out by

the Directorate of Administrative and Financial Affairs of the Ministry. Its

-
primary responsibilities are as follows:

Administration of all personnel attached to the MRD including the Regiomal
Development Administration.

. Management of all fimancial resources and materials placed at the disposal
of the MRD as part of the National Budget.

. Collection and centralization of all data concerning all assistance prograns,
from all sources, received by the MRD.

. Collection and centralization of all data pertaining to technical assistance

programs provided to the MRD by all inter-African and international orgeni-
zations.

. Collection and distribution of information on the various activities of
the HMRD.

. Coordination of training programs and scholarships to upgrade capabilities
in all departments of the MRD.

. Legal counseling in all MRD affairs.

. Administration of personnel assigned to the MRD trraining centers,
"Training of Young Agriculturalists’.

Our brief survey of the public sector's management style, although concentrated

on the affairs of the MRD, leads us to offer the following comments.

13-



The overview of organizational structure, flow of authority, assignmeant of
responsibilities, codes, procedures, coordinating bodies, .and statistical mana-
gement portray an impressive framwork for an effective management style. However,
in reality, responsibilities are taken lightly, procedures are superficialiy

:
adhered to and supposed decentralized authority is, in most cases, centralized
bureaucracy.

Despite the fact that the public sector employs the cream of Voltan graduates
and technicians, efficiency seems to be at a low ebb. In many instances, it was
noted that the public sector management style follows the inherited French bureau-
cratic systems rather than to develop alternative styles more suited to the
Upper Vol£a culture and people. Thus, seemingly-sound procedures are ignored as
they clash with traditional ptractices. 1In addition, there are no incentives or
motivation programs to encourage quality work.

As over 927 of the population is engaged in the agricultural sactor, most
development efforts are aimed at the rural sector. Most programs use the existing
channel of Regional Development Organizations (ORDs) under the Ministry of Rural
Development. Such organizations foliow the same pattern of their Miniscry and
experience the same inefficiencies that prevail in the Ministry.

Another major factor that cannot be ignored is the totally ingdequare logis-
tical and financial support to backstop all activities of the MﬁD. It is apparent

that basic implementation tools are non-existent.. Office machinery and furniture,

-adequate transport, rural accommoadations, funds for fuel and travel expenses are

all too scarce. Even if one assumes that a certain public office possesses the
necessary human resources to carry out its tasks, efforts fail zand activity comes’
to a halt because of such constraints.

Development efforts should address these issues and give priority to streng-

thening this public infrastructure thet has the porential of becoming a vital

14—



<

catalyst in the rural development of Upper Yolta.

Technical assistance to upgrade capabilities, communication netwofks between
all centers, transportation, incentive programs, extension and educatiomal services
for the transfers of technology, agricultural inputs, short-term credit, etc. are
only some of the areas that should be seriously considered by the GOUV as well as
outside donors if meaningful results are to be achieved.

Based on our selected interviews, it appears that management in the private
sector, including parastatals, is quite different from the public sector. Private
sector management is more modern, better organized and, despite all its weaknesses
is much more efficient. Unfortunately, the private sectorjs capacity to increase
employment is very limited as its growth is slow.

VI. VOCATIONAL TRAINING INSTITUTES

In addition to management, the szcond major topic to be treated in this
review is that of vocational training. Although a multitude of vocaticnal
training institutions operate in Upper Volta, time permitted the visitation of
only several of the most important ones.

The examination oif vocational training instituges inciuded the following

organizations: . ) .

A, OQffice de Promotion de l'Entreprise Voltaique (OFPEV)

OPEV is a publi; organization founded by the GOUV in December 1970 to promote
the development of small and medium size Voltan enterprises by providing necessary
assistance to national entrepreneurs and private enterprises. In this regard the
OPEV provides assistance to entrepreneurs in the preparation and implementation
of their projects. It also organizes training programs for the workforces of
private enterprises and parastatals. At the request of the Government, the OPEV
provides technical control and assistance. to such enterprises where the 3tate 1s

a participant.
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The organizational structure and functions of OPEV, published in May 1983, .
are well defined and look impressive. However, in practice the organizatiom is
weak, lacks the confidence of the business community, and is plagued by numerous
problems among which are:

. lack of well qualified staff members, particularly in the areas of feasi-
bility studies, market analysis-and research. Thus, evaluations of
proposed projects tend to be shallow. This has resulted in the unsuccesst
development of numerous enterprises thaot scarced operations using the OPEY

services.

. lack of adequate funding to carry out its proposed activities and to
attract high calibre staff members.

. as a public institution, lack of incentive programs to motivate its
employees.

Tﬂe training programs mounted by the OPEV- are for the‘benefit of employees
of existing enterprises and organ%zations in the private and parastatal sector.
The programs are divided into two categories:

1. Management and accounting training programs ara six hours per week over

a peried of ten months, The program receives funding support from the

World Bank and technical support from UNIDO. Training time is limited

16—
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to twenty-four hours in each of ten subjects. The time allowed for each
subject seems to be too short to have an impact on the partieipants. The
program is shallow and does not not address the principal problem areas
in the existing enterprises, i.e., financial management, cost accounting,
market research, marketing management, production contral and managesment

information systems.

2. The second category of training is a slightly more advanced, vocational
skills program. Participants come from existing enterprises and do possess
some knowladge in their field of traiming. Skills developed are automotive
repairing, electrical work, plumbing, carpentry and welding. Courses are
giv;n in the evening from 6:00 p.m. to 8:00 p.m. Approximate number of
participanté is 120 per year. )

It seems that these courses do have a favorable impact on upgrading skills

within the industrial sector,

B. Centre National pour la Promotion des Artisans Ruraux {(CNPAR)

The Center provides a basic to medium level of vocational traiﬁing programs
for the rural areas., All participants must have some basic knowledge in their
area of skill. They are recruited through tha ORDs of the Ministry of Rural
Development or by village groups and councils or by the A.V.V. (Amenagement des
Vallées des Voltas). Approximately 150 participants between the ages of lé to 35
years are annually enrolled in the programs which are conducted from October through
April each year. Participants are selected and enrolled in the skills that are
most needed in their villages. After completion of training all-participants must
return to their villages.

CNPAR has other training centers at Bebo Dioulasso, Ouahigouya, Dédougou,
and Fada N'Gourma (to open in October 1983). TFields of training are: welding,

blacksmithing, carpentry, masonry, mechanics for repair of motorcycles, small

-
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mills, water pumps and irrigation equipment.

Each participant receives CFA 6,000 per month for lodging and is provided
one meal each day. In addition each receives CFA 42,000 for purchase of needed
tools and equipment to be used in his training. FEach Center is equipped with a
store that sells materials, tools and equipment at reduced, tax free prices for
the sole use of the participants.

At the conclusion of their training program CNPAR encourages .its graduates
to develop small workshops in their rural areas to serve the farming community.
All participants are allowed to take with them their purchased tools and equipment.
However, blacksmith and carpentry workshops are so costly that CNPAR provides
black;miths with approximately CFA 250,000 of which about 70,000 is a grant and
180,000 is a loan at 8.5%Z annual interest. If the loan is repaid within one year,
interest charge; are waived. For carpenters, CNPAR provides about CFA 140,000 of
which 80,000 is a grant and 60,000 is a loan at the same terms as above.

CNPAR training teams undertake frequent follow-up visits, at least each
quarter, to each graduate's workshop to assess progress, troubleshoot problems
and assist in matters of organization and accounting. °‘As most participants are
illiterate, the Center designed a very simplified illustrated receipts and expen-
ditures accounting record which has proved to be very effective in developing the
business sense among these small entrepreneurs.

The CNPAR receives its. funding through the Ministry of Public Works and Social
Affairs, the World Bamnk, and the Technical Cooperation of Switzerland. Inputs of
the latter two donors are mostly f£or equipment and material,

We believe that their level of training is effective for the rural areas but

can have a more substantial impact if the Center is provided with additional funds

to develop selected, more advanced training programs.
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C. Ecole Inter-Etats Techniciens Superieurs de 1'Hydraulique
et de 1'Equipement Rural (ETSHER)

This institute is an interstate {(West Africa) organization fuﬁded by the
French Ministry of Cooperation to provide professiomal level courses in topography,
feeder roads, rural construction; urban and rural potable water development, and
irrigation. Graduates obtain an advanced technical diploma im their f£ield of
training. Duration of courses is two years, full time studies.

ETSHER has thirteen countries as member states Erom which participants afq
derived. At present only ten countries can afford to enroll their participants
as each state has to pay CFA one million per year per student (approximately
$2,630).

Each candidate must be employed by a public or parastatal organization in
his line of skill training, possess a high school certificate plus two years of
University or equivalent studies. Instructors are mostly French expatriates and
some Africans from member states. One of the Institute's objectives is to
develop a totally'African cadre of instructors.

Currently the Institute has about 40 students and will expand its enrollment
o 60 by 19385. Operational cost 1s financed 27% by France and 727 by member
countries through student fees. French expatriates are paid directly by the
French Government. FEach student receives CFA 42,000 per month (financed by France;
for expenses.

The Institute is very sucessful and its program is very effective in developir

professional level skills.

D. Training of Young Agriculturists (MRD)

This training program is the largest rural program in Upper Volta. Parti-
cipants are between the ages of 14 to 17. At present there are 61% Centers each

training 33 participants for a period of three yearns. These Centers are located
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throughout the country serving 1,500 villages out of a total 7,000 villages in
Upper Volta.

Villages must participate in the Training Centers through active partici-
pation, logistical support and administration of the Centers. Training is carried
out three days per week at the Center. Participants return to their families
Auring the other four days to carry out family chores and practice what was learned
during the three days. Instructors visit the variocus villages to follow up on
practical training of participants during those four days.

Programs are primarily in basic agriCulture,'production, livestock and rural
vocational skills. Ewvening classes are held to teach the youth how to read and
write as well as to do basic arithmetic. -

At the conclusion of the three years Youth Program graduates are formed into
Cooperative groups, ‘Toung Agriculturalist Groups" and operate in their villages.
Currently there are 350 active groups in the rural areas. In addition, instructors
are enrolled for two years im a "train the traimers' program and then sent to the
field to work at the Centers.

The total cost of thos program is approximately-U.S. $22 million for the
period 1980-1984 funded by GOUV, World Bank and the African Development Bank.

Constraints to further development of this program are primarily a lack of
technical assistance in industrial technology and the absence of a strongar
training program to upgrade trainer's capahilities., -

Normally, credit facilities are established to help the groups in procuring
equipment, supplies, livestock, production inputs and tools. The main probl;m
facing these groups is the limited time for repayment of loans to the fund. The
high cost of materials and tools coupled with the time lag needed to develop a
praductive farm necessitate an extented grace pericd for loan repayment. A fund

’

and its use should underpin a training progrzm teaching the processes of plamning,
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budgeting, marketing and goal achievement.
Enrollment in young farmer training also suffers in that many villagers
prefer that their children attend the traditional primary schools to learn French

and other subjects, and thus be better qualified to obtain government jobs.

E. Austrian Center for Technical and Professionnal Training

The Centar was established in 1970 by the Austrian movement of young wprkersm
to provide practical training in developing vocational skills. Courses span a
period of five years and are divided into three main sections: General Mechanics,
Electro Mechanics and Electronies. Students are enrolled after completion of
sixth grade and are selected by the Ministry of National Education. The Center
accepté 72 students each year in the first vear of training. By the Eifth year
about 40 students remain for graduation and 32 have dropped out over the precediné
years. At present the Center has a total of 260 students enrolled in all sactions
and classes. Graduates receive a certificate of industrial professional apkitude.
Programs of training progress from basic to middle level skills resulting in
creating practitioners in their areas of specialized skills.

Courses are tailored to the needs of Upper Volta and each week include 235 hours
of theoretical cla;sroom courses in industrial technology znd applied mathemarics
to pertinent professions. The balance of 15 to 16 hours each week are devotad to
practical workshop training. Supplemental courses are conducted in basic knowledge
of other skills such as welding, carpentry, blaksmithing, etc. Such courses are
developed for the purpose of providing the students with side-line skills to assist
them in income earning should they £fail to find positions in their areas of expertis
upcn graduation.

Approximately 10%Z of graduate. pursue higher education. The balance 1s

usually absorbed by the public and private sectors in Upper Volta. The largest
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employers of graduates are the RAN, Air Afrique (for ground mechanics),. VOLTELEC,
Nat%onal Office of Watér Works, SO0SU-HV, GMV, CITEC, SOFITEX, as well as a variety
of workshops and garages for repair of equipment and small machines.

The Austrian support for the Center is scheduled to phase out by 1984,
Starting in 1977 the GOUV commenced assuming financial support on a gradual basis.
At present the GOUV defrays costs of Voltan instructors (23 persons), administrative
staff, student lodging, electricity and water. The Austrian movement for young
workers continues to fund expatriate instructors (13 persons), equipment, machinery
and other related costs.

The prog&ams of the Center are effective, well tailored to the natipnal needs

and do have a favorable impact on the development of human resources in Upper Volta.

F. Vocational Skills, Training and Fmployment: Conclusions

The existing levels oé vocational trazining in Upper Volta are adequate to
fulfill demand for such skilis at the basic and intermediate levels. It is very
seldom that graduatés find themselvés unemployed or incapable of generating income
for any extended periods of time. The public and private sectors absorb the bullk
of trained workers while the balance are sucessful In pursuing self-employment or
are employed by the informal sector.

Although there are numerous institutes engaged in the development of vocational
skills, their level of training is limited to basic and medium stages. There is
no institute in Upper Volta (excluding ETSHER which is limited in fields of skills
and number of Upper Voltan participants) that caters to the development of profes-
sional level skills to serve the industrial sector's demand.

In addition, there is a considerable need for '"train the trainers” programs
in all fields of vocational skills as well as management and administration. Funds
and technology are the major constraints for strengthening existing programs or

expanding them to more advanced levels.



VII. RECOMMENDATIONS

A. Private Enterprise Development

To accelerate the development of private enterprise and small businesses the
following proposal is offered for consideration by USAID and the gOUV. Hewever,
prior to implementation further detailed studies would be needed.

The creati;n of a2 development fund to fimance small business and enterprises
totally independent of government support and, by nature, not inveolving the

~Upper Volta banking regulations. The amount of tﬁe fund may be determined bhased

on an assessment of potential demand. For illustration purposes, we will assume an
amount of $10 million of whiech 507 would be in U.S. dollars, and the balance finance
under proceeds from PL 480, Title I and Section 206 funds. The host country would
participate in the fund with no administrative responsibilities.

An appropriate firm, familiar with the private sector gf Upper Veolta, would bs
contracted tc provide a high calibre technical assistance team for a pericd oI
approximately three years. The team would perform pre-feasibility and feasibility
studiss. market analysis andé research, eiplore potential export markerts, and train

Voltan counterparts in these skills as well zs gemeral business admanisctrat-om and
financial management of small business entérprlses. This team would perforr the
necessary evalunations and studies of proposed private énterprise projects, approve
proiects for funding, and follow-up on implementation as well .as do troubleshooting
at the early stages of operations.

An independent U.S. financial institution such as CITIBAYK would be needed
to manage the fund, effect disbursements, supervise and collect loans. As most
commodities, financed under this fund, would be of U.S. origin, the bank would
opan the necessary letters of credit f{or procurement.

CITIBANK, which operates in the Ivory Coast, seems to be the only bank in the

area that is seriously interested in operating in Upper Volta. Theilr representativ.



has repeatedly visited Upper Volta to explore such a possibility.

The GOUV and USAID would categorize development priorities within the private

sactor.
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Proposals for potential projects falling within such categories woulé be

requesting the loan would be required to finance 20% to 30Z of the proiect costs
from private resources. The balance of 707 to 80% would be financed dbv the bank
from the development fund.

Colizteral and guaranty requiremants would Sz limized to the fotal assais
of the project providad that title remsing with the dank unrtil loan rzoavoent is
compiered. interest would be charged at 0L of the zrevailinmz cozoereial Tace.
Loan repa;ﬁent woulé commence at o~12 oonths after the stari-up e the ousiness
with a repzvment period not to exceed five vazars.

Technical assisteance inputs would be providad by the tsaxm o sSuch new =nTer-
oTises To degverop sound menacgemenT 2nC gccountimg systams, markecInz InlrvesIruoTuiTe
and 1n generzl te Insure a trouble Ires cperation. nigh caliber VelIan counisrrer
would be recruited te work with the technicel assisieznce team on &l phases oI
activicties. The obiective is te cdavelop Voltans whe would be able to Tepilace the
expatriste team at the conclusion of this program

B. Training

It is strongly recommended that the GOUV should seripusly consider a compul-
sory primary school educaticen program for all children The 3illiteracy rate muest
be drasticallv reduced within the next decade. Our specific recommendations in

training address the follow

1.

ing zreas:

Management Treining - Current programs for junior and mid-management



which are willing te tailor programs to

levels should be strengthened and redesigned to include programs/courses

in financial management, cost accountinn

= %

market research, marketing mana-
gement, production control and management information systems. 1t is

proposed thnat such training be offered to selected candidates by UG.5.
universities speciziized in such topics at undergrgduate and

levels. Consicerztion should be given te the utilization of univers:ties
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private sector. 4s an example, the University of Pittsburgh does offer a
short-term program in French adapted to the needs of developing country

personnel.
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of advanced cdegree programs shoulé be such that indi-
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The tai

viduals receive both business menagenent courses and coursework in azri-

business or in ereas closely related to the managenment of diverse but

Vocational Trsining - The creation of z mini-iastitute for induscrial

technology and professional skills. This institute would have programs
tailored to the industrial needs of Ugper Volta tc develop am acvanced
level of professionzl skills simiiar to the level of programs uncdertzken
by ETSHER. Participants would be zxpected to azttend full time courses
of & two-year progran, Treceiving z decree at completion. Instructors

would be expatriates with in-depth practical experience in their fields.
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Over a period of five years an African Cadre of instructors should evolve

within such an institution.
Graduates would cater to the industrizl needs for professiomal level.

skills. It 1s proposed that such an institute bSe administered anc operated

by the Chamber of Commarce,

C. Institutional Sctrengthening

The Chamber of Commerce (COC) is the only organization in Upper Volta that
represents the private sector. 1Its 50 member Board of Direccters is derived fro:_
the variocus enterprises, businessmen and entrepreneurs. Although the COC seens
to be well organized, it lacks well qualified staff at the mic-maznarexzent and

operationzl ievels.

it is recommended that technical assistance be preovided te the Chamber of

pertzining to intermational trade, sources oi supply, marketing, incustrial tachno-

.
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1stitutional develcopzent, a2s well zs rspresent the pravate sectey on all
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moun: seminarys andé workshope (inviting ourzide participacior in the meres ccoomen
problem areas of bﬁsiness).

The OPEY, which was created to promote the development ef private enterprisss,
needs complete restructuring and reorgaznization to transform it into & service
organization operating on sound business principles so that it ¢an truly serve
the private sector.

At the outset, the GOUV should consicer the provision of adeguate permanent
financisl resources to fund its core activities. The pew OPEV should receive

private sector support and management participation. It alsc needs technical

assistance that would encompass institutionzl development, the redesign of its
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training programs, the development of staff capaﬁilities to perform meaﬁingful
feasibility studies of proposed projects, in-depth market research, and the
extension of assistance in managment and operations analysis to various enter-
prises.

After such services are developed to & profiessionzl level, they may be
provideé at a fee under service contracts, so that eventually the OPEV can azttain
financial self-sufficiency,

in the event that the GOUV is not prepared to provide the nmecessary Zfunding
and support for an effective and efficient orzanization, the alternative (which
deserves serious consideration) would be to dissolve OPEV and transfier Iis function:

activities and trainiag p

r

ograms to the Chamber of Commerce. Existing experiencec

personnel of JPEV may be selected by the Chamber to join its staff. Shoulc zhis

| =

ziternative be £avored 5v the GOUV for implementation, the proposed Iecinice

assistance package would be c¢nanneiled through the Chamber of Commerce to builc

the capebilities of this new service organizastion.



FOOTNOTES

1. Atlas de la Haute-Volta. Paris: les atias Jeune Afrique, Editions
Jeune Afrique, pp.26,27.
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cation g'une fabrication

- ascurs les ascelis de 1z

- la chef de service cisp

oang llexézutian o2 csrtsine
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AKREX 2.

TRIF REPORT TO BOBO-DIOULASSQ (Maurice N. Samaan)

During pericd May 29, 1983 to June 4, 1983

Contacts

Chamber of Commerce

Office de Promotion de
1'Entreprise Voltaigque
(QPEW)

Regional Center for Rural
Artisans Training - Centre
Regional pour le Perfectiomnement
d'Artisanat Rural (CRPAR)

IVOLCY Enterprise

Société Africaine de
Pneumatique (SAP)

Société des Huiles et Savons
de Haute-Volta - CITEC Huilerie

SOFITEX (Cotton processing)

BRAVOLTA (Brewery)

Delegation of Heads of Industrial Enterprises

Dr. Kambou, Presideént
Mr. Poda, Marcellin,
General Secretary

Mr. Idrissa Taméoura,
Secretary General

Mr. Siko, A.S.,
Director

Mr. M. Rueff, Managing
Director .

Mr. Lazare Soré, HManaging
Director

Mr. Robert Chassagne,
General Director

Mr. Croquil, Secretary
General

Myr. Stoff, Managing
Director

Delegation of Merchants and Transporters Asscociation

Delegation of Building and Small Business Association

Delegation of Artisans Association



Delegation of National Council of Voltan Heads of small business enterprises.
Meetings with individval businessmen:

Mr. Driséa Kone

Mr. Mohamed Kiallo

Ms. N. Chantal Nikiema

Mr. Djankinaba Barro

Mr. Issa Kindo

Interviews with workers of various enterprises selected at random.

B. Purpose of Visits

To assess management style, systems and problem areas. Explore and discuss
potential projects.

C. Scope of Research with Cont acted Enterprises and Businessmen

The meetings encompassed discussions and evaluations of the following topics:

. Availability of organizational charts, defined lines of authority,
job descriptions for key positions.

. Personnel policies -

Method of recruitment and manpower analysis.
- Evaluation of gqualifications: tests...

— Performance evaluation and p;oductivity

- Motivation and incentives

— Salary scale

— Benefit package - how it compares with other industries and
Governments

— Relations with Unions

. Management
- Delegation of authority
- Decision-making bodies
~ Hands-on management

-~ Management information systems

Cash flow analysis
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Planning

Forecasts and projections

Budgets and budget control

Critical path analysis

- Progress assessment

Research
Training programs
- In-house

- External and out-of-country

Reiations and use of services offered by Chamber of Commerce and OPEV.

D.

E.

Conclusions

Areas

Most organizations visited do have organization

a arts but very
few have defined lines of authority and job desc

1 ¢h
riptions.,

Personnel policies and compensation packages are ver
in all enterprises.

competitive

1]

Accounting systems are adequate though accurate cost zccounting
does not exist.

Management Information Reports are submitted at se . i
and monthly) for financial trasnsactions summary. scocks, bank bal

Computerizad accounting is widely used.

WearKilesses

[WN
1]
€]

Superficial‘marketing strategies, research and polic
Poor production management

Poor financial managment

Underutilizetion of production plant capacity

Poor motivation programs. for individuel performance, although incen-
tives are far greater than in the public sector.

Lack of delegation of authority as decision-mekimg is, in most cases,
at top management level only.
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With the Compliments of

MoOBAMED A. NOUR
Director General

The International Center for Agricultural

Research in the Dry Areas
(ICARDA)

Tel. 235221, 550465, 551280, Tlx. ICARDA 3312683, 831208, 331206 SY
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