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Introduction

In order to implement counselling services to the customers of the Commercial Bank of Ethiopia (CBE), a 5-day BDS workshop focussing on needs assessment of business operators, action planning and counselling has been organised by the Commercial Bank of Ethiopia (CBE) and the GTZ MSE-Development Programme from October 20 to 24, 2003.
The objective of the workshop was to enable participants to put counselling services into practice in a first 5-month counselling cycle from December 2003 to April 2004.

1.
Significance of Counselling Services to the Commercial Bank of Ethiopia
The idea of introducing counselling services to the bank was emanated from a seminar on "European Union private sector and market place", which was held on June 6, 2003, at the Juventus Club. The seminar has created the opportunity to meet the GTZ representative of the Micro and Small Enterprises Development Programme (MSE-PRO) and to know more about the GTZ activities on BDS, which the CBE found it interesting. In due course we raised the possibility of transferring the knowledge of BDS to the bank, for the sake of assisting loanees with repayment problems. In the discussion we have reached on the consensus that the transfer of knowledge of consultancy services to the bank is highly beneficial to strengthen the private sector.
By acquiring the knowledge of counselling through the proposed training, the bank can reap the following benefits.

1.1
Furnish the CBE customers with the appropriate business skills, which helps 

them improve their repayment capacity
CBE is working in a traditional business community, who run their businesses without modern business skills. Obviously, one of the major reasons for the failure of the business community in honouring its debt repayment is absence of apropriate business skills to effectively run its business. Hence, the provision of counselling will bridge the gap.
1.2
Pave the way towards introducing counselling services as a new line of product, 

meanwhile, diversifying the prevailing product portfolio.

These days commercial banks are engaging in the provision of a wide range of other special services, which are non-credit activities. To this effect CBE could render counselling as a new line of service and diversify its existing product portfolio.
2.
Workshop Programme

The workshop programme was based on the alternation of theory and practice and on learning by doing. The participants got trained in their future function as counsellors, both giving basic support to their customer entreprises by themselves and facilitating the intervention of commercial and non-commercial BDS providers and other agencies. After a general introduction to participatory demand driven BDS, participants were prepared to make visits to business operators and carry out talks about their situations, main problems and proposals for solution. After the field experience, participants wrote down the situation analysis overview of 7 medium and large scale enterprises and transformed it to a five-month action plan. Practical issues about non-leading interviews, selection of operators and documentation of results have been discussed. The last day was choosen for discussing on the topic "Organize yourself". Based on the MSE Development Program's "Folder method", participants were introduced to this folder method to become self-organised and improve their presentation, planning, documentation, evaluation and services to operators (for details of the workshop programme see annexes).
3.
Participants

16 officers of the Commercial Bank of Ethiopia, specifically staffs from the 

· Product Development Division

· Workout Loans Division

· Credit Monitoring Section

· Credit Evaluation and Classification Section and
· Credit Research and Planning Section

have participated on the five-days workshop (see participants list in the annex).
4.
Workshop Implementation

4.1
Preparation of visits to business operators in Addis Ababa
The following medium and large scale enterprises were choosen for the participants' visits during the workshop exercise:

· Real estate development

· Coffee production and export (coffee, oil seeds, pulses)

· Manufacturing of pharmaceutical products

· Sales of jewellery, perfumes and ladys' wear

· Spare parts trading company 

· Transport and freight company (transport, general trading, real estate development)
· Construction company (roads, bridges, dams, buildings).
4.2
General introduction to the demand driven and participatory BDS approach

The participatory demand driven BDS approach is based on the following principles:

· The operator is the main actor; BDS provider‘s activities are only complementary to the self-help action of the operator.

· Demand driven BDS is based on a regular dialogue without leading questions and prefabricated service proposals but on the operator‘s demand.

· Encourage the operator to express his/her problems and proposals. 

· BDS should be market oriented in terms of cost sharing and cost recovery of its services as much as possible.

Steps of implementation are:

Selection of business operators:

The selection of business operators is not limited on narrow criteria, but depends on the fields of intervention and services provided by the concerned agencies. In the case of the Commercial Bank of Ethiopia (CBE), business operators selected are medium and large scale companies who are credit customers of the bank.
Regular visits to operators

After selection, business operators should be regularly visited, your concern be introduced and regular talks about their situation and main problems be undertaken. Discussion should be done by non leading questions and in a relaxed atmosphere. The operator should be encouraged to identify himself, his main problems and proposals for solutions. That does not mean that the facilitator later on shouldn't get other information by cross-checking with other sources and discuss his own observations and opinions. But first we have to get the non-influenced opinion of the operator himself.

Situation analysis and action planning

After the visits and talks to operators, the facilitator should document the data and results in a situation analysis overview. Problems and proposals of operators should be detailed sufficiently to help in getting concrete ideas about further actions and services to be provided. The phrase, "Needs technical training" is too general: What are the main technical problems in his activity, what are the prior issues needed? Example given: "Shoe maker needs new wood models for new shoe products and needs training for this new models." After the situation analysis overview, we transform problems and solutions to the action-planning matrix and into the columns "Self help action of the operator himself" and "Additional support by the BDS provider or facilitator". This action-planning matrix should be agreed with the operators concerned.

Implementation of Business Services Delivery

Once the action planning is finalised, we should run the implementation phase. The facilitator/bds-officer himself can provide simple advisory services such as initiating a cashbook or providing information about loan procedures and some market information too. Other, more complex services, such as technical and vocational training, management training or initiating an advanced accounting system need establishing contacts with commercial BDS providers, vocational and technical training centres, NGOs and facilitating agencies. The necessary interventions of the municipality, financial institutions and other authorities should be undertaken by the operator himself who can be accompanied by the facilitator. Common problems of operators can be discussed on meetings with the operators which, in the long run, can develop to operator networks or associations. 

Evaluation and documentation

On the facilitator's level we don't ask for a rather complex monitoring and evaluation system that should be reserved to the development projects and organisations that are paid and adapted to this. But the minimum should be to record the services achieved. For this, a five-month report according to the five-month BDS cycle is recommended for activity monitoring (see annex). 

4.3
Analysis of needs assessment and action planning in Tunisia and Ambo
After the general BDS introduction, examples of the Tunisian BDS experience (situation analysis overview and action planning) have been discussed. The Tunisian and Ambo overviews are shown in the annex.
4.4
Practical exercise with business companies in Addis
On the second workshop day participants were organised into groups (2 participants for one group), interview guidelines have been defined and visits and talks with the business operators conducted. After a first run, the situation overview was written, deficiencies discussed and modified after a second run of visits to operators. The results have been documented in the situation analysis below.
4.5
Writing the situation analysis overview

The data of the situation analysis are not exhaustive and scientific but may give us an idea of each of the companies concerned. Even within our first talks to operators we may make observations and get some more information about their main problems. In the last column of "Problems and proposals by the operator himself" where first ideas about potential self-help and additional support required mentioned in the situation overview are to be transferred into the action planning matrix. The action plan shows more detailed and realistic activities to be implemented through the help of partners and BDS providers.
	Situation analysis of selected companies in Addis Ababa, Ethiopia / October 2003  /  Commercial Bank of Ethiopia (CBE)

	Name / Activity
Location / Equipment
	Products and services
	Supply / Sales / Marketing
	Staff /
Business management
	Costs 
per month 
	Problems identified by the owners 

themselves and their proposals

	A/  Real Estate Development

Location: 

Woreda 28 kebele (new), 
Total land area 2.4 mio m2, used land (built up area) 25%, total plan for 1st phase 6,250 houses, 
already built houses: 2,125 overall plan (4 phases) 25,000 houses

Equipment:
Construction machineries (loader, excavator, dozer, dump, trucks, crusher, batching plant) all 5 years old.

Workshops (metal and wood work) manufacturing units (cement and cement products)

	Construction of residential buildings:
1 bed room - 4%

2 bed rooms – 8%

G+0 3 bedrooms-48%

G+1 3 bedrooms-40%

Hollow blocks ( for self consumtion and sale)
	Supply:  Cement, corrugated sheets, reinforcement bars, ceramic + plastic tiles, galvanized pipes and fittings, electrical and door fittings, accessories.

Suppliers: Import from Spain & Italy, local dealers and manufacturers.

Sales:  No problem in sales, 40 % of clients are Ethiopians living abroad, earn hard (foreign) currency; 30 years credit sales (they give long term credit sale). High demand for 3 bed rooms of G+0 and G+1 with 48 % and 40% respectively.

Marketing: Mass media (radio, TV, journals etc...), brochures, person to person sales, clients bring new clients, pay commission for middlers.
	Staff:

At any one time- 2,300 employees of which 400 qualified i.e engineers, finance administrators etc... are permanent.  Highest payers in the sector with salary range of 2,200-3,200B for qualified personnel, payment based on output for skilled labourers.
Business Management:

Board of directors, board chairman, executive director, directors for finance administration, production, engineering etc...

Audited financial statement available as of June 2003.
	Salaries: 1.3 million Birr per month

Expenditures:
minimum Birr 5000,000 per month.
Cost intensive items: construction materials (cement, iron, etc)
	Problems:

· Material supply shortage

· There are no enough suppliers of machineries and construction materials which are highly capital intensive.
· Artisan labour attitude problem.  Artisan labour is considered to be inferior and undermined, hence limited number in the market.
· Labour is considered to be cheap viewed from payroll part of view, but considering the inefficiency, discipline and material waste incurred by the labour, it is expensive in Ethiopia (due to the above mentioned factors, prices of residential houses are high.
· Land lease price is expensive especially for residential houses).
· No preferential treatment with bank interest rate for investment activites.
· Collateral estimation is conservative and does not include location value.
· Short term finance is not appropriate for the construction sector.

· Lack of infrastructure
· The interest rate for the land lease (unpaid part) is equivalent to the bank interest.

· Real Estate Development does not have tax holyday, no incentive

· Residential building buyers are penalized because they are expected to pay 15 % VAT.

Solutions:
· Long-term loan for building material industries.
· Encouragement and incentive by the government for this capital intensive sector.
· Government should create the awareness among the youth that all jobs are equally important and promote skill based training.

· Government should promote labour discipline.



	
	
	
	
	
	· Land lease price should be given on nominal price for residential buildings and should differ from other sectors.

· Bank interest rates should be differentiated from sector to sector and lower for capital intensive investments. 

· Collateral estimation should include location value as land value appreciates while building values depreciates.
· As import is not possible within short period of time due to different unforseen factors and lead time is high, loans should be at least for 3 years for trade and 5 years for investment.

· Government should supply the infrastructure necessary for real estate development and this needs special attention.

· Interest on unpaid land lease amount should be on nominal price and if possible should be given free for residential buildings and if obligatory it should be on bank deposit interest rate.
· Real Estate developers should be encouraged and given tax holidays.

· Charging VAT in construction will negatively affect Real Estate, as individuals will construct  their own houses.


	Remarks to company A:

The company is a customer of CBE with a credit amount of 28,000,000 Birr.

Due date: 25/02/2005

Repayment: 2,266,677 quarterly

Statuts: regular payments

	

	B/ Coffee Plantation and Processing / Wholesaler of Consumer Goods
Location: Addis Ababa, Woreda 05 Kebele 12 House No. 1400i, Main Office- at Addis Ababa.
Coffee processing, stores and sales outlets (shopes) at Merkato which is the ideal market place in the city.

The coffee plantation is situated at Lemu on a total Land area of 10 hectares of which 4 hectares are covered by coffee plants.
There are also big coffee processing plants, whearhouses and sufficient sales outlets for its activity.

Number of  shops:- Three at Merkato area.  The main office has 5 rooms and is sufficient to run the business.

Equipment: There was a big coffee pulping machine (currently he sold it).
For coffee washing: One coffee washing machine

one water pumping machine,
one electric generating machine, different types of tools

Condition: All are in good condition


	Products and services:

Export:

Coffee for export purpose.
Export  of oil seeds and pulses.
Import of varity of consumer goods and distribution.
Purchase domestic consumer goods and whole sale distribution such as sugar, salt, oil.
Rent buildings for whear houses, shops, and residence at Moyale town.
	Supply/, Sales, Marketing

Supply:
· Supply of raw materials, labour and other necessary inputs are available at the nearby area (around Lemu) for the coffee production.

· The coffee production line of business is a major supplier for coffee processing (coffee export).
· Supply for consumer goods:
Domestic: from various sugar industries and domestic factories.
Abroad: Major supplies are from China and India (easily available).
Sales: For consumer goods they distribute on wholesale basis for hotels, pastry and retailers.  There are three big shops for such purpose.  There are also big whearhouses to hold sufficient stock.  For coffee export: They directly contact customers in Germany, Japan, and Saoudi Arabia.  Sometimes they use brokers to contact new buyers.

Marketing: TV advertisements for certain imported goods such as exercise books and edible oils.

For export items such as coffee and oil seeds they sometimes participate on international trade fairs.
	Staff and business management

Staff:

· General Manager

· Secretary

· Manager of coffee plantation and washing(at Lemu)-diploma in agriculture.
· Manager of trading business line. Certificate in business and he is a sale holder.
· Sales persons.
· Manager of coffee processing –diploma.
· Purchasing department.-diploma in agriculture.
· Quality control-diploma.
· Export department.
· Accounting department-diploma.
There are 50 permanent staff and about 200 temporary employees.

Business management:

Book keeping and accounting activities are well organized, books of accounts are audited by external auditors until 2001/2002 fiscal year.
	Estimated fixed costs per month:

Rent  20,000 B
Electricity: 5000 B
Water: 1000 B
Tax 25,000 B
Salary for permanent 15,000

Salary for temporary 40,000

Bank interests 6,666.
Maintenance 10,000

Social security 1000.
Total 123,666

Annual export  price amounts to 2 million USD .
	Problems:
· Shortage of working capital.
· The operator blames the bank for not paying export proceeds timely.
· The loan processing time is long.
· Requirement of transportation of imported items only through the Ethiopian shipping lines (monopoly).
· The Government (NBE) does not allow export guarantee scheme for coffee export.
· The inland revenue authority does not declare tax levy on time. This may result in penalty.

· The CBE doesn’t assign a co-worker to facilitate our relation with the bank and it doesn’t give timely advice.

· The educated and well experienced employees sometimes divert our customers to other competitors and leave the organization.
· Lack of collateral to get adequate loan from the bank, as the bank’s policy is collateral based lending policy.

Solutions:

· The bank should work with us as a partner with follow-up of our day to day activities.
· Improve the skills of employees through training and workshops so that they will develop sense of belongligness.
· The bank should identify its good and prominent customers and extend special service such as short loan processing time, grant loan on clean bases, assign co-workers and pay export proceeds timely even with minor discrepancies of documents.
· The inland revenue authority should timely inform the tax levied on us.
· The Government should allow us to transport our imported goods through any available transporters.


	Remarks to company B:

In general the business is well organized and profitable. It also contributes towards generating of foreign currency for the country.

Apart from the problems identified by the general manager, we have been informed that the business had been expanded and diversified without the consent of the bank by diverting the 
	bank loan to other activity than the intended purpose. We think, this is the major cause for shortage of working capital. Currently. However they have requested for variety of facilities and it is under process. Past loans were settled timely if not regularly.

	C/ Manufacturing of pharmaceuticals 

Location: 
Gerji, Tel.No. 46-17-54, P.O.Box 15 code 1027

Large manufacturing (factory) compound about 1000 m2 
Equipments: 

Machineries imported from France. 8-9 million Birr worth.  The major ones:
distillation apparatus, preparation tankers, filling machines, laboratory equipments, packing machines.  


	Products and services:

4 types of intra vein medicines, different types of Glucose:
1. Dextrose in water

2. Dextrose in saline
3. normal saline
4. ninger lactate


	Supply/, Sales, Marketing

Supply:
Suppliers in Europe, China, India

Tools in France

Sales/clients: 

On tender base. Distribution only goes through Epharm Ethiopia (gov’t enterprise) which is the main distributor of pharmaceutical items.

Marketing:
Promoting pharmaceutical products is prohibited. Advertising + trade fair participation are not possible for pharmaceuticals.
The only option is offering attractive prices on the tender.
	Staff and business management

Staff:

A total of 54 employees, 60-70 % of them are production workers, and are above grade 12.

Professionals:
Pharmacists -3

Chemists – 2

Biologisst – 2

Engineer – 1

Technicians – 3

Accountants – 2 (1 BA + 1 diploma)

Druggist – 1 (Diploma)

Economist – 1
Business Management

· Have business plan.
· The factory’s book of accounts has been audited by external audit firm.

· The factory is managed by a board of management and professionals.
	Estimated fixed costs per month 
· Production (raw material) costs 461,375B
· Electricity 4,000B
· Water: 3000B
· Fuel for machine: 30,000B
· Fuel for generators (electricity interruption ) 2,000B
· Tax holiday for 2 years

· Payroll 24,000

· Rent for free (own building)
	Problems:

· Monopoly of distribution by Epharm

· Importation of pharmaceuticals that can be locally produced.

Drug Administration:

· Unnecessary specifications + standards set by the Drug Administration + Control Authority for issuance of various certificates to the manufactures (this hinders the manufacturers from participating in international tenders) 

Inland revenue:

· Tax structure that discourages the manufacturers while encouraging importers: duty for importation of drugs is 5%, while duty for import of raw materials is up to 40%

Local revenue:

· Illegal + contraband drugs.

· Lack of government protection of the sector from the foreign market.

Bank:

· Non preferential loan policy of the bank, identical interest rates for all sectors

· Lack of grace period.

· Lack of long term loan.

· Lack of suppliers credit.

Drugs:

· Restriction of their sales to one distributor only (selling to retailers is prohibited).

Market:

· Duplication of business (investment) (contribute to market problem)

Solutions:

· Investment office should make post investment follow-up to address problems on time.

· The government policy should encourage local manufacturers rather than importers.

· Implementation of raw materials for pharma products should be duty free.

· The Drug Administration + Control Authority should revise its specifications for issuance of certificates in a way that consconsiders the existing conditions of the country.

· Loan should be granted to this sector at a lower interest rate.

· Grace periods of more than 2 years should be given.

· Long term loan should be available to the sectors.


	Remarks to company C:

Credit amount granted: 15,306,136 Birr

Date granted: 22/11/02


	Due date: 22/11/10

Quarterly payment: 750,000 Birr


	D/ Jewelery and Perfumes, Lady’s wear
Location:

2 shops: 

W.18 K.19 (Olympia), 

W.17 K.17 (Bole Medhanialem)
Dimensions:

2mx4m and 5mx4m


	Products and services:

Jewellery (68 different items such as; necklace, bracelet, earings, rings etc), 
different brands of perfumes.
Lady’s wear.
	Supply, Sales, Marketing

Supply:
Imports the goods from Dubai, Italy, USA ,UK.

Clients:
High income groups.

Marketing:
· New entrant to the business (one year in the existing business).
· She used to work in the business of wholesale of textiles.
· No advertisement (personal sale) but good location.
	Staff and business management

Staff:
Managed by the owner with
four employees (two in each shop).
Management:
· No business plan.
· Maintains records of stock cards.
· No training on customer service.

	Estimated fixed costs per month
Rent: 2100 B (for both shops)

Electricity: 120 B

Salaries: 1000 B

Taxes: has not yet begun to be taxed (new)
	Problems identified by the owner:
· Failure to repay the previous loan granted for the purpose of her textile business.
· Overtaxation (60%) non-uniform tax collection periods.
· Lack of  alternative maritime transport.

· Lack of sufficient sales in relation to repayment rate of the previous loan.
Proposal by the owner

Negotiate with the bank for the extension of the loan repayment period. 
Problem identified by the BDS officer

· Bankruptcy of the previous business.
· High monthly repayment (beyond the cash flow generating capacity of the new business)

· No advertisement.
· No training on customer service.
· No savings.
· No business plan.
Proposal by the BDS Officer

· Negotiate with the bank on rescheduling of the loan.
· Should promote her business through various media.
· Encourage her to attend training ( through voucher system).
· Advise her to do savings.
· Assist her to prepare business plan.


	Remarks to company D:

Credit amount granted: 391,305 Birr

Date granted: 24/03/03
	Due date: 23/03/06

Repayment: 12,169 Birr


	E/ Spare parts trading
Address: 
Telephone 663231, P.O.Box 3368 Addis, Fax 654485

Location: 
Debrezeit Road, along the main road

Dimension:  A three floor storey on an area of approx. 600m2  
Quality: Europian Standard (Italy, Germany)

Trade Mark: LAR (original)

Own building

	Products and services:

Provide spare parts for LADA and FIAT.

Provide the market with Diesel Generators and other electrical devices.
	Supply, Sales, Marketing

Supply:  
Companies in Italy and Germany

Clients:  
Abay Transport, Addis Ababa City Bus Transport service, Ethiopian Road Authority and other Government and private organizations.

Sales centers:  
Addis Ababa, Dire Dawa

Marketing:  
Use sign boards, newspapers, advertising every other week (regularly contacts with reporter).  Posters and key holders.


	Staff and business management

Staff:
· Managed by the owner.
· 55 permanent employees of which 5 are B.A holders, the remaining being diploma holders and Vocational School graduates (SOS).

Management:
· Well designed organizational structure.
· Use computerized accounting system.
	Estimated fixed costs per month
Cost in Birr:
Telephone: 300B 

Fax: 30,000B
Electricity: 3,000B
Salaries: 70,000B 

Insurance 850B
Cost of goods sold 200,000B
Water: 200B
Tax: 65,000B

	Problems identified by the operators:
· The import of poor quality spare parts from Taiwan and China with the same trade mark.
· Forged spare parts domestically fabricated like the genuine ones, using the same trade mark (counterfeiting).
· All competitors are not registered as VAT (Value Added Tax) payers that creates unfair competition.
· Frequent failure of telephone and fax services.
Solutions:
· Immediate corrective measure should have been taken by the concerned government bodies (i.e., police, court, SGS and Customs Authority).
· All competitors should be registered as VAT payers.

· The telecommunication authority should maintain communication failures timely.


	Remarks to company E:

Loan extended: 19,514,885 Birr for working capital

Date granted: 22/01/2000

Due date: 21/01/2010

Repayment/month: 130,000 Birr


	


	F/ Freight transport, Import and Export, General Trading, Real Estate Development

Address: 
Arada Kiflekelma, Kebele 14

Dimensions : 
Head office about 34 sqm2 (AA), Branch office; B/Dar and Gondar , Garage (A.A)


	Products and services:

Freight Transport (dry cargo) through out the country,

Export of leant cotton, sesame

General Trading

Real Estate Development
	Supply/, Sales, Marketing

Supply:
Leant cotton from DES sister company.
Sesame- Local farmers and traders

Trucks- IVECO.
Local manufacturers.
Clients:
Cotton: Thailand, South Korea and Japan.
Sesame + Cereals: Israel, Turkey, India and Pakistan.
Freight Transport: NGOs, salt extractors, importers and other fleet operators (sub-contract).
Marketing:
Through EPA (Export Promotion Agency), retailers, friends, commission agents, chambers.

business cards, exhibitions, trade fairs, seminars, brochures, internet,
but no formal media advertising.
	Staff and business management

Staff:

· Run by share holders

· Hired professionals for finance and adminis-tration

· Commercial department

All in all 50 employees

Business management:

Prepares:

· Has business plan.
· Has audited financial statements.
	Estimated fixed costs per month
in Birr

Office Rent 2,000

Garage 4,000B
Electricity 700B
Transport 1,500B
Salaries 48,000B
Telephone 4,000

Insurance 25,000

Total 85,200B
	Problems identified by the owner:
· Working capital problem.
· Nature of the transportation sector (seasonal, non regular business).
Clients:
· Intentional delay in payment -907,000 long receivables.
Drivers:

· Use company’s trucks for own business.
· Difficulty to trace where about of the drivers

· Lack of  means of communication.
· Drivers don’t timely submit payment documents.
· Drivers disconnect distance counter.
Market:
· Export: seasonal nature of exportable products.
Transport:
· Stiff competition.
· Small profit margin.
· Dispersed markets (North, South).
· Difficult to control the drivers (costly to establish check points).
· Frequent breakdown of trucks.
Solution (owner)

· The bank shall provide additional working capital.
· The bank should closely work with the customer to straight up the loan instead of executing the fore-closure procedure.
· Some check points should be established to control or trace drivers and also collect payment documents.




	Remarks to company F:
Loan size: 
12,087,084 Birr

Date granted:
3/3/2000

Due date:
3/3/2005 

Repayment:
259,800 B / month


	


	G/ Construction company

Address: 

Gofa Sefer, Tel 162102, P.O.Box 419 Addis
Dimension: 5000 m2 (off); Garage 10000 m2, with big office.
Earthmoving equipment:
Dozer (9), grader (6), wheel + chair loaders (8), scrapers (2), compactors & rollers (9), front end dumpers (6), excavators (6).
Motor vehicles & trucks:

Light+medium pass vehicles (56), light+heavy cargo truck(8), high+low bed trucks (3), dump trucks (22), fuel truck with trailers (3), water truck (6), mobile workshop (1) etc...


	Products and services:

Construction of roads and bridges, irrigation, water supply system project, building projects, dam projects.
Sister company’s

- Real estate development.

- Manufacturer of concrete roof + tiles.

- Gold exploration mining.

- Side business: Marble + road tar production
	Supply, Sales, Marketing

Raw materials:
Cement + reinforcement bars
Cement: Muger, Mesebo

A.A + D. Dawa (cement factory)

Reinforcement bars: Foreign suppliers + domestic zequala steel factory.
Other Inputs:
Fuel and sanitary materials (both by foreign suppliers).
Sales:
Major clients (more than 90 %) are government organizations

Annual turnover – up to 50 mil. B.
Marketing:
No promtion, the company is known for more than30 years.
	Staff and business management

Managing director: Co-owner, civil engineer, 30 years experience

Gen. manager: Co-owner, civil engineer, 30 years experience.

Staff:

Up to 2,000 depending on the projects. 50 qualified engineers, 25 semi-grade, others are support staffs.

Business management:

Well established accounting system, financial control; audited by internal and external auditors.


	Estimated fixed costs per month
Utility expenses up to 120,000 p.a.
Wage + salaries: up to 1 million p.a.
Materials cost: 
20 million p.a.
Other costs: depending on the nature + management of the project.


	Problems identified by the company:
· Slow market or the present market is not compatible to our capacity. 

· Unable to compete with foreign companies due to lack of huge and modern construction equipments.

· Unfair competition.
· Payment delayance after completion of projects; Example: at present up to Br. 50 mil (retention + recivables ) are found unsettled by customers.
Proposed solution by the company:
· Lobby the government to support local contractors in the construction sector.
· Arrangement of credit facilities.
Payment collection strategies steps for receivables:
· Amicable means are preferable 

· Arbitration board

· Court




	Remarks to company G:

Two types of loans:

Overdraft:   10,500,000

Term loan:   14,906,386

Repayment for term loan: 
1,475,593 B / per quarter

	The company's structure is complex. At present the company is not operating at its full capacity. We observe that the company is involved in various businesses (multi-porpose) rather than specializing and strengthening its potential in few businesses.

Further investigation is required to get workable proposal on the issues of financial constraints and business management.


4.6
Writing the action plan

The action plan below includes 7 companies with their necessary self-help actions and the additional support of the facilitator/bds-officer or BDS providers according to the main problems mentioned in the second column.

Self-help and support activities are not always complex actions but depend on wether the action is adapted to solve the identified problem or not. Activities have been identified in the following fields of intervention:

· Re-assessment of financial facilities (re-scheduling repayment rate and grace period);
· Business management: improve the accounting system, staff management, business planning and documentation for administration procedures such as export and taxation procedings;
· Marketing: advertising, diversify product range, strategic location
· Counterfeiting of spare parts by competitors, payment delayances of sales on credit;
· Monopolies in distribution of goods and transport for import-export;

· Taxation procedures such as preferences for investment activities and import of raw materials for local production;

· Technical skill training for employees.
The counsellors themselves may give some supports but some of the supports needs the intervention of BDS providers and other facilitating agencies and partners such as Chamber of Commerce, Investement Authority, Import and Export Agency, vocational training centers and private consultancy companies.
	Five-month action plan of selected companies in Addis Ababa, Ethiopia / October 2003 / Commercial Bank of Ethiopia (CBE)

	Name / Activity
	Problems identified
	Proposal of action

	
	
	Sel-help initiative of the operator
	Additional support  by the BDS Officer or BDS provider

	A/ 

Real Estate Development


	1.
Supply shortage of construction materials.
2.
Capital intensive construction machineries.
3.
Workers are considered to be inferior, image is undermined.
4.
Labour is expensive as compared to efficiency + material and time wasted by the labourer.
5.
Land lease price for residential buildings is very expensive.
6.
Bank interest rate is being equal to all sectors as become the problem of the sector.
7.
Collateral estimation is conservative + does not include location value.
8.
Short term loans are not appropriate for the sector.
9.
Lack of infrastructure (water, road, electricity, Jel, etc).
10. Interest charge for land lease is equivalent to the bank borrowing rate.
11. Real Estate Development does not have tax holiday + incentive

12. Building buyers are penalized because they are expected to pay 15 % of VAT + title deed transfer fee (6%).
	1.1
Study the bottle necks in construction materials supply.
1.2
Negotiate with suppliers to increase the supply.
1.3
Establish hollow block production unit for supply.
2.1
Import machineries and produce doors and windows.
3.1
Hire the already inhouse experienced labourers from the market and upgrade them trough on the job training.
3.2
Give practical training to the new graduates from vocational schools before they start working.

4.1
Test the skill of potential employees before they are employed to see the level of knowledge.
4.2
Establish 2 control systems for laboureres with minimum output.

4.3
Teach the employees that any working equipment is linked directly with the life of the worker.

4.4
Establish incentive systems like health service, food facility, etc... in order to increase the sense of belongligness of the workers.
5.
Do a study on the impact of land lease price on the real state Development and submitt same to the concerned bodies.
6.
Negotiate for special interest rates for different real estate development activities.
7.
Negotiate with the bank on revising the collateral conditions.
8.
Negotiate long term loan possibilities.
9.
Start to construct roads, installing electricity + water pipes by own resources.
10.
Submitt petitions to the concerned organ to reduce land lease price.
11.+12. Submitt petition to the concerned authorities.

	1.1
Contact the Ethiopian and Addis Chamber of Commerce and look for interested suppliers to engage in production of construction materials.

1.2
Help interested potential investors to prepare viable projects and lobby financial institutions together with Ethiopian + Addis Chambers of Commerce to finance these projects.

3.
Bring the problem to the attentions of the Investment Authority, the Chamber of Commerce and the Engeneering Association. 

4.
Contact with the TVET programs and institutions for upgrading the technical skills of labourers through on-the-job and tailor-made technical trainings.

5.
Create a forum together with the Chamber and negotiate with A.A Administration in order to have a policy that would allow land for free, or at a nominal price for residential buildings.

6.
Initiate the Chamber and the Engeneering Association to negotiate with banks + the government for the differentiation of interest rates for investments in the real estate development sector.

7.
Land lease for residential building is given for 99 years and business buildings for 50 years. Based on this the facilitator should initiate dialogue as to include land location value in the estimation for the indicated years.

8.
Create awareness as to the need for specialized banks such as industrial, agricultural, construction bank.

9.
Organize a forum of discussion on the problems of infrastructure supply

10.1 Together with the Chambers, the facilitator has to try to convince the Addis Administration that land for residential building should be given at a nominal price and no interest on unpaid balance.

10.2 + 11.1 + 12.  The facilitator should try to create a forum in which the Investment Authority, Ministry of Revenue  and Chamber of Commerce would discuss about the impact of the issues of interest charges for land lease, tax holidays and incentives for the investment sectors and VAT payments for real estate development.




	Partner Organizations and Institutions involved
- Addis Ababa Administration (Land Lease)

- Ministry of Revenue (Tax)
	- Educational Bureau (Training)

- TVET program (GTZ)

- Investment Authority (Tax holiday, secularity)
	- Trade Union / Engeneering association
- Chamber of Commerce


	Name / Activity

B/ 
Coffee Plantation and Proceeding

	Problems identified

1.
Shortage of working capital.
2.
Export proceeds are not paid timely.
3.
Long loan-processing time.
4.
Lack of officers from CBE to advise the operator.
5.
Lack of collateral to get adequate loan from the bank as the bank’s lending policy is collateral based.

6.
The National Bank of Ethiopia doesn’t allow export guarantee scheme (preshipment export credit) for coffee exporters.

7.
Government requirement of transportation of imported items only through the Ethiopian Shipping Lines.
8.
The Inland Tax Revenue Authority doesn’t assess tax obligations levy on time which may result in penalty .

9.
The well experienced employees of the organization, sometimes, leave the organization and divert customers to other competitors.
	Self-help initiative of the business owner

1.
Negotiate with the bank or look for other lending institutions that may satisfy financial needs of the company.
2.
Convince the bank to identify its good and prominent customers and pay export proceeds timely even with discrepancies of documents.

3.
Negotiate with the bank to design a mechanism to shorten the loan processing time.

4.
Convince the bank to assign co-workers who will assist in the day to day activities of the company in relation to the bank's loan.

5.
Convince the bank that the company is prominent and a good customer and deserves loan on loose terms.

6.
Negotiate with the National Bank of Ethiopia through coffee exporters association and Chamber of Commerce to allow export guarantee scheme.
7.
Convince the government to allow transportation of imported goods through any available transporters.

8.
Address the issue to the Inland Revenue Authority so that it may timely assess and inform the tax levied on him.

9.1
Give incentives to the existing employees so that they will serve the organization at their maximum capacity and feel sense of belongligness. 
9.2
Employ family members.
	Additional support of the facilitator or partners

1.1
Assist the operator to prepare business plan + cash flow forecast and to use the loan only for the intended purpose.

1.2
Assist him to have better working capital management either by training his employees or look for professionals.
2.1
Encourage and assist the operator to submit all the necessary export documents to the bank and concerned parties.

2.2
Encourage and assist the operator to export goods timely as per the requirement of the buyer (as per the l/c terms) and have smooth relationship with buyers abroad by fulfilling any obligations such as payment of commission to the buyers agent.
2.3
Advise him to employ well experienced persons in export trade.

3.1
Advice the operator to submit all the necessary documents such as business plan, audited financial statements and others.

3.2
Advise and assist him to hire experienced persons or to use professional consultants to prepare such documents.

3.3
Negotiate with the bank to shorten the loan processing time.

4.
Negotiate with the bank to assign a follow-up adviser.

5.
Encourage him to show the bank his credit worthiness so that he will get loan on clear bases or at lesser collateral margin.

6.1
Arrange meeting with other operators with similar problems.

6.2
Lobby with the National Bank of Ethiopia (NBE).
7.
Arrange meeting with other operators with similar problems and lobby with the Ethiopian Transport Authority (ETA)

8.1
Assist the operator to organize his books of records in such a way that the tax authority can assess and levy the tax timely.

8.2
Encourage the operator to save own funds and pay tax voluntarily.
9.1
Assist the operator to identify any problem in the management and re-arrange the internal management system (make interviews with the staff on problems at work).
9.2
Encourage him to give incentives to his employees.


	Partner Organizations and Institutions involved
- Ethiopian Transport Authority

- National Bank of Ethiopia (NBE)

- Coffee Exporters Association

- Export Promotion Agency


	- Ethiopian Shipping Lines

- Chamber of Commerce

- Inland Tax Revenue Authority


	Name / Activity

C/

Manufacturing of pharmaceutical products 


	Problems identified

1.
Importation opf pharma-ceuticals that can be locally manufactured.
2.
Exaggerated specifications + standard set by Drug Administration + Control Authority.

3.
Restricting the manufactures to sell to one distributor only (they are not allowed to sell to retailers).
4.
High duty tax levy on imported raw materials for production of pharma-ceuticals.
5.
Illegal/contraband pharmaceutical products.
6.
Non preferential loan policy of the bank for local production, identical interest rate, lack of grace period, lack of long-term loan
	Self-help initiative of the business owner

1.
Participate in the meeting to be held with the Ministry of Health and Pharmid Ethiopia and discuss problems.
2.1
Try to fulfil the basic and mandatory specifications required by the Drug Administration + Control Authority.

2.2 + 3 Participate in the meeting to be held with Drug Administration + Control Authority for drug specifications and distribution restrictions.
4.+5. Participate in the meeting to be held with the Ministry of Revenue for taxation problem and the Customs Authority for contraband products.
6.
Discuss the problem with top management of the bank.

	Additional support of the facilitator or partners

1.1
Identification of other pharmaceutical manufacturers that have similar problems with imported products.
1.2
Organise a meeting with these manufacturers + their association and Addis Chamber of Commerce.
1.3
Assist Addis Chamber + the association to arrange a meeting with Pharmid, Ministry of Health and manufacturers association. on how to promote local production.
2.+3. Assist Addis Chamber and the pharma association to organise a meeting with the Drug Administration + Control Authority for drug specifications and monopoly in distribution.
4.
Initiate meeting with the manufacturers and the Ministry of Revenue on high tax duties on imported raw materials for local pharma production and the Customs Authority for contraband products.
5.
Assist Addis Chamber and pharma association to organise a meeting with Customs Authority on how to control contraband products.
6.
Assist manufacturers to discuss their financial problems with the bank's top management.



	Partner Organizations and Institutions involved
- Pharmaceutical Manufacturing Association

- Ministry of Health
- Pharmaceutical + medical supplies Import + wholesale sco (Pharmid)


	- Ministry of Inland Revenue

- Drug Administration + Control Authority
- Customs Authority

- Commercial Bank of Ethiopia



	Name / Activity

D/ 
Jewellery, Perfumes and Ladys’ wear


	Problems identified

1.
Failure to repay the previous loan granted for the purpose of her textile business.
2.
Non-uniform tax collection period.
3.
Slow transportation service provided by Ethiopian Shipping Lines.
4.
Lack of sufficient sales.

	Self-help initiative of the business owner

1.1
Negotiate with the bank for loan repayment extension

1.2
Negotiate with the bank on the change of repayment term from monthly to quarterly instalments

2.
Negotiat with the Inland Revenue to spread the accumulated tax over six monthly repayment.

3.
Discuss the problem with Ethiopian Shipping Lines.

4.
Make contacts with retailers and provide products on wholesale basis as second activity.

	Additional support of the facilitator or partners

1.1
Go back to the operator to gather information on the cash flow generating capacity of the business.
1.2
Assist the operator to negotiate with the concerned bank organ on re-scheduling of the loan.
1.3
Follow-up the regular repayment of the loan.
2.
Discuss with the Inland Revenue that they inform the business community of their annual tax obligation timely.
3.
Organise meeting with the Ethiopian Shipping Lines and Chamber of Commerce to seek solutions for the slow sea transport.
4.1
Promotion of the products through various media.
4.2
Look for retailers where she can distribute on a wholesale basis.

	Partner Organizations and Institutions involved
- Chamber of Commerce

- Inland Revenue Authority

	- Ethiopian Shipping Lines

- National Bank of Ethiopia (NBE)
- Ethiopian Transport Authority

- Inland Revenue Authority
	


	Name / Activity

E/
Spare parts trading

	Problems identified
1.
Counterfeited spare parts using the brand name of the company

1.1 Imported from Taiwan and China

1.2 Domestically fabricated

2.
MSE competitors are not registered as VAT payers

3.
Frequent failure of telephone, fax and internet  services
	Self-help initiative of the business owner

1.1
Ask the Customs Authority to check the genuin quality standard of spare parts to be imported.
1.2
Ask the police to bring the counterfeiters to the court and the court to pass decision timely.

2.
Ask tax authority that all competitors should be registered as VAT payers.
3.
Ask Ethiopian Telecom to repair communications failures timely.

	Additional support of the facilitator or partners

1.1+1.2 Identify the companies with similar contraband problems and 

arrange joint meeting with Customs Authority, Police commission, 

Justice department and Chamber of Commerce.

2.
Arrange a workshop on VAT in collaboration with Inland Revenue Authority.

3.
Identify companies with similars telecom problems and arrange joint meeting with the Ethiopian Telecom and Chamber of Commerce.


	Partner Organizations and Institutions involved
- Ministry of Justice

- Police commission
	- Inland Revenue Authority

- Telecommunications Authority

- Customs Authority

- Ethiopian Chamber of Commerce


	Name / Activity

F/

Freight Transport

Export/Import

General Trading

Real Estate Development


	Problems identified

1.
Working capital shortage.
2.
Transportation business is irregular and seasonal.
3.
Clients delay in payment.
4.1 Drivers’ behaviour

4.2 Absence of check points to control drivers and forward payment documents

5.1Seasonality of export products.
5.2 Stiff competition in the freight sector.
5.3 Dispersed market (North-South-East-West).
	Self-help initiative of the business owner

1.
Utilise efficiently the existing credit facilities.

2.
Ask for additional facilities when the need arises for export guarantee services and preshipment export credit

3.
As far as possible make strong contractual agreements

4.1
Try to change the attitudes of drivers by efficient controls, introduce incentive mechanisms and fire those who are incorrigible; strengthen controlling mechanisms

4.2
Surprise check at different locations (check points) and set up check points in collaboration with other freight operators, introduce document collection systems at check points

5.1
Exercise efficient stock management for export and establish good relationship with recommended suppliers

5.2
Quote competitive price.

5.3
Negotiate regional preferences with competitors.
	Additional support of the facilitator or partners

1.
Inform on the different financial facilities.

3.
Advise for contractual procedures.

4.1
Inform on incentive measures in personnel management.

4.2
Encourage to contact other freight operators and organise meeting for common check-points.

5.1
Assist on efficient stock management and help for contacts with suppliers.

5.2
Discuss strategic pricing.

5.3
Encourage for freight operator meeting on possibilities of collaboration.


	Partner Organizations and Institutions involved
- Chamber of Commerce

	- Transport bureaus

- Other freight competitors

	Name / Activity

G/ 

Civil engineering works

Construction of infrastructures and buildings


	Problems identified

1.1 Unable to compete with foreign companies due to inadequate working capital.
1.2 Huge and modern machinery and equipment requirement in bids;

1.3 Some projects awarded without bidding.
2.
Payment delayed due to burocratic process, budget problem, technical arrangements etc…

3.
No long-term credit facilities for machinery

4.
Absence of specialisation in the business. Example: The company is evolving in all foundation, frame structure, finishing works because of lack of suppliers.
	Self-help initiative of the business owner

1.1
Lobby the government to support local contractors or construction companies (Ministry of Infrastructure)

1.2
Discuss implementation of a leasing company for huge machinery.

1.3
Ask for a meeting with the engeneering association on bid procedures and discuss the fact of awarding without bid. 
2.
Collect the payments due through amicable measures, arbitration board or court.
3.
Negotiate with banks for long-term credit for the purchase of equipment and machineries

4.
Discuss with engineering association on how to identify and promote potential suppliers in the construction sector.

	Additional support of the facilitator or partners

1.1
Assist to arrange forum through the contractor's association to identify the real causes of the problem. and assist them to present the findings to the Road Authority and the concerned government bodies.

1.2
 Prepare and present the pre-feasibility studies on the idea of establishing an equipment and machinery leasing company.

1.3+2. Help to initiate meeting on bid procedures and payment delayance with the engeneering association and the concerned government bodies.

3.
Make contacts with involved banks.

4.
Ask Addis ReMSEDA and Trade and Industry Bureau to do a survey on sub-contracting and suppliers in the construction sector.

	Partner Organizations and Institutions involved
- Addis Regional Micro and Small Enterprises Development Agency (ReMSEDA) and Trade 
and Industrie Bureau for supply problems
	- Engeneering Association

- Ministry of Infrastructure 
- Road Authority
	- Commercial and Construction banks 

- Chamber of Commerce 




4.7
To do list for the implementation of counselling services
A to-do-list or short time-table including the preparation and implementation phase and evaluation and documentation period has been shown in order to serve as example for the implementation of counselling activities after the workshop (see annex).

4.8
Distribution of documents

Participants got all necessary formats, the Powerpoint BDS presentation, the basic BDS workshop documents and the BDS-Webpage on CD. Situation analysis and action plan format, the 5-month BDS activity report format and other formats are available on CD as well as diskettes .
All documents and formats should be adapted to the needs of the CBE follow-up purpose.
4.9
Introduction to the folder method: How to organize yourself?
In order to get a tool for the development of the fields of internal organisation and external services and collaboration, we suggest a tool named "folder method". A folder is given to each facilitator/bds-officer with the following seperating cards:

· Mission and objectives of my department; fields of intervention and services to customers;
· My job description;
· Planning documents for BDS: Situation analysis and action plan overviews for services to business operators ;
· Activity report of the 5-month BDS cycle;
· Records on services to operators achieved;
· List of partner organisations for BDS;
· Other documents.
Thus, all necessary documents will be gathered in one folder which facilitates not only the work of each of the bds-officers but gives you a tool of presentation of your work to interested visitors and partners.
5.
Workshop Evaluation

At the end of the workshop, participants filled an evaluation format, see the following results:

	Final evaluation of the CBE counselling workshop Addis Ababa, October 2003

	Criteria
	(
	(
	(

	1.
My performance within the workshop 

and my results
	9
	6
	0

	2.
Learning by doing
	13
	2
	0

	3.
Can this counselling approach be adopted 

to the needs of CBE and its customers?
	10
	5
	1

	4.
Fulfilment of my expectations
	10
	5
	0

	5.
Moderator
	15
	0
	0

	Total
	57
	18
	1
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Annex 1

Product Title:
Demand driven Needs Assessment and Business Services Delivery
Abstract:
The demand driven needs assessment and BDS delivery method is a participatory method comprising of situation and problem analysis, action planning and the delivery of need-based services to micro, small and medium enterprises (MSMEs). The operator is assisted to identify his main business problems and to propose own solutions. The BDS facilitator assists him with refining the owner’s proposal and forwards additional problem-solving service proposals. The operator then commits himself to getting the business support services that he identified together with his facilitator. The facilitator not only provides the operator with on- the-spot services, but also links him to business service providers.

1. Issues at Stake

MSMEs need a range of business development services that contribute to the efficiency, profitability, and expansion of the business activities they pursue. The market for business development services in developing countries is, however underdeveloped. Institutions involved in the facilitation and/or provision of BDS need to base their service delivery methodology on the basis of the felt-needs of business operators. Otherwise, services offered to operators become supply-driven and in the end will be shunned by business owners. Offer- oriented BDS is usually less sustainable as it is usually not paid for. Need based services on the other hand attract the consumer and makes him participate in the search for remedies to his business. The business operator even goes to the extent of committing part of his proceeds for the catering of services that solve his problems and make his business more profitable. Thus a demand driven needs assessment and services delivery method for MSMEs is apparently a more sound BDS approach for it is participatory and sustainable.

2. Explanation of the Product:

The ‘Demand driven Needs Assessment and Business Services Delivery‘ is a 

BDS delivery method applied by MSME facilitators from public, private, NGO and self-help business support institutions. These facilitators are trained in the application of the product. The product involves the business operators in the situation analysis and problem identification of his enterprise. An action plan for to solve the problems of the operator is then prepared by the facilitator with the active participation of the enterprise owner. Then, the facilitator links the business operators BDS providers, training centres, public agencies and financial intermediaries, marketing support, technology information, business planning, accounting, including on-the spot advice etc. This approach is participatory and likely to be sustainable as it ends up in paid for BDS as it directly targets the core problems identified by the operator. 

3. Basic features

The demand-driven needs assessment and services delivery to MSMEs is done with the help of BDS facilitators/providers by physically presenting themselves to the selected enterprises and involving the owners in problem identification and action planning. The situation analysis overview contains the following issues:

	Situation of selected enterprises in .....

	Name / Activity 

Place / Equipment
	Products and services
	Supply / Sales / 

Clients / Marketing
	Staff /

Business Management
	Costs per month
(Birr)
	Problems identified by the owner himself 
and his proposals of solutions 

	Operator 1
	
	
	
	
	

	Operator 2
	
	
	
	
	


By the help of a situation analysis overview, the facilitator documents the situation and problems of e.g. 15 operators and transfers it into a five-month action plan:

	Five-month action plan ............ (from ........ to ............)

	Name / Activity
	Problem identified 
by the owner himself
	Proposal of action

	
	
	Self-help initiative 
of the business operator
	Additional support by 
the facilitator and BDS provider

	Operator 1
	
	
	

	Operator 2
	
	
	


The actions agreed with the operators concerned should be solved in the five month BDS cycle. Action that can be managed by the operator and the facilitator themselves may be implemented without external support. For other activities, BDS-providers and facilitating agencies may be identified and encouraged for collaboration. General information services are for free, but interventions like business plan and loan application writing are provided against payment.

4. Benefits, impact, scope

The benefit of this product among others is that it involves the enterprise owned in problem identification and action planning. It addresses problems specific to each enterprise and also pervasive among a group of enterprises and/or subsectors. Other service delivery methods usually prescribe blanket treatment like the provision of training whether needed or not, finance, new technology, etc. In our approach MSMEs are the main actors. Our support is only additional When certain services show substantial demand and an inclination of enterprises to pay for, the provision of such services have to be left to commercial providers and hence, the transaction becomes business to business. In the process of facilitating demand driven services, policy makers also benefit from the identified hurdles connected to rules and regulations. Government can then revisit its private sector development policies, revise certain rules and regulations based on concrete evidences secured from operators who pass through this bottom-up service delivery approach.

5. Implementation process

Before getting involved in business service delivery through the mentioned product, a group of facilitators who are working in MSME development and self-help institutions, have to take a training of at least 7 days on demand driven needs assessment and delivery methodology. Then each facilitator will have to be given a to-do-list and the appropriate planning and reporting formats on a floppy disk. Each facilitator then identifies 15 businesses from different sub-sectors and different sizes for situation analysis, action planning and business service delivery that take 5 months. The first one-month is normally for situation analysis and action planning .The rest five months are for problem solving. Annual impact assessment with the help of an external M & E consultant is necessary to measure the impact of the intervention on a sample of enterprises.

6. Empirical evidence

In Ethiopia, an 7-day training on how to apply this product was given for 20 BDS facilitators in July 2002. Each facilitator was then given an assignment of attending 10 business enterprises for problem solving in a 3-month cycle (Sept-Nov. 2002). Accordingly 200 business operators were given various important services like advice and training on bookkeeping, business planning, customer handling and recording, technology information, awareness on government rules (taxes, land lease, licensing and registration), linkage service (with MFIs, BDS providers, machinery and spare parts suppliers, etc.). In the 2nd cycle similar 5 month initiative which is planned for Jan.-June, 2003, 40 facilitators in Amhara region, 45 in Addis and 40 in Awassa will give services to 15 operators per facilitator. This makes the number of MSMEs covered through the program about 3000 per year in two cycles.

7. Costs

The Demand Driven Needs Assessment & Business Services Delivery method involves training of facilitators by an international expert well experienced in the methodology. Follow up and support to facilitators is also essential. An estimated cost of Euro 90,000 is apparently necessary to design & implement this product including a first BDS cycle put into practice

8. Further resources or other references
www.bds-ethiopia.net/approach1.html (Example of Ethiopia)

Report on the Bahir Dar and Addis BDS workshop 7/2002,for download see library: www.bds-ethiopia.net/documents.html 

PowerPoint presentation on demand driven BDS, 
for download see library: www.bds-ethiopia.net/documents.html 

www.accompagnement.net (Example of Tunisia, French language)

9. Date

January, 2003

10. Contact

For further information, please contact Dieter Gagel at mail@gagel.net or 
Fantahun Melles at mse-pro@telecom.net.et. 

Mailing address: GTZ-MSE Project, P.O.Box 11133, Addis Ababa, Ethiopia.

Tel. ++251 1 626135, Fax: ++251 1 620125

Annex 2

	Counselling Service training 
to the Commercial Bank of Ethiopia (CBE)

from 20/10/03 to 24/10/03

	 1.  Monday, 20/10/03

      9h

Welcome and introduction of participants

      9h30
Programme presentation

    10h00
Case study examples of operators in Tunisia and Ambo 
    10h30
Tea break

    11h

General introduction to the participatory BDS
· How to put BDS into practice?

· Permanent dialogue with the operators

· Situation analysis overview

· How to talk to the operator?

· Interview guidelines

· What is behind the problem of "lack of finance"?

· Action planning

· Services provided (give own examples)

· Training courses or on the spot advice?

· Examples for on the spot advice (give own examples)

· Steps to the Development of MSE self help organisations

· Market orientation of Business Development Services

· Example of paid Business Development Services

· The Business Services Delivery Cycle

· Implement the first CBE BDS cycle from 11/03 to 5/04

· 5-month report on BDS delivery in 5/04

_______________________

13h
Lunch

_______________________

    14h00
Presentation of the situation analysis format

Presentation of the action planning format
    14h15
Discussion of situation analysis and action planning of Bahir Dar 
    15h30
Tea break

    16h00
Ongoing discussion of situation analysis and action plan

    17h00
End



	2.  Tuesday, 21/10/03

    09h00
Presentation of Propride BDS-approach

    10h00
Field preparation for the afternoon

· Set up of groups

· List of 15 operators to visit

· Preparation of survey materials and guideline cards

_______________________

12h30
Lunch

_______________________

      14h00
Field survey



	3.  Wednesday, 22/10/03

    09h00
Drafting the situation analysis overview
_______________________

12h30
Lunch

_______________________

    10h00
Tea break

    14h

Presentation and discussion of the results




	 4.  Thursday, 23/10/03

    09h00
Get more information in the field (data improving)

    11h00
Improve the situation analysis overview

_______________________

13h
Lunch

_______________________

    14h00
Discuss the final situation analysis and analyse strengths and weaknesses

    15h30
Tea break

    16h00
Drafting the action plan


	 5.  Friday, 24/10/03

      8h30
Discuss and modify the action plan...

    10h00
Tea break

    10h30
Discuss and modify the action plan

_______________________

13h
Lunch

_______________________

    14h00
Steps to implement the action plan

· How to collaborate with other service providers

· How to encourage self-help and how to organise support measures.

    14h30
Organising the first counselling cycle of CBE 

· Distribution of the formats, Time table for the first cycle, Choice of operators, Collaboration with BDS providers, Documentation, Evaluation and Reports / Communication, Business plan format, To-do list

    15h

Implementation of Folders for follow-up activities

    15h30
Tea break

    16

Meeting with managers/directors and presentation of results
    17

Closing




Annex 3

CBE  BDS Training Participants List

	No
	Name
	P.O. Box Address
	E-mail

	1
	Sosina Mengesha
	Addis Ababa 225
	

	2
	Nardos Haileyesus
	Addis Ababa 225
	Nardoshy@yahoo.com

	3
	Ayele Cherinet
	31474 A.A.
	Ayelle2004@yahoo.com

	4
	Mulugeta Asmare
	255 A.A.
	

	5
	Zerfu Assefa
	255 A.A.
	Zerfu@yahoo.com

	6
	Bekalu Zeleke
	A.A.
	

	7
	Sahlu Abebe
	A.A
	

	8
	Getachew Gebre
	26412
	Getachew20007@yahoo.com 

	9
	Getachew Wassie
	255
	

	10
	Sara Tezera
	11585
	Saratezera@yahoo.com 

	11
	Andinet Nigatu
	255 A.A.
	

	12
	Dr Getachew Teka
	24772 A.A.
	Ebe.w.outl@telecom.net.et 

	13
	Tsehay Shiferaw
	23218code1000
	Kony_sun@hotmail.com 

	14
	Essayas Kassahun
	32089
	Essoyask2001@yahoo.com 

	15
	Melika Bedri
	32089
	Melikabedri@yahoo.com 

	16
	Daniel G/medhin
	255
Tel. 52.50.25
	Danielgmd@yahoo.com


Annex 4 - Tunisian examples
	Coffee grinder 
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	Problem: 

The business owner does not have any market problem. She could sell to bars, restaurants, cafés. But she has no sufficient stocks on coffee. So she sells only by small quantities.
Solution:
Credit for sufficient stock on coffee would immediately raise up her production and  turnover. The credit would be profitable. In this case we support the credit demand. With the further profit she could buy some machines as coffee grinder for special sorts of coffee and develop the business by her own ressources.
 Action:
The shop owner will document her client orders and potential clients. The facilitator will help for formulating and support her credit demand.

Support for extension credit, because market situation is excellent.
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	Public secretary 
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	Problem: 

No strategic location, no clients. Even her initial fund has been exhausted.

The shop owner cannot repay her initial credit.

Solution:

The credit demand for a second credit makes no sense with this bad market situation. The facilitator cannot support her demand.

The only possibility is to change immediately the actual location.

Action:

The facilitator provided advise for a new strategic location (nearby schools and administrations or right in the city).

A temporary re-assessment of the initial credit has been supported.

 

No support for credit, because bad market situation.


	Kindergarten 
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	Problem: 

· Most of the kindergartens have the same problem: Bureaucratic problems in the start-up period delay the opening of the schools. So they do not open before the new school year and do not have at their disposal a sufficient number of children. A sufficient number of children to run profitably is between 40 to 80. So in the first school year, a lot of kindergartens are not profitable and the fix costs are to high. 

 

Solution:

· Several kindergartens need a re-assessment of the initial credit for the first year. 

· Publicity and marketing measures have to be undertaken before the beginning of the next school year. 

· The high fix costs (rent and personal costs) cannot be avoided if the kindergarten will be well managed, but a higher number of children will pay these costs. 

· Before the start-up period, the promotors have to be informed to start up their business long before the beginning of the school year in order to overcome this problem. 

 

Action

· Support the re-assessment of the initial credit scheme for the first school year. 

· Advisory for promotion and marketing measures: a simple leaflet would be a first measure to support marketing visits in their district. 

· A  purpose of 50-80 children per nursery school should be fixed. 

 


Ambo examples
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small 5 operations machine 
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 poor tools and stock without maintenance 
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	Wood and metal workshop - Ambo
Situation

The workshop is situated in a quite part of the town. Products are furniture as beds, cupboards, chairs and doors. Metal products are grills, gates and fences. Staffs are about 5 apprentices and workers.

Problems

· No very good sales situation, the quarter is too calm, no exhibition possibilities. 

· Legal problems for wood supply. 

· Poor equipment and tools apart from the 
5-operation-machine. 

· (Insufficient product quality. Is working with insufficient tools). 

· (No good storage of raw materials). 

Proposals of the owner

· Wants to get a workshop on the main road for exhibition possibility. 

· Wants to improve his tools and machinery. 

Actions

· Do savings. 

· Buy some simple tools by own funds.
Support by BDS-provider:
· Encourage for savings. 

· Encourage to buy simple tools 

· Make a supply study for wood. Could be a general problem for carpenters in this region. See further possibilities of solution. 

· Needs on vocational training (could be part of a technical on-the-spot advisory by a FeMSEDA master for carpenters at Ambo town.) 

· (Credit is not recommended because no good sales situation.) 

· (Rent for a workshop on the main road will be too expensive.) 
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auto-mechanics and metal works 
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locally made welding machine 
	Auto-mechanics and metal works 
 

Situation

· The workshop is situated on the main road of Ambo and obviously has a lot of clients in both, auto-mechanics and metal works. 

· All kinds of vehicles and all kind of grills, gates and fences. The owner himself locally produces welding machines. He has a lot of employees, about 20. 

· No sales problems. 

Problem

· High transport costs to get spare parts from Addis. 

· No crane to lift motors and no inspection ditch. 

· No thread cutting tools. 

Proposals

· Wants to open a spare parts shop or stock in order to reduce transport costs.  

· Wants to get a thread cutting tool set. 

Actions

He already has a banking account.
· Save more money.  

· Do a business plan in order to ask for an extension credit. 

· Can buy the thread cutting tool set by his own money.  

· Additional vocational training for thread cutting (half a day training in another workshop or FeMSEDA). 

Support by BDS-provider

· Encourage for savings 

· Assist in business plan preparation. 

· Help for connecting to micro finance. 

· Look for thread cutting tool providers and prices at Addis. 

· Organize a half a day training on thread cutting tools. 

· Is there any possibility to sell the locally produced welding machines (with better coachwork and painting?) 
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Tailoring workshop - Ambo town
 

Situation

· The workshop is situated in a popular part of Ambo with a good sales situation. Workshop outside and inside is looking very organized. 

· In addition to the tailoring, he has opened a beauty shop, which is completing his first activity. 

· Products and services are women dressmaking and rentry of clothes for festivities. 

· He has a stock of textiles. 

· Good sales situation. 

Problems

· Wants to extend his business and renew his sewing machines which are very used. 

· Believes to be overtaxed. Taxes are fixed by guess and without any scheme.  

Proposals/Actions

· Do savings and carry out a business plan for extension credit. 

· Calculate taxes and intervene at the finance administration. 

BDS-provider

· Encourage for savings 

· Assist for business plan and make contacts to credit organisations. 

· Analyse tax fees and eventually assist on intervention at the finance administration.



Annex 5: Powerpoint presentation on demand driven Business Development Services (BDS)
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[image: image20.emf]Steps to

put BDS into practice...



Each facilitator selects 15 operators in his region for the 

implementation of a 5-month action plan in order to deliver

Business Development Services.



BDS are based on a regular contact with the operators and

services are based on the operators‘ demand.



So, encourage the operator to express his problems and

proposals.



Write a situation analysis overview of these 15 operators

and note their problems and proposals.
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[image: image21.emf]...Steps to put BDS into practice



Agree upon a 5 month action plan for self-help 

activities of the operators and additional support by 

the facilitator.



Contact facilitating agencies and BDS providers in 

order to agree upon support for the action plan.



Services that cannot be managed by the facilitator 

himself, may be implemented by other BDS providers

(facilitator makes contacts).
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[image: image23.emf]Regular Visits to Operators !



Regular visits to the operators involved are 

necessary in order to solve the problems 

identified. „Regular“ means at least once per 

week, but if necessary, even 3 visits per week 

to solve a problem are useful.



Problems are not solved by doing a situation 

analysis and action plan. You have to go into 

action and contact other partners and 

administration in order to realize the solution.
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[image: image25.emf]How to talk to the operator?



The situation analysis has 3 aspects: 



To warm up with the operator



To understand his way of thinking



To get data for action (and not data for data)



Introduce yourself and your concern.



Sit down and have time, but don‘t waste the time of the operator.



Listen and work off your questions without hurrying.



Try to answer the operator if possible, but don‘t try to solve 

immediately his problems or to find immediately the solution.



Not only talks, observations are very useful too!



When actions are identified, agree upon his self help part and your

additional support.



Talks are confidential, above all with the administration and other 

operators.
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[image: image26.emf]Interview guidelines



Name and activity: Name, address, activity



Location: Location, dimensions, number of rooms, furniture etc.



Equipment: Tools, machines, nomber and quality, condition



Products and services: offered by the operator



Supply: Raw and working materials, tools, machines, availability, suppliers



Sales: Situation of sales, clients, middlers



Marketing: Promotion actvities, publicity, advertising



Staff: Number and functions, qualification, school education



Business management: Bookkeeping? Recording? Receipts?



Costs per month: Rent, electricity, water, taxes, staff and social security contributions,

maintenance



Problems and solutions: identified by the operator himself without suggestions by the 

facilitator. Problems and solutions must be detailed! „Marketing“ is not enough.
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[image: image27.emf]Is „Lack of finance “ really 

the problem?



Most of the operators see the „Lack of finance“ as 

their main or only problem.



It‘s up to the facilitator to get to the bottom of this 

problem: Other problems in other fields of

intervention may cause the lack of finance 

(ask him: „Why do you have a lack of finance?“ ).



In that case, financial support will not necessarilly 

help the operator, but support in other fields of

intervention can solve this secondary problem.

see overview next page...
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[image: image29.emf]Action planning
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[image: image30.emf]Organize CEFE –

rehabilitation course for 

operators in the Tigray 

region in order to

strengthen 

competitiveness

Courses and on the spot advice in 

accounting for small and medium 

businesses in Addis

Set-up of a purchasing 

central in the Tigray region 

for electricians and

plumbers

Negotiate with the local 

administration in Bahir 

Dar in order to redefine 

taxation procedures

Possible 

services provided

Make contacts with 

FeMSEDA for a vocational 

training on new 

technologies for metal 

workshop

Information on trade fairs 

on regional and national 

level, conditions for 

participation for several 

regions

Improve your tools and machines:

on the spot advice to woodworker 

workshops of Ambo in contact with 

the skills development centre Ambo

Negociate with micro-

finance institution on 

extension credit (spare 

parts shop) for auto-

mechanics workshop in 

Ambo
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[image: image31.emf]Training courses 

or on the spot advice?



Training courses are often the only method used by BDS

providers. But training courses tend to be offer-oriented and do

not always meet the real needs. 



On the spot advice can be an additional demand driven tool in a

comprehensive BDS system:



The field approach allows the operator to express his real

needs on the spot and to demonstrate it.



The facilitators can observe on the spot the situation and

problems of the operator concerned.



Certain problems cannot be solved in group training (operator 

doesn‘t want to speak in a group with competitors, specific 

problems with authorities etc.)
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[image: image32.emf]Examples for on the spot advise 

instead of courses



Accounting training courses often are without 

impact. On the spot advice to initiate a simple

accounting system will be more concrete and

you can better control it in practice.



Training for maintenance of tools and

machines with the operators‘ own equipment

and in their workshops will be more effective.



Production run and workshop organization 

should be optimized in the workshop.
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[image: image33.emf]What kind of services?...



Based on the self help initiative of the operator.



Necessary, according to the problems identified and

the priorities of the operators.



Possible and realistic, according to the human

resources and financial capacities. 



Services that cannot be managed by the facilitator 

himself, can be implemented by other BDS providers

(facilitator makes contacts).
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[image: image34.emf]... what kind of services?



Group support or group trainings are possible 

if a certain number of operators have the 

same or similar problems, e.g.:



Several carpenters need training in tools and machinery 

maintenance;



The carpenters of Ambo are not allowed to collect wood

in the local area;



Auto-mechanics of one region need spare parts store 

for better supply;



Vocational training in cut and design for tailors;



Management training for medium entreprises.
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Services Delivery Cycle

1. Regular talks

with the operators

2. Identification of major

problems by the operators 

themselves

3. Common formulation of

proposals and actions

4. Self help actions and 

additional support by the

BDS providers
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common impact 
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operators and facilitators

Discussion
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[image: image37.emf]5-month report on BDS delivery

Facilitator: BDS-provider: Date: Period:

Results and comments

(reasons for failure)

Services implemented Support Services identified

(see action plan)

Owner/

Business

Facilitator‘s additional comments:
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[image: image38.emf]Webpage-links to BDS



www.bds-ethiopia.net

Webpage of the Ethiopian Business

Development Services Network (EBDSN)



www.bds-ethiopia.net/bds-components

Some examples and case studies



www.business-experience.com

Webpage on BDS experiences in Mali, 

Guinea, Tanzania, Tunisia
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Annex 6
	Example of a CBE - Counselling-Cycle 2003/2004

	October
	November
	Dec
	Jan 04
	Febr
	March
	April
	May
	June
	July
	Aug
	Sept
	Oct
	Nov
	Dec

	October:

· Discuss approach

· Make personal time table

· Implement counselling staff and department

· Equip office with folders, Time tables, sign boards

· Read succes stories 

· Study formats, especially Busines Plan and record keeping formats

· Read CD-ROM, especially Business Information Services

· Implement Organization Development Folder to be better organized

· Visit Propride and Progynist

________________________

November:

· Select 15 operators

· Make situation analysis (PC) and discuss with your staff.

· Make action plan (PC)

· Send to CBE and MSE-PRO

· Make good contacts with operators, invite partners

· Fix situation analysis and action plan on the board of your office
	1. Counselling cycle

· Make regular visits to companies, at least once or two times per week

· Discuss the self-help action of the company and your support action in order to solve the problem

· Try to solve the problems indicated in the action plan.

· Contact and get help from your partner organisations, training centers, consultants BDS-providers etc. for solving problems

· Don't settle in your office, but do regular visits to operators and partners!
	Report should be written in the last week of the previous cycle and sent to CBE and MSE-PRO in the first week of the preparation month
Start new preparation right in the first week of this preparation month. Don't loose your time!
	2. Counselling cycle
	Report

+ Prep
	3. Coun-selling cycle


Annex 7
CBE To-do List to prepare the first counselling cycle
	What?
	Who?
	When?

	Put BDS CD-ROM on the computers of the participants and make new PC BDS directory.

Directory and sub-directories:

· Counselling
· Webpage

· Formats

· Planning documents: Situation analysis, action plans
· Reports

· Other documents


	Daniel
	October

	Produce workshop report
	Gagel, Teklu
	Nov. 10

	Organize staff meeting in order to prepare the first follow-up cycle

· Discuss workshop report and approach

· Elaborate proposal for management:
· Approach

· Responsabilities and staffs involved
· Selection of companies

· List of partners

· Time table


	Andinet
	Nov. 15
Nov. 20

	Contact MSE Development Project for comments
	Andinet/Daniel
	Nov. 25

	Make contacts with partners and negotiate collaboration

· Make list of partners and their fields of interventions

· Contact Addis Chamber of Commerce

· Explain approach

· Negotiate collaboration and responsable in Addis Chamber


	to assign
	wait for decision of management


Annex 8
	Situation analysis of selected companies

	Name / Activity

Location / Equipment
	Products and services
	Supply / Sales / Marketing
	Staff /
Business management
	Estimated Costs 
per month 
	Problems identified by the owners 

themselves and their proposals

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	....


	
	
	
	
	


Annex 9
	Five-month action plan

	Name / Activity of the business
	Problems identified
	Proposal of action
	Partners and 
BDS providers

	
	
	Sel-help initiative of the company
	Additional support 
by the facilitator or BDS provider
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


 Annex 10
Five-month report on counselling services
Period: .................... - ........................

Counsellor:


Institution:



Date:




	Name of Company 
	Support activities identified

(repeat the actions of your last action plan with the same numbers)
	Support activities realized

(only your real achievements)
	Impact and remarks 

(reasons for failure)

	1.


	
	
	

	2.


	
	
	

	3.


	
	
	

	4.

....


	
	
	


PAGE  

