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EXECUTIVE SUMMARYEXECUTIVE SUMMARYEXECUTIVE SUMMARYEXECUTIVE SUMMARY    

This is a report of the final evaluation of the five-year project “Support for Small Enterprise 

Development” which was an initiative of SEEDS Enterprise Services Division (ESD), Sri Lanka 

supported by APT Enterprise Development, UK.  The project aimed to increase the self-reliance, and 

reduce the vulnerability to changing market conditions, of poorer members of rural and urban 

communities in Sri Lanka.  Its specific purpose was to provide and promote innovative, cost-effective 

business services to small & micro-enterprises (MSEs) in Sri Lanka, enhancing opportunities for 

increased income and employment. 

ESD delivers one of the three strands of work of Sarvodaya Economic Enterprise Development Services 

(SEEDS) – a not-for-profit company affiliated to the Sarvodaya Shramadana Movement.  SEEDS’ 

mission is to eradicate poverty by promoting economic empowerment for a sustainable livelihood.  

ESD’s role in SEEDS, since the early 1990s,is to promote micro-entrepreneurs access to business 

services that will complement the financial services and generic training courses offered by SEEDS 

Banking and Training divisions respectively. One of ESD’s main strategies during the project has been 

to establish one-stop-shops called Enterprise Promotion (EP) centres in each of the 20 districts where 

SEEDS operates, so that SEEDS clients can easily access a range of advice, information and referral 

services from ESD’s cadre of specialist EP officers. 

SEEDS and APT have collaborated in enterprise development / business services since 2000.   This 

project is of special interest in that it spanned a period when new propositions about the best role for 

development agencies in promoting sustainable access to business services, were gaining favour.   

Through innovations in ESD’s approach, and a strong focus on sustainability, the project therefore 

aimed to demonstrate a model for marketing business services to relatively-poor entrepreneurs that 

would be of value to other practitioners around the world.  In order to achieve this kind of learning from 

the project, ESD and APT put much emphasis on establishing effective monitoring / management 

information systems. 

The project was subject to a very competent mid-term review in May 2003 by external consultants.  

The review generated eight clear recommendations for ESD. In addition, it led APT and ESD to seek 

and secure some necessary amendments to the project contract with the EC in 2004 – including an 

extension from 42 to 60 months.  The mid-term review recommendations have helped inform the 

thinking in this final evaluation.   

The evaluation exercise was preceded by an independent sample survey of nearly 300 ESD clients 

during September / October 2006.  This was partly in order to validate the data from ESD’s monitoring 

system and partly to contribute extra qualitative material for the evaluation exercise.    The results of 

the sample survey are summarised in section 2, and presented in detail in Annex 1.   The survey 

produced useful information about the changing nature of the challenges which ESD’s clients feel they 

face; and their reported satisfaction with the services that ESD provides.  It provided a good picture of 

the typical income and employment profiles of ESD clients, and also generated some valuable data 

about the relative performance of client enterprises in different trades or sub-sectors.  

The evaluation exercise itself took place in late November 2006.  It involved a review of key documents 

and reports at SEEDS head-office, field visits to four EP centres and two technology resource centres, 

and interviews with 21 members of staff at all levels.   

One significant disappointment, from the evaluator’s point of view, was that ESD’s monitoring system – 

a large and recently compiled enterprise database of 29,000 clients – was not able to provide reliable, 

useful data as anticipated.  The reasons for this are explained in section 3.  A detailed report on the 

system’s failings and recommended solutions is provided in Annex 2. 
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Outcomes Outcomes Outcomes Outcomes of ESD’s Workof ESD’s Workof ESD’s Workof ESD’s Work    

While bearing the above in mind, in general the evaluation found that ESD have made good progress 

both in terms of fulfilling their target objectives (as described in the EU contract amendment), and in 

terms of the organisation’s response to the recommendation in the mid-term review.    However, it has 

not been an entirely easy journey, and some major challenges have emerged which ESD will have to 

overcome if it is to sustain the trajectory established during this project. 

ESD’s achievements, against its main targets are summarised here: 

TargetTargetTargetTarget by 2006 by 2006 by 2006 by 2006    AchievementAchievementAchievementAchievement    

Active enterprises on ESD’s client-

base increasing by 3,328 p.a. 

ESD was exceeding its target during 2005.  However results 

slipped back during 2006 to around 75 % of target. 

Employment in ESD’s clients’ 

enterprises increasing by 8,990 p.a. 

ESD had reached about 80 % of target by end of 2005, but 

also slipped back (to around 60 %) during 2006. 

Average income (profits) of client 

entrepreneurs rising by 15% p.a. 

ESD were unable to monitor this, but inflation-adjusted growth 

of 11 % p.a. was found in the sample survey 

Average wages of client’s employees 

rising by 10% p.a. 

ESD were unable to monitor this, but inflation-adjusted growth 

of 8 % p.a. was found in the sample survey 

ESD’s overall dependence on donor 

funding reduced to 27%  

Overall donor dependency reduced to 33 % of budget  

(excluding investment initiatives) during 2006 

Clients’ contribution to the total ESD 

budget risen to 21%   

Client contributions rose to 24 % of budget (excluding 

investment initiatives) during 2006 

Clients’ contribution to ESD local 

operational costs increased to 75% 

Client contributions rose to 107 % of EP centres budget 

(excluding investment initiatives) during 2006. 

The value of this indicator is, however, debateable. 

The ratio of increased profits & wages 

to ESD costs is at least 7.5 : 1  

An objective assessment of this ratio was not possible, but 

various estimates based on different assumptions, all suggest 

that benefits far exceed costs 

A development-orientated model for 

marketing business services to small 

& micro-enterprises is demonstrated 

ESD demonstrated that in the right circumstances, with well-

motivated and competent staff, the EP centre model of service 

delivery and BDS facilitation does work very successfully. 

Lessons learned are shared with other 

enterprise development / BDS 

agencies   

The opportunity to generate and share valuable lessons from 

ESD’s experience was not sufficiently exploited.  Weaknesses 

in the monitoring system were part of the problem 

Other Findings and ObservationsOther Findings and ObservationsOther Findings and ObservationsOther Findings and Observations    

Underlying these achievements has been substantial progress against most of the main 

recommendations made in the mid-term review. 

ESD have created a stronger, more distinct role for the district-level staff, establishing Enterprise 

Promotion (EP) centres in each (of 20) districts that are stronger, more distinct, self-managing 

business units.  Although in most cases, the EP centres are still physically located in the Banking 

Division’s building, in the best examples, the EP officer now have their own well equipped office with 

resources (audio-visual, ICTs, literature) and space to serve their clients in. 

Following recommendations, ESD successfully reorganised its management structure during 2004.  Four 

new regional manager posts were created, and filled by experienced internal candidates.  They have 

explicitly taken over line management of EP centres, and maintain close contact with EP officers through 
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visits and regular phone-calls.   As result, the EP officers interviewed say that management decision-

making is faster, they feel better supported and more empowered to pursue ESD’s objectives.    

The biggest challenge ESD have faced during the project has been related to the recruitment and 

retention of staff.    ESD lost 13 staff in 2005 to a government recruitment programme, and more have 

left in 2006.  In addition, many members of the field investigators network (see below) were lost.  It has 

proved difficult for ESD to recruit and retain new staff: there are currently six EP officer vacancies.  

SEEDS remuneration rates, especially for new staff, are still relatively low compared to urban wages, 

despite recent increases in non-salary benefits and allowances. Interviews with existing EP officers, both 

experienced and inexperienced, reveal that ESD has a potential problem with staff motivation.   

The overall impact of this problem has been huge – including the collapse of the field investigator 

network, and more alarmingly, a 25% decline in the rate of job / enterprise creation in 2006 compared to 

2005.     This situation threatens the future success of new initiatives around technology resource centres 

and could undermine any investment that ESD makes in building EP officers capacity for delivering 

market-related services in future.  It remains the highest priority issues for ESD.   

A Business Plan was agreed for 2004 – 2008 with key strategies for increasing revenue and reducing 

costs.  These include more attention to earning income from institutional contracts, broadening the 

client base to include non-SEEDS clients, introducing a sliding scale of charges for different categories 

of clients and increasing referral of service delivery activities to other (external) resource people. 

As a result EP officers estimate that about 10 – 20 % of their time goes into support for ordinary 

SEEDS clients with the smallest loans (type A), and 50 – 60% for clients with larger loans (type C) . 

The remaining 30% of EP officers’ time is divided between individual non-SEEDS clients and 

institutional clients.  

One concern is that the pricing of ESD’s services seems to include only the ‘marginal’ operational costs 

of EP officer’s time and direct expenses; while ignoring the operational costs incurred by the 

organisational infrastructure, transport, administrative and management support that backs up the EP 

centres.   This means ESD is subsidising all its customers – including organisations and individuals 

that could perhaps afford to pay more.  

A rough assessment of EP officers work found that providing technical training services and assisting 

clients to secure loans still takes up 60 – 70% of their time.  ESD continues to implement a wide range 

of technology development and demonstration projects – in diverse subjects from bee-keeping to 

hydroponics.  The main strategic development has been to channel technology development activities 

and services into discrete sectoral units, now called resource centres – serving sectors which ESD 

believes have strong commercial potential for their clients.   Five resource centre facilities have been 

established so far. 

ESD has made strenuous efforts to expand the range and reach of services which help clients market 

their products e.g. market information services, business linkages, trade fairs etc.  However, the 

relatively small proportion of EP officers’ time spent on these services contrasts with what the 

independent survey revealed about the perceived challenges felt by ESD’s clients.  The ESD annual 

reports provide evidence of a number of successful market linkage initiatives, however it is hard to get a 

sense of ESD’s overall capacity or competence, especially at the EP centre level.  Many informants also 

expressed concern that ‘marketing skills’ are a key weakness for ESD clients, and ESD is not well 

equipped to adequately respond. 

Among EP officers, some feel confident about facilitating linkages and brokering contracts for clients, 

but other (less experienced) lack contacts, credibility and confidence.  One of the most promising 

initiatives has been the ‘forward sales contract’ service – in which EP officers act as brokers between 

(mainly agricultural) producers, buyers and the SEEDS bank.    
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Summary of RecommendationsSummary of RecommendationsSummary of RecommendationsSummary of Recommendations    

The main recommendations of the evaluation are: 

Bolster the cadre of enterpriseBolster the cadre of enterpriseBolster the cadre of enterpriseBolster the cadre of enterprise promotion officers promotion officers promotion officers promotion officers    

ESD’s principal strategic priority should be to create conditions where it can recruit, retain, motivate 

and strengthen the performance of these key frontline individuals.   Among other things, ESD should 

monitor the competitiveness of its salary and incentive structures for EP officers to ensure it is offering 

a package that can attract and retain staff of the calibre demanded by the role. 

Strengthening the Role of ESD Regional ManagersStrengthening the Role of ESD Regional ManagersStrengthening the Role of ESD Regional ManagersStrengthening the Role of ESD Regional Managers    

Regional managers have to learn to build and lead regional teams of EP officers.  They need to be able 

to reinforce the team’s identity and distinct role, establish a supportive team culture and offer an 

inspiring vision of the success that EP centres can achieve.   Among other things, ESD should train and 

support the Regional Managers to be people managers (as well as technical experts).  Focus on team 

building tools and leadership skills in particular. 

Managing and Developing the Skill Sets of EP OfficersManaging and Developing the Skill Sets of EP OfficersManaging and Developing the Skill Sets of EP OfficersManaging and Developing the Skill Sets of EP Officers    

The diversity of EP officers’ skill sets is a strength for ESD, but it also creates challenges in managing 

and developing human resources in a systematic strategic way.   At both national and district level, 

ESD needs to invest more in understanding which of its services are most highly valued by its different 

clients, so that staff skills development is client-led. Skills development planning should be clearly 

linked to the performance management process of EP officers – so as to address individual weaknesses, 

build confidence and encourage client-led approaches.  Areas such as ‘customer relations’, ‘business 

counselling’ and ‘building market linkages’ are all likely candidates for this kind of investment.  

Strengthening MarketStrengthening MarketStrengthening MarketStrengthening Market----related Servicesrelated Servicesrelated Servicesrelated Services    

The principal un-met demand from ESD’s clients seems to be for services that help them tackle 

market-related constraints better: e.g. lack of information about emerging market opportunities, fierce 

competition from other producers, lack of access to marketing outlets or buyers.   ESD should explore 

ways to provide local market information services for clients in key sectors and strengthen its promising 

work in providing producer-buyer-linkage services.   ESD also needs to explore innovative ways of 

recovering costs for market-related services.   For example, market research costs might be factored 

into the charges for doing business loan appraisals. 

Technical Training ResourcesTechnical Training ResourcesTechnical Training ResourcesTechnical Training Resources    

Technical competencies help give EP officers credibility with their clients. However, the desire to apply 

established skills may encourage unhelpful ‘supply-driven’ practices to persist, and distract officers 

from paying adequate attention to other essential EP activities.   EP officers need to strike an 

appropriate balance between fulfilling the diverse requirements of the role, and delivering particular 

services in which they have a personal competence.  Greater use of external resource people to deliver 

technical training might free EP officers to concentrate on other tasks, or enable a higher quality 

service.    

ESD ESD ESD ESD Resource CentreResource CentreResource CentreResource Centressss        

The five specialist resource centres opening this year provide a great opportunity for ESD to develop 

sectoral expertise as recommended in the 2004 review.   The resource centres should help reduce 

some of the pressures on EP officers, and allow the EP centres to function more efficiently as referral 

points for clients.  However, where resource centres intend to raise revenue from sales of inputs or 

products, ESD should beware the centres become competing market-actors in the sectors they are 

supposed to be supporting. 
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Managing the Managing the Managing the Managing the Cost Recovery Cost Recovery Cost Recovery Cost Recovery EquationEquationEquationEquation    

ESD has taken great strides to put the EP centres on a sustainable financial footing – which has 

encouraged some EP officers to be more innovative and entrepreneurial.  However, an exclusive focus 

on cost-recovery targets may also compromise ESD’s mission.  ESD management therefore needs to 

reassert a commitment to a ‘balanced scorecard’ strategy – i.e. one which also values client 

satisfaction, meeting SEEDS’ internal objectives, and most importantly achieving impact on poverty, 

alongside cost-recovery targets.  Performance targets need to include at least some non-financial 

objectives – for example related to the creation of sustainable employment for poor people 

As far as market will bear it, ESD should seek to increase charges to better-off clients and those 

institutions (incl. SEEDS own Banking Div) that can afford it, so they are closer to real costs which ESD 

incurs when overheads are taken into account.  ESD RMs should regularly review true costs of different 

services and consider withdrawal from those services which cost significantly more to deliver than 

clients are willing to pay. 

CrossCrossCrossCross----Subsidies for Poorer ClientsSubsidies for Poorer ClientsSubsidies for Poorer ClientsSubsidies for Poorer Clients    

Raising prices could give ESD greater scope for directing its financial resources to important target 

groups of its own choosing e.g. women entrepreneurs, poorer SEEDS clients, employment-creating 

businesses.   Increased income from institutions and better-off clients could be used to cross-subsidise 

those less able to pay.  ESD should look at re-establishing a visible subsidy system for targeted SEEDS 

clients using coupons or vouchers.   Even a small annual subsidy fund (e.g. Rs 3 million p.a.) used at 

the discretion of EP officers to support clients whose enterprises are most likely to help ESD achieve 

job creation and income growth for poorer people, would make a big difference 

Management Information SystemManagement Information SystemManagement Information SystemManagement Information System    

If ESD is to improve its services, increase its effectiveness and sustain investment from donors, it must 

develop a credible management information system that gives both managers and EP officers accurate 

and timely feedback on their performance and ESD’s impact.  A comprehensive MIS would also enable 

ESD to talk authoritatively about the effectiveness and impact of its work to external audiences in 

SEEDS, among donors and within the wider enterprise development industry. ESD should step up its 

investment in monitoring effectiveness indicators, and managing the resulting data to produce credible 

and useful information about the Division’s performance.  Detailed recommendations are given in 

Annex 2 of this report. 

Assessing ImpactAssessing ImpactAssessing ImpactAssessing Impact    

One unfortunate consequence of the flaws in the enterprise database (Annex 2), is that it is not yet 

possible to say confidently whether ESD’s services are benefiting poorer entrepreneurs in particular. 

More importantly, the final impact of ESD’s work can not be disentangled from the work of SEEDS 

other divisions.  If SEEDS works well, the outcomes produced by the three Divisions should come 

together – complementarily - to reduce poverty and improve livelihoods of clients.  SEEDS should 

develop a systematic evaluation methodology for assessing the ultimate impact of the organisation’s 

work on the livelihoods and poverty of SEEDS clients  
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1.1.1.1. BACKGROUND INFORMATIBACKGROUND INFORMATIBACKGROUND INFORMATIBACKGROUND INFORMATIONONONON    

Context and SContext and SContext and SContext and Situationituationituationituation    

Sri Lanka, a nation of 21 million, have benefited from steady improvements in life expectancy, school 

enrolment, literacy and per capita income in recent years.  The country performs best in South Asia in 

the UN’s Human Development Index: ranking 93rd in world despite being only 110th in economic terms.  

This success is associated with a reasonably stable economy, per capita GDP of PPP$ 4,400 and 

growth rates of around 6 - 7% p.a.   Performance on gender-related indexes is also good.  

According to the World Bank, however, Sri Lanka’s economic growth remains uneven. The economy has 

been resilient to adverse shocks like the ethnic conflict in northern and eastern areas of the island, and 

the December 2004 tsunami.  However, economic growth has proved inadequate to substantially 

reduce poverty beyond urban areas. Rapid growth in the services and industry sectors has concentrated 

in urban areas, while stagnation in agriculture has adversely impacted the rural economy where most of 

the poor live.  Meanwhile, inflation climbed to nearly 14% by end of 2006, and the size of government 

debt is a major concern.  Impediments to Sri Lanka achieving a higher overall growth include a weak 

fiscal framework, inadequate investments in economic infrastructure, restrictive labour and land 

markets, and great uncertainty about the prospects for peace.  

Tackling the increasing inequality between rural and urban areas is a major objective for the 

government.  Promoting small and micro enterprises especially in rural areas is seen as an important 

means of strengthening the rural economy, and transforming the traditional agriculture sector.   In order 

to realise these aspirations however, budding micro-entrepreneurs need access to a range of appropriate 

financial and non-financial business services such as training, technology advice and market 

intermediation.  Although access to financial services has improved significantly thanks to the micro-

finance revolution, markets for most business services are still weak or non-existent.   Micro-

entrepreneurs have therefore had to rely on haphazard provision of government-subsidised services, 

often poorly designed or inappropriately targeted.   

Project BackgroundProject BackgroundProject BackgroundProject Background    

“Support for Small Enterprise Development” was a 60 month project of APT Enterprise Development 

and SEEDS Enterprise Services Division, running from January 2002 – December 2006.  It was co-

financed by the EC PVD NGO co-financing programme (Contract B7-6000/PVD/2001/741/UK/PR), 

matched by inputs from NOVIB, ICCO and others. 

APT Enterprise Development is a UK based charity dedicated to reducing the poverty of vulnerable 

people in Africa and South Asia by promoting the development of micro and small enterprises. 

SEEDS is the economic development strand of Sarvodaya’s approach and its mission is to eradicate 

poverty by promoting economic empowerment for a sustainable livelihood. Launched in 1987, and 

registered as a separate legal entity in 1998, SEEDS aims to strengthen Sarvodaya Shramadana 

Societies in the villages to become self-sustainable development centres providing a range of financial 

and other enterprise services within the community. Presently SEEDS operates in most districts in Sri 

Lanka (22 of 26), through a network of over 3000 active Sarvodaya Societies enabling over 900,000 

members to access its services.   

SEEDS is structured into three divisions – Banking, Training, and Enterprise Services, which work 

together to provide a package of financial and business services which they call “credit-plus”.   

SEEDS Enterprise Services Division (ESD) was formed in 1990 largely in response to the Banking 

Division’s concerns about loan default rates.  Several studies of SEEDS work highlighted the lack of 

access to relevant quality non-financial services as a constraint.  ESD was charged with improving 

entrepreneurship and business skills among SEEDS borrowers, by providing and facilitating access to 

business services.  More recently, it has extended its services to other micro-entrepreneurs too, as it 

seeks to increase the rate at which new micro-enterprises graduate to become established businesses.  
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One of ESD’s main strategies has been to establish one-stop-shops called Enterprise Promotion (EP) 

centres in each of the districts, where clients can access a range of advice, information and referral 

services from ESD’s cadre of specialist EP officers. 

APT has worked in partnership with SEEDS and ESD in particular since 2000, providing technical 

assistance and acting as a conduit for European donor funding.  The present project was planned to 

consolidate and improve the effectiveness of Enterprise Services Division’s work in 20 districts of the 

island, so as to increase clients self-reliance and reduce their vulnerability to changing market 

conditions. 

The project has also been conducted during a time of significant change for SEEDS.  The Banking 

Division has grown markedly in scale and institutional strength since 2001, with the establishment of 

over 1000 village-level  banking units, improved loan recover rates and greater capacity to reach 

borrowers at the community level directly.   This altered the Banking Division’s relationship with ESD.   

At the same time, donors and practitioners in the field of enterprise development have been striving to 

emulate the microfinance industry, by developing financially and institutionally sustainable 

mechanisms for delivering business services.  The focus of this has been on stimulating vibrant, better 

functioning markets for business services, with many competing providers offering affordable 

‘products’.1  In Sri Lanka, this approach is exemplified by the Southern Province Rural Economic 

Advancement Project (SPREAP), which is using ADB investment funds to boost the private commercial 

supply of business services to less affluent rural entrepreneurs.  Such developments have changed the 

context for ESD’s work, obliging the organisation to consider its dual role as both service provider and 

BDS market facilitator. 

Project Project Project Project MidMidMidMid----Term ReviewTerm ReviewTerm ReviewTerm Review    

The rapidly changing context was one reason why APT and SEEDS arranged a mid-term review early 

during the project cycle, in May 2003.  The key recommendations of this review were: 

a. Review ESD’s strategy & objectives in relation to other divisions of SEEDS – focussing on 

distinct services to meet the needs of poor micro-entrepreneurs 

b. Strengthen EP centres to become more autonomous self-managing business units, so allowing 

ESD’s head office to play a more streamlined, strategic, facilitatory role. 

c. Invest in building the competency & capacity of district staff (EP officers & others) 

d. Develop deep competency / capacity to provide core services in ‘key sectors’ – that can benefit 

large numbers of poor micro-entrepreneurs 

e. Pilot test the EP centre model thoroughly in 3 – 5 districts before rolling out the full EP centre 

expansion programme 

f. Develop a road map to financial sustainability: a comprehensive business plan for ESD with 

realistic targets, that analyses EP centres and head office as separate cost-centres. 

g. Redesign and rationalise the performance monitoring and impact assessment system, so that it 

provides useful management information about the outcomes of ESD’s work 

h. Take advantage of the project opportunity to describe, demonstrate and use evidence to 

publicise the impact on poverty of ESD’s business services programme. 

These recommendations were taken up by ESD’s management during subsequent meetings and to a 

large extent were embedded in ESD’s Business Plan for 2004 – 2008.  During the latter part of 2003 

and 2004 APT and SEEDS also negotiated some amendments to the original EC contract including an 

extension of the project to 60 months, a refocusing of some activities and a revision of specific targets. 

                                                 
1 This policy approach is described in the Government’s 2002 White Paper “The National Strategy for SME 
Development in Sri Lanka” 
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Project ObjectivesProject ObjectivesProject ObjectivesProject Objectives (as r (as r (as r (as revisedevisedevisedevised    for 2004 for 2004 for 2004 for 2004 –––– 2006 2006 2006 2006))))    

The project aimed to increase self-reliance and reduce vulnerability to changing market conditions of 

poorer members of rural and urban communities in Sri Lanka.   

It’s purpose was to provide and promote innovative, cost-effective business services to small & micro-

enterprises (MSEs) in Sri Lanka, enhancing opportunities for increased income and employment. 

The revised specific results expected from the project were that ESD would: 

1. Establish a development-orientated (i.e. sustainable, pro-poor) model for marketing business 

services to small and micro-enterprises in rural and urban communities 

2. Share lessons learned in developing this model with other enterprise development / BDS 

agencies (document and disseminate quality information).  

3. Increase the range of business opportunities to suit the market environment 

4. Increase the number of marketing opportunities for products (& services) from MSEs 

5. Increase the diversity of skills and technology options available to MSEs 

6. Make appropriate information on business development available to poor rural and urban 

entrepreneurs  

7. Increase effective use of credit from SEEDS Banking Division by MSEs 

Project Targets (Indicators, as revised for 2004 Project Targets (Indicators, as revised for 2004 Project Targets (Indicators, as revised for 2004 Project Targets (Indicators, as revised for 2004 –––– 2006) 2006) 2006) 2006)    

ESD set itself some very concrete targets in the revised EC contract and the subsequent Business Plan 

(2004 – 2008).  The most significant outcome targets set for 2006 were: 

Outcome Indicator TargetOutcome Indicator TargetOutcome Indicator TargetOutcome Indicator Targets for 2006s for 2006s for 2006s for 2006    

a. Number of active enterprises on ESD’s client-base increasing by 3,328 every year 

b. Number employed in ESD’s clients’ enterprises increasing by 8,990 each year 

c. Average income (profits) of client entrepreneurs rising by 15% each year 

d. Average wages of client’s employees rising by 10% each year 

e. Clients’ contribution to meeting EP centres’ local operational costs increased to at least 75% 

f. Clients’ contribution to the total ESD budget risen to 21% (it was 14% in 2003) 

g. ESD’s overall dependence on donor funding reduced to 27% (it was 42% in 2003) 

h. The cost-benefit ratio of increases in profits & wages compared to ESD costs is at least 7.5 : 1  

Output (Effort) Output (Effort) Output (Effort) Output (Effort) Indicator Targets for 2006Indicator Targets for 2006Indicator Targets for 2006Indicator Targets for 2006    

Among the many outputs that were planned to achieve these objectives and target outcomes, the 

principal ones were: 

a. Nine further Enterprise Promotion Centres to be established   

 (on top of 3 existing in 2001, and 8 established during 2002 / 2003) 

b. An unspecified number of new market linkages to be established for clients, with at least 75% 

surviving without further ESD intervention after their first year 

c. At least 3 new technologies for MSEs to be identified, tested and integrated into ESD’s range 

of services each year 

d. A network of volunteer “link persons” to be established at village level to promote ESD’s 

services among members of Sarvodaya Societies 

e. A cadre of Field Investigators to be established to provide monitoring services to ESD   

f. A monitoring information system (enterprise database) to be created enabling management 

decisions to be taken with evidence-based lessons learned from ESD’s work 

g. At least 2 research papers and a number of information reports to be published each year 
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Terms of Reference for this EvaluationTerms of Reference for this EvaluationTerms of Reference for this EvaluationTerms of Reference for this Evaluation    

The overall objectives of this final evaluation are to: 

1. Assess the project’s success in meeting its objectives with particular reference to impact and 

sustainability 

2. Assess the progress of the enterprise database and provide guidance on its development 

3. Establish key learning points and make recommendations for future operations of this project.  

The main activities specified by the ToR were: 

• Review relevant documents relating to the project, including: the Project Proposal and 

following Addendum, business plan, reports and monitoring information   

• Oversee the design of the sample survey instrument (questionnaire) and collection of an 

appropriate and adequate sample of data prior to the in-country visit. 

• Review the information collected in-country and cross check through visiting a sample of 

Enterprise Promotion Centres and clients as appropriate. 

• Compare the enterprise database findings with those generated through the evaluation sample.  

• Relate project data to the macroeconomic environment within which the project is operating. 

Evaluation Evaluation Evaluation Evaluation MethodologyMethodologyMethodologyMethodology    

Preparations began in September 2006, and prior to the main evaluation exercise a detailed sample 

survey of ESD clients was conducted by team led by a local consultant.  The survey involved interviews 

with clients drawn from 54 Sarvodaya Societies in five districts.  In all, 300 entrepreneurs were 

interviewed about the performance of their businesses: income (benefits); employment; assets, and 

main challenges faced.  Most also gave responses to questions about the quality and their satisfaction 

with the services delivered by ESD. 

The lead evaluator’s visits and interviews took place in Sri Lanka over 7 days during November 20 – 

30th 2006.  In all 21 interviews were conducted with SEEDS and ESD senior managers, with enterprise 

promotion officers and other project field staff, and other key stakeholders.  District visits were made to 

four enterprise promotion centres and two sites of the new technology resource centres. 

List of Informants List of Informants List of Informants List of Informants Interviewed During EvaluationInterviewed During EvaluationInterviewed During EvaluationInterviewed During Evaluation    

Shakila Wijewardena Managing Director, SEEDS 

Sunil Liyanage Director, Enterprise Services and Training Divisions 

Indrani Hettiarachchy Deputy Director, Banking Division 

Kithsiri Wijewarnasoor Regional Manager (Southern Region) 

D.A. Shantha Anwasiri Regional Manager (North Central Region) 

Lal Gunarathna Regional Manager (Western Region) 

Jayantha Weerasekara Regional Manager (Central Region) 

Pradeep Lakmal EP Officer, Kalutara District 

K.P. Sudath Chandana EP Officer (Senior), Colombo District 

D.S. Pathmasiri EP Officer (Senior), Galle District 

S.M. Rohana Wewathenna EP Officer, Kurunegala District 

D.M.T.B. Dissanayake EP Officer, Mathale District 

Pushpasiri Kumasa EP Officer (Senior), Kegalle District 

Saliya Kumarasiri EP Officer, Kurunegala District 

Shanika Athauda Manager, Information & Research 

Shantha Jayasuriya Manager, Technology Development 

Pujima Adikari Manager, Plant Tissue-Culture Resource Centre 

Gamini Sirinandana Chief Training Officer, Kandy District 

P.D.P. Sanjeewa Manager, BDS Centre, Kandy District 

Anura Attapattu Enterprise Dev Consultant, Member of SEEDS Board 

Margaret Kuruppu Former Director, Enterprise Services Division 
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The main project documents reviewed and consulted were: 

Project Project Project Project Reports and DocumentsReports and DocumentsReports and DocumentsReports and Documents    

APT’s Application to the EC for “Support for Enterprise Development”, November 2001 

EC Addendum to Contract B7-6000/PVD/2001/741/UK/PR, dated 2004 

5 Year Business Plan (2004 – 8) of SEEDS Enterprise Services Division 

Report of the Mid-Term Review, conducted May 2003 

ESD’s Annual Report 2004/2005 (April – March) 

ESD’s Interim report to APT, for July 2004 – December 2005, dated March 2006 

APT’s Interim Report to EC, for July 2004 – December 2005, dated May 2006 

ESD’s Annual Report 2005/2006 (April – March) 

ESD’s Quarterly Progress Reports (October 2005 – September 2006) – 4 documents 

A sample of ESD Monthly Progress Reports from each region 

The data from the independent sample survey was analysed in detail during and after the in-country 

visit.  A full report of the results is attached as Annex 1. 

A tentative exploration was also made of the data on ESD’s nascent management information system 

(the enterprise database) – which contained information on 6,500 ESD clients in 5 (of 20) districts 

where surveying was complete at the time.   A verification comparison was made between the individual 

information about clients on this ESD database, and that in the sample survey. 

The initial findings and conclusions of the evaluator were presented for consultation to a meeting of 

SEEDS / ESD management on the final day of the in-country visit.  Their reactions and responses 

helped to inform the recommendations. 

Evaluation TerminologyEvaluation TerminologyEvaluation TerminologyEvaluation Terminology    

In order to avoid ambiguity about the scope of this evaluation, it is worth clarifying the concepts used 

in this report.  There are three levels of results of the project which need to be clearly distinguished: 

Measurement LevelMeasurement LevelMeasurement LevelMeasurement Level    IndicatorsIndicatorsIndicatorsIndicators2222    

OutputsOutputsOutputsOutputs    

(Effort) 

Completion of activities & tangible results delivered e.g. 

• EP Centres established 

• ESD clients trained 

• Market linkages established 

OutcomesOutcomesOutcomesOutcomes    

(Effect) 

Use of outputs & sustained production of benefits e.g. 

• Increases in number of enterprises 

• Increases in employment 

• Strengthening of markets for business services 

ImpactsImpactsImpactsImpacts    

(Change) 

Difference from original situation e.g. 

• Improvements in quality of life, health, assets, education etc  

• Reductions in vulnerability, livelihood insecurity etc   

The ToR call for an evaluation of the project’s success “with particular reference to impact and 

sustainability”.  However the type of data and evaluation methods described in the ToR dictate the 

scope of this exercise in practice is evaluating project outcomes: effectiveness rather than impact.   

“Impact” needs to be assessed by the goal-level indicators described in the project’s logical framework 

- such as increased labour force participation and increased resilience to external changes - or by other 

conventional indicators of human development and poverty reduction that reflect SEEDS mission to 

eradicate poverty.   This sort of impact assessment would best be conducted as a SEEDS-wide exercise. 

                                                 
2 This conceptualisation of Outputs – Outcomes – Impacts is derived from INTRAC’s Praxis Guide No.1:  

Oliver Bakewell et al. (2003) Sharpening the Development Process, INTRAC, Oxford, UK 
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The sThe sThe sThe structure of this reporttructure of this reporttructure of this reporttructure of this report    

The remaining sections of this report are structured as follows: 

Section 2. The results of the pre-evaluation sample survey are reviewed.   

Section 3. The main findings or observations from the evaluation exercise are described, including 

lessons from important changes that have taken place in ESD during the project.  

Section 4. The progress of the enterprise database (management information system) is examined.  

Section 5. The project’s overall success is assessed with particular reference to outcomes and 

sustainability.   

Section 6. Finally, key learning points are identified and recommendations are made in the fifth 

section. 

 

2.2.2.2. RESULTS OF THE RESULTS OF THE RESULTS OF THE RESULTS OF THE INDEPENDENT INDEPENDENT INDEPENDENT INDEPENDENT SAMPLE SAMPLE SAMPLE SAMPLE SURVEYSURVEYSURVEYSURVEY ( ( ( (SEE ANNEX 1)SEE ANNEX 1)SEE ANNEX 1)SEE ANNEX 1)    

A sample survey of nearly 300 clients was conducted during September / October 2006 partly in order 

to validate the large scale monitoring surveys being conducted by ESD during 2006, and partly to 

contribute extra qualitative material for the evaluation exercise.   

The survey data was analysed with the following main questions in mind: 

1. What are the main challenges faced by ESD’s clients, and how have these changed over time? 

2. How do different types of ESD services compare in terms of client satisfaction ratings? 

3. How have ESD’s clients enterprises performed in terms of employment and profits? 

4. What influence do factors such as the owner’s gender, the business sector and the initial size 

of enterprise appear to have on enterprise performance? 

5. What effect does the provision of ESD services appear to have on enterprise performance, jobs 

and income etc. 

Unavoidably, the enumerator team had to be assisted to identify individual clients by ESD’s EP 

officers.  This meant that some degree of positive ‘selection’ bias is likely.  In addition, there is a 

‘survivor’ bias since only individuals whose enterprises were still active were interviewed.  ESD must 

therefore be cautious about extrapolating the results shown in this survey to their entire client database 

of 30,000 enterprises. 

FindingFindingFindingFinding 1  1  1  1 ––––    Main Main Main Main ChallChallChallChallenges Facing ESD’s Clientsenges Facing ESD’s Clientsenges Facing ESD’s Clientsenges Facing ESD’s Clients    

The main challenges facing ESD’s clients differ from before for both new and already established 

enterprises.   Before working with ESD, clients said the major problems faced were access to credit 

(cited by almost half), inadequate business / technical skills and high input costs.   

In contrast, in 2006, three-quarters of clients emphasise the challenge of high input costs, with 

competition from low-priced alternatives and weather-related problems coming after that.   Poor access 

to credit and inadequate skills have dropped to sixth and seventh in the list of main challenges. 

While remaining cautious about attribution, the results suggest that ESD’s (and SEED’s) work is having 

a positive effect of in reducing clients’ experience of problems with access to credit, inadequate 

technical or business skills and low self-confidence.    

At the same time, these results imply that ESD needs to shift more attention to the now major 

challenge of improving the competitiveness of clients enterprises in the face of rising costs and 

competition from other producers (including of course, imported goods). 
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FindingFindingFindingFinding 2  2  2  2 –––– Satisfaction with quality of ESD services  Satisfaction with quality of ESD services  Satisfaction with quality of ESD services  Satisfaction with quality of ESD services     

When asked to rate their satisfaction with the ESD services they had used, according to four criteria, 

clients gave very high responses throughout (see table below).  Unfortunately, the results are not very 

robust: for example many clients (16%) made directly negative comments about ESD’s services, while 

simultaneously giving high scores.  

ClientClientClientClient Satisfaction Rates Satisfaction Rates Satisfaction Rates Satisfaction Rates    

% of responses at 5 or 6    

Value for 

Money 

Convenience of 

Delivery 

Relevance to 

Needs 

Lasting  

Benefit 

Generic TrainingGeneric TrainingGeneric TrainingGeneric Training    95 % 94 % 91 % 91 % 

Technical ServicesTechnical ServicesTechnical ServicesTechnical Services    87 % 90 % 83 % 73 % 

AllAllAllAll    93 % 92 % 88 % 86 % 

Generic training courses (e.g. entrepreneurship, SIYB) got relatively better satisfaction ratings than 

services aimed at upgrading performance of particular types of enterprise (e.g. through technical skills, 

market information, linkages).  The comments from interviewees seem to suggest that clients are less 

happy with the quality, depth and duration of training and support in these cases. 

The main issues raised in negative comments were: 

• insufficient depth to technical training;   

• insufficient duration of training;   

• inadequate coverage of, or support for overcoming marketing challenges  

• lack of outreach to rural areas. 

FindingFindingFindingFinding 3  3  3  3 ––––  Performance of ESD clients’ enterprises  Performance of ESD clients’ enterprises  Performance of ESD clients’ enterprises  Performance of ESD clients’ enterprises    

Increases in employment (both paid and unpaid, including the owner) are one of the main desired 

effects of ESD’s work.  Since part-time and seasonal employment is common the survey calculated 

employment on an hourly basis, and aggregated over a year so as to calculate average full-time 

equivalent (FTE) jobs. 

The main survey findings were: 

• ESD clients’ enterprises each provide work for 2.9 people on average (2.1 FTE jobs) 

• Approximately 40% of that work is paid employment (0.8 FTE jobs per enterprise) 

• Employment among the sample has grown at about 10% each year (11% for paid work) 

Meanwhile, the economic benefits created by enterprises come in two main forms: the profits or 

benefits in kind earned by business owners, and the wages they paid to their employees.   The main 

overall findings here are: 

• ESD clients’ enterprises each generate on average 243,000 Rs p.a. in direct economic benefits 

• Approximately 65% of this is profits or benefits in kind for the owners, and 35% is wages 

• Economic returns created by the sample has grown by 13% per year (Rs 32,000 p.a. per 

enterprise) 

These broad aggregated results look very impressive, especially since the figures have been adjusted to 

allow for inflation, so this is real reported growth.  Nevertheless, interpretation must take into account 

the survivor and selection biases in the sample mentioned earlier. 

Disaggregating the sample into four groups of clients according to the overall performance (growth) of 

their enterprises, confirms the conventional rule of thumb – that 20% of enterprises generate 80% of 

growth in jobs and economic benefits.  In fact, the true picture is probably even starker, since an 

unknown number of enterprises that ought to be represented in the far left part of the graphic, ceased 

trading and were thus excluded from the sample (survivor bias). 
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FindingFindingFindingFinding 4  4  4  4 ----  Factors that influence performance of ESD clients’ enterpr  Factors that influence performance of ESD clients’ enterpr  Factors that influence performance of ESD clients’ enterpr  Factors that influence performance of ESD clients’ enterprisesisesisesises    

There are many possible factors that explain or influence the performance of ESD’s clients – and the 

size of the sample enabled analysis of the influence of three of them:  

• the initial size of business,  

• the gender of entrepreneur and  

• the type of business sector or trade engaged in. 

Other factors which could in principle be examined with a larger sample (i.e. the ESD’s entire 

enterprise database of nearly 30,000 clients) include: the level of education / experience of the owner; 

the district location of the business, the experience or competency of the supporting EP officer.    In 

part, the following analysis is more by way of illustrating the potential for using this sort of data to 

inform management decision-making. 

Breaking down the enterprise sample by size categories did not reveal very striking results.   

The results seem to suggest that the best outcomes for job creation and economic growth are created 

by micro-enterprises: businesses that at the time of engaging support from ESD had already graduated 

from self-employment status by taking on at least one full-time equivalent paid employee. 

Interpretations based on averages can be misleading however.  A comparison of enterprise size with 

performance ranking does not show that initial size has a very strong influence.    So, for example: 

• 70% of “microenterprises” performed relatively poorly despite good average results of this size 

category.  It is only a minority 30% which really achieve success. 

• The very best performing enterprises were spread equally among all three main size categories 

Similarly, a gender-based analysis of the sample, did not indicate a strong gender influence on 

enterprise performance in general.   Although male-headed enterprises are in general larger that 

female-headed, the employment growth rate was faster in women’s businesses (albeit from a much 

smaller starting point) than men’s: 18% vs 8% p.a.   

A more significant results was that whereas nearly 60% of male-headed businesses were growing well, 

only 40% of female-headed enterprises were.   One of the most likely explanations for this lies in the 

gender differences between the types of business that men and women own. 

Compared to size, or gender differences, the variations in performance found between different type of 

enterprise are striking.  They illustrate how important the business selection process is, both for 

individual entrepreneurs and for ESD in deciding where to focus its enterprise promotion efforts.    

The types of businesses performing significantly better than average, are: 

• Vehicle servicing and maintenance (70% male-headed) 

• Furniture making & carpentry (92% male-headed) 

• Jewellery making (100% male-headed) 

Employment Creation & Employment Loss

(annual FTE jobs created and lost in each enterprise)

-2
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• Food processing enterprises (85% female-headed) 

• Retail trading (63% female-headed) 

The types of businesses that are performing particularly worse than average are: 

• Brick / Concrete block making (60 % female-headed) 

• Fishery related (100 % female-headed) 

• Animal husbandry (75% female-headed) (small sample of 4 only) 

• Handicrafts (75% female-headed) 

• Manufacturing other than furniture, jewellery, brick & handicrafts (60% female-headed)  

Winners and losers can be found in all sectors (agriculture, trade, manufacturing) but there are large 

variations in reported performance between different trade or businesses within these categories. 

Finding 5 Finding 5 Finding 5 Finding 5 ----  Effect of ESD’s support services  Effect of ESD’s support services  Effect of ESD’s support services  Effect of ESD’s support services    

The final question was “what effect does the provision of ESD services appear to have on clients’ 

enterprises performance, jobs and income etc?”  In practice, having no ‘control group’ of non-client 

enterprises against which to compare results limited the amount of analysis that could be done to 

answer this question.  Clearly it would be wrong to attribute all or even most of the changes in 

performance, jobs created etc solely to the effect of ESD’s work. 

Two slightly different ways of exploring the question were tried – in both cases by comparing clients 

who had only had very limited support from ESD, with those who had used services repeatedly. 

For the more generic training courses, a strong relationship between repeat usage and enterprise 

performance was found.   Enterprises that used these generic ESD services repeatedly were 

significantly more likely to be fast growing businesses.  This looks like an encouraging indicator of the 

effect of ESD’s services.  Unfortunately, for trade-specific technical training and individual market 

support services, the opposite kind of relationship was found – with users more likely to be stable or 

failing businesses. 

The interpretation of these results is open to debate and demands a more qualitative investigation.   

Do ESD’s generic training services promote business growth? Or is it that poorly performing enterprises 

simply lack time and resources to use them?   Are the trade-specific services failing to help clients, or 

is it that more successful enterprises are much less likely to turn to ESD for these kinds of support? 

Extrapolating from theExtrapolating from theExtrapolating from theExtrapolating from the    sample surveysample surveysample surveysample survey    

One objective of conducting the sample survey was to try to verify the accuracy of the information on 

ESD’s enterprise database – covering nearly 30,000 clients in 20 districts.  A close match between 

data about the same individuals, would give us confidence to extrapolate from the sample survey to the 

whole organisation, while mitigating against the sample biases mentioned earlier. 

At the time of the evaluation, ESD client data had just become available for 3 of the districts covered 

by the independent sample survey (Gampaha, Matale & Matara).  We hoped to match entries from the 

ESD database with up to 150 interviews among the sample survey.  Unfortunately, only 39 sample 

survey clients could be found on the ESD database.  In 10 cases the data referred to different 

enterprises (of presumably the same client) – thus reducing comparable matches to just 29 clients. 

It is not clear why so few of the clients surveyed by the independent team appear on the ESD database. 

It was also found that within the ESD database there were numerous obvious errors of data entry that 

render the data relatively useless for producing the kind meaningful analysis described above.  

Comparison of matched data showed reasonable correspondence for employment data, less so for sales 

income & profits data, and poor verification of reported assets / investments. 

These results must cast doubt on the reliability of one or both sets of data.  Given the relatively high 

level of supervision involved in the independent survey, it seems probable that weaknesses lie with the 

ESD database.   In any case, it will not be possible to reliably extrapolate from the survey sample to the 

whole of ESD’s work. 
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3.3.3.3. OBSERVATIONS & FOBSERVATIONS & FOBSERVATIONS & FOBSERVATIONS & FINDINGS OF THE EVALUINDINGS OF THE EVALUINDINGS OF THE EVALUINDINGS OF THE EVALUATIONATIONATIONATION    

ESD’s Strategy & Role within SEEDS ESD’s Strategy & Role within SEEDS ESD’s Strategy & Role within SEEDS ESD’s Strategy & Role within SEEDS     

The first recommendation of the mid-term review in May 2003, was that ESD should review its 

contribution to the overall strategy and mission of SEEDS, and modify its own strategies in relation to 

the other divisions, in order that ESD focus on distinct business services that meet needs of poor 

micro-entrepreneurs.  The reviewers were concerned that ESD’s district level staff were too enmeshed 

in the Banking division operations, and risked developing a ‘credit promotion culture’ as opposed to an 

‘enterprise promotion culture’ in their work.   This risk was manifest in the fact that ESD’s district staff 

shared office space with Bank staff, reported to the Banking Division’s district manager, and that a very 

large proportion of their time was taken up with appraising loan applications and even following up 

potential loan defaulters. 

Autonomous Enterprise Promotion Centres Autonomous Enterprise Promotion Centres Autonomous Enterprise Promotion Centres Autonomous Enterprise Promotion Centres     

ESD did review its strategy and has set about creating a stronger, more distinct role for the district-level 

staff.  The objective was to establish Enterprise Promotion (EP) centres in each (of 20) district that 

were stronger, more distinct, self-managing business units.  Although in most cases, the EP centre is 

still physically located in the Banking Division’s building, in the best examples, the EP officer now have 

their own well equipped office with resources (audio-visual, ICTs, literature) and space to serve their 

clients in. 

EP Officer, Saliya Kumarasiri in the Kurunegella District EP Centre at Kuliyapitiya 

EP officers no longer report to the local (Bank) District Manager, but instead to one of four ESD 

regional managers, who are based in their respective regions, and have close contact through visits and 

regular phone-calls.  Each EP officer is, in principle, responsible for the financial performance and 

outputs of their EP centre: with a close monthly monitoring of targets and salary incentives for meeting 

them.   
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Locations of ESD’s Enterprise Promotion CentresLocations of ESD’s Enterprise Promotion CentresLocations of ESD’s Enterprise Promotion CentresLocations of ESD’s Enterprise Promotion Centres    
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The outcome of this change has been positive according to all parties interviewed, including the 

Banking Division Managers, and the EP officers.  EP officers are more independent, have clear 

reporting lines and can focus on their priorities.  Decision-making is more efficient. Conflicts of 

priorities with Bank managers are reduced.   

However, only about half the EP centres have been fully established with the kind of independent 

space and resources illustrated by Kurunegella EPC above.  In some districts, SEEDS have been unable 

to secure a suitable location yet, so EP officers still share an office with Banking officers.  In other 

districts, the EP officer posts are vacant – due to staff turnover challenges described later – and 

progress on EP centre establishment has therefore been delayed. 

ActivitiesActivitiesActivitiesActivities of Enterprise Promotion Officers of Enterprise Promotion Officers of Enterprise Promotion Officers of Enterprise Promotion Officers    

The activities of the EP officers can be divided up into six areas: 

1. Awareness raising and business counselling for Society members 

2. Business planning and loan appraisal (for SEEDS banking division) 

3. Provision of business and market information 

4. Assessment and referral for entrepreneurship & management training courses  

(through SMTI, the SEEDS training division) 

5. Provision of technical skills training services (or referral to externally provided ones)  

6. Market linkages and other marketing support services 

The relative proportion of EP officer’s time devoted to each area varies a lot depending on the local 

demand, and also on the skill-sets and preferences of the individuals.  For example, many EP officers 

have particular technical skills which they employ to provide training services themselves  - rather than 

referring clients to external providers3.  

Interviews with EP officers permitted a rough estimate of the way their time is allocated on average: 

Approximate allocations of EP officers’ timeApproximate allocations of EP officers’ timeApproximate allocations of EP officers’ timeApproximate allocations of EP officers’ time        

Provision of Technical Training (or referrals) 30 – 40 % 

Business Planning & Loan Appraisal 25 – 35 % 

Business Counselling and Awareness Programmes 15 – 25 % 

Market Linkages and Marketing Support Services 5 – 10 % 

Referrals for Management / Entrepreneurship Training 3 - 5 % 

Market & Business Information Services 3 - 5 % 

Three points are noteworthy: 

a. The provision of technical training services is still the principal activity of many EP officers. 

b. A very significant proportion of their time is still taken up with assisting clients to secure loans 

by helping them with business plans and appraising their loan applications for SEEDS Bank. 

c. Relatively little time is devoted to market-related services and support such as market 

information services and the development of market linkages, trade fairs etc.   

The relative lack of focus on services that aim to directly assist clients to overcome marketing 

constraints, contrasts acutely with what the independent survey revealed about the perceived 

challenges felt by ESD’s clients.    Several EP officers acknowledged the relative neglect of this area, 

their own lack of confidence or capacity, and the need to strengthen the resources (information, 

contacts etc) that could back-up such marketing-related services.   

One explanation given by ESD for this is the difficulty of packaging market information and market 

support ‘products’ into services which clients are willing to pay for.  Currently EP centres’ revenue 

                                                 
3 ESD has about 150 external training providers registered, but many are not frequently used 
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comes mostly from technical training packages, and fees for conducting loan appraisals (which are paid 

by clients through the Bank).     Not surprisingly, the EP officers tend to focus their efforts on these 

revenue-generating activities.   

However, EP officers also continue to participate actively in awareness-raising programmes and group 

business counselling events, that raise little direct income for EP centres.  This an important indicator 

that needing to meet ESD’s financial targets is not the sole factor.  The relative weakness of market-

related services seems to be more about lack of confidence or unfamiliarity, and the persistence of an 

older supply-led tradition of service delivery in ESD.  Replacing this with a customer-orientated, 

demand-led culture is obviously taking time.    

EP CentreEP CentreEP CentreEP Centres’s’s’s’ Client Profile Client Profile Client Profile Client Profile    

As financial sustainability through cost-recovery has become more important for ESD, so there are 

concerns that ESD’s focus is shifting away from support for ordinary Sarvodaya Society members, 

towards more remunerative work for private entrepreneurs and institutional clients.   

During interviews, EP officers estimated that about 10 – 20 % of their time goes into support for 

ordinary SEEDS clients with the smallest (type A) loans.  (These loans of up to Rs 50,000 are 

administered by the Societies themselves, so do not require formal loan appraisals).  SEEDS Banking 

Division has over 90,000 type A borrowers on their books at any time, most of who are borrowing for 

‘productive purposes’ in theory.   EP officers support for these clients is mainly confined to awareness 

seminars, business counselling for groups, and perhaps referrals to entrepreneurship courses.  The EP 

centres earn little revenue from this.  In most districts, the EP officers do not seem to monitor the 

changes in employment that result from this work. 

The bulk of EP officers time (50 – 60%) is taken up by services for SEEDS Banking Division’s larger 

(type C) loan clients, who currently number 6,000 nationally.  These clients borrow up to Rs 500,000 

for business expansion – provided they have a positive appraisal from ESD.  EP officers earn a set fee 

(negotiated with the Bank) for conducting loan appraisals, and also earn most of their other fee income 

from this category of clients.    EP officers typically support and monitor between 100 - 200 such 

clients during a year – of whom about 70 – 100 are new enterprises. 

The remaining 30% of EP officers’ time is divided between individual non-SEEDS clients and 

institutional clients.  The former are often seeking help with loan applications to other banks.  The 

latter are typically organisations seeking technical training inputs for their own staff or clients.   

This work is more likely to contribute to a “profit” for the EP centre, since the EP officers are free to 

charge whatever the local market will bear.   This client base is also more important in the Southern 

region where the four EP centres have increased demand from non-SEEDS clients due to business 

services market promotion by the Southern Region Rural Economic Advancement Project.  SPREAP 

subsidises entrepreneurs use of business services through a voucher-type scheme, and ESD has 

become one of the project’s principal service providers. 

ESD’s Plan for Financial SustainabilityESD’s Plan for Financial SustainabilityESD’s Plan for Financial SustainabilityESD’s Plan for Financial Sustainability    

The mid-term review in 2003 recommended that ESD develop a comprehensive business plan laying 

out how it will achieve its targets for financial sustainability.   A Business Plan was agreed for 2004 – 

2008 in a consultative process that included APT, ESD management and staff.  The key strategies in 

the plan for increasing revenue and reducing costs include: 

• Increase attention to earning income from institutional contracts 

• Broaden the client base to include non-SEEDS clients and other institutions 

• Introduce a sliding scale of charges for different categories of clients 

• Reduce the EP officers time spent on loan appraisals for SEEDS Banking Division 

• Increase transfer / referral of service delivery activities to other (external) resource people  
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It is clear from the interviews with EP officers and other SEEDS staff that ESD has tried to implement  

changes that achieve these objectives.  The most apparent changes are in the client base, which is now 

much more diversified in many EP centres.   Charges for non-SEEDS clients have been raised to reflect 

cost of delivery.  Time spent on loans appraisals appears to have been reduced, although perhaps not 

by as much as anticipated – and some EP officers still complain about excessive bureaucracy in the 

Banking Division loan procedures.  

EP officers do now refer or sub-contract service delivery to external resource people, but not as much as 

is probably necessary if ESD is to scale up its overall business to a sustainable level.    Some ESD staff 

hold the view that external service providers (usually private individuals) are either too expensive, or not 

of sufficiently reliable quality, to be used more. 

ESD’s Charges for ServicesESD’s Charges for ServicesESD’s Charges for ServicesESD’s Charges for Services    

ESD has, through negotiation with SEEDS, introduced more variable charges for it services, with higher 

rates for non-Sarvodaya members.  However, charges for ordinary SEEDS clients are still very low – e.g. 

clients might pay Rs 100 to register for a group business counselling event, Rs 200 per day for group-

based training course, Rs 400 for arranging a forward marketing contract.    The pricing of ESD’s 

services seems to be done on a very limited cost-plus basis – in which only the ‘marginal’ operational 

costs of EP officer’s time and direct expenses are included.  Little account seems to be taken of the 

real operational costs incurred in running a large organisation with all the infrastructure, transport, 

administrative and management support that backs up the EP centres.   Even a cursory examination of 

the ESD accounts shows that these head-office and regional management ‘overheads’ are at least as 

large as the currently very modest direct costs (Rs 5 – 6 million p.a.) of the EP centre’s themselves. 

ESD’s charges have remained unrealistically low for several reasons.  Firstly, there is a strong belief in 

ESD that the bulk of their clients (Sarvodaya members) can not be expected to pay more – because 

they are too poor or because it is SEEDS duty to serve them.   Many EP officers reported a tension 

between the need to generate greater income and the desire to devote more time to services for 

‘ordinary’ Sarvodaya members.  Secondly, there is unfair competition from other services, sometimes 

freely available, provided by other NGOs or public institutions – although reputedly of lower quality. 

There are three problems with under-estimating real costs and thus setting prices too low: 

i. it means ESD is earning less revenue, by effectively subsidising all its customers – including 

organisations and individuals that could perhaps afford to pay more 

ii. by under-valuing EP officer’s time, it distorts ESD’s decision-making about how to use resources 

efficiently (e.g. thinking that external resource people are too expensive) 

iii. it contributes to the broader problem of weak markets for business services, by suppressing 

prices for other private service providers. 

It would make more sense for ESD to set prices at a realistic level – one that reflects ESD’s full 

operational costs – and then to provide explicit discounts for clients it wishes to subsidise 

Management Issues for ESDManagement Issues for ESDManagement Issues for ESDManagement Issues for ESD    

Restructuring aroundRestructuring aroundRestructuring aroundRestructuring around Regional Managers Regional Managers Regional Managers Regional Managers    

One of the main recommendations of the mid-term review in May 2003 was that ESD “undertake a 

significant re-organisation of its operations / structures and staffing”, in order that the EP centres become 

more autonomous business units, and the head office takes a more facilitative role.  As a result, a review 

of ESD management took place in 2003 with a view to reducing head-office staffing and costs, clarifying 

and improving management of EP officers and driving forward sustainability of the new EP centres.  The 

consultant (Udan Fernando) recommended a restructuring of ESD management focussed on creating four 

‘regional’ managers posts. This basic proposal was to replace the formerly overlapping management of 

ESD’s field staff by multiple HO-based unit managers (enterprise development, marketing, technical 

skills) and local district (Banking Division) managers, with a more simple regional hierarchy. 
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The restructuring was implemented during 2004.  Four new posts were created, and filled by experienced 

internal candidates.  Also, as a result, SEEDS have been able to merge the two previously separate 

Director posts for Training and Enterprise Services divisions. 

The restructuring process seems to have been conducted very successfully.  Three of the new managers 

are now based in regional towns (Galle, Kandy, Anuradhapura) and only one (for Western region) in 

Colombo.  They have explicitly taken over line management of EP centres, and maintain close contact 

with EP officers through visits and regular phone-calls.   As result, the EP officers interviewed say that 

management decision-making is faster, they feel better supported and more empowered to pursue ESD’s 

objectives.  The district (Banking Division) managers I met were also happy with the clarity of the new 

line-management arrangements. 

Interestingly, the main complaints expressed about the new arrangements came from the regional 

managers themselves.   They feel isolated at times from the head-office, still find decision-making slow, 

and feel insufficiently empowered (for example, in terms of their financial authority which is limited to Rs 

20,000, or their influence over human resource management).  They are also concerned that because 

their own time in the head-office is limited, and the ESD Director’s time is shared with Training division, 

insufficient attention is being paid to ESD’s strategic issues – perhaps even that ESD is in danger of 

being side-lined within SEEDS. 

The relationship between regional managers and the ESD director is clearly still evolving – with some 

differing expectations on both sides.    In contrast to the above observations, the Director feels that the 

regional managers have yet to grasp the authority and leadership potential inherent in the new posts.   A 

more open and trusting dialogue among these key individuals would probably be very rewarding for ESD.  

Recruitment and RetRecruitment and RetRecruitment and RetRecruitment and Retention of Staffention of Staffention of Staffention of Staff    

The biggest challenge ESD have faced during the project has been related to the recruitment and 

retention of staff.    In 2005, the government launched a graduate employment programme offering 

government posts to huge numbers of young people.  These public sector jobs are low paid, but secure 

and still socially-prestigious.  ESD lost 13 staff in 2005 to this programme, and more have left in 2006.  

In addition, many members of the field investigators network (see below) were lost. 

Partly due this programme, but also because of the expanding urban commercial sector, it has proved 

difficult for ESD to recruit and retain new staff.  SEEDS remuneration rates, especially for new staff, are 

still relatively low compared to urban wages, despite recent increases in non-salary benefits and 

allowances.   

In November 2006, there were six vacancies for EP officers, and several of the EP centres are currently 

dormant for this reason.  In other districts, relatively inexperienced EP officers are struggling with less 

than adequate peer-support or induction.  Young and inexperienced EP officers have fewer skills to offer 

clients, and may lack credibility in eyes of their clients. 

Employment Promotion Officers (vacancies & length of employment)Employment Promotion Officers (vacancies & length of employment)Employment Promotion Officers (vacancies & length of employment)Employment Promotion Officers (vacancies & length of employment)    

RegionRegionRegionRegion    PostsPostsPostsPosts     < 1 year < 1 year < 1 year < 1 year    1 1 1 1 –––– 5 years 5 years 5 years 5 years    >>>> 5 years 5 years 5 years 5 years    VacantVacantVacantVacant    

Western 5 0 1 2 2222    

Central 6 1 3 0 2222    

North-Central 5 1 2 2 0000    

Southern 6 1 0 3 2222    

TotalTotalTotalTotal    22222222    3333    6666    7777    6666    

The overall impact of this problem has been huge – including the collapse of the field investigator 

network, and more alarmingly, a 25% decline in the rate of job / enterprise creation in 2006 compared to 

2005.     It has effectively overwhelmed ESD’s efforts to improve the capacity and competencies of its 

district staff as recommended in the mid-term review.   

This situation threatens the future success of new initiatives around technology resource centres (see 

below) and could undermine any investment that ESD makes in building EP officers capacity for 

delivering market-related services in future.  It remains the highest priority issues for ESD.   
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ManaginManaginManaginManaging & motivating the EP officerg & motivating the EP officerg & motivating the EP officerg & motivating the EP officerssss    

Recruiting new EP officers is essential, but so is retaining them as inspired and productive staff.    

Interviews with existing EP officers, both experienced and inexperienced, revealed that ESD has a 

potential problem with staff motivation.  The EP officer role can be arduous and lonely – with much local 

travelling and placements in locations far away from family support.      

ESD has tried to compensate staff through an incentive scheme – linked to the financial performance of 

each EP centre.  EP officers in centres which exceed 100% cost-recovery, earn a bonus worth 25% of the 

nominal profit. This is a good idea in principle.  However, in practice it is perceived to unfairly reward 

staff lucky enough to be based in more profitable districts (e.g. Southern region), rather than effort.   

Financial packages are only part of the issue.  The initial induction process seems to be crucial in 

establishing a commitment to SEEDS mission and the motivation to stay.  New staff need to be actively 

made to feel appreciated. It is possible that the regional managers – highly competent and experienced 

technicians – do not fully appreciate their necessary new role as people managers too. 

Technological Technological Technological Technological CCCCapacity and apacity and apacity and apacity and CCCCompetenceompetenceompetenceompetence    

Another of the main recommendations of the mid-term review in 2003 was that ESD focus on “core 

services in which it could develop deep competency and capacity”.  The advice was both about 

identifying key sectors in the economy with good potential for micro-enterprises, and also about 

narrowing the range of business services offered so as to improve quality.  The wisdom of this advice is 

borne out by the results of the sample survey (Annex 1) which found some clients complaining about 

lack of depth to some technical training / services. 

Since 2003, ESD has continued to implement a wide range of technology development and 

demonstration projects – in diverse subjects from bee-keeping to hydroponics, including work that is 

funded independently from the EC co-financed budget.    The main strategic development however has 

been to channel technology development activities and services into discrete sectoral units, now called 

resource centres – serving sectors which ESD believes have strong commercial potential for their 

clients.   Five resource centre facilities have been established so far, mostly opening during 2006: 

• Plant Tissue-culture Propagation Resource Centre (Kandy) – opened Nov 2006 

providing sales of plant materials, and provision of technical information / advice 

• Mushroom Cultivation Resource Centre (Kegalle) – opens Dec 2006 

providing technical training, information services, sale of spawn & market linkage services 

• Agro-Business Resource Centre (Dambulla) -  

providing market linkage services, also sales of soil-testing equipment 

• Garment-Sector Resource Centre (Matara) – opened Nov 2006 

providing technical training in cutting, tailoring, machine repair, formal qualifications 

• Food Technology Resource Centre (Galle) – opened Aug 2006 

providing technical training in food processing, packaging, standards 

The basic concept is to develop ESD’s deep technological competence through semi-independent 

resource centres that could eventually spin off as commercially viable units.  ESD’s has made an initial 

time-bound investment, but is not committed to long-term financial support. 

Initially, the work was managed by various EP officers, but since April 2006 each centre has a local 

manager tasked with running its own facility and delivering on a business plan for financial 

sustainability.  They are managed by the Technology Development manager in Colombo, but will not be 

expected to contribute to head-office costs.  EP officers will still be involved, naturally, in referring 

clients to these centres – but the centres hope to be seen as independent, high-quality, business-

orientated ventures (rather than donor-supported initiatives).  

 At time of this evaluation, only the Food Technology centre was yet commercially active, so the 

viability of the business plans has still to be tested. 
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MarketingMarketingMarketingMarketing----related Srelated Srelated Srelated Serviceserviceserviceservices    
The question of ESD’s capacity and competence in providing marketing-related services did not arise 

strongly in the mid-term review, but it was repeatedly raised by informants during this evaluation.   

ESD has made strenuous efforts to expand the range and reach of services which help clients market 

their products.  These services include: 

• Training courses in practical marketing skills (through SMTI) 

• Market information – based on market research by ESD 

• Organisation of local and national trade fairs 

• Facilitation of direct market linkages to both suppliers and buyers 

• Brokering of commercial contracts with buyers (including forward sales contracts) 

• Establishment of retail sales outlets 

The ESD annual reports provide evidence of a number of successful market linkage initiatives – for 

example benefiting mushroom cultivators, ornamental plant growers, garment producers, vegetable and 

fruit farmers and a large number of small-holder dairy producers.  There have been several trade fairs 

organised including a 3-day long national trade fair in Colombo.  It is hard to get a sense however of 

ESD’s overall capacity or competence, especially at the EP centre level.  Many informants also 

expressed concern that ‘marketing skills’ are a key weakness for ESD clients, and ESD is not well 

equipped to adequately respond. 

Among EP officers, some feel confident about facilitating linkages and brokering contracts for clients, 

but other (less experienced) lack contacts, credibility and confidence.  Market research has taken place 

for various products (e.g. Kurakkan flour, fresh wood-apple), but there is no systematic supply of 

relevant up-to-date market information to EP officers to back up their service offering to clients.  

Workshop designed to share information on new business opportunities with clients have not been well 

attended.  Perhaps it is not surprising therefore that the amount of time devoted to marketing-related 

services by EP officers is limited.   

One of the most promising initiatives has been the ‘forward sales contract’ service – in which EP 

officers act as brokers between (mainly agricultural) producers, buyers and the SEEDS bank.  ESD has 

been able to charge a commission fee for this work – although rather too small (Rs 400), it illustrates 

the potential opportunity for a sustainable service.    
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4.4.4.4. PPPPERFORMANCE MONITORINERFORMANCE MONITORINERFORMANCE MONITORINERFORMANCE MONITORING SYSTEM  (G SYSTEM  (G SYSTEM  (G SYSTEM  (SSSSeeeeeeee A A A Annexnnexnnexnnex 2) 2) 2) 2)    

One recommendations of the mid-term review in 2003 was that ESD’s monitoring and reporting system 
should be redesigned to focus more on individual enterprises and the effect of ESD’s support / 
relationship, rather than on activities conducted.  In other words, on outcomes rather than outputs. 

ESD have made a big effort in this direction through the establishment of an enterprise database (an 
embryonic management information system in effect) and the training of a cadre for ‘field investigators’  
to collect information from ESD’s clients on a regular basis. 

Field Investigator networkField Investigator networkField Investigator networkField Investigator network    

Establishing the field investigator network was a major activity during 2004, with some success.   A 
cadre of at least 200 enumerators was trained in 16 districts, and began work collecting various kinds 
of client survey data for ESD, and for other organisational clients including SPREAP and ILO. 

However, during 2005, the cadre was decimated by the graduate recruitment programme, and 
functionally collapsed.  ESD had to recruit temporary enumerators in order to complete its first 
(baseline) survey of all clients in 2006. 

Enterprise DatabaseEnterprise DatabaseEnterprise DatabaseEnterprise Database    

The enterprise database now (Dec 2006) contains baseline information about 29,000 clients or former 
clients of ESD’s services, mostly collected during the last few weeks of 2006.     The data is stored in 
Access database files, and is managed by ESD’s Information & Research Manager. 

Unfortunately, comparison of data on the ESD database with the independent sample survey casts 

doubt on the reliability of one or both datasets – especially the sales and income (profit) information.   

Given the relatively high level of supervision involved in the independent survey (see Annex 1), and the 

issues listed below it seems probable that weaknesses lie with the ESD data. 

Many other problems were identified with the ESD database, including: 

Data Collection: ESD client questionnaire form 

• The system is not designed to cope with data from clients with more than one enterprise. 

• The mechanisms for categorising the type of enterprise and type of ESD service is failing or not 

properly used.  

• Insufficient distinction is made between full-time and part-time employment, and also between 

paid and unpaid labour. 

• Limited work has yet been done on further monitoring (follow up) of clients so that changes, effects 

and impacts can be explored. A follow-up study was designed to sample 200 clients during 2006.  

At the time of the evaluation, data from 113 had been collected. 

Database Management: design, data entry, security 

• The DB structure and design fails to exploit the potential in Access for managing different kinds of 

information as a relational database 

• The system does not have unique identification numbers for each client and enterprise, making it 

impossible to track changes over time 

• The data entry form does not contain sufficient automatic checks to ensure accurate data entry 

• Some data field formats are not set up properly, rendering data valueless in computation and thus 

causing even the simple totals and averages to be unreliable 

Data Use: analysis and use of results from MIS 

• No work has yet been done on programming the database to produce standard reports with  useful 

analysis of issues that might influence management decisions. 

• There is little appreciation yet of the potential for linking analysis of data (employment, income, 

ESD services) to other desirable variables ( e.g. cost-recovery rates, client’s perception of ESD 

service quality) 
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ConclusionsConclusionsConclusionsConclusions    

The need for adequate monitoring, and the desire for better knowledge about the division’s outputs and 

its effect on client’s enterprises is manifest within ESD.  Unfortunately the efforts to date have not 

borne great fruit.   A radical re-think is needed in relation to all three components of the MIS system. 

For data collection: a field investigators cadre still looks like a good idea in principle, provided the right 

incentives can be found to retain them and supervise the quality of their work.  Unfortunately, much of 

the data collected so far looks very unreliable.  Improvements to the database design (forms) could help 

ensure the integrity of the data they provide.  Meanwhile many data elements required for an effective 

MIS could be collected and inputted by existing ESD officers, 

For data management: the database and its associated data-entry forms (questionnaires) need 

completely overhauling.  ESD seriously underestimated the programming skills required to design and 

build a robust Access application tailored to ESD’s needs.  This ‘design and build’ requires specialist 

technical input.  Neither the existing manager nor her predecessors could have been expected to have 

these skills.  ESD need to invest in professional technical Access-programming support to achieve this. 

For data analysis and use: the full potential of Access to analyse survey data and produce useful 

information that is relevant to ESD’s decision-making or donor-requirements, has hardly been explored.   

Currently, the database is effectively little better than a spreadsheet – used to extract totals and 

averages of isolated values.  The power of a relational-database to contribute to management decision-

making through analysis of relationships and trends, comparison of results over time etc is not yet 

appreciated or exploited.  Some examples of what could be achieved are described in Annex 2.   

The MIS manager needs to be able to maintain the database, to identify and ‘clean’ suspect data, to 

modify data entry forms, to design intelligent ‘queries’ and produce reports that address donor, 

management and staff needs.  ESD will need to invest in specialist training for the MIS manager to 

achieve this level of Access competence. 
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5.5.5.5. OUTCOMESOUTCOMESOUTCOMESOUTCOMES OF  OF  OF  OF THE THE THE THE PROJECTPROJECTPROJECTPROJECT    

The anticipated outcomes of APT & ESD’s “Support for Small Enterprise Development” project can be 

summarised under five headings: 

a. effects on employment of ESD clients and their employees 

b. effects on income, profits and wages of ESD clients and their employees 

c. increases in ESD’s financial (and institutional) sustainability 

d. improvements in the ESD’s efficiency (use of funds to create benefits for clients etc) 

e. wider influence of lessons from ESD’s work in the livelihoods / enterprise development sector 

Each of these is evaluated below in turn. 

Employment OutcomesEmployment OutcomesEmployment OutcomesEmployment Outcomes    

TargetTargetTargetTargetssss: : : :     
• NumberNumberNumberNumber of active enterprises on ESD’s client of active enterprises on ESD’s client of active enterprises on ESD’s client of active enterprises on ESD’s client----base increasing by 3,328 every yearbase increasing by 3,328 every yearbase increasing by 3,328 every yearbase increasing by 3,328 every year    

• Number employed in ESD’s clients’ enterprises increasing by 8,990 each yearNumber employed in ESD’s clients’ enterprises increasing by 8,990 each yearNumber employed in ESD’s clients’ enterprises increasing by 8,990 each yearNumber employed in ESD’s clients’ enterprises increasing by 8,990 each year    

Achievement:Achievement:Achievement:Achievement:    

ReportedReportedReportedReported Results Results Results Results    2004200420042004    2005200520052005    2006200620062006    

Each Each Each Each QtrQtrQtrQtr    522 1254 689 885 1123 571 807 563 597 

Cuml. Cuml. Cuml. Cuml. YearYearYearYear       3350335033503350    3951395139513951    3268326832683268    3386338633863386    3064306430643064    2538253825382538    

Increase in Increase in Increase in Increase in     

# of active # of active # of active # of active 

enterprisesenterprisesenterprisesenterprises    % Target% Target% Target% Target       101%101%101%101%    119%119%119%119%    98%98%98%98%    102%102%102%102%    92%92%92%92%    76%76%76%76%    

These quarterly results compiled from each district indicate that ESD was exceeding its target for 

increasing number of active enterprises during 2005.  However results have slipped back somewhat 

during 2006  - largely due to staffing constraints discussed later on.   

Reported ResultsReported ResultsReported ResultsReported Results    2004200420042004    2005200520052005    2006200620062006    

Each Each Each Each QtrQtrQtrQtr    371 524 262 2213 2223 1108 1870 1151 1169 

Cuml. YeCuml. YeCuml. YeCuml. Yearararar       3370337033703370    5222522252225222    5806580658065806    7414741474147414    6352635263526352    5298529852985298    

Increase in Increase in Increase in Increase in     

# of workers # of workers # of workers # of workers 

employedemployedemployedemployed    % Target% Target% Target% Target       37%37%37%37%    58%58%58%58%    65%65%65%65%    82%82%82%82%    71%71%71%71%    59%59%59%59%    

The employment results have not fully met the target, but this is not surprising given what the sample 

survey found about the average number of jobs per enterprise (2.1 including the owner). In other words, 

the employment target was probably unrealistic.4 

The reported results are consistent with what we know about total employment among ESD’s client 

enterprises, and the employment growth rate revealed among the independent sample survey. 

   i.e. 29,000 clients x 2.1 jobs x 10% annual growth = 6,000 extra jobs per year 

However, as noted earlier the sample was certainly biased and it would be surprising to find that the 

sample’s 10% employment growth rate replicated across the entire client-base.  Interviews with EP 

officers did reveal some discrepancies in how this key data is defined and collected – in a fairly ad hoc 

manner by the officers themselves.  The most significant fact is that many EP officers were only 

recording enterprise start-ups and the jobs created when services or loans were provided, but not jobs 

lost in businesses that subsequently shrank or closed.  Since a proportion of jobs are seasonal 

                                                 
4 By way of comparison, a 2004 impact assessment of ILO’s SIYB training programme in Sri Lanka found that 

• “Start Your Business” participants created enterprises with on average 2.3 workers (including the owner) 

• After training, existing enterprises increased their number of paid employees by just 0.1 per enterprise on 

average (in fact only 1 in 8 enterprises took on anyone extra). 

Abeysuriya, Vithanage & van Lieshout (2005) SIYB Sri Lanka Impact Assessment 2004, TNS Ltd, Colombo 



Evaluation of ESD, SEEDS  Nov 2006 

Mike Albu 27 

(especially in agriculture), this would give an exaggerated result.    This highlighted the importance of 

establishing a more robust management information system – as discussed later. 

Even bearing these caveats in mind, the creation of several thousand extra jobs (paid and unpaid) ever 

year is a very significant achievement, especially given the economic stagnation and employment 

decline found in many rural districts.       

Financial Benefit OutcomesFinancial Benefit OutcomesFinancial Benefit OutcomesFinancial Benefit Outcomes    

TargetTargetTargetTargetssss: : : :     
• Average income (profits) of client entrepreneurs rising by 15% each yearAverage income (profits) of client entrepreneurs rising by 15% each yearAverage income (profits) of client entrepreneurs rising by 15% each yearAverage income (profits) of client entrepreneurs rising by 15% each year    

• Average wages of client’s employees rising by 10% eaAverage wages of client’s employees rising by 10% eaAverage wages of client’s employees rising by 10% eaAverage wages of client’s employees rising by 10% each yearch yearch yearch year    

Achievement:Achievement:Achievement:Achievement:    

Initial attempts during 2004 on the part of EP officers to collect and collate this information directly 

from their clients did not work.  By mid 2005, ESD decided to rely on the monitoring surveys planned 

for constructing the enterprise database as more reliable basis for establishing these outcomes.  The 

idea was that the first surveys would provide a baseline for subsequent monitoring of this key indicator. 

Unfortunately, implementation of these surveys was delayed for reasons discussed later, and the first 

full survey was only completed in December 2006 – after this evaluation exercise took place.    This 

data, when compiled, provide ESD with a snapshot of their clients earnings and wages at this time. 

Meanwhile, the only data available for assessing the outcomes is that generated by the independent 

sample survey.  This asked 300 entrepreneurs to report the wages paid to workers, and the financial 

benefits generated by their businesses (both cash and goods in kind) for their households. 

The first table shows average financial benefits and wages reported by each enterprise.  

Financial Benefits Financial Benefits Financial Benefits Financial Benefits per enterpriseper enterpriseper enterpriseper enterprise ( ( ( (sample survey)sample survey)sample survey)sample survey)    Rs per yearRs per yearRs per yearRs per year    IIIIncreasencreasencreasencrease /yr /yr /yr /yr    Rate of IncreaseRate of IncreaseRate of IncreaseRate of Increase    

Average Average Average Average Annual Annual Annual Annual Profits per EnterpriseProfits per EnterpriseProfits per EnterpriseProfits per Enterprise    158,000 16,950 11 11 11 11 %%%%    

Average Annual Wages Paid per Enterprise 85,000 15,150 18%18%18%18%    

Combined Financial Benefits per Enterprise 243,000 32,100 13%13%13%13%    

The second table shows average benefits and wages for each individual worker. 

Financial BenefiFinancial BenefiFinancial BenefiFinancial Benefits (from sample survey)ts (from sample survey)ts (from sample survey)ts (from sample survey)    Rs per monthRs per monthRs per monthRs per month    ((((FTEFTEFTEFTE))))    Rate ofRate ofRate ofRate of Increase Increase Increase Increase    

Average Profit Rate per Unpaid Worker (including owner)  9,530 1 % p.a.1 % p.a.1 % p.a.1 % p.a.    

Average Average Average Average Wage RateWage RateWage RateWage Rate per Paid Worker per Paid Worker per Paid Worker per Paid Worker    9,380 8 % p.a.8 % p.a.8 % p.a.8 % p.a.    

Average Financial Benefits per Worker (Paid & Unpaid) 9,480 3 % p.a.3 % p.a.3 % p.a.3 % p.a.    

The survey figures – which have been adjusted for inflation - look very impressive even if they do not 

fully achieve the targets.  If representative of the entire ESD client base, they would indicate that ESD 

is substantially meeting its financial outcome targets.  However, as described earlier, it is unlikely the 

sample survey was fully representative and it would be unwise to extrapolate these results to the whole 

client base.   

It is interesting to note that the profits or benefits per unpaid worker are very similar to the reported 

wages per paid worker – although reported wage rates are increasing faster.  A rise in real wage rates is 

consistent with the reported difficulty in retaining staff, even if the actual reported wage rate looks a 

little exaggerated. 
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Sustainability OutcomesSustainability OutcomesSustainability OutcomesSustainability Outcomes    

TargetTargetTargetTargetssss: : : :     

• ESD’s overalESD’s overalESD’s overalESD’s overall dependence ol dependence ol dependence ol dependence on donor funding reduced to 27%n donor funding reduced to 27%n donor funding reduced to 27%n donor funding reduced to 27%        

• Clients’ contribution to the total ESD budget risen to 21% Clients’ contribution to the total ESD budget risen to 21% Clients’ contribution to the total ESD budget risen to 21% Clients’ contribution to the total ESD budget risen to 21%         

• CCCClients’ contribution to lients’ contribution to lients’ contribution to lients’ contribution to EP centres’ local operatiEP centres’ local operatiEP centres’ local operatiEP centres’ local operational costs increased to 75%onal costs increased to 75%onal costs increased to 75%onal costs increased to 75%    

AchievementAchievementAchievementAchievementssss::::    

Before discussing the results in this section, a word about ESD’s wider operations is necessary.    

During the duration of the project (2002 – 2006), the Division has undertaken many activities in areas 

outside the scope of the EC funded project (its core business services programme).  Examples include 

contracts with BSSF 5, various technical projects which generated their own revenue, and ESD’s 

participation in relief efforts following the Dec 2004 tsunami.  

In part, these non-core activities are motivated by the need to diversify income sources and spread 

overhead costs, so as to increase the overall financial and institutional sustainability of the 

organisation.    Together these other ‘projects’ made a considerable contribution to net income and so 

contribute to the first target above.     

Ideally, the evaluation of sustainability would use information that entirely disaggregated the income 

and expenditure related to the EC-project activities from other financial streams.    More ambitiously it 

would also separate out ESD’s recurrent operational expenditure from investment expenditure (e.g. on 

training staff, opening new EP and technology resource centres, developing new products).  SEEDS 

finance department tried to make this sort of analysis available during the evaluation, but unfortunately 

simultaneous pressure from an external audit exercise frustrated their good intentions.   

The following figures are therefore based uncritically on those reported in ESD’s three quarterly reports 

to APT UK in 2006.  They provide, I believe, a fair summary of the current sources of income for the 

operational costs of the core programme work covered by the EC project.  ESD and APT have defined 

this core programme’s operational costs to exclude investment in programme development, technology 

research and staff development, as well as other ‘projects’ mentioned above.   

Sources of IncomeSources of IncomeSources of IncomeSources of Income for ESD’s Operational Costs  for ESD’s Operational Costs  for ESD’s Operational Costs  for ESD’s Operational Costs     Total (Jan Total (Jan Total (Jan Total (Jan –––– Sep 2006) Sep 2006) Sep 2006) Sep 2006)    

Client (owner or worker of MSME) 3,529,000  24% 

Commercial firm (private sector) 309,000  2% 

Contracts for specific activities from local institutions 1,000,000  7% 

Interest from reserve + pilot projects 5,081,000  35% 

SubSubSubSub----totaltotaltotaltotal        9,920,000 9,920,000 9,920,000 9,920,000     67% 

Donor grants for programDonor grants for programDonor grants for programDonor grants for program    4,791,000 4,791,000 4,791,000 4,791,000     33%33%33%33%    

TotalTotalTotalTotal    14,711,000 14,711,000 14,711,000 14,711,000     100% 

This “operational costs budget” (around Rs 20 m /year) makes up approximately 70% of ESD’s core 

programme costs (around Rs 28 m/year), but only half of ESD’s total annual expenditure (Rs 40 m). 

At 33%, ESD’s reliance on donor grants for operational costs is significantly better (lower) than the 

42% found by the mid-term review in 2003.  ESD has not fully achieved its target of 27%, but it is 

well on the way.  To a large extent the reduction in donor dependency has been accomplished by the 

shrewd investment of ‘profits’ from various projects in an endowment reserve fund.  Interest from this 

fund now makes up 35% of all income to the core programme operational costs.  

                                                 
5 Business Services Support Facility (BSSF) is an ADB-funded government project for which ESD successfully won 
the contract to deliver in central province 
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Payments from ESD’s client entrepreneurs now makes up 24% of this income (above target) – a 

considerable improvement on the 14% in 2003.   This reflects a determined effort to increase cost-

recovery rates, and reach new types of clients willing to pay for effective services.  ESD’s achievement  

has been assisted by the SPREAP6 programme which has boosted demand for business services in 

southern province (at least temporarily). 

ESD’s achievement in relation the final indicator (cost-recovery rate at district level) is trickier to assess 

objectively.  An ambitious target of 75% recovery of local operational costs from clients was set for 

each EP centre.   By December 2005, ESD reported that six EP centres were regularly achieving 100% 

cost-recovery, three exceeded 70% and three passed the 60% mark.  Examining information about 

income and expenditure in 2006 showed that district-level operational expenditure (about Rs 550,000 

per month) was actually exceeded by income (averaging Rs 580,000 per month) – an overall cost-

recovery rate for EP centres of 107%. 

However, before celebrating this achievement, it is very important to note that ESD define the district-

level operational costs of the EP centres very narrowly.   In particular, the EP centres only budget 10% 

of direct costs as a contribution to overheads (equating to around Rs 40,000 per month in total).   

In practice, the four regional managers’ salaries, offices, travel and overheads budget alone exceeds  

Rs 320,000 per month.  Factoring in the full costs of the regional managers into the budget for ESD’s 

business services delivery operation reduces the cost-recovery rate to approximately 65 - 70%.  

Meanwhile, the ESD head-office budget (excluding investment etc) is at least Rs 800,000 per month – 

a proportion of which ought realistically to be attributed to supporting the EP centres too.  Depending 

on how this is attributed to operational costs, the full cost-recovery rate comes down to below 60%. 

Income at Income at Income at Income at EP CentreEP CentreEP CentreEP Centressss    for Business Service Deliveryfor Business Service Deliveryfor Business Service Deliveryfor Business Service Delivery  (2006)  (2006)  (2006)  (2006)    Cost Recovery Cost Recovery Cost Recovery Cost Recovery  

as % of all EP Centres direct costs (including 10% overhead) 107107107107    %%%%    

as % of all EP Centres direct costs plus Regional Manager’s costs 65 65 65 65 –––– 70 70 70 70    %%%%    

as % of all EP Centres direct costs plus Regional Manager’s costs and 

including a proportion of HO operational costs 
50 50 50 50 –––– 60 % 60 % 60 % 60 %    

The point of these calculations is not to disparage ESD’s achievements, but to highlight an important 

implication for the way ESD prices its services to clients (especially institutional clients).   It is 

probably wise not to explicitly ask EP officers to shoulder the full burden of ESD’s organisational costs.  

However, nor must ESD or SEEDS ever forget that the 10% overhead in no way covers the real costs of 

supporting and managing the EP centres.  The real overhead on EP centres is more like 100%.  ESD 

needs to take this into account in particular when setting the prices for its services to institutional 

clients, including SEEDS Banking Division, so it does not inadvertently or unknowingly subsidise them. 

Efficiency OutcomesEfficiency OutcomesEfficiency OutcomesEfficiency Outcomes    

TTTTarget: arget: arget: arget:     • The coThe coThe coThe costststst----benefit ratio of increasedbenefit ratio of increasedbenefit ratio of increasedbenefit ratio of increased profits & wages to ESD costs is profits & wages to ESD costs is profits & wages to ESD costs is profits & wages to ESD costs is at least at least at least at least 7.5 : 1  7.5 : 1  7.5 : 1  7.5 : 1     

Achievement:Achievement:Achievement:Achievement:    

As mentioned above, ESD gave up attempting to collect information on profits and wages directly from 

their clients in 2004, seeking to rely on the planned monitoring surveys instead.   Therefore the only 

basis for assessing their achievement lies with the independent sample survey.  Great care must be 

taken in extrapolating this to the whole population of ESD’s clients however.   

There are various ways of calculating this ratio, none are ideal.  Here are three examples: 

                                                 
6 Southern Province Rural Economic Advancement Programme – ADB funded 
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• Among the sample enterprises surveyed, the average annual increase in financial benefits (profits, 

good-in-kind, wages) enjoyed was Rs 32,000 per enterprise.  Extrapolated (unrealistically) to all 

29,000 clients on the database this would give Rs 930 million per year, or 46 times ESD’s 

operational budget. 

• Among newly established enterprises in the sample, the average annual financial benefits in the 

first few years are Rs 44,000 / year – although this result is certainly exaggerated by ‘survivor’ bias. 

Extrapolating this to the 3,200 new enterprises established each year, and assuming they survive 

just one year on average, gives Rs 140 million per year of new income and wages, or roughly 7 

times ESD’s operational budget.  However, this figure does not include benefits enjoyed by those 

ESD clients with established enterprises. 

• Among full-time equivalent workers in the sample (paid and unpaid) the average financial benefits 

received were Rs 114,000 per year.  Extrapolating this to 6000 new jobs reported as created per 

year, and assume that each job is 72% FTE (a finding from the sample survey), and lasts just one 

years on average, then the total benefits generated are Rs 480 million per year.  This is roughly 24 

times ESD’s operational budget. 

None of these three measures is satisfactory – they all rely on big assumptions and fairly wild 

extrapolations.   Furthermore, it is impossible to estimate accurately what proportion of these benefits 

can be attributed to the work done by ESD in assisting start-up or growth of their client’s enterprises.     

Nevertheless, all three calculations seem to indicate that the overall cost-benefit ratio for ESD’s work is 

highly attractive.  Even if only 10% of the benefits calculated are real and attributable to ESD, then it 

still looks as if the financial benefits of ESD’s work outweigh the costs several times over.  

Learning & InfluenLearning & InfluenLearning & InfluenLearning & Influencing Outcomescing Outcomescing Outcomescing Outcomes    

Target: Target: Target: Target:     • AAAA developm developm developm developmentententent----orientated orientated orientated orientated model for marketing business services to small and micromodel for marketing business services to small and micromodel for marketing business services to small and micromodel for marketing business services to small and micro----

enterprises in rural and urban communitiesenterprises in rural and urban communitiesenterprises in rural and urban communitiesenterprises in rural and urban communities is demonstrated is demonstrated is demonstrated is demonstrated    

• LLLLessons learned in essons learned in essons learned in essons learned in developing this modeldeveloping this modeldeveloping this modeldeveloping this model are shared are shared are shared are shared with other enterp with other enterp with other enterp with other enterprise rise rise rise 

development / BDS development / BDS development / BDS development / BDS agenciesagenciesagenciesagencies (& by implication influence their policies and practices) (& by implication influence their policies and practices) (& by implication influence their policies and practices) (& by implication influence their policies and practices)    

AchievementAchievementAchievementAchievementssss::::    

Demonstrating the modelDemonstrating the modelDemonstrating the modelDemonstrating the model    

The question of whether ESD have successfully demonstrated that their model of business service 

delivery to MSEs works in rural and urban communities is still an open one.   Certainly, ESD have 

established an impressive network of Enterprise Promotion centres in almost all 20 districts in which 

SEEDS operates.   ESD have created an appropriate decentralised structure, based on four experienced 

regional managers, to support and supervise the district EP staff.  They have also constructed a clear 

distinct identify for the EP centres in relation to the much larger Banking division structures.  The ESD 

is moving towards financial sustainability, and has raised its cost-recovery rates to a level which makes 

genuine customer-led market-orientation on the part of staff more likely.   

There are some challenges however.  Not all the EP centres are fully staffed, and there are some 

concerns about retention and development of the front-line staff on which the services depend.  Some 

of the EP centres are not yet properly equipped and separated from the Banking division offices.  The 

level of income from fees paid directly by clients is still relatively low, and a supply-driven ethos is still 

discernible in some staff.  Meanwhile, some staff have concerns that ESD is already in danger of 

becoming unaffordable for the poorest target clients.  The viability of important new initiatives such as 

the technology resource centres has yet to be tested. 

The important point, I think, is that ESD have demonstrated that in the right circumstances, with well-

motivated and competent staff, the EP centre model of service delivery and BDS facilitation does work 

successfully.   The best examples of EP centres appear to operate well as accessible one-stop shops 
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providing micro-entrepreneurs with business information and advice, practical help with securing loans 

(especially from SEEDS), referrals towards useful training and technology services and linkages to new 

buyers and markets.   The EP centres’ close proximity to, yet autonomy from, financial service providers 

(i.e. SEEDS district banking offices) is a very important factor in this success -  one that distinguishes 

ESD from most other business service providers.   

ESD have not (yet) succeeded in providing business services on a quasi-commercial basis (without 

effective subsidy) except to a small minority of clients – so the ideal outcome of developing sustainable 

markets for business service remains elusive.  However, there is some evidence that the economic 

benefits generated by ESD’s work convincingly outweigh the costs.  There are also plenty of 

explanations for why, despite their long-term value, micro-entrepreneurs are unwilling or unable to pay 

up-front the real costs of these business services.  

The main challenge for ESD now is whether it can effectively replicate the success demonstrated by a 

few the best EP centres – those with more prosperous districts, or with outstanding staff - across all of 

Sri Lanka’s districts.    The ESD ‘model’ will not be fully proven until it can do this.   The greatest part 

of this challenge lies in strengthening the management of human resources – and showing that 

competent staff can be recruited, developed and retained even in less attractive locations. 

Sharing the lessonsSharing the lessonsSharing the lessonsSharing the lessons    

There is plenty of evidence in ESD’s annual reports that the organisation is well respected within Sri 

Lanka for its work in small enterprise development.  The Director and other managers are regularly 

invited to participate in workshops and seminars by other institutions.  On two or three occasions, ESD 

has been asked to collaborate with social researchers from universities in Europe and Australia.    Most 

significantly, following the tsunami disaster in Dec 2004, ESD was approached by many relief and 

development agencies to provide advice on livelihood rehabilitation. 

In April 2005, ESD with APT’s help, organised its own international workshop on ‘Integrating Small 

Enterprises into the Wider Economy’ with sixty participants bringing national and international expertise 

from public, private and NGO sectors.    There is little doubt that ESD is keen to encourage and 

participate in the debates among practitioners and donors within the enterprise development / business 

services industry. 

The potential opportunity for ESD to contribute knowledge to these debates is great.   Outside of 

Bangladesh – where BRAC, PROSHIKA and others have enormous client-bases - ESD is one of the 

larger business services / enterprise support agencies in the world.    A client-base of 30,000 

enterprises provides a very solid foundation from which to generate evidence – both quantitative and 

qualitative – about what works and does not work.  Unfortunately this has opportunity has hardly yet 

been exploited. 

Part of the reason is that, despite concerted efforts since 2004, ESD has not established a credible and 

effective system for monitoring the outcomes of its work.   While outputs (trainings, linkages, services 

delivered) are recorded conscientiously, the effects on incomes, profits, jobs are still largely guess-work.  

The field investigator network was instigated to address this, but failed largely for reasons beyond 

ESD’s control.  The absence of ‘hard’ evidence makes it difficult for ESD to demonstrate the value of 

its work, or the validity of the lessons it is learning, to external audiences or even to colleagues in 

SEEDS.   

Because of their scale, ESD’s experiences, such as the experiment with the field investigator’s network, 

are valuable.  Even without ‘hard’ quantitative evidence, ESD with APT’s help could probably have done 

more to share the progress of the project and the lessons being learned, with other practitioners and 

researchers in the industry internationally – through published articles, participation in industry 

networks or communities of practice.  This is the only outcome where the project has not met or come 

close to achieving its target. 
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6.6.6.6. CONCLUSIONS & RECOMMCONCLUSIONS & RECOMMCONCLUSIONS & RECOMMCONCLUSIONS & RECOMMENDATIONSENDATIONSENDATIONSENDATIONS    

Bolster the Cadre of EP OBolster the Cadre of EP OBolster the Cadre of EP OBolster the Cadre of EP Officersfficersfficersfficers    

In enterprise development, most benefits in jobs and income are attributable to the growth of a 

relatively few enterprises (as illustrated by the sample survey of ESD clients).  The future impact of 

ESD’s work depends on recognising winners among its small-scale entrepreneur clients, understanding 

their specific individual needs, and providing relevant, affordable services to address those needs.  

Ultimate responsibility for this customer-orientation lies in the hands of the EP officers.  Examples of 

well-performing EP centres show that where these staff are competent, motivated, adequately-resourced 

and capable of self-management, they can deliver the ESD’s mission.    

Therefore, ESD’s principal strategic priority should be to create conditions where it can recruit, retain, 

motivate and strengthen the performance of these key frontline individuals.  In particular… 

• ESD should monitor the competitiveness of its salary and incentive structures for EP officers to 

ensure it is offering a package that can attract and retain staff of the calibre demanded by the role. 

• Where there are vacancies, recruiting new EP officers should be a top priority.  However, ESD 

should be wary of compromising on levels of experience, flair and competence needed for the role.  

• The cost-recovery-related bonus scheme could be adjusted so that it rewards relative improvements 

in EP centre performance (rather than simply a percentage of “profits”).  This could create 

incentives for all staff, not just those lucky enough to be located in lucrative regions. 

• Performance targets should be broadened to include indicators of EP centre effectiveness (e.g. in 

increasing employment, and incomes of the poor).  This will be greatly assisted by having an 

effective management information monitoring system (see below).   

Strengthening the Role of ESD Regional ManagersStrengthening the Role of ESD Regional ManagersStrengthening the Role of ESD Regional ManagersStrengthening the Role of ESD Regional Managers    

The recent decentralisation of some head-office functions to four ESD regional managers is definitely 

proving to be a positive move overall.  More needs to be done to engage and empower the post-holders, 

particularly in their role as line-managers of the EP officers.  Their role in nurturing and reducing the 

isolation felt by new EP staff is vital.  Everyone must understand that RMs have taken over 

responsibility for line-management from Bank Division managers. Regional managers have to learn to 

build and lead regional teams of EP officers.  They need to be able to reinforce the team’s identity and 

distinct role, establish a supportive team culture and offer an inspiring vision of the success that EP 

centres can achieve.  

• ESD should train and support the Regional Managers to be people managers (as well as technical 

experts).  Focus on team building tools and leadership skills in particular. 

• SEEDS Directors may need to reflect on the management styles of the organisation.  ESD staff 

need to be self-motivated, entrepreneurial decision-makers at both regional and district level.   

A hierarchical culture that works well in Banking, may be less effective for managing ESD. 

• A convincing vision of ESD decentralisation is needed to underpin the emerging RM role.  It should 

describe how regional resources and authority will grow, and how Head Office resources and 

responsibilities will shrink, over time.  ESD’s Director and RMs should openly negotiate a 

progressive delegation of decision-making powers, responsibilities and resources to regions and 

districts.   

• ESD should explore systematic use by Regional Managers of basic performance management tools 

– such as annual performance appraisals, linked to targets, support plans and skills development 

plans.  Delivered sympathetically, these tools could improve communication with EP officers and 

sharpen the process of team building. 
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Managing and Developing the Skill Sets of EP OfficersManaging and Developing the Skill Sets of EP OfficersManaging and Developing the Skill Sets of EP OfficersManaging and Developing the Skill Sets of EP Officers    

The role of an effective EP officer is multi-facetted and also varies from region to region.  The skill sets 

they bring to the job also depend on their personal backgrounds.  This diversity is a strength for ESD, 

but it also creates challenges in managing and developing human resources in a systematic strategic 

way.   One danger for ESD is of significant skill gaps opening up in particular regions.  Another risk is 

that EP officers’ skills will be spread too thinly to be effective.  

• At both national and district level, ESD needs to invest more in understanding which of its services 

are most highly valued by its different clients, so that staff skills development is client-led. 

• Ultimately ESD’s understanding of client demand should derive from a management information 

system (i.e. through collecting client feedback at the moment of service delivery, and through 

follow-up surveys of clients) 

• ESD should establish and maintain a skills / competency audit of staff so the organisation knows 

where its strengths and weaknesses lie, and can plan strategically to fill gaps and develop staff 

skills.   

• Skills development planning should be clearly linked to the performance management process of 

EP officers – so as to address individual weaknesses, build confidence and encourage client-led 

approaches. 

• Where significant skill / competency gaps are shared across several districts, ESD should invest in 

relevant skills development programme for staff.  Areas such as ‘customer relations’, ‘business 

counselling’ and ‘building market linkages’ are all likely candidates for this kind of investment.  

Strengthening MarketStrengthening MarketStrengthening MarketStrengthening Market----related Servicesrelated Servicesrelated Servicesrelated Services    

The principal un-met demand from ESD’s clients seems to be for services that help them tackle 

market-related constraints better: e.g. lack of information about emerging market opportunities, fierce 

competition from other producers, lack of access to marketing outlets or buyers.   Almost certainly 

many ESD clients embark on enterprises without an accurate assessment of market requirements, or in 

markets that are already heavily saturated.  This market illiteracy has a high cost for them in business 

failures, and possibly for SEEDS in terms of loan default. 

ESD has shown that market-related services, such as accurate market information, facilitated linkages 

to buyers, market-focused business clinics, help with financing transactions with larger buyers and 

access to retail outlets, are relevant and highly valued by its clients.  However, many times individual 

EP officers are probably not a great deal better informed about the market issues than their clients, so 

much could be done to strengthen such services. 

• ESD should explore ways to develop a local market information service for clients in key sectors – 

offering up-to-date information about the characteristics of market demand for popular products in 

each region.  The research necessary to do this is probably best conducted and coordinated from 

regional managers’ offices rather than head-office. 

• ESD should strengthen its promising work in providing producer-buyer-linkage services....  

Experiences have been very varied to date, so ESD should systematically monitor and analyse 

results so as to identify lessons about what does or does not work. 

ESD has already demonstrated that it is possible to charge fees or commission for some market-related 

services (e.g. in forward marketing agreements, sector-specific business-clinics).  Other services (e.g. 

market information) have public-goods characteristics which make cost-recovery difficult.  However, the 

cost of not providing market-related services are also high in terms of business failures and lower 

overall impact of ESD’s work. 

• ESD needs to explore innovative ways of recovering costs for market-related services.   For example, 

market research costs might be factored into the charges for doing business loan appraisals. 
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Technical Training ResourcesTechnical Training ResourcesTechnical Training ResourcesTechnical Training Resources    

Many of the existing EP officers have personal backgrounds as technical advisers and trainers in 

specific technical skill areas.  Technical competencies help give EP officers credibility with their 

clients. However, the desire to apply their established skills may be encouraging unhelpful ‘supply-

driven’ practices to persist, and distracting officers from paying adequate attention to other essential 

EP activities.    

The EP centres can only reach and serve significant numbers of clients (achieve impact) if the EP 

officers act principally as referral agents and facilitators of access to services.  Use of specialist 

external resource people has the double advantage of both overcoming ESD’s current main constraint 

(staff time), and encouraging a more vibrant market for business services generally in Sri Lanka.  

• EP officers need to strike an appropriate balance between fulfilling the diverse requirements of the 

role, and delivering particular services in which they have a personal competence (e.g. technical 

training).    

• Greater use might be made of external resource people to deliver technical training, where this 

frees EP officers to concentrate on other tasks, or enables a higher quality service.  The expense of 

using external trainers needs to be weighed against the real costs of EP officers’ time – including 

ESD’s overheads.    

• ESD should review the fees for external resource people to ensure that technical training is of 

adequate quality, and evaluate their performance accordingly.  

ESD ESD ESD ESD Resource CentreResource CentreResource CentreResource Centressss        

The five specialist resource centres opened in 2006 provide a great opportunity for ESD to develop 

sectoral expertise as recommended in the 2004 review.   The resource centres should help reduce 

some of the pressures on EP officers, and allow the EP centres to function more efficiently as referral 

points for clients.   The resource centres each have different business models – with various 

mechanisms for cost-recovery, and some of these carry risks. 

• Where resource centres intend to raise revenue from sales of inputs or products, ESD should 

beware the centres become competing market-actors in the sectors they are supposed to be 

supporting  (e.g as described in the new EC proposal for the Food Processing Training Centre). 

Managing the Managing the Managing the Managing the Cost Recovery Cost Recovery Cost Recovery Cost Recovery EquationEquationEquationEquation    

ESD has taken great strides to put the EP centres on a sustainable financial footing. Setting achievable 

cost-recovery targets for district-level income has encouraged some EP officers to be more innovative 

and entrepreneurial.  At the same time, many staff are concerned that an exclusive focus on cost-

recovery targets may compromise ESD’s mission by reducing the incentive to improve services for 

poorer clients and thus affect the poverty impact of ESD’s work overall. 

Internally, ESD management therefore needs to reassert a commitment to a ‘balanced scorecard’ 

strategy – i.e. one which also values client satisfaction, meeting SEEDS’ internal objectives, and most 

importantly achieving impact on poverty, alongside cost-recovery targets.   In other words, ESD needs to 

beware the risk of shifting from a ‘supply-led’ culture to a purely ‘revenue-led’ culture. 

• Performance targets for EP officers and RM’s need to also include at least some non-financial 

objectives – for example related to the creation of sustainable employment for poor people 

When head-office overheads, management, recruitment and training are included, the real costs of 

running EP centres are much higher than the cost-recovery targets set for EP officer to achieve.  This 

fact needs to be taken into account when calculating and setting service charges. 

• As far as market will bear it, ESD should seek to increase charges to better-off clients and those 

institutions (incl. SEEDS own Banking Div) that can afford it, so they are closer to real costs which 

ESD incurs when overheads are taken into account. 
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• ESD should give more authority to the regional managers to set prices for services locally to reflect 

the market in their locality. 

• ESD RMs should regularly review true costs of different services and withdraw from those services 

which cost significantly more to deliver than clients are willing to pay (for example because prices 

are suppressed by competition from free or heavily subsidised alternatives). 

CrossCrossCrossCross----Subsidies for Poorer ClientsSubsidies for Poorer ClientsSubsidies for Poorer ClientsSubsidies for Poorer Clients    

Raising prices could give ESD greater scope for directing its financial resources to important target 

groups of its own choosing e.g. women entrepreneurs, poorer SEEDS clients, employment-creating 

businesses.   Increased income from institutions and better-off clients could be used to cross-subsidise 

those less able to pay.  This would help ESD keep to its mission of reducing poverty and promoting pro-

poor enterprise. 

• ESD should look at re-establishing a visible subsidy system for targeted SEEDS clients using 

coupons or vouchers.   Even a small annual subsidy fund (e.g. Rs 3 million p.a.) would make a big 

difference to the focus of EP centres’ work. 

• EP officers should have the discretion to target subsidies for those clients whose enterprises are 

most likely to help ESD achieve job creation and income growth for poorer people. 

• ESD can learn lessons from global literature about “voucher” systems which is accessible from 

sites such as www.bdsknowledge.org and particularly the work of Lara Goldmark (Vouchers: From 

practice to principles, USAID MIP, 2001). 

Management Information SystemManagement Information SystemManagement Information SystemManagement Information System    

If ESD is to improve its services, increase its effectiveness, and sustain investment from donors, it must 

develop a credible management information system that gives both managers and EP officers accurate 

and timely feedback on their performance and ESD’s impact.  A good MIS should enable decision-

making by providing information on the effectiveness of different ESD services; comparing results in 

different districts or for different types of enterprise.  Such feedback is essential for ESD to 

systematically learn to improve its services, and to back up performance incentives for staff.  A 

comprehensive MIS would also enable ESD to talk authoritatively about the effectiveness and impact of 

its work to external audiences in SEEDS, among donors and within the wider enterprise development 

industry.  Finally, an effective MIS would help ESD to retain or increase its market share of the real 

demand for services from clients, amongst the competition. 

• ESD should step up its investment in monitoring effectiveness indicators, and managing the 

resulting data to produce credible and useful information about the Division’s performance.   

Detailed recommendations are given in Annex 2 of this report. 

• APT and ESD should seek modifications to the new EC project budget to increase the resources 

available to invest in creating an effective MIS 

• Operation of the management information system needs to be treated separately from other 

responsibilities of the existing Research and Information Department, such as public relations 

communications and market research. 

Assessing ImpactAssessing ImpactAssessing ImpactAssessing Impact    

The intended outcomes of ESD’s work are higher enterprise profits and job creation.  ESD’s 

performance should be measured by these outcomes.  One unfortunate consequence of the flaws in the 

enterprise database to date (Annex 2), is that it is not yet possible to say confidently whether ESD’s 

services are benefiting poorer entrepreneurs in particular.  The database does classify ESD’s clients 

into poor and non-poor categories, but we do not yet know whether there are differences in outcomes 

between these groups. 
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More importantly, the final impact of ESD’s work can not be disentangled from the work of SEEDS 

other divisions.  If SEEDS works well, the outcomes produced by Banking, Training and Enterprise 

Services Divisions should come together – complementarily - to reduce poverty and improve livelihoods 

of SEEDS clients.   Assessing this impact (change) therefore needs to be a shared responsibility. 

• SEEDS should develop a systematic methodology for assessing the ultimate impact of all the 

division’s work on the livelihoods and poverty of SEEDS clients  
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ANNEX 1 ANNEX 1 ANNEX 1 ANNEX 1 ––––    INDEPENDENT SAMPLE INDEPENDENT SAMPLE INDEPENDENT SAMPLE INDEPENDENT SAMPLE SURVEYSURVEYSURVEYSURVEY    
December 2006December 2006December 2006December 2006    

    

IntroductionIntroductionIntroductionIntroduction    

This annex report describes, and summarises the results of, a small but detailed representative sample 

survey of ESD clients prior to the evaluation of ESD, SEEDS.  APT UK agreed to this survey partly in 

order to validate the large scale monitoring surveys being conducted by ESD during 2006, and partly to 

contribute extra qualitative material for the evaluation exercise.  

SampleSampleSampleSample Survey Methodology Survey Methodology Survey Methodology Survey Methodology    

The sample survey conducted in Sept/Oct 2006 was organised by an knowledgeable consultant – Anura 

Atapattu, using a team of seven enumerators who were led and supervised by an experienced 

researcher.  Enumerators were introduced to the survey instrument: a questionnaire that is attached to 

this annex below. They were then trained for 2 days in a workshop that was attended by ESD’s regional 

managers to ensure they understood the organisation’s work.  

The survey team then worked together consecutively in five randomly selected districts.  In each 

district, the team spent 3 days and interviewed 60 individual ESD clients from a randomly selected list 

of Sarvodaya Societies.   

In all, 295 entrepreneurs were interviewed about the performance of their businesses: income 

(benefits); employment; assets, and main challenges faced.  Almost all interviews also gave responses 

to questions about the quality and their satisfaction with the services delivered by ESD.  At total of 594 

service ‘events’ were recorded (average 2.0 per client) In addition, 192 clients (65%) answered 

questions about the historical performance of their enterprise prior to receiving assistance or services 

from SEEDS ESD. 

Two thirds of entrepreneurs (68%) were women: a figure that is happily very close to the norm for 

clients listed on ESD’s national database (68% of 26,000 clients in 19 districts are female).   

Summary of Summary of Summary of Summary of Interview Interview Interview Interview SampleSampleSampleSample    

Enterprise Enterprise Enterprise Enterprise SectorSectorSectorSector    NumberNumberNumberNumber    % % % % Female ClientsFemale ClientsFemale ClientsFemale Clients 

Agriculture 39 77 % 

Agro / Food Processing 36 86 % 

Manufacturing 66 47 % 

Services (incl dress-making) 94 74 % 

Trading 60 65 % 

ALLALLALLALL    295295295295    68 %68 %68 %68 %    

Reflections on MethodologyReflections on MethodologyReflections on MethodologyReflections on Methodology    

Field work seems to have been conducted conscientiously, and data looks reasonably consistent.  There 

were for example no major discrepancies between results in different districts. The questionnaire 

worked well: lessons learned from this small survey could inform modifications for future use of this 

type of instrument. 

The survey locations were chosen at random.  However, unavoidably, the enumerator team had to be 

assisted to find and identify individual clients by ESD’s EP officers.  This meant that some degree of 

positive selection bias is likely.   In addition, the sample inevitably suffered from ‘drop-out’ bias since 

only individuals whose enterprises are still active were interviewed.   

For both these reasons, ESD should be very cautious about extrapolating the results shown in this 

survey to their entire client base. 
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Analysis of DataAnalysis of DataAnalysis of DataAnalysis of Data    

The survey data has been analysed in various ways with the following main questions in mind: 

1. What are the main challenges faced by ESD’s clients, and how have these changed over time? 

2. How do different types of ESD services compare in terms of client satisfaction ratings? 

3. How have ESD’s clients enterprises performed in terms of employment and profits? 

4. What influence do factors such as the owner’s gender, the business sector and the initial size 

of enterprise appear to have on enterprise performance? 

5. What effect does the provision of ESD services appear to have on enterprise performance, jobs 

and income etc. 

Two important caveats apply to the interpretation of these results: 

First, as noted earlier, there is an inevitable “survivor” bias in this sample since only enterprises that 

have survived to date were interviewed in this survey yet it is well known that a large proportion of new 

enterprise start-ups fail within their first year or two.   

Second, we must be cautious about attributing any observed changes solely to the influence of ESD’s 

or indeed SEEDS services and support. 

Results of the AnalysisResults of the AnalysisResults of the AnalysisResults of the Analysis    

1. 1. 1. 1.     Challenges Facing ESD’s ClienChallenges Facing ESD’s ClienChallenges Facing ESD’s ClienChallenges Facing ESD’s Clientstststs    

Interviewees were asked to identify the main challenges they currently face in running their business, 

and also those that they faced in the past before getting support from ESD.  This date varied, but on 

average the clients had been involved with ESD for four years. 

The main challenges described by ESD’s clients now is significantly different from what they say they 

faced before being supported by ESD. This is for both new and established enterprises.   

• In the past, before working with ESD, clients said the major problems faced were access to credit 

(cited by almost half), inadequate business / technical skills and high input costs.   

• Today three-quarters of ESD clients emphasise the challenge of high input costs, with competition 

from low-priced alternatives and weather-related problems after that.   Poor access to credit and 

inadequate skills have dropped to sixth and seventh in the list. 

Main Challenges or Problems cited by ESD ClientsMain Challenges or Problems cited by ESD ClientsMain Challenges or Problems cited by ESD ClientsMain Challenges or Problems cited by ESD Clients    NowNowNowNow    PriorPriorPriorPrior    DifferenceDifferenceDifferenceDifference    

Rising costs of raw materials or other inputs 75% 40% +  35 %+  35 %+  35 %+  35 %    

Difficulty or high cost of obtaining loans (getting credit) 21% 47% ----  26 %  26 %  26 %  26 %    

Lack of confidence about own business & technical skills  19% 42% ----  23 %  23 %  23 %  23 %    

Lack of self-confidence 3% 21% ----  18 %  18 %  18 %  18 %    

Competition from others who sell at lower prices 39% 23% + 17 %+ 17 %+ 17 %+ 17 %    

Difficulty in managing books / accounts 9% 24% ----  15 %  15 %  15 %  15 %    

Unreliable infrastructure (roads, electricity, water) 37% 23% + 14 %+ 14 %+ 14 %+ 14 %    

Effects of bad or unpredictable weather 30% 19% + 11 %+ 11 %+ 11 %+ 11 %    

Difficulty of obtaining or retaining skilled labour 24% 14% + 10 %+ 10 %+ 10 %+ 10 %    

Competition from better branding, packaging, quality 16% 8% +   8 %+   8 %+   8 %+   8 %    
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Other results were explored by looking at differences based on gender, type of business and business 

performance: 

• Women entrepreneurs are more concerned than men about inadequate business and technical 

skills in their businesses, and about competition from higher quality producers.  This partly reflects 

the type of businesses many women run, e.g. food processing, dress-making, where competition is 

probably fiercest.  It might also reflect greater willingness by women to report these concerns. 

• There were few differences between responses of older and newer enterprises, except in relation to 

difficulties of securing skilled labour – a problem which new businesses have yet to encounter. 

• A comparison between weaker (steady or failing) enterprises and stronger (growing) enterprises, 

shows that price competition, weather-related problems and rising input costs are more of an issue 

for the former.  Meanwhile growing businesses are more concerned with weak infrastructure. 

On the face of it, while being cautious about attribution, these results suggest a strong positive effect of 

ESD’s (and Banking Division’s) work in reducing clients’ prior experience of problems with access to 

credit, inadequate technical or business skills and low self-confidence.   

At the same time, these results suggest that ESD now needs to shift more attention to the major 

challenge of improving the competitiveness of clients enterprises in the face of rising costs and 

competition from other producers (including of course, imported goods). 

2.2.2.2.    Satisfaction with quality of ESD servicesSatisfaction with quality of ESD servicesSatisfaction with quality of ESD servicesSatisfaction with quality of ESD services    

All interviewees were asked to rate their satisfaction with the ESD services they had used, according to 

four different criteria: 

a. The value for money of the service (where fees were paid) 

b. The convenience of the service delivery location and timing 

c. The relevance (fit) of the service to their actual needs or problems 

d. The extent to which the service helped increase the profitability or viability of their business 

There were inconsistencies in the way clients identified different ESD services which, despite the 

enumerators’ preparatory workshop, meant that it is not possible to fully disaggregate the scores for 

different services as had been intended.   I have therefore simply divided the range of services into two 

classes: generic training that is relevant to any entrepreneur, and technical services that relate to 

specific types of business. 

Broad Broad Broad Broad Categories of ESD servicesCategories of ESD servicesCategories of ESD servicesCategories of ESD services    

ESD ESD ESD ESD GenGenGenGeneric Trainingeric Trainingeric Trainingeric Training    ESD ESD ESD ESD Technical ServicesTechnical ServicesTechnical ServicesTechnical Services    

Loan Appraisal 

Entrepreneurship Training 

Business Management training 

Marketing Management Training 

Business Development training 

Self Employment Training 

CEFE Management training 

Small Business Training 

ILO SIYB Training 

Leadership Training 

Accounting Training 

Dress Making  training 

Food Processing Training 

Technical Training unspecified 

Exhibitions (participation) 

Soap Production 

Agricultural Technical Training 

Agricultural Plantation Training 

Business information 

Beauty Treatment 

Flower Exhibition 

Advertising Directory 

Market Linkages 

Aluminium Fabrication 

Curtain Making 

Skills Development Training 

Teachers Training        

Dairy Management 

Candle Making 

Carpentry 

Mushroom Production 
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Clients were asked to score their agreement or disagreement with four related statements  

e.g. “the service provided by ESD was relevant to my needs”, using this scale: 

1 Strongly disagree1 Strongly disagree1 Strongly disagree1 Strongly disagree    2 Disagree2 Disagree2 Disagree2 Disagree    3 Slightly Disagree3 Slightly Disagree3 Slightly Disagree3 Slightly Disagree    4 Slightly Agree4 Slightly Agree4 Slightly Agree4 Slightly Agree    5 Agree5 Agree5 Agree5 Agree    6 Strongly Agree6 Strongly Agree6 Strongly Agree6 Strongly Agree    

Unfortunately, this method did not work well.  Almost all respondents gave high scores (5, 6) even 

when their other recorded comments were negative.  This suggests either the question was not properly 

presented, or that clients felt reluctant to overtly “disagree” with the interviewer’s statements.  Also 

only half of clients responded to the statement about good value for money. 

Assuming that a score of 5 or 6 indicates ‘satisfaction’ with a service, the results are shown below.  

This assumption could be checked in future, by testing negative statements in place of positive ones, to 

calibrate a neutral response.   

Satisfaction “rates”Satisfaction “rates”Satisfaction “rates”Satisfaction “rates”    

(% of responses at 5 or 6)    

Value for Value for Value for Value for 

MoneyMoneyMoneyMoney    

Convenience Convenience Convenience Convenience 

of Deliveryof Deliveryof Deliveryof Delivery    

Relevance to Relevance to Relevance to Relevance to 

NeedsNeedsNeedsNeeds    

Lasting Lasting Lasting Lasting 

BenefitBenefitBenefitBenefit    

Generic Training 95 % 94 % 91 % 91 % 

Technical Services 87 % 90 % 83 % 73 % 

AllAllAllAll    93 %93 %93 %93 %    92 %92 %92 %92 %    88 %88 %88 %88 %    86 %86 %86 %86 %    

These apparently very good results need to be treated with caution.  As mentioned above, some clients 

(16%) made directly negative comments about ESD’s services, while simultaneously giving high scores.  

Given that on average 90% of responses were 5 or 6, the fact that ‘only’ 73% of clients were satisfied 

with the lasting benefits (profits or viability) of technical services, might be a concern.  

The main issues of complaint were: 

• insufficient depth to technical training;   

• insufficient duration of training;   

• inadequate coverage of, or support for overcoming marketing challenges  

• lack of outreach to rural areas. 

Overall, these results are not sufficiently robust to be the basis of clear recommendations.   

When it comes to services aimed at upgrading performance of particular types of enterprise (e.g. 

through technical skills, market information, linkages) there are some indications here that ESD is not 

yet providing the quality, depth and duration of training and support that its clients would ideally like. 

3.3.3.3.    Performance Performance Performance Performance of ESD clients’ enterprisesof ESD clients’ enterprisesof ESD clients’ enterprisesof ESD clients’ enterprises    

This section is concerned with the effects of ESD’s work on the performance of clients’ businesses.  

The survey provided information about the current status of each business.  The main indicators 

considered for analysis were: 

a. Employment – both paid and unpaid, and converted into full-time equivalents 

b. Wages Paid – as estimated by the owner  

c. Profits or Benefits – based on both reported cash profits and goods in-kind benefits 

d. Turnover – based on estimated gross sales income 

e. Assets – including stocks, equipment, buildings and land 

In addition, for enterprises established prior to first receiving support or services from ESD, 

interviewees were asked to estimate these indicators at that time.   On average, the length of the client 

relationship with ESD was four – five years.  Financial estimates were then adjusted for inflation.  

Such retrospective questioning is far from ideal, but in the absence of any other baseline data, it was 

worth experimenting with this method.   

Examination of the raw data, and comparisons with the ESD’s monitoring survey (see Annex 2), give 

reason to have greater confidence in the first three indicators.  Data for turnover (gross sales) and for 

assets (land, equipment, buildings, stocks) did not appear reliable or consistent. 
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Overall Results Across the Whole Sample Overall Results Across the Whole Sample Overall Results Across the Whole Sample Overall Results Across the Whole Sample     

Increases in employment (both paid and unpaid) are one of the main desired effects of ESD’s work.  

Since part-time and seasonal employment is common the survey calculated employment on an hourly 

basis, and aggregated over a year so as to calculate average full-time equivalent (FTE) jobs 

Defining Employment Defining Employment Defining Employment Defining Employment     

One FTE job is calculated as: 50 weeks x 6 days x 8 hours = 2400 hours/year  

   E.g. 12 people x 20 hours/week x 25 weeks/year = 6000 hours/year = 2.5 FTE jobs 

  Paid employment  Paid employment  Paid employment  Paid employment is that work which is remunerated by wages. 

        Unpaid Unpaid Unpaid Unpaid employmentemploymentemploymentemployment includes both the owner’s own time, and the work of other household 

    members, who all benefit directly or indirectly from enterprise profits or goods in kind.  

The main findings are: 

• On average ESD clients’ enterprises each provide work for 2.9 people 

• On average the hours worked amount to 2.1 full-time equivalent jobs  (72% full time) 

• Approximately 40% of that work is paid employment.     

• Employment among the sample has grown at about 10% each year 

Paid EmploymentPaid EmploymentPaid EmploymentPaid Employment    Unpaid EmploymentUnpaid EmploymentUnpaid EmploymentUnpaid Employment    All EmploymentAll EmploymentAll EmploymentAll Employment    Average FTE Average FTE Average FTE Average FTE jobsjobsjobsjobs    

per enterpriseper enterpriseper enterpriseper enterprise    FTE Growth Rate FTE Growth Rate  FTE Growth Rate 

 All Sample All Sample All Sample All Sample    0.0.0.0.8888    0.090.090.090.09    11 %11 %11 %11 %    1.41.41.41.4    0.140.140.140.14    10 %10 %10 %10 %    2.12.12.12.1    0.220.220.220.22    10 %10 %10 %10 %    

The survey looked at the economic benefits created by enterprises in two forms: the profits or benefits 

in kind earned by business owners, and the wages they paid to their employees.  Both represent direct 

economic benefits for the community.   

The main overall findings here are: 

• ESD clients’ enterprises each generate on average 243,000 Rs p.a. in direct economic benefits 

• Approximately 65% of this is profits or benefits in kind for the owners, and 35% is wages 

• Economic returns created by the sample has grown by 13% per year on average  

Profits / Benefits in KindProfits / Benefits in KindProfits / Benefits in KindProfits / Benefits in Kind    WagesWagesWagesWages    All BenefitsAll BenefitsAll BenefitsAll Benefits    Average Average Average Average benefits benefits benefits benefits 

per enterpriseper enterpriseper enterpriseper enterprise    Rs Growth Rate p.a. Rs Growth Rate p.a. Rs Growth Rate p.a. 

 All Sample All Sample All Sample All Sample    157,500157,500157,500157,500    16,90016,90016,90016,900    11%11%11%11%    85,40085,40085,40085,400    15,10015,10015,10015,100    18%18%18%18%    243,000243,000243,000243,000    32,10032,10032,10032,100    13131313 % % % %    

These results look very impressive, especially since the figures have been adjusted to allow for inflation, 

so this is real reported growth.  Nevertheless, interpretation must take into account the bias in the 

sample mentioned earlier. 

The analysis was next extended by assigning each individual enterprise in the sample a performance 

grade (A – D). The grade is based on the individual enterprise’s growth rates for employment, profits 

and wages, while taking into account the current size of business and other subjective factors. 

Enterprise Performance Enterprise Performance Enterprise Performance Enterprise Performance 

Grade Grade Grade Grade –––– Main Criteria Main Criteria Main Criteria Main Criteria    

Employment Employment Employment Employment     

GrowthGrowthGrowthGrowth    

Profits & Wages Profits & Wages Profits & Wages Profits & Wages     

GrowthGrowthGrowthGrowth    

AAAA    Fast GrowingFast GrowingFast GrowingFast Growing    more than 20 % per year more than 25 % per year 

BBBB    GrowingGrowingGrowingGrowing    more than 5 % per year more than 5 % per year 

CCCC    StableStableStableStable    between plus/minus 5% year  between plus/minus 5% year 

DDDD    FailingFailingFailingFailing    below minus 5 % per year below minus 5 % per year 

Dividing the sample up on this basis reveals that vast majority of employment is achieved by a relatively 

small number of enterprises.  The table shows for example that the best performing 50 enterprises 

(17% of sample) accounted for almost all the growth in paid employment: 
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FTE employment FTE employment FTE employment FTE employment growth growth growth growth 

per year by rankper year by rankper year by rankper year by rank    

Enterprises in Enterprises in Enterprises in Enterprises in 

SampleSampleSampleSample    

FTE FTE FTE FTE 

2006200620062006    

Annual Increase Annual Increase Annual Increase Annual Increase 

Paid WorkPaid WorkPaid WorkPaid Work 

Annual IncreaAnnual IncreaAnnual IncreaAnnual Increase se se se 

in Unpaid Workin Unpaid Workin Unpaid Workin Unpaid Work 

Annual Increase Annual Increase Annual Increase Annual Increase 

All All All All EmploymentEmploymentEmploymentEmployment 

A performers 50 17% 176 27 13 40 

B performers 84 28% 172 4 22 26 

C performers 130 44% 244 1 8 9 

D performers 31 11% 38 -6 -2 -8 

ALL enterprisesALL enterprisesALL enterprisesALL enterprises    295295295295    100%100%100%100%    630630630630    25252525    41414141    66666666    

A very similar pattern is shown by the financial results, with the same 50 enterprises responsible for 

81% of the annual increase in earnings and wages. 

FinancialFinancialFinancialFinancial    growth growth growth growth     

per year by rankper year by rankper year by rankper year by rank    

Enterprises in Enterprises in Enterprises in Enterprises in 

SampleSampleSampleSample    

Profits / Benefits Profits / Benefits Profits / Benefits Profits / Benefits 

Rs /yrRs /yrRs /yrRs /yr 

Wages Wages Wages Wages     

Rs /yrRs /yrRs /yrRs /yr 

Combined Combined Combined Combined     

Rs /yrRs /yrRs /yrRs /yr 

A performers 50 17% 3,746,000 3,934,000 7,680,000 

B performers 84 28% 1,744,000 629,000 2,373,000 

C performers 130 44% 453,000 308,000 761,000 

D performers 31 11% - 943,000 - 403,000 - 1,346,000 

ALL enterprisesALL enterprisesALL enterprisesALL enterprises    295295295295    100%100%100%100%    5,000,0005,000,0005,000,0005,000,000    4,468,0004,468,0004,468,0004,468,000    9,468,0009,468,0009,468,0009,468,000    

Thus the conventional rule of thumb – that 20% of enterprises generate 80% of growth is confirmed 

here for both sets of figures.    This is well illustrated by the graph below showing annual FTE 

employment creation and loss in each individual enterprises, with D ranking performers on the left and  

A ranking performers on the right.   

Each tiny vertical bar represents one enterprise, and the height of the bar shows the average annual 

increase (or decrease) in FTE employment in that enterprise. 

These results raise the obvious question: what factors can explain the different performance of 

enterprises.  The next section examines three possible sources of variation: the initial size of 

enterprises, the gender of owners and the type of trade or business activity engaged in.  

Other factors which could in principle be examined with a larger sample (i.e. the ESD’s entire 

enterprise database of nearly 30,000 clients) include: the level of education / experience of the owner; 

the district location of the business, the experience or competency of the supporting EP officer.    In 

part, the following analysis is more by way of illustrating the potential for using this sort of data to 

inform management decision-making. 

Employment Creation & Employment Loss

(annual FTE jobs created and lost in each enterprise)

-2

-1

0

1

2
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4.4.4.4.    Factors that Influence PerformanceFactors that Influence PerformanceFactors that Influence PerformanceFactors that Influence Performance    

IIIInfluence of initial enterprise sizenfluence of initial enterprise sizenfluence of initial enterprise sizenfluence of initial enterprise size on on on on performance performance performance performance    

To do this analysis, the enterprises were assigned to four ‘size’ categories according to their initial 

employment status at the time when ESD started providing support services.    

Size CategorySize CategorySize CategorySize Category    Employment status at time when ESD support begaEmployment status at time when ESD support begaEmployment status at time when ESD support begaEmployment status at time when ESD support begannnn    NumberNumberNumberNumber    

New start-ups started after ESD support began 103   (35%) 

Self-employed had no significant paid employees   134   (45%) 

Micro-enterprises had between one and five paid FTE employees   47   (16%) 

Small enterprises had more than five paid FTE employees   11    ( 4%) 

The table below summarises employment changes with results broken down by these size categories: 

Paid EmploymentPaid EmploymentPaid EmploymentPaid Employment    Unpaid EmploymentUnpaid EmploymentUnpaid EmploymentUnpaid Employment    All EmploymentAll EmploymentAll EmploymentAll Employment    Average FTE employment Average FTE employment Average FTE employment Average FTE employment 

per enterprper enterprper enterprper enterpriseiseiseise    FTE Annual Growth FTE Annual Growth FTE Annual Growth 

New start-ups 0.3 0.090.090.090.09     1.3 0.330.330.330.33     1.6 0.420.420.420.42     

Self-employed 0.2 0.070.070.070.07    22 % 1.2 0.080.080.080.08    6% 1.5 0.150.150.150.15    10 % 

Microenterprises 1.8 0.260.260.260.26    14 % 1.9 ---- 0.07 0.07 0.07 0.07    - 4 % 3.7 0.180.180.180.18    5 % 

Small enterprises 6.0 ---- 0.46 0.46 0.46 0.46    - 8 % 1.8 ---- 0.08 0.08 0.08 0.08    - 4 % 7.9 ---- 0.54 0.54 0.54 0.54    - 7 % 

All SampleAll SampleAll SampleAll Sample 0.80.80.80.8    0000.09.09.09.09    11 %11 %11 %11 %    1.41.41.41.4    0.140.140.140.14    10 %10 %10 %10 %    2.12.12.12.1    0.220.220.220.22    10 %10 %10 %10 %    

The initial size has a big influence on the employment growth rates.  For example, as one might expect, 

unpaid work grew fastest amongst new start-up enterprises (0.33 jobs per enterprise per year).  

Although this result is exaggerated by the absence of data from new enterprises that presumably failed.  

The greatest accumulation of paid work occurred among microenterprises (0.26 jobs per enterprise per 

year) as they expanded.   The sample of more established small enterprises did very badly on average – 

shrinking employment on average at 8% per year, but this was very small sample (11) 

The next table summarises financial results in the same way, broken down by these size categories: 

Profits, Benefits in kind + WagesProfits, Benefits in kind + WagesProfits, Benefits in kind + WagesProfits, Benefits in kind + Wages    Average Average Average Average annual benefitsannual benefitsannual benefitsannual benefits        

per enterprisper enterprisper enterprisper enterprise in 2006e in 2006e in 2006e in 2006     Rs /Rs /Rs /Rs / Y Y Y Yrrrr    Annual Growth 

New start-ups 184,000 44,000  

Self-employed 178,000 19,900 11 % 

Microenterprises 410,000 51,500 13 % 

Small enterprises 866,000 - 14,200 - 2 % 

All SampleAll SampleAll SampleAll Sample 243,000243,000243,000243,000    32,10032,10032,10032,100    13131313 % % % %    

Again the greatest average increase in financial benefits is achieved by microenterprises (51,500 Rs 

per year).  New start-ups also did done well (44,000 Rs per year) although we must be cautious about 

these results due to the lack of data from start ups that have not survived to be interviewed. 

These results together seem to suggest that the best opportunities for enterprise promotion lie with 

micro-enterprises: businesses that have already graduated from self-employment status.  Interpretations 

based on averages can be misleading however.  A comparison of the enterprise size with performance 

ranking does not show that size has a very strong influence.    So, for example: 

• 70% “microenterprises” performed poorly (C or D) despite good average results of the category. 

• the best performing (A) enterprises were spread equally among all three main size categories   

Enterprise Performance RankEnterprise Performance RankEnterprise Performance RankEnterprise Performance Rank    AAAA    BBBB    CCCC    DDDD    

New start-ups 18% 42% 40% 0% 

Self-employed 17% 25% 43% 15% 

Microenterprises 17% 13% 55% 15% 

Small enterprises 0% 9% 55% 36% 

All SampleAll SampleAll SampleAll Sample 17%17%17%17%    29%29%29%29%    45%45%45%45%    11%11%11%11%    
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In conclusion, established micro-enterprises seem to be the most effective job-creators and generators 

of wealth, but size is not a good basis alone for selecting which enterprises to invest support in.   

IIIInfluence of nfluence of nfluence of nfluence of entreentreentreentrepreneurs’ gender on performancepreneurs’ gender on performancepreneurs’ gender on performancepreneurs’ gender on performance    

The same results as above are shown in the next three tables with a gender analysis. 

Paid EmploymentPaid EmploymentPaid EmploymentPaid Employment    Unpaid EmploymentUnpaid EmploymentUnpaid EmploymentUnpaid Employment    All EmploymentAll EmploymentAll EmploymentAll Employment    Average FTE employment Average FTE employment Average FTE employment Average FTE employment 

per enterprise per enterprise per enterprise per enterprise  FTE Annual Growth FTE Annual Growth FTE Annual Growth 

Female Headed 0.4 0.07 18 %18 %18 %18 %    1.4 0.13 9 %9 %9 %9 %    1.8 0.20 11 %11 %11 %11 %    

Male Headed 1.6 0.13 8 %8 %8 %8 %    1.3 0.15 12 %12 %12 %12 %    2.8 0.28 10 %10 %10 %10 %    

All SampleAll SampleAll SampleAll Sample    0.8 0.09 11 %11 %11 %11 %    1.4 0.14 10 %10 %10 %10 %    2.1 0.22 10 %10 %10 %10 %    

 

Profits, Benefits in kind + WagesProfits, Benefits in kind + WagesProfits, Benefits in kind + WagesProfits, Benefits in kind + Wages    Average Average Average Average annual benefitsannual benefitsannual benefitsannual benefits        

per enterprise in 2006per enterprise in 2006per enterprise in 2006per enterprise in 2006     Rs /Rs /Rs /Rs / Y Y Y Yrrrr    Annual Growth 

Female Headed 179,000 20,500 11 % 

Male Headed 383,000 57,400 15 % 

All SampleAll SampleAll SampleAll Sample 243,000243,000243,000243,000    32,10032,10032,10032,100    13131313 % % % %    

 

Enterprise Performance RankEnterprise Performance RankEnterprise Performance RankEnterprise Performance Rank    AAAA    BBBB    CCCC    DDDD    

Female Headed 13% 27% 47% 13% 

Male Headed 26% 33% 38% 4% 

All SampleAll SampleAll SampleAll Sample 17%17%17%17%    29%29%29%29%    45%45%45%45%    11%11%11%11%    

The results do not indicate a very strong gender influence on enterprise performance in general.  Male-

headed enterprises are in general larger that female-headed, especially in terms of paid employment 

(on average 1.6 compared to 0.4 paid FTE jobs per enterprise).  However, starting from this small base 

the employment growth rate is faster in women’s businesses than men’s (18% vs 8%).   

More significant perhaps is that whereas nearly 60% of male-headed businesses are performing well (A 

or B ranked) this figure is only 40% in female-headed enterprises.   One of the most likely explanations 

for this lies in the gender differences between the types of business that men and women own. 

A detailed breakdown is shown here: 

Enterprise SubsectorEnterprise SubsectorEnterprise SubsectorEnterprise Subsector    No.No.No.No.    FemaleFemaleFemaleFemale    Enterprise SubsecEnterprise SubsecEnterprise SubsecEnterprise Subsectortortortor    No.No.No.No.    FemaleFemaleFemaleFemale    

Beauty Salons 8 75% Cultivation 29 72% 

Vehicle Services 10 30% Animal Husbandry 4 75% 

Dress Making 61 90% Fishery 6 100% 

Other Services 15 40% ALL AgricultureALL AgricultureALL AgricultureALL Agriculture    39393939    77%77%77%77%    

All ServicesAll ServicesAll ServicesAll Services    94949494    74%74%74%74%    Spices Processing 10 90% 

Handicrafts 8 75% Food Processing 26 85% 

Brick Making 15 60% All ProcessingAll ProcessingAll ProcessingAll Processing    36363636    86%86%86%86%    

Jewellery Making 6 0% Trade Retail 35 63% 

Furniture Making 12 8% Trade Garments 5 100% 

Other Manufacturing 25 60% Other Trade 20 60% 

All ManufacturingAll ManufacturingAll ManufacturingAll Manufacturing    66666666    47%47%47%47%    All TradeAll TradeAll TradeAll Trade    60606060    65%65%65%65%    

    ALLALLALLALL    295295295295    68%68%68%68%    

Although ESD’s clientele is predominately female, this is particularly due to the number of female-

headed enterprises in dress-making, spices and food processing. The next section examines the 

influence of enterprise type on the performance of ESD’s clients. 
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IIIInfluence of nfluence of nfluence of nfluence of enterprise type on performanceenterprise type on performanceenterprise type on performanceenterprise type on performance    

An initial comparison of performance between enterprises based on the different sectors does not reveal 

very useful results.   Processing sector enterprises seem to do relatively well, and agricultural sector 

enterprises relatively poorly; but the differences within categories is greater than between them. 

SectorSectorSectorSector    No.No.No.No.    
FTE Employment FTE Employment FTE Employment FTE Employment     

Growth RateGrowth RateGrowth RateGrowth Rate    

Economic Benefits Economic Benefits Economic Benefits Economic Benefits 

Growth RateGrowth RateGrowth RateGrowth Rate    

Performance Performance Performance Performance     

Rank A or BRank A or BRank A or BRank A or B    

Agriculture 39 11 % 7 % 36% 

Processing 36 15 % 19 % 61% 

Manufacturing 66 7 % 11 % 41% 

Services 94 9 % 14 % 48% 

Trade 60 13 % 15 % 43% 

All EnterprisesAll EnterprisesAll EnterprisesAll Enterprises    295295295295    10 %10 %10 %10 %    13 %13 %13 %13 %    45%45%45%45%    

A more detailed breakdown of enterprise types (see table below) is much more revealing and useful. 

The table shows the different types of business ranked by their relative performance, with the most 

successful types of business at the top. 

The types of businesses performing significantly better than average, are: 

• Vehicle servicing and maintenance (70% male-headed) 

• Furniture making & carpentry (92% male-headed) 

• Jewellery making (100% male-headed) 

• Food processing enterprises (85% female-headed) 

• Retail trading (63% female-headed) 

The types of businesses that are performing particularly badly are: 

• Brick / Concrete block making (60 % female-headed) 

• Fishery related (100 % female-headed) 

• Animal husbandry (75% female-headed) (small sample of 4 only) 

• Handicrafts (75% female-headed) 

• Manufacturing other than furniture, jewellery, brick & handicrafts (60% female-headed)  

 Enterprise Type 
NumberNumberNumberNumber of  of  of  of 

EnterprisesEnterprisesEnterprisesEnterprises    
EmpEmpEmpEmployment loyment loyment loyment 

per Enterpriseper Enterpriseper Enterpriseper Enterprise    

FTE Employment FTE Employment FTE Employment FTE Employment     

Growth RateGrowth RateGrowth RateGrowth Rate    

Economic Benefits Economic Benefits Economic Benefits Economic Benefits 

Growth RateGrowth RateGrowth RateGrowth Rate    

Performance Performance Performance Performance     

Rank A or BRank A or BRank A or BRank A or B    

Vehicle Services 10 4.7 12% 22% 80% 

Food Processing 26 2.5 18% 20% 69% 

Furniture Making 12 4.1 14% 17% 75% 

Retail Trading 35 2.1 13% 18% 40% 

Jewellery Making 6 3.6 9% 8% 67% 

Garments Trading 5 2.0 22% 13% 40% 

Dress Making 61 1.5 11% 13% 43% 

Other Trading 20 1.8 9% 9% 50% 

Spices Processing 10 2.0 3% 11% 40% 

Other Services 15 2.5 5% 8% 53% 

Agriculture (general) 29 3.2 15% 8% 38% 

Beauty Salons 8 1.1 9% 6% 38% 

Brick Making 15 1.3 4% 8% 33% 

Fishery 6 4.6 7% 7% 17% 

Animal Husbandry 4 1.5 8% 1% 50% 

Handicrafts 8 1.8 6% 5% 25% 

Other Manufacturing 25 1.5 1% 5% 28% 

    AllAllAllAll    295295295295    2.12.12.12.1    10%10%10%10%    13%13%13%13%    45%45%45%45%    
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The variations in performance between different type of enterprise shown in this table are striking.  

They illustrate how important the business selection process is, both for individual entrepreneurs and 

for ESD in deciding where to focus its enterprise promotion efforts.  

5.  5.  5.  5.  How do ESD services influence entHow do ESD services influence entHow do ESD services influence entHow do ESD services influence enterprise performanceerprise performanceerprise performanceerprise performance????    

The final and most important question we would like to answer is “what effect does the provision of 

ESD services appear to have on clients’ enterprises performance, jobs and income etc?”  In practice, in 

the absence of a data describing a ‘control group’ who did not get ESD services (against which to 

compare results) there is only a limited amount of analysis that can be done to answer this question. 

One approach is to examine if the usage of services varies between the different enterprises based on 

their performance ranking.  The next table shows how many ESD services (events) were used by each 

enterprise in the performance ranks A – D: 

Number of ESD Service “events” delivered per clientNumber of ESD Service “events” delivered per clientNumber of ESD Service “events” delivered per clientNumber of ESD Service “events” delivered per client    

    Performance Grade:Performance Grade:Performance Grade:Performance Grade:    AAAAllllllll    AAAA    BBBB    CCCC    DDDD    

Generic Training Courses 1.41.41.41.4    1.7 1.3 1.4 1.1 

Technical Training & Individual Support 0.70.70.70.7    0.3 0.9 0.7 0.7 

All ServicesAll ServicesAll ServicesAll Services    2.02.02.02.0    2.02.02.02.0    2.12.12.12.1    2.02.02.02.0    1.81.81.81.8    

Another way to analyse the data is to divide the clients into two categories: those who used services 

more often (repeat users) and those that used them only once (or never for technical support).  

The two charts below show how these groups compare in terms of their performance ranking (A – D). 

For example, 25% of clients who used generic services more than once are A grade performers, 

whereas only 12% of clients who used these services once or never achieved this rank. 

 

 

 

 

 

 

 

 

 

For the generic training courses, there is a strong relationship between the number of courses attended 

and the performance rank.   Enterprises that used ESD services more often were more likely to be A or 

B ranked performers.  This looks like an encouraging indicator of the effect of ESD’s services. Since A 

ranked enterprises account for at least 80% of the increase in jobs and wealth in the sample, the 

second interpretation implies that ESD’s work has a very major effect. 

Unfortunately, when comparing enterprises for technical training and individual support services, the 

best performing enterprises use ESD’s services least of all.  There is no clear correlation between 

services and performance, and in fact most A-ranked enterprises have not used these services. 

The interpretation of these results is open to debate and more qualitative investigation.  Do poorly 

performing enterprises simply find it difficult to take advantage of ESD’s services for want of time and 

resources?  Or does the greater use of ESD’s service create these positive effects?   
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SEEDSSEEDSSEEDSSEEDS BUSINESS  BUSINESS  BUSINESS  BUSINESS SSSSURVEY URVEY URVEY URVEY IIIINSTRUMENTNSTRUMENTNSTRUMENTNSTRUMENT    
1.1.1.1. General InformationGeneral InformationGeneral InformationGeneral Information    
1.1   Name of owner: ………………………………………………………………………………….. 
1.2 Who are other people engage in your business     1….…………………………………………. 
1.3   Home address:……………………………………………………………………………….. 
1.4   Telephone:   …………………………………….……………. 

1.5   Gender :   FEMALE       .  /   MALE         . 

1.6   Member of SSS:  NO                .  /   YES           .     Year of Joining?........................ 
1.7   Society Name: …………………..…………………….………………………………………..….. 

    
2.2.2.2. About Your Business NowAbout Your Business NowAbout Your Business NowAbout Your Business Now    
2.1   Name of business:……………………………………………………………………………….. 
2.2   Business address:……………………………………………………………………………….. 

2.3 Year the business started:………………     Is it still running:   NO         .  /   YES        .      
2.4 What type of business is it? (If the is more 1 type then rank  their business according to the 

priority) 

Trading  Services  Agriculture  
Animal 

Husbandry 
 Fishery  Manufacturing  Other   

2.5 Brief Description of Business (products, services, customer market): 
2.6 What are the main challenges / problems you face in your business nownownownow 

1. Competition from others who sell at lower prices  

2. Competition from others who have better branding, packaging, quality etc  

3. Difficulty or high cost of obtaining loans (getting credit)  

4. Effects of bad or unpredictable weather   

5. Lack of confidence about own business and technical skills or knowledge   

6. Inadequate of self confidence  

7. Rising costs of raw materials or other inputs  

8. Difficulty of obtaining or retaining skilled labour  

9. Difficulty in managing books / accounts  

10. Unreliable infrastructure (roads, electricity, water services etc)  

    
3.3.3.3. Employment This YearEmployment This YearEmployment This YearEmployment This Year    
3.1 Including yourself, how many people work in or for the business altogether?  

3.1 You 

3.4 Unpaid work 

3.5 Paid 

3.2 Are there forward or backward linkages in your business which directly provide employments to 
others (Ex: subcontracting, out growing) 

Forward Backward 

3.2 How much of  your own timeyour own timeyour own timeyour own time in total do you put into your business?:  

Estimated as   .             Hours / Week     FOR     .             Weeks / Year .    
3.3 How much unpaid workunpaid workunpaid workunpaid work in total is contributed by other family members: 

Estimated as   .             Hours / Week     FOR     .             Weeks / Year .    
3.4 How much paid employment  paid employment  paid employment  paid employment in total    is provided to other people (excluding sub contract): 

Estimated as   .             Hours / Week     FOR     .             Weeks / Year .    
  Example: if 3 people each work 15 hours a week, put 45 hours in totalExample: if 3 people each work 15 hours a week, put 45 hours in totalExample: if 3 people each work 15 hours a week, put 45 hours in totalExample: if 3 people each work 15 hours a week, put 45 hours in total    

3.5 How much do you spend in total on wages for employees wages for employees wages for employees wages for employees for the business (Incl linkage fees):  

Estimated either as  .                  Rupees / Week     OR    .            Rupees / Year.      
 

4.4.4.4. Current Profits / Benefits From the BusinessCurrent Profits / Benefits From the BusinessCurrent Profits / Benefits From the BusinessCurrent Profits / Benefits From the Business    
4.1 How much income do you get from your sales (gross income)sales (gross income)sales (gross income)sales (gross income) on average: 

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
4.2 Do you use any of the money (income) from the business for yourself or your household?  If yes, 

what do you estimate is the amount of money from the business that is spent for yourself or money from the business that is spent for yourself or money from the business that is spent for yourself or money from the business that is spent for yourself or 
your household?your household?your household?your household? 

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
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4.3 Does your own household use any of the goods or services produced by your own business?:   If 
yes, what do you estimate is the value of your own business’s goods or services which are used goods or services which are used goods or services which are used goods or services which are used 
by your household ?by your household ?by your household ?by your household ? 

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
4.4 After using money from the business for yourself or your household (as above), and buying 

inputs, paying wages, taxes and bills for the business, how much money do you usually have money do you usually have money do you usually have money do you usually have 
left left left left ?  

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
    

NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)    

Estimated as  Estimated as  Estimated as  Estimated as  ....                                                                                    RupeesRupeesRupeesRupees     per  per  per  per ....                    WeekWeekWeekWeek        ....                    MonthMonthMonthMonth        ....                    Year.Year.Year.Year.        

    
5.5.5.5. Current InvestmentCurrent InvestmentCurrent InvestmentCurrent Investment    
5.1 What do you estimate is the value of any land you ownland you ownland you ownland you own that is used in your business? 

Land value estimated as: .                     Rupees.   
5.2 What do you estimate is the value of any buildings you ownbuildings you ownbuildings you ownbuildings you own that are used in your business? 

Building value estimated as: .                     Rupees.   
5.3 What do you estimate is the value of any equipment you ownequipment you ownequipment you ownequipment you own that is used in your business? 

Equipment value estimated as: .                     Rupees.   
5.4 What do you estimate is the value of any cash, stocks & materialscash, stocks & materialscash, stocks & materialscash, stocks & materials held in your business? 

Equipment value estimated as: .                     Rupees.   
5.5 Do you owe any money (e.g. outstanding loansoutstanding loansoutstanding loansoutstanding loans) for the business 

Outstanding Loans estimated as .                     Rupees.   
 

6.6.6.6. Business Services Received from ESDBusiness Services Received from ESDBusiness Services Received from ESDBusiness Services Received from ESD    
6.1  What forms of assistance, training or services have you received from ESD? 

Ask open question first, and only then offer a list (from a separate prompt sheet).Ask open question first, and only then offer a list (from a separate prompt sheet).Ask open question first, and only then offer a list (from a separate prompt sheet).Ask open question first, and only then offer a list (from a separate prompt sheet).    
Record in the table belowRecord in the table belowRecord in the table belowRecord in the table below. 

6.2   In which year did you receive the service / assistance? (Year) 
For repeat usage, show each service ‘event’ on a new line  

6.3  How many hours did you attend, or did the training last  (if appropriate)? 
6.4 How much did you pay in fees or other expenses to receive the service? 

Using this scale, indicate your agreement or disagreement with tUsing this scale, indicate your agreement or disagreement with tUsing this scale, indicate your agreement or disagreement with tUsing this scale, indicate your agreement or disagreement with the following statementshe following statementshe following statementshe following statements    

Strongly 
disagree 

Disagree 
Slightly 
Disagree 

Slightly Agree Agree 
Strongly 
Agree 

1111    2222    3333    4444    5555    6666    

6.5 “The service / assistance provided by ESD was good valuegood valuegood valuegood value for my money” 
6.6 “The timing and location of the service / assistance provided by ESD was convenientconvenientconvenientconvenient for me” 
6.7 “The service / assistance provided by ESD was relevantrelevantrelevantrelevant to my needs or problem” 
6.8 “The service / assistance provided by ESD helped mehelped mehelped mehelped me increase the profitability or viability of my 

business” 

 When  Type of Service or Assistance Duration Fee Paid 6.5 6.6 6.7 6.8 

1.1.1.1.               

2.2.2.2.               

3.3.3.3.               

4.4.4.4.               

5.5.5.5.               

6.6.6.6.               

7.7.7.7.               

8.8.8.8.               

6.8 Have you any other comments about the services / assistance provided by ESD? 

    
7.7.7.7. About Your Business Before ESD SupportAbout Your Business Before ESD SupportAbout Your Business Before ESD SupportAbout Your Business Before ESD Support    

7.1 What year did you first start to get services / assistance from ESD:         YEAR:YEAR:YEAR:YEAR:                . 
7.2 What were the main challenges / problems you faced in your business at that timeat that timeat that timeat that time 
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1. Competition from others who sell at lower prices  

2. Competition from others who have better branding, packaging, quality etc  

3. Difficulty or high cost of obtaining loans (getting credit)  

4. Effects of bad or unpredictable weather   

5. Lack of confidence about own business and technical skills or knowledge   

6. Inadequate of self confidence  

7. Rising costs of raw materials or other inputs  

8. Difficulty of obtaining or retaining skilled labour  

9. Difficulty in managing books / accounts  

10. Unreliable infrastructure (roads, electricity, water services etc)  

    
8.8.8.8. Employment That YearEmployment That YearEmployment That YearEmployment That Year    
8.1 Including yourself, how many people worked in or for the business at that time? ……………… 
8.2 Were there forward or backward linkages in your business which directly provide employments 

to others (Ex: subcontracting, out growing) 

Forward Backward 

  

8.3 How much of youryouryouryour own time own time own time own time in total did you put into your business?:  

Estimated as   .             Hours / Week     FOR     .             Weeks / Year .    
8.4 How much unpaid workunpaid workunpaid workunpaid work in total was contributed by other family members: 

Estimated as   .             Hours / Week     FOR     .             Weeks / Year .    
8.5 How much paid employment  paid employment  paid employment  paid employment in total    was provided to other people : 

Estimated as   .             Hours / Week     FOR     .             Weeks / Year .    
8.6 How much did you spend on wages for employees wages for employees wages for employees wages for employees for the business (Incl linkage fees):  

Estimated either as  .                  Rupees / Week     OR    .             Rupees / Year.      
 

9.9.9.9. Profits / Benefits From the Business That YearProfits / Benefits From the Business That YearProfits / Benefits From the Business That YearProfits / Benefits From the Business That Year    
9.1 How much income did you get from your sales (gross income) that year : 

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
9.2 What do you estimate is the amount of money from the business that was spent for yourself or money from the business that was spent for yourself or money from the business that was spent for yourself or money from the business that was spent for yourself or 

your household that year?your household that year?your household that year?your household that year? 

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
9.3 What do you estimate was the value of your own business’s goods or services which were used goods or services which were used goods or services which were used goods or services which were used 

by your household that year ?by your household that year ?by your household that year ?by your household that year ? 

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
9.4 After using money from the business for yourself or your household (as above), and buying 

inputs, paying wages, taxes and bills for the business, how much money did you usually have money did you usually have money did you usually have money did you usually have 
left that yearleft that yearleft that yearleft that year?  

Estimated as  .                     Rupees  per .     Week  .     Month  .     Year.  
NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)NET PROFIT TOTAL  ( =  4.2 + 4.3 + 4.4)    

Estimated as  Estimated as  Estimated as  Estimated as  ....                                                                                    RupeesRupeesRupeesRupees     per  per  per  per ....                    WeekWeekWeekWeek        ....                    MonthMonthMonthMonth        ....                    Year.Year.Year.Year.        

    
10.10.10.10. Investment At That TimeInvestment At That TimeInvestment At That TimeInvestment At That Time    
10.1 What do you estimate was the value of any land you ownedland you ownedland you ownedland you owned that was used in your business? 

Land value estimated as: .                     Rupees.   
10.2 What do you estimate was the value of any buildings you ownedbuildings you ownedbuildings you ownedbuildings you owned that were used in your business 

then?     Building value estimated as: .                     Rupees.   
10.3 What do you estimate was the value of any equipment you owned that was used in your business 

then?   Equipment value estimated as: .                     Rupees.   
10.4 What do you estimate was the value of any cash, stocks & materialscash, stocks & materialscash, stocks & materialscash, stocks & materials that was used in your 

business then?  Equipment value estimated as: .                     Rupees.   
10.5 Did you owe any money (e.g. outstanding loansoutstanding loansoutstanding loansoutstanding loans) for the business at that time? 

Outstanding Loans estimated as .                     Rupees.   
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Purpose of Management Information SystemPurpose of Management Information SystemPurpose of Management Information SystemPurpose of Management Information System    

Even a simple management information system (MIS) can be a very powerful tool for an organisation 

like ESD. Accurate, timely and credible information about the outputs of the EP centres, and the 

outcomes that result for ESD’s clients, has four benefits: 

• re Donors: easy production of convincing evidence-based reports for external audiences 

• re Staff Management: better tracking of ESD’s performance, and management of incentives 

• re Learning / Improving: valuable feedback about quality & effectiveness of different services 

• re International Influence: greater ability to contribute to debates, and influence ideas and 

practices in the wider international field of enterprise development 

In order to achieve these benefits, an MI system needs three basic components: 

a. a set of procedures and tools for systematically collecting and verifying datacollecting and verifying datacollecting and verifying datacollecting and verifying data from the field 

b. a suitable customised databasesuitable customised databasesuitable customised databasesuitable customised database, and related protocols for recording, storing and sharing data  

c. convenient mechanisms for generating useful analysis reportsuseful analysis reportsuseful analysis reportsuseful analysis reports, and feeding them into the 

various decision-making processes of the organisation at different levels 

ESD’s progress toward establishing an MISESD’s progress toward establishing an MISESD’s progress toward establishing an MISESD’s progress toward establishing an MIS    

ESD began work on creating an MIS before the mid-term review in 2004. The critical importance of the 

enterprise database component of the MIS was recognised and supported by the Managing Director of 

SEEDS at that time and was built into the ESD Business Plan 2004-2008.  Responsibility for the MIS 

lies with the manager of Research and Information Department.   The current manager Shanika 

Athauda started in July 2006, and is the third person in two years to hold this post.  Undoubtedly this 

turnover has hampered the system’s establishment.   

In 2004, a client monitoring form was designed and a simple database (using MS Access) was set up 

by the manager to store and analyse the data.  A cadre of ‘field investigators’ was gradually recruited 

during 2004 and trained to gather basic information about ESD’s clients.  Retention of field 

investigators was however a major problem – mainly due to employment competition from GoSL’s 2005 

graduate recruitment scheme.  Data collection was thus very slow to begin. 

In later part of 2006, Shanika launched a major initiative to complete the first ‘baseline’ survey of all 

ESD clients in 20 districts.  A large number of temporary field investigators were employed to enable 

this to happen, at a total cost of around Rs 150,000.   At the time of this evaluation, data collection 

was complete in 12 districts, and continuing in 8 others.  In the five districts for which a summary 

report was already available, a total of 6524 clients had been interviewed. 

Report Completed (5)Report Completed (5)Report Completed (5)Report Completed (5)    Survey CompletedSurvey CompletedSurvey CompletedSurvey Completed (7) (7) (7) (7)    Survey OnSurvey OnSurvey OnSurvey On----GoingGoingGoingGoing (8) (8) (8) (8)    

Gampaha 

Colombo 

Matale 

Matara 

Kegalle 

Kalutara 

Ratnapura 

Badulla 

Kandy 

Galle 

Hambantota 

Monaragala 

Nuwara Eliya 

Mahiyangana 

Ampara 

Padaviya 

Kurunegala 

Puttalam 

Anuradhapura 

Polonnaruwa 

Independently, in preparation for this evaluation a separate more detailed survey of 300 randomly 

selected clients was conducted by an independent team in five districts during October / November 

2006.  One objective was to cross-check the accuracy of the field investigators work.  The results of 

this survey are described in Annex 1. 
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Evaluation FindingsEvaluation FindingsEvaluation FindingsEvaluation Findings    

Comparison of EComparison of EComparison of EComparison of ESD data with the independent SD data with the independent SD data with the independent SD data with the independent samplesamplesamplesample survey survey survey survey    

At the time of the evaluation, full ESD data was only available for 2 of the districts covered by the 

independent survey (Gampaha, Matale) and partial data for a third (Matara).  We expected therefore to 

be able to match up to 150 survey clients from the ESD data. 

Unfortunately, information about only 39 of survey clients (e.g. 26%) could be found on the ESD 

database.  Of these, in 10 cases the data clearly referred to different enterprises (of the same client).  

Comparisons could therefore be based on matched data for just 29 clients.  

It is not clear why so few of the clients surveyed by the independent team appear on the ESD database. 

Within this small extract of ESD data, there were numerous obvious errors of data entry – for example in 

monetary values (missing decimal points), and also omissions of information (e.g. about category of 

business, type of service received) – that render the data relatively useless for producing the kind 

meaningful analysis described above. 

Comparison of data sets for the 29 matched clients showed that: 

• Employment figuresEmployment figuresEmployment figuresEmployment figures:  The ESD database averaged 17% higher than independent survey;  and there 

was a reasonable 67% correlation between the two sets of data. 

• Income / Benefits figuresIncome / Benefits figuresIncome / Benefits figuresIncome / Benefits figures: The ESD database averaged 24% higher than independent survey, 

and there was only a poor 53% correlation between the two sets of data.  

• Sales figuresSales figuresSales figuresSales figures: The ESD database averaged 41% higher than independent survey,  

and there was only a poor 57% correlation between the two sets of data.  

These results, alone, are sufficiently to cast doubt on the reliability of one or both sets of data – 

especially the sales and income (profit) data.   The data for employment stands up better.  Given the 

relatively high level of supervision involved in the independent survey (see Annex 1), it seems probable 

that weaknesses lie with the ESD data. 

Other Problems Observed with the existing ESD systemOther Problems Observed with the existing ESD systemOther Problems Observed with the existing ESD systemOther Problems Observed with the existing ESD system    

Data Collection: ESD client questionnaire formData Collection: ESD client questionnaire formData Collection: ESD client questionnaire formData Collection: ESD client questionnaire form    

• The system is not designed to cope with data from clients with more than one enterprise. 

• The mechanism for categorising the type of enterprise is failing or not properly used. 

• The mechanism for categorising the type of ESD service is failing or not properly used. 

• Insufficient distinction is made between full-time and part-time employment, and also between 

paid and unpaid labour. 

• The net profit question is probably inappropriate and unlikely to give reliable responses 

• Limited work has yet been done on further monitoring (follow up) of clients so that changes, 

effects and impacts can be explored. A follow-up study was designed to sample 200 clients 

during 2006.  At the time of the evaluation, data from 113 had been collected. 

Database Management: design, data entry, securityDatabase Management: design, data entry, securityDatabase Management: design, data entry, securityDatabase Management: design, data entry, security    

• The DB structure and design fails to exploit the potential in Access for managing different 

kinds of information as a relational database 

• Computer viruses are present on some of the machines in SEEDS.  ESD’s information manager 

has no system for systematically backing up the data files, or protecting them from corruption. 

• The system does not have unique identification numbers for each client and enterprise, making 

it impossible to track changes over time 

• The data entry form does not contain sufficient automatic checks to ensure accurate data entry 

• Some data field formats are not set up properly, rendering data valueless in computation and 

thus causing even the simple totals and averages to be unreliable 
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Data Use: analysis and use of results from MISData Use: analysis and use of results from MISData Use: analysis and use of results from MISData Use: analysis and use of results from MIS    

• It is does not appear that the purpose and initial design of the MIS was negotiated with those 

who could benefit from using it most (i.e. regional managers, EP officers) 

• No work has yet been done on programming the database to produce standard reports with  

useful analysis of issues that might influence management decisions. 

• There is little appreciation yet of the potential for linking analysis of data (employment, 

income, ESD services) to other desirable variables ( e.g. cost-recovery rates, client’s perception 

of ESD service quality) 

Evaluation Conclusions re Management Info SystemEvaluation Conclusions re Management Info SystemEvaluation Conclusions re Management Info SystemEvaluation Conclusions re Management Info System    

The need for adequate monitoring, and the desire for better knowledge about the division’s outputs and 

its effect on client’s enterprises is manifest within ESD.  The division invested substantial resources in  

a field investigators network, monitoring surveys and the development of an embryonic management 

information system over past 3 years.  Unfortunately the efforts to date have not borne great fruit.   A 

radical re-think is needed in relation to all three components of the MIS system. 

For data collection: a field investigators cadre still looks like a good idea in principle, provided the right 

incentives can be found to retain them and supervise the quality of their work.  Unfortunately, much of 

the data collected so far looks very unreliable.  Improvements to the database design (forms) could help 

ensure the integrity of the data they provide.  Meanwhile many data elements required for an effective 

MIS could be collected and inputted by existing ESD officers (see recommendations below) 

For data management: the database and its associated data-entry forms (questionnaires) need 

completely overhauling.  ESD seriously underestimated the programming skills required to design and 

build a robust Access application tailored to ESD’s needs.  This ‘design and build’ requires specialist 

technical input.  Neither the existing manager nor her predecessors could have been expected to have 

these skills.  ESD need to invest in professional technical Access-programming support to achieve this. 

For data analysis and use: the full potential of Access to analyse survey data and produce useful 

information that is relevant to ESD’s decision-making or donor-requirements, has hardly been explored.   

Currently, the database is effectively little better than a spreadsheet – used to extract totals and 

averages of isolated values.  The power of a relational-database to contribute to management decision-

making through analysis of relationships and trends, comparison of results over time etc is not yet 

appreciated or exploited.  Some examples of what could be achieved are described below.   

The way ESD uses its MIS outputs will inevitably change over time. The MIS manager needs to be able 

to maintain the database, to identify and ‘clean’ suspect data, to modify data entry forms, to design 

intelligent ‘queries’ and produce reports that address donor, management and staff needs.  ESD will 

need to invest in specialist training for the MIS manager to achieve this level of Access competence. 

Recommendations re Management Info SystemRecommendations re Management Info SystemRecommendations re Management Info SystemRecommendations re Management Info System    

1. If ESD is committed to monitoring effectiveness and learning to improve its services, it must step 

up its investment in MIS so it can produce credible and useful information about performance.    

2. If it is not too late, APT and ESD should seek modifications to the new 2007 EC project budget to 

increase the resources available to invest in designing and building an effective MIS database 

3. The structure of the MIS needs to be completely reconstructed as a simple relational database.  

An appropriate design is not complex (see below) but ESD should employ a professional Access-

programmer to construct tables, design robust user-friendly input forms and report formats  

4. Operation of the MIS needs to be treated separately from other current responsibilities of the 

Research and Information Department, such as public-relations and market research.   

5. The MIS manager needs to be fully trained in using Access databases, so as to understand and 

make full use of the potential in the database application.    
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6. Regional managers and all EP officers also need to trained in relevant data entry processes, as well 

as protocols for saving and sharing database files with the MIS manager.  

7. Some of the questions used for monitoring the outcomes for ESD clients (i.e. incomes and 

employment effects) and other factors, need to be modified (see below) 

8. Implementation of an improved MIS should be undertaken in stages – starting with the four main 

tables (see below) and then progressing to others over time. 

The basic design of an MIS relational database for ESD is outlined in the next pages.  

Potential Potential Potential Potential Outputs Outputs Outputs Outputs / Benefits from the Management Info System/ Benefits from the Management Info System/ Benefits from the Management Info System/ Benefits from the Management Info System    

A well-designed and constructed MIS database could generate a wide range of different output 

“reports”, depending on how cleverly it is interrogated by the MIS manager.  These are some examples 

of MIS outputs that would add value to ESD’s work, assist in decision-making, staff management or 

donor relations. 

MIS ReportMIS ReportMIS ReportMIS Report    DescriptionDescriptionDescriptionDescription    PurposePurposePurposePurpose    

Employment Employment Employment Employment 

OutcomesOutcomesOutcomesOutcomes    

Reports the total employment generated by ESD’s 

clients, including jobs gained and jobs lost.  The 

data could be broken down by gender, enterprise 

size, location, type of business etc. 

Earnings Earnings Earnings Earnings 

OutcomesOutcomesOutcomesOutcomes    

Reports the total earnings of ESD’s clients, 

including relative growth or decline of enterprises.  

The data could be broken down as above. 

To justify ESD’s work to 

external donors and SEEDS 

To help inform ESD’s 

selection of sectors with 

greatest potential 

  

Client Client Client Client 

Satisfaction with Satisfaction with Satisfaction with Satisfaction with 

ServicesServicesServicesServices    

Reports the relative quality of different services as 

perceived by ESD’s clients.  Data could be analysed 

by service type, by location, by enterprise type etc. 

To help ESD improve the 

range of its services, 

identify strong services or 

poorly performing locations. 

EffeEffeEffeEffectiveness of ctiveness of ctiveness of ctiveness of 

Different ServicesDifferent ServicesDifferent ServicesDifferent Services    

Analyses the strength of the link between use of 

ESD services and outcomes in terms of enterprise 

employment and earnings.  

To help identify which 

services have the most 

impact on enterprises 

Performance of Performance of Performance of Performance of 

Different SectorDifferent SectorDifferent SectorDifferent Sectorssss    

Analyses the relationship between the type of 

business and their performance in terms of 

enterprise employment and earnings.  

To help ESD understand 

which sectors have greatest 

potential 

Performance of Performance of Performance of Performance of 

Different DistrictsDifferent DistrictsDifferent DistrictsDifferent Districts    

Analyses the relative performance of different EPCs 

in terms of enterprise employment and earnings 

generated in each district.  

To help ESD manage its 

staff and create good 

incentive mechanisms. 

Finally, all these reports would provide evidence towards assessing the overall, and more profound, 

question: “does ESD’s work contribute to increasing self-reliance and reducing vulnerability to 

changing market conditions of poorer members of rural and urban communities in Sri Lanka?” – as part 

of SEEDS mission to eradicate poverty.   

Measuring impact at this level requires assessment of conventional indicators of human development 

and poverty reduction, as well as the specific indicators such as labour force participation and 

resilience to external change, described in the project LogFrame.   This sort of evaluation is not the 

output of a management information system for ESD, but reflects the need for SEEDS as a whole to 

assess the impact of its work 
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Suggested Structure for MIS RelationalSuggested Structure for MIS RelationalSuggested Structure for MIS RelationalSuggested Structure for MIS Relational----Database Database Database Database –––– e.g. in MS Access e.g. in MS Access e.g. in MS Access e.g. in MS Access    

    

    
Table 1: Client DTable 1: Client DTable 1: Client DTable 1: Client Dataataataata    

• # ESD Client ID 

• Client Name 

• Personal Address 

• Year of ESD Registration 

 

• Sarvodaya Society 

• District  (from list) 

• Gender  (M / F) 

 

• Poverty Category 

• Number of Dependents 

• National ID no. 

• Telephone no. 
Table 2: Table 2: Table 2: Table 2: Enterprise DataEnterprise DataEnterprise DataEnterprise Data    

• # Enterprise ID   

• ESD Client ID  (link to Table 1) 

• Enterprise Name 

• Year of Start Up 

• Category of Business  (from list) 

• Description of Business 

• Year of Closure / Stopped Trading 

 

Table 4: ESD Service Delivery DataTable 4: ESD Service Delivery DataTable 4: ESD Service Delivery DataTable 4: ESD Service Delivery Data    

• # Service ‘Event’ ID 

• Enterprise ID  (link to Table 2) 

• Type of Service  (from list) 

• Month & Year of Event 

• Fee Paid for Service 

Table 5: ESD Service Evaluation DataTable 5: ESD Service Evaluation DataTable 5: ESD Service Evaluation DataTable 5: ESD Service Evaluation Data    

• # Service ‘Event’ ID (link to Table 4) 

• Client Score re Convenience 

• Client Score re Relevance to Needs 

• Client Score re How Beneficial 

• Comments on Service 

Table 3: Enterprise Monitoring DataTable 3: Enterprise Monitoring DataTable 3: Enterprise Monitoring DataTable 3: Enterprise Monitoring Data    

• # Interview Ref No. 

• Enterprise ID (link to Table 2) 

• Name of Field Investigator 

• Month & Year of Interview 

• Total Hours/Year Paid Male Employm’t 

• Total Hours/Year Paid Female Employm’t 

• Total Wages Paid to Employees 

• Total Hours of Unpaid Work 

• Total Gross Sales estimated 

• Total Net Profits & Benefits Gained 

• Current Value of Assets / Stocks Invested 

• Main Challenges Faced (from list)   

 

Table 6: SEEDS Financial ServicesTable 6: SEEDS Financial ServicesTable 6: SEEDS Financial ServicesTable 6: SEEDS Financial Services    

• # Loan Reference 

• Enterprise ID  (link to Table 2) 

• Month & Year of Loan 

• Size of Loan 

• Period of Loan 

 

Each table contains one field (shown with #) which has a unique 

reference number (the primary key) that links it to the other tables 

Items in blue italic are non-essential supplementary questions  
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Notes on Relational DaNotes on Relational DaNotes on Relational DaNotes on Relational Databasetabasetabasetabase    

Database Database Database Database Tables Tables Tables Tables     

This suggested database consists of six inter-linked data sets or tables, each associated with its own 

simple data entry form: 

    NameNameNameName of Table of Table of Table of Table    Description of Table ContentDescription of Table ContentDescription of Table ContentDescription of Table Content    

Table 1 ESD Clients Essential information to identify the client. 

Table 2 Enterprises 
Basic information to identify and describe each enterprise 

(One client can have more than one enterprise)  

Table 3 
Monitoring 

Surveys 

Vital information about employment, income, investment, challenges 

facing each enterprise at the time of each survey visit.  Each enterprise will 

accumulate many data entries in this table over time as follow up surveys 

are periodically conducted. 

Table 4 
ESD Service 

Delivery 

A basic record of every single service provided by ESD to every enterprise 

or client.  The information is simple, but it has to be maintained 

continuously up-to-date by the EP officers. 

Table 5 
ESD Service 

Feedback 
Feedback information from ESD clients on the quality of specific services 

provided by ESD and their satisfaction with its convenience, relevance etc.  

Table 6 
SEEDS Loan 

Information 
Basic information about the financial services received by SEEDS clients in 

association with their use of ESD services 

The data in each table in the database would be collected and entered separately at district-level using 

a customised Access data entry “form”.    The district-level databases would them be compiled 

regularly (e.g. every month or quarter) at head-office level to produce reports. 

Data Entry Data Entry Data Entry Data Entry FormsFormsFormsForms / Questionnaires / Questionnaires / Questionnaires / Questionnaires    

    Name oName oName oName of Formf Formf Formf Form    When AdministeredWhen AdministeredWhen AdministeredWhen Administered    Completed Completed Completed Completed ByByByBy    

Form 1 
ESD Client 

Registration 
At first meeting between ESD and any new client EP Officer 

Form 2 
Enterprise 

Registration 

At first meeting, or at the time of any new 

business start up  
EP Officer 

Form 3 
Monitoring 

Survey 

Initially before any support or services from ESD.  

Then periodically e.g. every year 

Monitoring Officer / 

Field Investigator 

Form 4 
ESD Service 

Delivery 

At the time of delivery of any ESD support service 

or training event 
EP Officer 

Form 5 
ESD Service 

Evaluation 

Immediately after training or service delivery – 

AND – during periodic monitoring surveys above 

ESD Client  & 

Field Investigator 

Form 6 
SEEDS Loan 

Information 
At the time of loan disbursement 

Banking Div District 

Officer 

Implementation of Implementation of Implementation of Implementation of DatabaseDatabaseDatabaseDatabase    

Implementation of an improved MIS should be undertaken in stages – starting with the four main tables 

(see above) and then progressing to others over time. Tables 1, 2 and 4 do not require costly field work.  

The data in Table 3 could accumulate as field investigators are recruited and new monitoring surveys 

are conducted.   Only the monitoring survey for Table 3 requires an explicit field investigator role.   

Tables 5 and 6 could be introduced later once the MIS was more firmly established.   

Provided the selection process was sufficiently random, it would not be necessary to interview every 

single client, in order to get useful data from Table 3 and Table 5.   A regular sample survey would 

suffice.    
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The experience gained from conducting the independent sample survey suggest that the following 

questions are most useful. 

Suggested mSuggested mSuggested mSuggested modificationodificationodificationodifications to s to s to s to questionsquestionsquestionsquestions for Table 3 data for Table 3 data for Table 3 data for Table 3 data 

Employment questions 

• How much of your own timeyour own timeyour own timeyour own time in total do you put into your business? (hours per year) 

• How much unpaid workunpaid workunpaid workunpaid work in total is contributed by other family members? (hours per year) 

Note: these two together make up the unpaid employmentunpaid employmentunpaid employmentunpaid employment total. 

• How much paid employment  paid employment  paid employment  paid employment in total    is provided to other people? (hours per year) 

• How much do you spend on wageswageswageswages for employees / sub-contractors? (per year) 

Benefits / Profits questions 

• Estimate how much money from your businessmoney from your businessmoney from your businessmoney from your business is spent for yourself or your household 

• Estimate the value of any goods that come from your own businessgoods that come from your own businessgoods that come from your own businessgoods that come from your own business that are used by your household 

• Estimate how much money money money money you usually have leftyou usually have leftyou usually have leftyou usually have left from the business after using it as above, buying 

inputs, paying wages, taxes and bills for the business. 

Note: Information about the assets or level of investment (land, buildings, stocks etc) in enterprises 

proved very difficult to collect in a reliable or consistent way.  This should not be a priority for the MIS. 

In general, the range of questions should be kept to a minimum, with a regular review of the usefulness 

of the data emerging.   If questions do not generate reliable and meaningful results they should be 

dropped.  

Suggested list of main challenges / problems clients face: 

a.   Competition from others who sell at lower prices 

b.   Competition from others who have better branding, packaging, quality etc 

c.   Difficulty or high cost of obtaining financial services (e.g. credit) 

d.   Effects of bad or unpredictable weather  

e.   Lack of confidence about own business skills, knowledge, contacts  

f.   Inadequate technical skills or knowledge 

g.   Rising costs of raw materials or other inputs 

h.   Difficulty of obtaining or retaining skilled labour 

i.   Difficulty in managing books / accounts 

j.   Unreliable infrastructure (roads, electricity, water services etc) 

Suggested additional Suggested additional Suggested additional Suggested additional questionsquestionsquestionsquestions for Table 5 for Table 5 for Table 5 for Table 5    

• Using the scale below, indicate your agreement or disagreement with the following statements 

a.  “The timing and location of the service provided by ESD was very convenient for me” 

b.  “The service provided by ESD completely addressed my needs or problems” 

c.  “The service provided by ESD really helped me strengthen my business” 

Mostly Disagree Slightly Disagree Slightly Agree Mostly Agree Strongly Agree 

1111    2222    3333    4444    5555    

Note: the use of this question format needs to be pilot tested in order to work out the best way to 

present it to clients, and so as to ‘calibrate’ the responses (i.e. establish what a neutral response is)  

 


