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saticnal size, NGOs---especially, voluntary corganisations--- may
need to reccgnise that there is an upper 1imit on size bhayond
which the oraganisation beginse to lose effectiveness, efficiency,
and purpose. While recognising that different organisations
operating under different conditions wcould have different upper
1imite, Schumacher suggested 300 employees as an arbitrary guess
at the upper limits tc which an corganisation should grow befcere
hranching coff and starting a new organisation to take on new
tasks or expanded areas.[Schumacher, 1874] Little or nc research
with NGOs has been traced in the literature to explore this
notion but it seems to fit well with Brown ang Korten’s ideas. Is

there a ccrrelation hetween large NGO staffs and low perfermance?

NGOS’ STRENGTHS AND WEAKNESSES

A number of articles reviewed discuss the strengths and weak-
nesses of NGOs 1in general as development agencies. One
thocughtful article by Mark Havers [1991] directly addresses the
strengths and weaknesses of NGOs as agencies for small enter-
prise development. Attenticn is focused here on Havers’® article

due to its explicit discussicn of SME assistance NGO’s.

]
[<0]
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2. Flexibility and responsiveness- Mest of the writers agree with

dayvere that NGOs are mere flexibla and responsive than goavernment

agencies to target group neads. Havers cites small staffs and
less hureaucracy faor NGOs which gives them Lhis added

Flexibility. Still, some NGQOs are guite large with fairly well
developed bursaucracies that have little or no direct contact
xith the target groups---especially, the pocr. The c¢ritical

factor here g the level at which the denisions are made. For

some NGOs, policy and majer funding decisions are made in North-

ern cities by well meaning Recard membhers whco have never lived
with the Southern poor,

Nyoni in commenting on NGO performance in Zimbabwe writes,"On the

cther hand, government departmants cor naticonal NGOs which sesk,

«

from the centre, to address the needs and aspirations of the poor
are equally doomed o ineffectivaness by starting from too large
2 scale and thus remaining tco remote from the local circum-

stances of the village to be of real relevance at that level.

3. Heterogeneity- Havers remarks cn the great variety of
programme types used by different NGQOs and even the same NGO in
different areas to meet local needs but there is no empirical

data to back the assertiones.



Experimentation

4,

end

development

»

win the widast

a3

'y

.1
)
@
4
Q

h

e,
a

o

.-

G
e
]

a

€

;
e
4
L

Q

group

Target

advantage.

ac

Actually

NN e

+hat

difficult

more

not

often

1.
ay
Q

-

4
L.
0
w

—

ig

Nyoni

C
[

1

-



4]
<

4

£
4)

th

as universaliem,

values

such

J
-

Q

>

O

-indﬁ\';i

supporti

g neorth-

and

te . intreducing

nrone

T v
P

be especial

re predomi-

0
-
§.

&}

the

socialistic. Very

and

develeopment focuses

terprise

side effects of

cn the possible .unwante

attention

while most remai

raising

in

standards of a few

the

perhaps,

participation

on

crtance

19921

John Clarke

of

in the management

ciaries to participate

seen ac

cshould be

faveorite NGO term

the project design

-
4

invelvement of the poor

n of the funding or

and executiocn,

intermediary NGO 1in the poor’

o)

confusion

cf the

Clarke also add

and

participation



participa

writ

whether their

ask

om
<«
-
e
S
+)
0

Q
O

knowledge - an un

Tocal

of poverty and o

[p.8O]

9]

the pcopul

exercise

muc

themselves,

o



6, Regarding dependence on customer satisfaction~ Havers writeg,

e

“There are few sinecures in NGOs. The organisation as a whole s

customar’® catisfaction

totally dependent on for its survival,
Re those custcmers the infeormal secteor entrepreneurs who are
prepared to forego a day’s earnings te attend crne of the NGO’s
training sescsicns, or the doner agencies whe suppert them;
continued custom . is dependent on satisfacticn with
the product.”"[Havers, 18281, p. 18] While noting that there is
etill recom for improvement in NGO accountability, it is for the
moet part far superior to government accountability to its
varicus “customers.” Havers seems to assume here much that may

nct be horne out by investigaticon in the field.

7. Mctivation- Thig important aspect has been discussed above 1in
relation to "Missien" but Havers stresses that "...mctijvation is
particularly important 1in micrecenterprise development pro-
-grammes, where the target group may have little previous
experience of business. If the adviser does not really care, then
this attitude 1is soon conveved Lo and will rapidly break down

the commitment of

ct

he perscn he or she is trying to

work with, "[Havers,

[¢e]

a

—

,p 18]

While many abstract or conceptual advantages have been noted in
the 1literature, Fowler raises the excellent question of whether
NGOs 1in fact achieve these advantages. While he notes anec-

dotal evidence of NGO failures along the lines where they
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+hat tends tc focous power in the hande of cne or twe pscpls in
an organicaticn who thenr make decisions of the meost mundane

type rathsr than delegating them.[Moris, 1982; Kiggundu, 1982]

Clark distirguishes hetween "charismatic leadership” and "celle-
aial leadership” ir many NGQ’s. Collegial leadership shares
leadership responsibilities and arrives at decisicns in a celle-

gial style involving all th» principle playvers.

5. Anti-husiness cultura- Havers points out that many NGOs were
built on highly idecingical foundations and values. He posits
that NGOs attract "ideologues” as emplecyeese. For many of these,

is a cultural villain--- "the enemy."” Therefore, it is

oy
s
o
—
-5
]
n
n
D
——

difficult for such NGO emplovees to embrace even micro-business
support without modifying their ideology or values. The employees
may therefore face an ethical dilemmz of personal inteygrity. Such
attitudes may be very prevalent in northern NGOs in the U.K, and

U.e. *, but there is little evidence that cuch bias exiegts 1in

He raisces an intriguing shift of values that would be hard to
measure (as are many attitudinal/ motivational changes). While
for some NGO employees csome amhivalence or hostility toward

business may ba present, that hostility may be more toward the

greed and "depersonalicaticon” found ir large husinesses. One

T2y counter argue that MeO weorlgre probalily are against greed
monclithic, depersconzlising structures much more than
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henefit relative to cost. Large agencies such as ACCION in Latin
America and 1its 19 asscciates are meving toward “minimalist”
pregrammes as these are seen as the only way tce reach self-suffi-
ciency in the hyper-inflation experienced in many lLatin American

countries,[Stearne, 19911 They &ares not against training. They

simply eay it costs toc much and takes too long.

Dther agencies like ORADME [RBefus, 19911 in !atin America and
Maranatha Trust [Russau, 18911 in Asia which are affiliated
with many naticnal small husiness development agencies at the
national level disagree with ACCION. These agoncies believe
that c¢redit is only really effective when combined with
consulting and training. There does not seem ho be much

comparativa research or evidencse one way or the other.

7. Programme Fxpansinn- Brown/Xorten [198381 and Cernea [1988]
aleo devote significant discussion to the prohlems that NG0Os have
in expanding their rperations. While Havers does not address this
aspact, it  is worth noting that these other authnrsg find that
NGO have difficulty evpanding and broadening their scaie of work

{or “scaling wup"). BRrown/¥orten summarise weall +he nproblems

inherent in MGOs scaling up:

It de impertant Lo recognise thal the strengtih of the
veluntary sector as a development agent is not found in

3

the gize of its individual organisations so much as i
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scaie for measuring progress toward organisational maturity is
necessary. Would it not be nice if there were some kind of
~eight for height” chart for NGO’s as there iz for children in
primary hea'th programmes? A kind of normative growth pattern so
rhat one understocd whether the organisation was growing "fast,”
"normally,"” or was "malnour ished” facing scme kind of organiea-
tional "kwashiorkor" (a sickness resulting from cnronic malnutri-

tion)?

The three factors necessary to start and maintain any development
organisation are: 1) people; 2) information; and 3) in most
cases, money. Committed staff are often the critical constraint
to growth of services from an organisation. The self-sustaining
capacity of an organisation can in part be analysed by the
sources for people and money. For many deveiopment organisations
in poorer countries, there are three broad sources of money and
peopie: 1) local sources through dcnations, gifts, etc.; 2)
sources from the organisation’s cperations; or 3) "expatri-

ate"” sources literally from outside the country.

Brown and Korten discuss sources of funding and sustainability
pointing out that often donor agencies are making sustainability
demands on "volunteer organisations” and "people’s organisations”
that are nappropriate for the receiving agency’s mode of
Perations. In short, they point out that certain types of

"ganisations will probably aiways be "dependent” to some degree



on donor  agencies, [Brown, 18321 But, what nas not been
addressed 1n any of the Titersture reviewed 1is an analys-ieg
of the sources ard use of furdse within organisations. 1In

general, organisatiocnal expenditures can be categorised as:

a) Recurrent Expendituresc-The use of Tunds for recurrent , every-

day operations.

b) Replacement Capital—- The funds ussad to replace capital items

used in normal operations.

<) Start-up Capital- Funds used tc start up “eWw  cpsrations

'

o

including the original corganisational start.

Expansion or Replication Expenditurss 1in New Aresas-
Similar to "Start-up Capital,” expansion and replication
costs are those costs hecessary to expand existing operations
and/or to move into new geographic areas with the same programme.
Expansion/replication costs include start-up capital for the new
onerations but also usually entail some additional administrative
gither

ovarheads for existing operaticns which are otten

overlooked or ignoreaq.

wWa can define "self-sufficiency"” as:

Self-sufficiercy 1is the ability of an organisatior

46



finance 1ts recurrert expenditures and ieplacemnent
capital costs from coperations and Tlocal sources of
funds. The ability to finance the replication or
expansion of existing operations, or start-up of new
organisations is nct considered a necessity to

achieving a self-sufficient status.

Such a definition recognises that businesses, colleges, unhiversi-
ties, hospitals and many other modern sector institutions arc
considered self-sufficient but reauire external financial help
to expand or start new work. Therefcre, “financial maturity”
as an organisation cdepends more oh an organisation’s ability

to stay 1in operation than on its ability to expand.

SUMMARY

The literature on NGOs and small enterprise development is
expanding and asking relevant questions of the NGO sector and
about the management and operational opportunitiess and problems
faced. As support for NGOs continues and increases s0 will
pressure for changes that may rob NGOs of their vital nature.
While change will always be needed to improve the effectiveness
and efficiency of operations, there is and will be pressure from
governments, donor organisations, and other institutions to
remake NGCs into what they are not. There needs to be some clear
research done to try to plot what NGO’s really are now before

trying to change them into something else. The remainder of this

a7



study attempts to start the process of analysing where NGO’s are
in cne sector of Kenya’s rich NGG population-—-- the fermal or
Grass Roots 3upport Organisations” working to sasstist small and

micro- business people te improve their businesses.

I1II. SUMMARY OF FINDINGS AND MAJOR CONCLUSIOMNS

1. There were sixty one formal non-commercial NGO’s in Kenva
working on small enterprise deveiopment (3ED) as reported in
previous studies by KREP and Netheriands Government studies.
{Dondo, 1991;Niulize, 1993, Tomesson, 19931 Of these, an estimat
ed forty nine have programmes working directly with small scale
enterprises (SSE). Thirty three of these were interviewad as par:
of thise study. (See Sample below.) Not incliuded were Village
Polytechnics, rotating savings and credit associations (ROSCA’s)

and credit cooperatives which wocgether number 1in the thousands.

2. Each Kenyan admiristrative district has at ieast fifteen
agencies claiming to do some werk in some way in the district.
Over thirty agencies claim to have some kind of work in Nairob!

These numbers are somewhat misieading in that conhsuiiting

na

by

training agencies may claim to work all over the countr. ot =

only hold infreguent seminars 1n some districts.
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3. while NGO's are wcrking throughcut the nation to assist tne
SSE sector, only a small percen*age of Kenya's total small and
micro- enterprises are being assisted by the thirty three NGG's
principally involved in §.D assistance. In 1992, agencies said
that they served rounhly 40,700 clients or beneficiaries of the

more than 900,000 estimated small and medium enterprises.

4. AGENCY TYPES AND THE IMPGRTANCE OF VALUES- There are more
voluntary Organisations working in SEDR than any other NGO type.
0f these, many are church reiated. Donor Local Organisations are

the next largest NGO category.

Many of these VO’s have religious affiliations all of which sug-
gests that "values" are indeed very important at least as a
motivation for institutionai creation if not for employee motiva-
tion. Almost ali (94%) of agencies claimed to have a corporate
"Purpose or Mission Statement.” Almost as many (83%) claimed to
use it in planning and evaluating their SED work suggesting that
managers at least think that they should use "purpose ctatements’
overationally. This lends support to the importance cf values as

~Ctivators stressed by Korten. Brown, et al.

5. ORGANISATIONAL AND PROGRAMME DESIGN
he average age of the agencies was eighteen years. Most of the
agencies were started by expatriates who no londer run the agency

but 42% of agencies had l'ocal leaders as founders or some combi-
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nation. This suggests that Havers concern for NGO founders who
"hold on for too 1ong” 1s net valid for these Targer NGO’s 1in

Kenya.

In questions about programme design whers respondents gave
multiple answers, 63% of agencies had their programmaes designed
in part by "experts” and 53% "“copied cother programmes”
suggesting that SED NGOs are NOT as innovative and creative as
the Titerature claims. This behaviour may not be normative for
all MGO's. There may be an SED sector skew here due to the
"popularity” of the Grameen Bank and "minimalist” models wh-ch

many are copying.

But, there is also evidence here for another theory that most
NGO’'s are "herd" creatures and that NGO s adopt whatever the
newest vogue 1is in development thinking and whatever the donors
seem to be supporting. A corollary to this theory wouid Le that
only a few NGO’s are very creative and inncvative. Additional
rasearch ought to be done on the creation and adogtion of innov:

tions within NG0O’'s and the impact of deonors oh programme design

6. BENEFICIARIES’ PARTICIPATION IN DESIGN

The NGO's surveyed split roughly into two camps--- "participa-
tive" and "non-participative” in beneficiary involvement in
design of the SED programmes. About half of the agenciea us

€L

participative methods involving clients in designing i
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programmes.

Half o~ the agencies surveyed chose SED programme areas without
any beneficrary participation. Forty two percent (42%) of agen-
cies said that clients had "no 'npu*” into the design of the SED
programme. This was surprising in that one of the more copied
programme models is the Grameen Bann that stressas client partic-

ipation at every level incluaing design.

There are muitiple possible explanations for the lack of partici-
cation in design:

2. NGO's in general have hever really been participative in
design except for the rare exceptions.

b. SED MNGO’s have never becn participative but other NGO’s are
more participative in design.

c. This could he a change 1n NGC behaviour reflecting the effect
of "business attitudes” cn aygencies that for the most part might
be expected to follow “"community development participatory”

design technigues.

7. BENEFICIARY PARTICIPATION IN PROGRAMME MANAGEMENT
Mcot SED programme maragers ciaim to have some mechanism to get
direct feedback from clients with group meetings betwsen clients
and managers being the most popular. However, most agencies do
provide for the direct oversight of programmes by benefi~
aries in any kind of management relationship or position. NGO

-2rature suggests that NGO are more responsive +o local
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beneficiaries ana "the peopls” due tc their close relationship
including management structures that provide for the beneficia-
ries to actually hold NGO staff accourntabile. For the most
part, these SSE programmes are not accountable to Tocal
beneficiaries 1in formal and direct ways although most cite
"staff contact" and pericdic "managemant meetings with benefi-
ciaries” as ways that beneficiaries bave input to programme
managemant. This may be due to the emphasis by some of these

agencies on "businesslike” services rather than "social welfare'

sarvices.

8. WORKING WITH THE POGCR

4 large majority of the agencias claim te work with the "poor”
but operational definitions of poverty are ill-defined for most
agenci~s. Averagely, about 74% of the agancies claimsd that "Ail"
(defined as 8%% to 100%) or "Most” (8E%-56%) of their benefi-

ciarias were "“poor."

Very few respondents believe that their agencies are targeting
or actually workina with the very poorest elements (eg. orphans,
widows, etc.) of society who need the most ecconomic assistance.
Most agencies are working with existing small and micro-business
operators who may be poor but are not the most vuilneraonle, Five
agencies have specifically targeted and believe that they ar-

reaching poor geople in the lowest econcmic strata.
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This is consistent with Boomgard’s findings in U.S.A.I.D.’'s

review of microenterprise progra~mes in 1233, [Roomgard, 1989)

g. Of a1l the ag

(v

ncies interviewed, about one third were focused
so’ely on SED with no other typese of developmeitt programmes while
the other two thirds had mixed portfolios of SED and development
and/or relief programmes (multi-sectoral agencies). Almost tLhree

quarters (73%) of agercies interviewed use credit as part of

.heir assistance strategy.

0. Minimalist credit models were the more cost efficient agen-
cies in terms of lower cost per loan or cost per client served
of all the assistance strategies surveyed in responding agencies.
Many of the responding agencies have switched to minimalist
credit strategies from other strategies. Those agencies which
hzave switched generally report far lower costs per beneficiary or
cost per loan than with previous credit strategies. The choice
of service strategy clearly has a large effect on overall pro-

gramme costs ana cost per client served.

Nevertheless, different service strategies continue to be

necessary tec meet diffaring keneficiary needs. There seems to be
No strategic thinking or theory of what the right mix of agencies
NG programme strategies might be Lo ensure that client needs are

t. A conference of agenciecs and donors might be held to ensure

there is some coorcdination of agency efforts.
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11. COET PER DIRECT BENEFICIARY

The agencies in the sample seem to have much lower costs per

beneficiary than other sma'l enterprise assistance agency sample

from the small numper of studies done elsewhere. In 1922, o

-

the

eleven agencies for which sufficient data exist to comgute tihi

category, Agency B emerges as th

o

mest cost efficient amall
enterprise development (SEDR) agency with a caost of 407 Kenvar
Shillings (KSH) per beneficiary per vyear. Agency € was second
with 698 KSH per beneficiary, and Azency A was third with 267

se agencias were far below

[0

KSH per beneficiary. A1l three cf th

the mean for the eleven agencies of 5,059 KSH per beneficiary.

These costs compare very favourably with Boomgard’s review of
U.5.A.1.D0. p.ogrammes covering a variety of assistance mcdels

worldwide over a three year period:

Cost per bereficiary 1is apn indicator for comparing
efficiency across programs and efficiency over time for
an individual program. Cost per beneficiary varied
widely across the programs—-7rom $90 tc $7.000. [Soom-

gard, 1989]

Boomgard’s sample had average annuai costs of $30- $2,332 wih '~
is much higher than the $5-10 range seen here (using a -2

of 6C0'ksih. to $1US). The explanation mav be in part that
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~-rogramme overhead costs are subsidised by the parent NGO in the

Kenyan sample.

For example. in the Kenyan samplie, Agency C's costs are under-
stated due tc using fourteen Community Development Officers from
another programme as Loan Officers. Their salaries are being paid
for by other programmes which constitutes a large subsidy of

unknown size.

In general, agencies tended to charge costs in different ways
which means that comparative cost figures may be coinparing
"apples and oranges.” A number of agencies have key managers
whose costs are not charged against the SED program but are
charged to other agency accounts or are paid from outside (such
as expatriate managers). The effect is to give these agencises a
false internal picture of theirr "true"” operational costs and to
under report programme costs to ocutsiders who may hot reaiise
these special relationships. However, in this study. adjustments
have been made or sensitivity aralyses run where differences are
known to exist to try to "level the field.” The SED agencies as a
group should consider ho?’ding a conference of finance officers to
cdavelop a set of “genheraliy accepted accounting princip.es" for

use 1in reporting SED agency accounts.

12. COST PER KSH. LENT

‘nimalist credit programmes can achieve very low costs per

55



-~

Venyan Shilling (KSH) Toanad out. In 13992, of the nine c¢redit
programmes giving financial detailis. Agency A was the most
efficient on a <cost per shilling lcaned vasis with a cost of
.15 KSH per shilling loaned. Agency B was seccend with .20 K3H per

beneficiary and Agency E was third with .22 KSH per shiiling

Toaned.

13. COST PER TRAINING DAY

o

Tn 1992, the cost of one loan {average of 5,298 K3H) was equal to

Y]

about nine days of seminar training (averagely 906 KSH per day
per trainee). Agency D was found to be the more cost efficient of
the seminar training organisations with 1992 costs of 813 KSH per

client training day (eight hours of training per person ftrained).

14. There appears to be no clear correlation betwesen locw ccstg
per loan or beneficiary and whether or not a small business
assistance programme 1is part of a larger agency with other
sectoral programmes (multi-sectoral) cr is an agency "dsdicated”
to s3mall business assistance with no other sectoral program-
mes. Agencies A,B,C, and E were found to ce the more efficient
programmes with the lower caosts per loan and beneficiary than
otner programmes. Agency B is a “dedicated” 3ED agency wnile
Agencies A and E are muiti-sectoral agencies. At the opposite end
of the efficiency range, some of the agencies with the higher

costs per loan/beneficiary were both "multi-sectoral”™ anc de



T~-s suggests that, while z-actitioners may feel clear differenc-
es between the "businesslike ' ' SEL programmes and the more "wel-
fare orientation” of the multisectoral deve cpmeat agencies,
these differences may not be the most 1mportant variables in
organisational efficiancy. Programme design and programme mahage-
ment may be far more 1mportant variabies. Agencies A, B, and E
have s*milar "mirimalist” designs while Agency C is a different

design working with group businesses.

15. The four more ccst efficient agencies have well focused
and Timited ‘“catchment” areas and are considered "local"” or
regional” rather than "national."” For Agency B, this 1is a
strategic consideraticn 1in cheoosing new areas in which to
work that will support at least 1,800 small business clients
within the first year of operaticn and within 5 km. of <the
area office. Agencies A, B, C and E have smaller catchment areas
than mcst of thc other studied agencies which are trying to reach

broader geographic locations.

Agencies that are trying to cover larger geographic areas may pay
a high price in transportation and management overheads for
covering more territory and do not appear to be either: a) more
ef fective from the evaluaticns read; nor b) more able to cover
larger numpers of beneficiaries which might be reasonable "trade-
-offs. Interestingtly, the cost of reaching  the wider dispersion

of rural beneficiaries (Agency A, and much of Agencies C and



Agency E) seems offset by lower costs in tne rural areas =0 that

rural programmes are among the more cost efficient.

From a policy point of view, this suggests that government and
donors might consider encouraging ard supporting larger numbers
of smaller and geographicaliy welil focused agencies rather than
working with a few large agenci=zs trying to achieve brcad scale
coverage or trying to scale-up geographic coverage of small

agencies.

16. INTEREST RATES

Wwhile many credit programmes were chnarging market interest rates,
no credit programme was charging a 'real” interest rate (ail
costs plus inflation) to preserve purchasing power at the time cf
the study. This suggests that the credit programmes nmust have
partially decapitalised in the period of Kenya’'’s rapid inflationr
(1992-93) when the highest small business loan cradit agency
interest rates charged were 35% and inflation rate was estimated
variously at 45%-105% [Economist, 12893]. The extent of the loan
fund cdecapitalisation was not part of the research study and s

an area for further research.

17. SELF-SUFFICIENCY
Small business assistance programmes in Kenya can achieve
operational self-sufficiency where operational income is egual

to or greater than operational expenses. Four (35%) of the

(84
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e 'even agencies giving financial details report over 90% opera-
tional self-sufficiency for 1992. In 1992, two "minimalist”
agencies—-—- Agency A and Agency 8--- emerge as having achieved
operatioral self-sufficiency. "Operational self- sufficiency"” is
gefined as operational i1nccme (without grants but including local
donations) divided Doy operaticnal expensaes (excluding capital

e'panses, financial costs, etc.). Data are incomglete for 1993.
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IV, METHODOLCGY

PURPOSE OF THE RESEARCH

The purpose of the research 1i1s <o test several of the
development literature’s hypotheses about the efficacy and
efficiency of non-governmentail organisations (NGO’s) as develop-
ment agencies. Tne agencies chosen for study are those assisting
the small scale enterprise (S8%Z) sector in Kenya.

OVERALL RESEARCH DESIGN

The research uses personal interviews and financial data gathered
as primary data for analysis of NGO’s. This research has three
phases to it. The first phase 1is a review of the i1iterature
on NGO’s and small husinsess assistance agencies 1in Kenya, and,
where appropriate, elsewhere. The second phase is fisld research
in Kenya with two parts to it (Tier I and Tier II) discusss
under Ficld Methodology. The final phase is analysis and write up
of the successful agencies and comparison to thie practices
described/ advocated in the general literature for small enterprise
assistance agencies throughout the world. The literature and Tier
I1{ research are not summarised here.

FIELD RESEARCH METHCDOLOGY
The field rasearch was carried out during May-August, 1993, with
follow~up research 1in Jdaruary, 1334, The research had twc parts:

1. TIER I- A Vist of NGO’s operating small entarprise development
programming 1in Kenya was compiled from existing lists. [Aleke-
Dondo, 1991; Niulize, 1993; Tomesson, 19937 Persona!l irnterviews
were arranged with Chief Executive and/or Chief CQperating Officers
of these agencies selected by agsiicy type and ¢overage area.
Longitidinal *“inancia! and operational data were collacted fraom
ax1sting reports for these interviewed agencies. A guestionnaire
is found in Annex II.

2. TIER ITI- Two of the more efficient NGD’s were chosen as cass
studies and researched in greater depith to assess which factors
are considered.most important by agency staff for the agency’s
effectivenass and efficiency. This research is not included here.

1V. SAMPLE

This study is focused on the rnon-govarnmental organisaticns that
are ncon-profit small business develcpment assistance agencies
w'th field cperations directly assisting small businesses arc
small income generating groups. Donor organisations ("ike Foro
Foundation), businesses (like barks), and gcvernmental agencies
ware excluded from the study.

There were sixty one (61) of these agencies on the composite
list. developed from the existing literature and additional sug-
gestions from practitioners. This totail obvicusly deoes not

(7]
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clude the thcusands of Village Polytechnic (VP's), Savings and
Credyt Zooperatives (SACCO's), and groubs receiving assistance
many of wh-th hiave assistance agency characteristics). [Alila,
1330]

0f these 51Xty one Aagencies, there were thirty-three agencies
interviewed w th S8ED programines working directly with business
peovie. The average age of these agencies was 18 years meaning that
the average agency began in 1976. Their SED programmes were for
the most part begun much 1ater and are relatively new.

TABLE 1: AGENCIES INTERVIEWED

ALL
AGENCIES
INTERVIEWED
NUMBER OF AGENCIES 33
YEAR AVG. AGENCY START IN KENYA 1976
AVERAGE YEARS IN OPERATION 18

A. INTERVIEWS

AGENCY TYPE AND SIZE BY DISTRICT3 COVERED

Agencies were cross tabuiated with geographic coverage and type
of agency 1in Table 2. Of agencies studied, the singie largest
groun is the "local” Church based "Voluntary Organisations-
Church"” (VOC) with 5 agencies (18%) of the total. Local Voluntary
agencies (VO/VOC) as a whole make up the largest group accounting
for 9 agencies (27%) of the total. Overall, the three most
represented agency types are: seven Donor Local Organisations
\1like Worid Vision, Action Aid), ten Voluntary organisations
(1ike Partnersh'p for Preductivity, Improve Your Businesg) and
nine Voluntary Agencies-Church (VQC).

TABLE 2: TYPE CF AGENCY INTERVIEWED BY SED GFOGRAPHICAL COVERAGE

% OF

DLO DCNGO MO PSC VO vOC TOTAL TOTAL

NATIONAL 1 1 2 3 1 e 24 .2%
REGIONAL 3 1 1 3 3 11 33.3%
LOCAL 3 1 1 4 5 14 42 .4%
TOTAL 7 2 4 1 10 9 33 100.0%

% OF TOTAL 21.2% 6.1% 12.1% 3.0% 30.3% 27.3% 100.0%

B. FINANCIAL REPORTS
A1l agencies 1interviewed were asked for financial information
about the’'r SED programmes. Eighteen (56%) of the thirty-three
agencies with direct field operations responded with at least
partial financial information for the three year period (1990-
1993) that was wuseful 1n segregating small scale enterprise
ncevelopment activities. Most agencies have given only partial
nancial information fcor 1293 because annual accounts were not
prepared when tha research was done. Therefore, 1933 data are not
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summarised here but may be added Gater. {Some mnulti-sectcral
programme agencies w=re unable to segregate the SED sector of
their operations. )

wherever possible, published annval reports have been sought and
used as verification of data given in 1interviews. 1In every
interview, reaspondents asked Tor the opportunity tc alliow ac-
countants or financial sections to review the guestions. and to
111 1in the forms. In each case, respondents took the forms and
returned them later via hand, mail, or fax.

KREP’s Juhudi programme was separated from the octher KREP
functions and counted as an independent field programme bhacause
of the availability segregated Juhudi finances. Agencies with
at. least two years of operational and financial data, ccmplete
data, and formal evaluations were then taken as the final sample.
The financial sample agencies are listed in Annex ITI.

These twelve represented the types and regicnhal categories shown in
Table 3:

TABLE 3: TYPE OF AGENCY BY SED GEOGRAPHICAL COVERAGE

% OF

oLoO DONGO MO PEC Vo VOC TOTAL TAOTA

NATTIONAL 2 1 1 4 33.3%

REGIONAL 1 2 1 4 33.3%

1OCAL 1 1 2 4 33.3%

TOTAL 1 1 ” 1 3 4 12 100%
% OF TOTAL 8% 8% 17% 2% 20 33% 100%

These are thought to be reasonab’iy representative of the various
types although the Donor Local organisations are under~represented
in part because of the difficulty that some nave in segregating
their SED expenses from 1integrated project financial reports.
Agencies which did not rcturn the financial data forms self-
selacted out cf the sample.

There are some also gaps by model typas in the financial sample.

Jisaidie (marketing), KM&P (consulting/training), Action Aid
(integrated urban development), and Daraja Trust {(housing) did not
return enough financial 1information but represent assistance

models which might be compared to the minimalist model. Christian
Industrial Training Centre- Nairobi was included in the sample tc
cempare the reiatively high cost of veocaticonal education to the
other models but its methodology and ocutcomes are very different.
CITC- Naircoby should really be compared to other vocational
equcation institutions for their figures to be a fair representa-
tion of the efficiency as an institution. The net effect of this
inclusion is to raise the mean in meoat instances.

[s)]
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4. MEASURES

A. EFFECTIVENESS MEASURES

Because this research is focused on SED agency management and not
on beneficiaries, impact studies are considered beyond the scope
of the research. Nevertheless, efficiency or "agency sustainabil-
ity without "effectiveness” would be hcllow measures of good SED
agency management. Therefore, proxy measures were used for effect-
iveness from evaluation studies conducted prior to this research to
study the impact on beneficiaries. If no impact evaliuations had
been done on the agency’s SED programmes, then, an "a priori”
ssumption was made that the agency was NOT effective bhecause
evaluation is important to learning about a programme. Agencies
were asked for a copy of the evaluation if availabie. Many
agencies gave copies of their evaluations. These evaluaticns

“or the most part showed positive 1mpact on the beneficiaries. In
many cases, these evaluations 1led to 1impvortant changes 1in
operations--- especially, from "individual loan" assistance mcdels
to "solidarity group” models (KREP, NCCK, PCEA Chogoria, Tototo,
et al.).[Sebstad, 1991; Oketch, 1991: Oenga, 1991]

B. EFFICIENCY MEASURES

Efficiency issues were largely defined in terms of the agencies’
staff productivity and finances as cost functions of: loans,
amount loanea, beneficiaries, and training days. The following
criteria were selected for comparison across agencies:

TOTAL COST PER LOAN

TOTAL COST PER CLIENT/BENEFICTARY (TRAINING OR LOCAN)
TOTAL COST PER SHILLINZ (SH.) LENT

TGTAL COST PER CLIENT TRAINING DAY

C. SUSTAINABILITY MEASURES

"Operating self-sufficiency” was measurad by dividing total
operating {non-grant or loan) income by Lotal operating expenses
(excluding capital expenszs, interest on loan capital borrowed,
bad debts or defaults, inflation or foreign exchange reserves oOr
cther financial or non-operating expenses). Such a ratio is
recommended 1n the l1iterature [Christensan, 19891: Waterfield,
1992] as a "bare bones"” sustainability measure.

Consideration was given to including alsc a "financial self-
sufficiency ratio"” measured by dividing total (non-grant or lcan)
income by total expenses (including capital expenses as
depreciation, 1interest on loan capital borrowed, bad debts or
defaults, inflation or foreign exchange reserves or other financial
or non-operating expenses). Such a ratio is recommended 1in the
same literature as a full measure of an agency’s ability to sustain
its operations without additional firnancial assistance. However,
vhen tested, such a measure was ineaningless for most agencies
cecause of iow capital costs and the absence of inflation/foreign
exchange reserves.
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V. FINDINGS

1. AGENCY START-UP- Expatriates have had a large role 1in the
creation of new NGO’s in Kenya. About two thirds (84%) of all the
agencies had an exgatriate involved in the agsncy start-up.
Relatively few had Local Kenvan leaders {(26%) or local people
(16%) 1involved 1in start—up of the agencies.

TABLE_4: AGENCY BEGINNING

% OF

HOW DID THIS AGENCY TOTAL TOTAL
GET STARTED? : RESP. RESP.
EXPATS 21 54%
LOCAL LEADERS 14 42%
LOCAL PECPLE 7 21%
TOTAL RESPONSES ) 42 127%
- 33 100%

As might be expected, smaller tocal jevel NGO’s had far more
participation in desian and manhagement by iocal leaders and lccal
people than did agencies at the national and regional levels.

2. LEGAL REGISTRATION

About hatf of the agencies (46% ) were registered legailly as not-
for-profit corporations without share capital while a silightly
larger group (52%) was legally rezistered as an "NGO." These
iegally registered as indeperdent NGO’s further broke down 1nto
one third (33%) as "Local NGO’s" (meaning that Kenya was their
headquarters) while eighteen percent were registered as “0Offices

of International NGO’s." Cne quarter (24x%) were operating under
the legail organisation of a registered church. There was overiap
because many agencies were registered both as legal “corpora-

t.ions" with the Attorney General’s Office and as NGO'’s with the
Office of the President under the NGO Bi17.

TABLE 5: LEGAL REGISTRATION

% OF
HOW ARE YOU LEGALLY TOTAL TOTAL
neaT3TERED? RESP. RESP.
NP CORP. W/O SHARE CAPITAL 15 45 5%
LOCAL NGC 11 2. 3%
GHURCH CRGANISATION 8 24.2%
OFFICE OF INTL. NGO 6 18.2%
PRIVATE CO. 1 3.0%
TRUST BY GUARANTEE 1 3.0%
COOPERATIVE 0 0.0%
TOTAL RESPONSES . 42 127.3%

N= 32 100.0%

64



3. NGO TYPES

“he li1terature about NGO's deals with trying to build typologies
for NGO’s as categor-es. This 1literature, however, is backed
with 1ittle empirical data to build a desc 1pticn of the occur-
rence of NGO types in a given country or sectot.

Most of the agencies interviewed were Voluntary 9Organisations.
over half (61%) of the agencises 1interviewed were Voluntary
Organisation (VO) while another 21% were Donor Local Organisation
(DLO). Of the 33 completed interviews with organisaticns having
some type of small scale programme, there was a strong preponder-
ance of Voluntary Organisation (V0O) split 1into two types:
voluntary Organisations (V0)(30.3%), and Church Voluntary
Organisations (VOC)(30.3%). Smaller numbers were found for: Member
Organisations {(MO) (4 agencies or 12%), and one agency each for
Public Service Contractor (3%), GONGO, and DONGO. Definitions for
each were provided to each respondent by the interviewer.

TABLE 6: NGO TYPES

WHAT KIND OF AN NG TOTAL TOTAL
ANOULD YOU CALL THIS? RESP. RESP.
CHUKCH VO 10 30.3%
VOLUNTARY ORGANISATION 10 30.3%
DONOR LOCAL OFFICE 7 21.2%
MEMBER ORGANISATION 4 12.1%
NOT ANSWERED 2 6.1%
DCNGO 1 3.0%
PUBLIC SERVICE CONTRACTOR 1 3.0%
DONOK 0 0.0%
GONGO 0 0.0%
TOTAL RESPONSES Ry 106.1%
N= 33 100.0%

Two agencies claimed to be in two categories.

4. GEOGRAPHICAL COVERAGE OF AGENCIES

As might be expected, the largest number of agencies 1interviewed
with SED programmes were deemed "Local" because they operated in
three or less administrative districts of Kenya. One third were
classified as "Regional” working in four to twelve administrative
districts while eight (24%) were "Naticnal” with SED programne
operations in 13 or more administrative districts of Kenya.

% OF
TOTAL TOTAL
AGENCIES AGENCIES
NATIONAL 8 24.2%
REGIONAL 11 33.3%
LOCAL 14 42 . 4%

TOTAL 33 100.0%



HIGH GEOGRAPHICAL COVERAGE

Mo Kanyan zuministrative district apgears to te without at least
fifteen agencies undertaking some SED work 1in  that district.
There appears to be btroad based gecgraphicatl coverage of Kenva by
the agencies interviewed suggesting that every administrative
district has tifteen or more NGO’s with one or more SED projects
or programmes. These numbers are inflated by the Training agencies
(KMAP, KIM, CITC, etc.) that hold short seminars in many
di1fferent districts or attract students from every district but
hava no permanent facilities or staff in those districts.

Over thirty (91%) of the agencies interviewed claimed to have SED
work in Nairobi. Including agencies with national programmes
(Oxfam, World Vision, et al.) that may only have a lccal project,
there are 20 or more agencies working in the following districts:
Nairobi, Kisumu, Siaya, Kakamega, Machakos, Nyeri, Kajiade,
Kiambu, Mombassa, and Bungoma. (Sze Annex 4 for detaiis.)

Ther=2 are multiple agencies n scme rejatively small areas. For

example, 1in Nairobi’s Kibera, both KREP (credit), Jisaidie
(mar keting/training), and Ambhassador’s CDevelopment Agency
(training/credit, marketing) have orogrammes. In Nairobi’s Mathare
Valley, World Vision, Food for the Hungry (Faulu?}, Dandora

Welfare Assisvance Committee (WAC) and Redeemed Gospel Church
have credit programmes. Despite the proximity, there is no reason
to hbelieve that the credit market is saturated in these areas.

On the other hand, thare was some voluntary discussicn of inter-
agency cooperation--- especially, between agencies with different
type programmes. This symbiosis seend unplanned and uncoordinated
vet potentially very productive. Some further work to coordinate
and do research in this area might be very rewarding.

5. NUMBER OF BENEFICIARIES

Despite the wide geographiz coverage by agsncies, only an esti-
mated 40,700 direct beneficiaries were reported by these thirty
three agencies for 1392. This group of beneficiaries is less than
5% of the 910,000 sra'l and mecium enterprises estimated in Kenya
In the recent USAID national survey.|[Parker & Torres, 1¢94] These
figures would seem to roughly agree with Farker & Torres’s estimate
that only 5% of trheir sample had received assistance from formal
sources.



6. MULTI-SECTORAL AZENCILCS VZR3US DEDICATED 3SE AGENCIES

The e 1s an aimost 2ven split in the interviewed agencies betwean
tnose that do only zma’il scaie enterprise Zevelopment (SED)
(35%), those with S3E and other develeornmen: nrogrammes 1ike
health, and thcse with a combination of SED, Other Development,
and Relief.

TABLE 8: DEDICATED VERSUS MULTI-SECTORAL AGENCIES

WHAT ARZ= THE MAJOR % OF
PROGRAMMES THAT YCU HAVE TOTAL TOTAL
IN THIS AGENCY? RESP. RESP.
SED ONLY 11 33.3%
SED & OTHCER PROGRAMMES 12 36.4%
SEC & OTHER PROG’S & RELIEF 1C 3C.3%
TOTAL RESFONSES 33 100.0%
N= 33 100.0%

Ore clear difference emerging from verbtatims is that a*t least twc
(and maybs mere) multi-sactoral development and relief wgencies
have Jlittle or noc idea of row costly or how effechtive their SSE
wor! is despite spenc-rg thousands of dollars on it. A1l of their
SSE and other activit es are organised on « project busis that
makes it impossible for them to easily segragate data from small
sca = enterarise development or "income generating” activities.
The result 1s that these agencies SHE orogtammes have for the
most part nnt beer evaiuated on a sectcoral! basis.

Of even greater concern for this research, the finances for SED
efforts are also =emmingled with otner sectoral efforts on a
project kbasis and are not readiiy available for any kind of
analysis. Therefore, there is little or nc corporate understanding
about the <cost or effectiveness of their S3E efforts at the
national leveil although there may be more at the regiocnal or
iccal prcject ltevels of the same agencies. For this reason, most
of these SSE, development and relief agencies would not be
appropiriate for Tier II research.

7. SSE INTERVENTIONS- Most agencies (over 85%) with field opera-
tions offer mote than one type of smalil scale enterprise develop-
ment intervention to their S8SE clients. Despite a wide variety in
the types of assistance bzing »ffered o small scale enterprises by
all of the agencies, there 1is a clear preference for credit
orogrammes at this time among the agencies interviewed. About 70%
of the agencies cited "Credit” as a programme that they offer. Of
the eighteen agencies having credit” programmes, fourteen (54%) of
them have "Grcup credit"” programmes. A similar number have
favings" programmes all Tinked to credit programmes. Almost  two
thi~ds (64%) cf responding agencies nave a "Training” programme.
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TABL.E 9: SSE PROGRAM MODELS

SSE PROGRAMS

CREDIT 24 12.7%
FOR CREDIT ABOVE, GROUP 18 54.5%
FOF CREDIT ABOVE, INDIV,. 3 9.1%
FOR CREDIT ABOVE, INDIV. & GRP 3 9.1%
SAVINGS 18 54.5%
TRAINING 21 £63.6%
TRAINING/CREDIT 8 24.2%
CREDIT/TRAINING 1 3.0%
CONSULTING/TECH. ASSISTANCE ib 45.,56%
MARKETING 5 16.2%
GRANT 5 15, 2%
INCOME GENERATING 5 15.2%
VOCATIONAL EDUCATION 4 12.1%
LITERATURE 4 12.1%
APPROPRIATE TECHNOLOGY 3 Q.1%
HAZCICRAFTS 5.1%
POLICY ADVOCACY 1 3.0%
INDUSTRIAL ESTATES 1 3.0%
UMBRELLA 1 3.0%
INSTITUTIONAL SUPPORT 1 3.0%
TECHNOLOGY i 2.0%
NETWORKING GROUPS Q 0.0%
TOTAL RESPONSES 144 436.4%

N= 33 100.0%

8. UREDIT PROGRAMMES~ There is no evidence from evaluation reports
that the market for small scale enterprise credit has in any wa:’
been saturated. There appear, by all repocrtis, relatively few S8SE
Toans available compared to the reported demand suggesting that
there remains pienty of room for the expansion of existing ag=ncy
operations and even the entrance of other agencies into the credit
field.

Most credit programmes are relatively new having started during
t.the Tast ten years. A few are guite old and pioneers in the
field--- PfP (25 years), NCCK (17 years), and Totcto (18 years).
A1l three of these have been written up in the 8SE literature at
various points 1n the past althocugh none have been studied for
mission orientation or employee motivation. However, despite
organisational longevity, NCCK and PfP have Tost key personnel
within the past three years.

A1l credit agencies appear to be rapidly decapitalising their
Toan principai due to inflation. There are no agencies charging
‘real” interest rate (covering costs plus inflation) that will
preserve their loan fund principal’s purchasing power in Kenya’
current high inflationary spiral estimated at 48-105% p.a.

\1]

m
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[Zzoneomist, 1993 Mcst ag:nc.es cnargs what they conce.ve to be a
narket rate’' between “4% and 27%. The commercial bank rate was
arcund 24-26% during this same period. (Ir August, 1983, Kenya

Commercial Bank's rate was ZE.S5% per annu— “or cqualified small
susiness loans.)

9. MJLTI-SECTORAL DEVELOPMENT INTERVENTIONS- The Multi-sectoral
development programmes with SSE components also have a wide
variety of other development programmes that make up their
procgramme portfolic. Primary health and agriculture are the
two sectors most often appearing in portfolios with S8E programmes.

TABLE 10:AGENCIES® OTHER DEVELOPMENT PROGRAMME STRATEGIES

TOTAL % QF

DEVELOPMENT PROGRAMMES RESPONSES TOTAL
HEALTH- PRIMARY 13 65.0%
AGRICULTURE 10 50.0%
WATER 6 30.0%
INTEGRATED DEVELOPMENT 5 25.0%
ADVOCACY- POLICY 4 20.C%
GENDER 4 20.0%
OTHER 4 20.0%
ASAL 4 20.0%
EDUCATIGN- SCHCOLS 3 16.0%
LIVESTOCK 3 185.0%
HOUSING 3 15.0%
LEADERSHIP TRAINIHNG 3 15.0%
TEZAH.- APPROPRIATE 2 10.
SHELTER z 10.0%
LITERACY 2 10.0%
ENVIRONMENTAL 2 10.0%
ADVOCACY- TECHNICAL 10.0%
EVANGELISM 2 10.0%
POVERTY ALLEVIATION 2 10.0%
EDUCATION- NON-FORMAL 2 10.0%
AG./ OTHER CREDIT 2 10.0%
AID TO ELDERLY 1 5.0%
ENERGY 1 5.0%
FOOD SECURITY 1 5.0%
TRANSPORT 1 5.0%
SPONSORSHIP 1 5.0%
TECH.- INDIGENOUS 1 5.0%
HEALTH- SECONDARY 1 5.0%
HEALTH- TERTIARY 1 5.0%
CONSTRUCTICN 0 G.0%
TOTAL RESPONSES 8¢ 440 .0%

N= 20 100.0%
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10. PRESENCZ OF PURPQOSE STATEMENT

The vast majcrity (21 or 24%) of agencizs interviewed claimed to
lhave "Purpose” or "Missior Statements” as strategic documents.
Only two 4id not have such a statement. Of “he 32 agencies with a
purpose statement, most had a statement avaiiabie that the
interviewer could have. These may be analysed for content later.

TABLE 11: EXISTENCE OF CORPCORATE PURPOSE STATEMENT

DOES THIS AGENCY HAVE A % OF
PURPOSE/MISSION STATEMENT? TOTAL TOTAL
IS THERE A COPY AVAILABLE? RESP. RESP.
YES 31 93.9%
NO 6.1%
TOTAL RESPONSES 33 160.0%
N= 100.0%
COPY AVAILABLE 22 66.7%

11. PURPOSE STATEMENT USE IN PLANNING, EVALUATION, RECRUITING
About three gquartzars of the agencies claimed using the statement
in planning and evaluation exarcises wnile 9% claimea that they
used the statement "Gometimes.” There ic probabiy some ovarclaim-
ing of use in these groups although it is hard to know how much.
One sanijor Executive at one agency tcid how he uses the agency’s
purpose statement, al!l the time Lo plan and evaluate while a lcwer
level manager (1in charge of SSE) in the same agency claimed that
the zgency rarely it ever used the mission statement.

TAB_C 12: USE OF MISSION STATEMENT

0O YOU USE THE MISSION % OF
STATEMENT IN PLANNING TOTAL TOTAL
AND EVALUATION? RESE. RESP.
YES 24 82.8%
NO 3 10.3%
SOMETIMES 2 6.9%
TOTAL RESPONSES 29 100. 0%
N= 29 100.0%

The presence and use of a mission statement suggest a sense of
purpose that is often missing in many amall organisations. We
wouid expect a nigh sense of purpeose in Voluntary Organisations
where values are supposed to motivate according to the NGG
literature. A cross tabulation of Mission Statement and NGO type
may tease out confirmation of this possibility.



1mterestingly, fewer agencies (57%) claim tc use the Purpose
ctatement 1rn the recrurtment of personnel although almost the
same number (76% vs. 77% that claim having statements) use the
statement in recruiting at least some employees.

TABLE 13: JSE OF PURFOSE STATEMENT IN RECRUITING

DC YOU USE TEHE MISSION % OF
STATEMENT IN RECRUITING TOTAL TOTAL
NEW EMPLOYEES? RESP. RESP.
Y S. ALL EMPLOYEES 1€ 57.1%
NO 6 21.4%
YES, ZOME EMPLOYEES 6 2
TOTAL RESPONSES 28 100.0%
N= 28 100.0%

tdditicnal data on the communication of the Purpose sStatement to
employees was collected but 1is omitted 1in the 1interest of
space.

12. TARGET GRCUPS

A large majority (70%) of t'ie agencies interviewed claimed to
have written descriptions of their target groups. This question
was asked to ascertain agency efforts to clearly defina target
groups 1in anticipation of later questions about the "poor"” as
target groups.

TABLE 14: DESCRIPTICN COF TARGET GROUPS

DO YOU HAVE A WRITTEN % OF
DESCRIPTION COF YOUR TARGET TOTAL TOTAL
GROUPS FOR SSE? RESP. RESP.
YES 23 70%
NO 4 12%
NO RESPONSE/NOT ASKED 6 138%
TOTAL RESPONSES 33 100%
N= 33 100%

15. POOR AS TARGET GROUPS

Averagely, about 74% of the agencies claimed that "A11" (defined
as 86% to 100%) or “"Most” (85%-56%) of their beneficiaries were
poor." Several agencies were clear that they responded to threir
members needs (eg. KSTES, KWFT, YWCA) rather than to any particu-
'ar demographic sector.

st respondents asked for a definition of "poverty."” They were
en told that they should reply simply using their own subjec-
or agency definition of "poverty.” Many respondents did not



have a ready definition of poverty and tended to defina their
target groups in other terms such as "small and micro businesses”
or simply "businesses.” Some of thcse which seemed to address
"poverty issues” in their purpose statements apparently assumed
that the nature of their interventions (eg. very small lcans) or
the location of their programme cperations (eg. in a slum)
preclude middle cilass or richer people from benefiting Tfrom
the agencies’ interventions. Scme additional thought should be
given to this planning area to think through these issues wheare
they are 1important for agencies trying to ameliorate ‘“poverihyv.”
Key figures are:

TABLE t1E: THE POCR AS TARGET GROUP

% OF

TO WHAT EXTEMT ARE THE POOR TOTAL TOTAL
YOUR TARGET GROUP? RESP. RESP.
AL (86% ~100%) 13
MOST (55%- 85%) 12 35%
ABOUT BU% (B55%-45%) 1 3%
44%-25% 1 3%
LESS THAN 25% 1
NOT APPLICABLE 5
TOTAL RESPONSES 33 100%

N= 33 100%

The "poorest of the pnor"” for the most part seem to receijve
tittle attention from most responding agencies due to the diffi-
culty 1in forming businesses with people whe have 1ittle or no
business exrerience. While most agenci=s say they focus atten-
tion on the poc¢r, most of tne respondents candidly admitted that
they did not work much with the poorest groups needing the most
help. Five agencies claimed that 50% or more of their beneficia-
ries were in the bottom two Remenyi strata (eg. Actiocn Aid,
Ambassadors, CITC, Christian Self Development Fund, and Undugu
Society). No attempt has bezer made to verify these claims in
this research but this is an area worth pursuing in agency impact
evaluations.



Fesponcents were then shown a chart snowing strata of poverty as
tiey would seem to be dispersed from KRE®P's Kibera Micro-
enterprise study using Remenyi’s detinitions of the strata of
poverty defined fcr the respondents by the irnterviewer. [KREP
Kibera Study, 1992: Remenyi, 138¢] (See Anrex IV for a copv of
the strata and definitrons used.)

TABLE 16: REMENVI POYERTY STRATA AND TARGET GROUPS

AGENCIES

WITH SOME AVERAGE
WHAT PERCENTAGE OF YOUR % IN % IN
BENEFICIARIES FALL IN EACH GROUP? CATEGORY CATEGORY
NOT PGOR 5 2.9%
NEAR POCR a H.5%
ENTREPRENEURTAL POOR 19 22.5%
SELF-EMFLOYED POOR 25 48.0%
LABO IRT MG POOR 14 12.7%
VULNERABLE POOR e 8.5%
NOT APPLTCABLE/NC RESPONCE 5
TOTAL RESPCNSES 79 100%

N= 28

Thase resulits are certainly NOT definitive due to tne subjective
nature of the questiuns and the answviers which were often
admittedly 'ylLesses” on the part of respordents.

But, the responses uo reveal that most agencies do not think that
they are reaching the "poocrest” people in society. This 1s an
arza for policy <discussicon bezause empioyment of the "poor”
iunemployed) is often a major governinent ancd donoiw objective.
Donor agencies heed to think more about the recent foous on
"programme sustainakility” which is usually considered impossible
to achieve in trying to reach thesz groups. This finding is not
a surprise and is consistent with U.S.A.1.D. findings world-
wide. [Roomgatd et a'., 1989]

14. PARTICIPATION OF BENEFICIARIES

The Titerature about NGO’s postulates that NGOs are successful in
development work to & large extent due to the participation of
beneficiaries in the design, management and evaiuation of their
organisaticne and programmes. Most survey resroadents cited
met-ods that were non-participatory for beneficiaries as the
ways in whizch their programme actuaily decided which areas to go
into. Orly abocut 42% cf the regponses given by respondents
were considered as participatory (marked with a “P" in the
Table below).

While many agencies gave more than one method, a review of the
details shows that sixteen agencies (50%) did NOT cite a single
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method considered as participatory ere,.The non-participatory
methods are not necessarily "bacg”’ or "wrong" and may in fact more
accurately target poverty areas than if strictly participatory
methods were used. However, the sJrvey does cleariy suggest <thac
NGC's may not be as guided by beneficiaries as suggested in the
11terature. Most agericies use more than one methcod fTor deciding
where to put programmes suggesting that agency decision-making is
compiex and not necessarily simple.

TABLE 17: METHCDS FOR CHOOSING NEW PROGRAMME AREAS

% 0OF

HOW D1D YOU DECISE WHICH TOTAL TOTAL
AREAS 7O GO 707 RESP. RESF.
NEEDS ANALYSIS (MOSTLY EXTERNAL) 15 4T%

F CHURCH REQUEST 9 28%
INTERNAL AGENCY CRITERIA 8 25%

P EXI®TING PROJECT REQUEST 6 19%
P GROUP REQUEST 5 16%
INFORMAL BUSINESS DENSITY 3 9%
GOVERNMENT 3 5%
P"CALL" 3 S%
P LOCAL LEADERS 2 %
CTHER: 2 5%
DONORS 2 6%
BOARD MEMB'=RSHIP I 3%
CAPACITY OF NGO/DIOCESE 1 P
NGO REQUESTED 1 3%

P MIMBERSHIF 1 3%
TCTAL RESPONSES 62 134%
M= 32 100%
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in a similar questicon, agencies were asied how they had designed
their sma®’l scaie enterorise programme model. Again most agencies
gave more than one respcnse. Most agencies (63%) used "Experts”
(either 1internal or axternal to the agency) tc design their SSE
programmes, and an allied 53% freely admitted tc "copying other”
programmes. Only 31% involved baneficiaries in the design through
"group meetings."”

TABLE 18: SSE PROGRAMME DESIGN METHODS

% OF

HOwW DID YQU DESIGMN THE TOTAL TOTAL
SSE PROGRAM MCDEL? RESP. RESP.
EXPERT DESIGN 20 63%
COP7~ecD OTHERS 17 53%

P GROUP MEETINGS 10 31%
P EVOLU/JION 9 28%
F BASELINE NEEDS ASSESSMENT SURVEY 7 22%
EXPERT SURVEYS 4 13%
OTHER 3 9%

P COMMUNITY MEETINGS 3 9%
P FOCUS GROUPS 3 9%
COMM., LEADER S3URVEY 2 6%
KEY INFORMANT PANELS 1 3%
NGO REQUESTED 1 3%
INTERNAL ACENCY CRITERIA i 3%

P MEMBERSHIP MEETINGS 1 3%
TOTAL RESPONSES az 256%
N= 32 100%

In a follow~-up gquestion probe guestioun, respordents who had

not volunteered some specific beneficiary related design method
1n the preceding quastion were specifically asked how the benefi-
ciaries might have participated in the overall design of their
small scale enterprise programme. A smaller percentage (42%)
admitted that beneficiaries had nc input in the overall 8SE
design. This percentage still seems surprising when three of
these ten agencies refer to the Grameen Bank in Bangladesh as
their programme model. The Grameen Bank stresses beneficiary
rarticipation 1in every aspect of organisational design and man-
agement as a key feature of Grameen’s longterm success [Mann,
1990, Fugelsang, 19890].



Perhaps eveh mcvre surprising is that cne of thas2 programmes is »
training programme. It is hard to understand how one could start
a local training prcgramme without spending scme time finding cut
what target groups think they need for training.

TABLE 19: TARGET GROUP_PARTICIPATICON IN PRCGRAMME DESIGN

HCW DID THE TARGET GROUP % OF
PARTICIPATE IN THE OVEPALL TOTAL TOTAL
SSE DESIGN? RESP. RESP.
NO INPUT 10 42%
GROUP MEETINGS 8 33%
MEETINGS WITH NGO MEMBERS 4 17%
EXISTING PROGRAM 2 8%
EVOLUTION 2 8%
TPI/Z.L PROGRAM 1 4%
PROJECT RAPID APPRAISAL METHOD 1 4%
LOW INFUT X 1 4%
TOTAL RESPONSES 27 113%
N= 24 100%
NOT ASKED @ 25%

15. BENEFICIARY PARTICIPATION IN MANAGEMENT

Most agencies do not provide for the dircat oversight of pro-
garammes by beneficiaries in any kind of management relationship
or position other than through group credit management. NGO
literature suggests that NGOs are more respcnsive to local
beneficiaries ard "the pecple” due tc their close relationship
inctuding management structures that provide for the beneficia-
ries to actually hold NGO staff accountable. For the most
part, these SSE programmes are not accountable to Tocal
beneficiaries in a ‘direct way.
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An unduplicatea 50% of the agencies nave ne mechanism for benefi-
c-aries to hcld orcgramme management accountablie except through
staff contact (56%), meeting with beneficiary groups (41%), and
cradit group management (44%). While credi: grcup management
of"solidarity groups"” by beneficiaries is a very real and
pcwerful aspect of programme management, managenent of these
groups does not imply the ability to hoid field staff account-
able for its act-ons in the same way that Beard membership or
advisory committee membership does.

TABLE 20: CLIENT PARTICIPATION IN MANAGEMENT

HOW DID THE TARGET GROUPS % OF
PARTICIPATE IN THE MANAGEMENT TOTAL TOTAL
CF YCUR SSE PROGRAMME? RESP. RESP.
STAFF CONTACT 18 586%
CREDIT GROUP MANAGEMENT 14 44%
MEETINGS WITH GROUPS 13 41%

P CHURCH/NGO STRUCTURE 9 28%
OTHER 7 22%

¥ BCARD MEMBERSHIP 5 16%
P PRUJECT MANAGEMENT 5 6%
P ADVILORY COMMITTEE 4 13%
MONTHLY KePCRTS 3 9%
NONE 1 3%
NOT ASKED 2 6%
TOTAL RESPONSES 79 247%
N= 32 100%

None of the Donor Local Organisations that are local offices of
international NGO’s had any bereficiaries in their formal organi-
zational structures although as "foreign" agencies one might
expect them to be more sensitive to empowering beneficiaries.
This Jack of representatiorn in management does not mean that
these agencies are "1pso facto" less responsive to beneficiary
concerns but more research might be done in this area.

Several of the agencies that cite Grameen as their model have
failed to incorporate beneficiaries in their formal organisation-
al structures although Grameen prides itself on being owned and
manhaged 1in part by the "poor” who are their beneficiaries.
[Fugelsang, 1990; Marn, 1990] Grameen literature cites benefi-
ciary direct management participation and accountability as
a large part of its success.

Lack of that participation does not mean the agencies are either
more or less responsive to beneficiaries. That was not
researched. But it dces mean that most of these agencies are not
ag participatory in their management as the NGO literature
suggests.
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16. EFFECTIVENESS- PROGRAMME EVALUATIONS
Most (68%) of the agencies queried hag in vact had a formal
nrogramme evaluation. Only 11% had not had any evaluation or were
not planning any. This question was not asked of agencies whose
programmes were less than twoc yezars old.

TABLE 21: PROGRAMME EVALUATIONS

% OF
HAVE YOU EVER HAD YOUR TOTAL TOTAL
PROGRAMME EVALUATED FORMALLY? RESE. RESP.
YES 19 68%
NG 3 11%
SOME BPART OF PROGRAMME 1 4%
EVALUATION IN PRCGRESS 2 7%
PLANKED 1 4%
TOTAL RESPONSES 26 33%

M= 28 100%

SUMMARY OF AGENCY EVALUATIONE

While many ogencies made =avaluations available for inspection,
there were stili many unavailakie for reading. However, 1in those.
read, Seneficiary 1impact was often noi the primary focus or
the agency has subsequently changed 1ite assistance methodol-
cgy making its evaluation Jiess meaningful rar current copera-
tions. These evaluations often Jled to important changes 1in
operations--~- espacially, from "individual loan” assistance
models to "solidarity group" models (KREP, NCCK, PCEA Cnogoria,
Tototo, et al.).

These evaluations for the most part showed some positive 1mpact
on the beneficiaries. In many cases, however, these evalua-
tions were focused more on agency operations and Tess on
beneficiary impact. Some agencies relied on selected case
studies to demonstrate client impact rather than some random
sampling technigque and clear baseline and post-intervention
survey.
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17. EFFECTIVENESS- MONITORING
Most responding agencies (82%) collected baseiine data of some
type from beneficiaries before starting their programme.

TABLE 22: COLLECTION OF BASELINE INFORMATION

DID THE PROGRAMME COLLECT % OF
BASELINE DATA FOR CLIENTS TOTAL TOTAL
BEFORE THE PROGRAMME STARTED? RESP. RESP.
YES 23 82%
NO 3 11%
SOMETIMES 1 4%
TOTAL RESPONSES 27 96%
N= 27 1G0%

Wrhile baseline data were collected, only KREP appears to have an

ongoing monitoring system using time series data to track client

impact and even that system is recently in place. Baselinc data
H 1s of course usaful “or evalua.vors later 1in the programme.

18. COMPARISON WITH OTHER AGENCIES DATA

Cne of the more important learning techniquas for development
agencies can be to compare their effectivenzss and efficiency
data with that of other similar agencies. Very few agencies had
made such a compariscn despite the large number of evaluations
collected by KREP and available to the public. Agency evaluators
and donor agencies ought to remind development agencies to
compare data to better understand the meaning of their evalua-
tions.

TABLE 23: INTERAGENCY COMPARISON OF EVALUATION DATA

DID YOU COMPARE YOUR ¥ OF

EVALUATION RESULTS WITH THOSE TOTAL TOTAL

OF ANY OTHER AGENCY? RESP. RESP.

YES 4 24%

NO 15 88%

PLANNED 2 12%

UNSURE 1

NO EVALUATION 2

TOTAL RESPGCNSES 24 100%
N= 24 100%

i9. PROGRAMME EFFICIENCY

Three principal measures were used for efficiency: cost per
:neficiary served: cost per shilling lent (1oan programmes) or
st per perscn for one day of training (training programmes).
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COST PER DIRECT BENEFICIARY

In 1992, Agency B emerges as clearly the most efficient SED
agency with a cost of 407 KSH per beneficiary per year using the
Total Cost per Beneficiary measure. Agercy C was second with 698
KSH per client and Chogeria is third with 967 KSH per client.

Other agencies costs per beneficiary ranged from 1,316 KSH psar
beneficiary to 15,780 KSH per beneficiary.

COST PER KSH. LOANED

In 1992, of the nine ~redit programmas giving financial details,
Agency A was most efficient on a cost per shilling loaned basis
with a cost of .15 KSH per shiliing loaned. Agency B was
second with .20 KSH per shilling loaned and Tototo was third with
.22 KSH per ch-11ing loaned.

The mean for the programmes was 1.31 KSH for each KSH loaned.
Other agencies ranged from .49 KSH cost per KSH ient to 5.49 KSH
per K&H loaned.

20. PROGRAMME SELF-SUFFICIENCY
Four (36%) of the eieven agencies giving financial detsils for
three vyears report cver 90% operaticnel self-sufficiency for

their SED programmes in 1992, In 1922, twd programmes, Agency A
and Agency B, emerge as having achieved operational self-
sufficiency while two others, Agencies D and E, report over

90% operational self-sufficiency in their programmes.

"Operational self-sufficiency” 1s defined as operational
income (without grants but 1including loca?l! donations) <divided
by operational expenses (excluding capital expenses, financia’
costs, etc.) Data are inccemplete for 1293,

1992
OPERATIONAL ADJUSTED
SELF-SUFFICIENCY SELF-SUFFICIENCY
RATIOS RATIOS

AGENCY A 153% 101%

AGENCY B 147% 129%

AGENCY E 36%

AGENCY D 94%

Both Agency A and B realised substantial investment gains on

foreign exchange due to grants or investment transactions in 1992
that were included in the percentages reported in the left hand
column above. However, even with the "investment income” deduct-
ed, both agencies achieved over 100% self-sufficiency as shown in
the right hand column. Agency A’s costs are understated in their
accounts to some degree because the cost of the Programme

Manager. his office and expenses are not shown as a programme
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cost but carried by the NGO’s central accounts. However, even
by adding an estimated 500,000 KSH for tnese expenses, Agency
B would sti111 have an operational selif- sufficrency ratio of
cver 100%.

This is an exciting achievement for Kenyan NGO's and shows that
it can be done. As exciting are the unaudited reports by Agency
D that suggest that assistance models other than minimalist
credit may be able tc get close to self-sufficiency. The other
agencies ranged from 84% operational self-sufficiency to 4%.
Several Donor Local Organisations that did not give financial
details stated tnat "agency self-sufficiency” was NOT a corporate
objective although "beneficiary selif-sufficiency” was an
objective.

VI. FUTURE RESEARCH

This research leaves many questions still to be answered. One of
the more important issues might be an ongoing times series study
of agency cost efficieicy and comparisons such as this one. Such
a study should be useful to agencies and donors alike tc better
understand the cost implications of certair programmatic choices.
Implicit in the success cf such a study would be the use of
audited financial accounts that used a set of accounting stan-
dards common to the agencies involived. One of the problems in
this research has been to recognise that different legitimate
accounting practices can have large impact on the costing of
services. However, knowledgeable accountants can adjust reports
easily to "level the field" if there is candour abcut how finan-
ces are handled.

Some additional research areas might be:

1. The cost efficiency of helping existing local credit agencies
to become self-sustainable (as Care 1is doing) and the marketing
of products by agencies (1ike Jisaidie and Ambassadors) compared
to the training and credit programmes.

2. The decapitalisation effects of interest rates that are not
"real" rates (operational costs plus capitai costs plus inflation
and foreignh exchange effects).

3. Incomplete financial information received from grant pro-
grammes (Trickle Up and Christian 3elf-Development Fund) s
not complete enough tc allow a comparison of the strategies
from an organisational efficiency perspective. However, some
preliminary data suggest that grant making models may be less
expensive in transaction costs even than minimalist models and
well suited for "enterprise formation” strategies among the
very poor where risk 1is high and they have no business.
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More research might be done with the impact of grant making
interventions {(such as Trickle-Up and Christian Self-Development
Fund) due to their focus onh entrepreneurial start-ups and their
relatively 1low transaction costs.

4, To understand better NGOs and their work, there needs to be
much more comparative research done in surveys and case
studies to test the many assertions that are being made about
NGOs. Some of the areas most needing testing are:

a. The Importance of Mission to the NGO- What effects does a
strong sense of organisational mission have on Lhe performance of
the work if any?

b. Motivation of the NGO Employees— Are "values” and "mission” as
positively motivational for NGO employees as often asserted or
not? Or might they be superficial? Might interesting work, good
salary and benefits, smaller organisational structures, and other
employee motivators (well known in western industrial research)
be as important or more so in the high pnerformance of some NGOs,

¢c. Likewise, what is the effect of time on employee motivation?
Do valuss oriented employees "burn out” with time and lose
vitality? Or do they remain strong and zealous in ths face of low
salaries and fewer benefits buoyed by their sense of mission?

d. Comparative NGO Performance of Developmental Tasks- Are there
certain tasks that Voluntary Organisations can do better than
Public Service Contractors or Donor Organised NGOs or other types
of NGOs? If so, which tasks and why?

Within NGOs themselves, there needs to be more comparative analy-—-
sis 1in varijous areas to understand better whether tThere are
specific NGO strategies that are more effective and efficient

than others. Within the small business development arena, these
might be:
5. "Business Purpose and Culture"” versus "Community Development

Purpose and Culture"- Are single purpose NGOs run in a business-
Tike manner more effective and efficient than multi-sectoral
community development NGOs in developing small business among the
poor?

6. To what degree is "good management” a more important variable
te institutional success than the actual strategy or techniqgue
used in the field?
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ANNEX I

NGC’S IN SMALL ENTERPRIEE DEVELOPMENT IN KENYA

FITELD CATCHMENT
PROGRAMME SIZE NGO
INTERVIEWED AGENCY’S NAME SAMPLE  CLASS TYPE
Action Aid-- Kariobangi Project X LOCAL DLO
Adventists Development & Relief

Agency (ADRA) X REGIONAL DLO
Ambassador’s Development Agency X REGIONAL VO
CARE- Women Income Generating X LOCAL VG
Christian Children’s Fund X REGIONAL DLGC
Christian Industrial Training Centre X NATIONAL VGCC
Christian Self Development Fund (CSDF) X [LOCAL VO
Dandcra Community Credit Project (WAC) X LOCAL VOC
Daraja Trust X LOCAL VO
Diocese of Eldoret, C.P.K. X REGICNAL YOC
Diocese of Machakos, Catholic X LOCAL VOC
Food for Hungry~ Faulu Loan Scheme X L OCAL DLO
Imani X LOCAL VOC
Imgrove Your Business (IYB) X REGIONAL VO
Intermediate Technhology Development Grp. X NAT TONAL DLC
Jisaidie Cottage Industries X MATIONAL VO
KRFP- Juhudi & Chikola X LOCAL DONGC
Kenya Institute of Management (KIM) X NATIONAL MO
Kenya Management Assistance Prcogramme X NATIONAL VG
Kenya Small Traders Society (KSTS) X NATIONAL MO
Kenya Women Finance Trust X LOCAL MO
Kolping Society Financial Assistance X REGIONAL. VOO
National Council of Churches in Kenva X REGIONAL VOC
OXFAM X LOCAL pLO
PCEA Chogoria Hospital-

Enterprise Developmaent Programme X LCCAL VOC
PRIDE- Kenya X REGICNAL BSC
Partnership for Productivity X NATIONAL VO
Swall Enterprise Service Craanisation X LOCAL DONGO
St. John’s Church, Revoliving Loan Fund X LOCAL vQC
Tototo Home Industries Savings & Credit X REGIONAL VO
Undugu Saciety of Kenya X LOCAL VO
World Vision X NATIONAL DO
Young Women’s Christian Association- SED x REGIONAL MO

TOTAL AGENCIES INTERVIEWED WITH DIRECT PROGRAMMES
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ANNEX I (COCNT.)

NGO’S ZN SMALL ENTERPRISE DEVELOPMENT IN KENYA

CATCHMENT
SIZE NGO
INTERVIEWED AGENCY'S NAME CLASS TYPE

Interviewed Agencies Without a Direct Programme or which were
winding down and not 1ncluded in samnle.

Assistance to Business CTreation (ABC) NATIONAL GONGO
Catholic Relief Services NATIONAL DLO
Christian Health Association of Kenva/CBD SSE LOCAL MO
Zhristian Reformed World Relief NATIONAL DLO
Church of Prcvince of Kenya NATIONAIL CHU
Ford Foundation NATIONAL DO
Friedrich Naumann Stitfung NATIONAL DLO
Gatsby Trust NATIONAL DLO
Kenya Catholic Secretariat NATIONAL Vil
Kenya Rural wWomen’s Programme—- KERUWOP NATIONAL MO
Mennonhite Central Committee REGIONAL vOC
Netherlands Embassy NATIONAL GO
Trickle Up NATIONAL 0O
TOTAL AGENCIES INTERVIEWED 45
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ANNEX T1I

QUESTIONNATIRE

AGENCY INFFORMATION SHEET DATE:

NAME OF AGENCY
PERSON INTERVIEWED
POSTITION

HOW DID THIS AGENCY GET STARTED?

ARE YOU LEGALLY REGISTERED AS A NOT FOR PROFIT?__ COOP____

CHURCH PRIVATE CO.

WHAT KIND OF AN NGO WOULD YOU CALL THIS?(GIVE DEFIMITIONS.)
TYPE OF AGENCY

VOLUNTEER? PUBLIC SERVICE CONTRACTOR? DONGO?
MEMBER ORG.? CCOPERATIVE? GONGO7?
DONOR LOCAL? DONOR

DOES THIS AGENCY HAVE A PURPOSE/MISSION STATEMENT?
COPY AVAILABLE __ N/A___NO STATEMENT_

IF NGT AVAILABLE COULD YOU TELL ME WHAT THE STATEMENT SAYS?

DO YOU USE THE MISSION STATEMENT IN PLANNING AND EVALUATING

PROGRAMMES AND PROJECTS?

YES____ NO_ __ SCOMETIMES___ WHICH ONES?

DO YOU USE THE M1ISSION STATEMENT IN RECRUITING NEW EMPLCOYEEG?
YES NO SOME EMPLOYEES WHICH ONES?

IS THE MISSION STATEMENT PERIQDICALLY COMMUNICATED TO EMPLOYEES
70 REMIND THEM OF IT? YES____  NO SOME EMPLOYEES_ __ WHICH ONES?

ON THE AVERAGE HOW OFTEN WOULD YOU SAY THE MISSION STATEMENT IS
COMMUNICATED? ANNUALLY___ SEMI-ANNUALLY QUARTERLY__ MONTHLY_____
MORE OFTEN

HOW I& THE MISSION STATEMENT COMMUNICATED TC EMFLOYEEST
TALKS_ ___ NEWSLETTER/MAGAZINE_ __ MEMORANDA___ WORK DISCUSSIONS
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AGENCY INFORMATICN SHEET DATE:
AGENCY NAME:

MAJCR SECTORS OF AGENCY WORK-WHAT ARE THE MAJOR FROGRAMMES THAT
YOU HAVeE IN THIS AGENCY?

SSE_
CREDIT  CREDIT/TRAINING  TRAINING/CREDIT _ TRAINING_
TA/CONSULTING  GRANT____ MKTG__ IGA___  FUNDING__

OTHER:

DEV.

SEC. HEALTH  PRIM. HEALTH__ AGRIC._ _ LIVESTOCK____

EDUCATION-FORMAL _ EDUCATION-NONFORMAL __
OTHER:
RELIEF_ _

WHAT DO YOU CALL YOUR SMALL SCALE BUSINESS DEVELOPMENT PROGRAMME?
DOES IT HAVE A SPECIAL TITLE OR IS IT PART OF OTHER PROGRAMMES?

WHAT ARE THE GOALS AND OBJECTIVES OF SSE PROGRAMME?

WHAT SUCCESS HAS YCUR PROGRAMME HAD IN MEETING THOSE OBJECTIVES?

(IF NECESSARY) HOW DO YOU KNOW?

IN WHAT AREAS OF KENYA DOES YOUR AGENCY WCRK?
NBI __ ELDORET__ EMBU__ KAKAMEGA__KISUMU__MERU___MOMBASSA__

NAKURU _NYERI__ OTHER:

DOES YOUR SSE PROGRAMME OPERATE IN ALL OF THESE AREAS?
YES __ NO WHICH ONES?
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AGENCY INFORMATION SHEET DATEc:
AGENCY NAME:

DO YOU HAVE A WRITTEM DESCRIPTION OF YOUR TARGET GRQOUPS OR
BENEFICIARIES FOR YGCUR SMALL SCALE ENTERPRISE PROGRAMME?
YES NO

CAN I HAVE A COPY? IF NOT, COULD YOU DESCRIBE THEM TO ME?

SSE TARGET NUMBER OF ACTUAL BENEFICIARIES
GROUPS DESCRIPTORS GROUPS (?) 1993 1992 199 1890

1. MALES

2. FEMALES

3

TURN PAGE TO ADD OTHERS TOTAL

TO WHAT EXTENT ARE THE POOR YOUR TARGET GRGUP?
5=ALL (100-80%);
4=MOST (79%-55%);
3=ABOUT EO0%(54%—45%)
2=44%-25%;
1=LESS THAN 25%

(IF  POVERTY GROUPS ARE TARGETED OR PRESENT, SHOW THE REMENYI
STRATA AND DEFINE THEM.) WHAT PERCENTAGE OF YOUR BENEFICIARIES
FALL IN EACH OF THE FOLLOWING GROUPS?

NEAR POOR-.

ENTREFPRENEURIAL POOR=

SELF-EMPLOYED POOR=

LABOURING POOR=

VULNERABLE PQOR=

PROGRAMME DESIGN

HOW DID YOU DECIDE WHICH AREAS TO GO TO7?

GOVT ___ CALL_ NEEDS___ LOCA. LEADERS____ CHURCH REQUEST
OTHER :

HOW DID YOU DESIGN THIE SSE PROUGRAMME MODEL?
COPTED OTHERS___ EXPERT DESIGN___ COMMUNITY MEETINGS_ _

BASELINE NEEDS ASSESSMENT FOCUS GROUPS EXPERT SURVEYS__

COMM. LEADERS SURVEYS__ GROUP MEETINGS WITH
OTHER:

(1IF NOT CLEAR, PROBE TARGET GROUF PARTICIPATICN). CAN YOU TELL ME
HOW  THE TARGET GROUP PARTICIPATED IN THE OVERALL DESIGN OF THE
SSE PROGRAMME?
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AGENCY INFORMATICN SHEET DATE:
AGENCY NAME:

I AM VERY INTERESTED IN HOW TARGET GROUPS PARTICIPATE IF AT ALL
IN THE MANAGEMENT OF YOUR SSE PROGRAMME. HOW DO YOUR TARGET
GROUPS PARTICIPATE IN THE ONGOING MANAGEMENT OF SSE PROGRAMME?

BOARD MEMBERSHIF ADVISORY GROUP _  ONGOING MEETINGS WITH
GROUPS  (FREQUENCY?) STAFF CONTACT
OTHER:

WHAT SORT OF PROGRAMME MONITORING SYSTEM IF ANY DO YOU HAVE?

QUTPUTS/OPS
ADMIN

FINAN
IMPACT

WHAT CLIENT DATA IS MONITORED?

DID THE PROGRAMME COLLECT BASELINE DATA FOR CLIENTS BEFORE THE
PROGRAMME STARTED? YES__ __  NO____

WHAT INFO COLLECTED?

MONITORING DATA: WHAT INTERNAL DATA IN YOUR AGENCY IS MONITORED?

HAVE YOU EVER HAD YOUR PROGRAMME EVALUATED FORMALLYZ?YES_ NO_
IN PROGRESS

WOULD YOU BE ABLE TG SHARE A COPRY OF THE EVALUATION WITH ME?

YES_ _NO__ _MAYBE___

IF NO, CAN YOU TELL ME SOME THINGS ABCUT THE EVALUATION. DID YOU
MEASURE THE PROGRAMME’S IMPACT? YES/NO/CTHER _

(IF YES) WHAT DID YOU MEASURE?
EVALUATION MEASURES AMOUNT % CHANGE VS. BASELINE
INCREASES IN CLIENTS’ INCOME?
INCREASES IN CLIENTS’ EMPLOYEES?
QUALITY OF LIFE?
OTHER?



AGENCY INI"ORMATION SHEET DATE:
AGENCY NAME

HIDDEN/UNINTENDED IMPACTS?

DID YOU HAVE A CONTROL GROUF THAT WERE NOT IN YOUR PROGRAMME THAT

YOU ALSO MEASURED? YES MO

DID YOU COMPARE YCOUR EVALUATIOCN RESULTS WITH THOSE GF ANY OTHER

AGENCY? YES__ NO__ UNSURE_
(IF NOT DISCUSS BENEFITS OF DOING SO.)

ANOTHER AREA THAT I AM VERY INTERESTED IN IS THE NUMBER OF PEOPLE
THAT ARE ACTUALLY WORKING IN YOUR AGENCY AND THE PERCENTAGE OF
THESE  THAT ARE PRIMARILY WORKING ON THE SSE PROGRAMME. CAN  YOU
TELL ME THE UMBER OF PERSONNEL EMPLOYED OVERALL IN THIS AGENCY?

HCW MANY OF THESE ACTUALLY WORK ON THE SSE PROGRAMME?

THE GROWTH OF YOUR AGENCY IN NUMBERS OF PERSONNEL WOULD ALSQO
HELP. I WONDER IF I COULD GET A BREAKDOWN FROM YOU BY YEAR FOR
THE TYPES OF PEOPLE THAT YOU HAVE EMPLQOYED IN THE SSE PROGRAMME?

1983 1892 1991 1990
STAFF SIZE PAID/ PAID PAID/ PAID/
VOLUNTEER VOLUNTEER VOLUNTEER VOLUNT.

EXIC. DIRECTORS/OQOFFICERS

MTDDLE MGRS/FIN./TRNG.

BRANCH MGRS.

FIELD WORKERS/LO

SECRETARIAL

CLERICAIL

DRIVERS ,MESSENGERS . WATCHMEN
TOTAL

IDEALLY, HOW MANY BENEFICIARIES OR GROUPS OR LOANS DO YOU THINK
THAT ONE OF YOUR FIELD OFFICERS SHOULD WORK WITH AT ANY ONE TIME?

HCW MANY DO THEY ACTUALLY WORK WITH?

1993 1992 1291

©
w
o

NO. OF CREDIT OFFICERS
TOTAL NO. OF LOANS
TOTAL NO. OF CLIENTS

DO YOU OFFER THE FIELD WORKERS ANY INCENTIVES FOR
GOOD PERFORMANCE? YES NO



AGENCY INFORMATION SHEET DATE:

AGENCY NAMg:

Tre FINAL AREAS THAT I AM INTERESTED IN ARE: COSTS AND FINANCIAL
SUSTAINABILITY. DO YCU CHARGE FEES FOR SERVICES OR INTEREST FOR
LOANS ? HGW MUCH FCR EACK?

FCES: INTEREST ON LOANS:

CAN  YOU TELILL ME HOW MUCH OPERATING INCOME YOU ACTUALLY RECEIVED
FROM SSE PROGRAMME INCOMz BY TYPE DURING THE LAST FOUR YEARS?

OPERATING INCOME 1893 1932 1291 1390
INTEREST
FES,/COMMISSIONS
O"HER OPERATING
TRAINING
INVESTMENT INCOME
INCOME TOTAL

CAN  YOU TELL ME YOUR SSE OPERATING EXPENSES FOR THE LAST FOUR
YEARS?

EXPENSES 1823 1992 1991 1990
TOTAL SSE PERSONNEL

TOTAL SSE ADMIN COSTS
TOTAL NGO OVERHEAD
TOTAL SSE OPER. COSTS

FOR THE FOLLOWING AREAS, CAN YOU TELL ME IF THESE COSTS WERE
INCLUDED IN THE ABOVE EXPENSES? YES__ NO__

IF YES, <©CAN YOU TELL ME HOW MUCH WAS PROVIDED FOR EACH AREA. IF
NOT  INCLUDED DID YOU SET ASIDE ANY MONEY FOR THE FOLLOWING

CATEGORIES: 1993 1992 1991 1990
CAFITAL ITVEMS3

INTEREST/FEES ON LOANS
BtD DEBT RESERVE
INFLATION RESERVE
FCREIGN EXCHANGE RESERVE
TOTAL FIN. COSTS
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AGENCY INFORMATION SHEET DATE
AGENCY NAME:

LOAN PORTFOLT 0 PERFORMANCE 1983
NUMBER OF GROUPS

NUMBER OF GROUP LOANS

NUMBER OF INDSIVIDUAL BENEFICIARIES
NUMBER OF INDIVIDUAL LOANS

NUMBER OF LOANS 70O ORGANISATIONS

# OF TOTAL LOANS

TOTAL LOAN PORTFOLIO AVAILABLE
LOANS DISBURSED THIS YEAR

LOANS OUTSTAMNDING FROM PREV. YEARS
LOAN AMOUNT DUE THIS YEAR

LOAN AMOUNT REPAID

LOAN AMOUNT PREFAID BEFORE DUE
AT END OF YEAR

NO. OF LOANS IN ARREARS

NO. OF LOANS 1IN DEFAULT

AMOUMT OF DEF AULTS

E. SAVINGS

AMOUNT SAVED DURING YEAR

AMOUNT SEIZED FOR DEFAULT
WITHDRAWALS

NET SAVINGS THIS YEAR

CUM. TOTAL AMOUNT SAVED YEAR-END

G. LOANS BY GENDER IF AVAILABLE
MALES
FEMALES



AGENCY INFORMATION SHEET DATE:
AGENCY NAME:
H. TRAINING PROGRAMMES
IDEALLY, HOW MANY BENEFICIARIES OR GROUPS GR LOANS DO YOU THINK
THAT ONE OF YOUR TRAINING OFEICERS SHOULD WORK WITH AT ANY ONE
TIME?
HOW MANY DO THEY ACTUALLY WORK WITH?

1993 1992 1991 1990
NO. OF TRAINING OFFICERS
TOTAL NO. OF TRAINEES
TOTAL NO. OF TRAINING SESSIONS
LENGTH OF TRAINING SESSIONS
OR- TRAINEES' STUDY DAYS
(NO. OF TRAINEES X DAYS OF TRAINING)

DO YOU OFFER THE TRAINING WORKERS ANY INCENTIVES FOR
THEIR GOOD PERFORMANCE? YES____ NO__
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ANNEX 3
AGENCIES WITH FINANCIAL INFORMATION

agencies in the final sample for financial efficiency were:

DATA FOR

FINANCE
AGENCY NAME YEARS EVALUATION
Christian Industrial Training Center 3 x
Diocese of Machakos, Catholic 3 X
Food for Hungry- Faulu Loan Scheme 3 X
Improve Your Business (IYB) 3 X
KREP- Juhudi : 3. X
Kenya Institute of Management 3 X
Kenya Small Traders Society 3 X
National Council of Churches in Kenya 3 X
PCEA Chogoria Hospitall- SED 3 X
Partnership for Productivity (PFP) 3 X
PRIDE- Kenya 2 X

Tototo Home Industries Credit 3 X






ANNEX 4

STRATA OF POVERTY IN KIBERA, KENYA
:STIMATES BASED ON KREP 1991 CENSUS OF BUSINESS

entrepreneurlal Poor (1.0%)

\ear Poor (14.9%) | l
!

salf- Employed Poor (14.9%)

Laboring Poor (24.6%)

Vulnerable Poor (44.6%)

Entrepreneurs with employees

Security guards, domestic help,
other {ull-time but insecure jobs.

Owners of microenterprises with
no employees, street mechanics,
carpenters, tailors, masons.

Employeee of entreprensurial
poor, day laborers, those

incapable of holding full-time
work (alcoholics, mentally ill).

Women, widows, wives, children,
orphans, serious physical
handicaps,

Percentages estimated from KRE
Kibera Microenterprise Census- 2

After Dr. Joe Remenyi, 9/92



