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1. Summary

Project Title:

Setting up of a Small Enterprise Support Unit (SESU the Social Development

Centre in Qatar(Prodoc); _ILO/SDC Start and Improve Your Busind3mject

(Evaluator’'s Terms of Reference)

QUICK FACTS

Country: Qatar

Final Evaluation:

Evaluation Mission: 25.11.07 -
03.12.07; Draft Evaluation Report:
16.01.08 Final Project report available:
29.04.08; Final Evaluation Report:
14.05.08

Technical Area: Small
Development
Evaluation Management Office of
the Arab States

Evaluation Team Mr. Tim Dyce,

Enterprise

Asia Pacific Enterprise Training
Centre, Sydney.
Project Start: Planned 01.12.05;

Actual 01.05.06Project End: Planned
30.10.07; Actual date at time of
evaluation: 31.12.07; Extended Final
Actual date: 29.02.08

Donor: Qatar Telco: Q-Tel: USD
679,897I; Project Code
QAT/05/01M/SDQ

BACKGROUND & CONTENT
Summary of the project purpose,
logic and structure:

The State of Qatar in the space of two
generations has undergone a swift
transition from an economy of
herdsmen and fishermen on the edge of
the Persian Gulf to one of the giant
sources of energy for the world
economy. The resource strengths of its
natural gas deposits'{3argest in the

world) now attract expatriate
companies that provide jobs for

educated Qataris. The Government is
also a source of employment.

The economy as a whole requires
increasing numbers of expatriate
labourers and service personnel who
account now for a majority of the
population (around 70%) and are
increasingly employed in the private
sector. Many come from countries with
developed enterprise cultures and act
as partners with Qatari citizens in
businesses which through a lack of
enterprise skills on the part of some of

the Qatari owners, are essentially
directed by the immigrant
entrepreneurs.

To strengthen individual Qataris’
control over these partnered
businesses, and more especially to
enable unemployed and
underemployed Qataris who are

unlikely to find jobs in the corporate or
public sectors, and to enable women
who may wish to initiate or join family
businesses, the Social Development
Centre (SDC), an agency within the
Qatar Foundation that supports Qatari
families, decided to introduce a Small
Enterprise Support Unit (SESU) to

! American sources such as the CIA estimate
the total population of Qatar in September
2007 to have been 907,229. The rapid increase
in migrant population to deal with the
construction boom cause percentage estimates
to vary. The General Secretariat for
Development and Planning in May 2008 said
that the population since 2004 had risen by
90% to 1.4 million — refer: Arabian
Business.com 15.05.08



provide business skills training and
BDS to SMEs.

With technical assistance from the ILO
and local funding from Q-Tel the Qatar
Telco, the 18 month project would
establish the support wunit by
introducing and adapting the existing
Arabic version of the ILO’s Start and
Improve Your Business (SIYB)
programme using a Jordanian SIYB
Master Trainer as project CTA. The
SDC was treated as the focal point for
the programme. The partner
organization structure of larger SIYB
programmes was not used. Instead a
group of “free-lance” SIYB trainers
was to be trained who would then work
with the SESU. At the end of the
project the delivery structure and staff
would be integrated into the SDC
organization, though oriented towards
eventual autonomy and commercial
viability.

The focus was on training for Qatari
citizens. A limited number of non-
Qataris were to be admitted to the
course and also selected as trainers. To
avoid a “welfare” image and to
encourage longer term commercial
viability of the scheme the indirect
beneficiaries were not identified as
unemployed or under-employed but
rather the “Qatar business community
generally and Qatari men and women
who would wish start their own
businesses”. SIYB training was to be
supported by enterprise awareness
campaigns to strengthen SDC’s
advocacy role for SME development.

Present situation of the project

The delivery structure for the SIYB
programme is in operation and the
foundation laid for delivering other
services. The SESU (now called
TANMIA for Small and Medium
Enterprises) has been established, with
capacity to deliver SIYB training using
the 8 SIYB trainers certified by the
project. Two of these are the specialist

staff persons who now manage the
TANMIA (with one administration
staff trained by the project) and which,
at its wind up, were transferred from
the project to the permanent staff of the
SDC. The TANMIA is working to a
2008-2012 business plan using an
Operations Manual and the Qatar
version of the Arabic SIYB materials,
prepared by the project. The project
advisory committee is reconstituted as
an advisory body to the TANMIA.

Some work had begun on project
objectives of public awareness of
enterprise, and also on a loans scheme
for small entrepreneurs, but more is
expected on these issues in the five-
year plan. Favourable agency reception
of the SIYB work has led to interest in
other ILO products: Expand Your
Business (EYB) -- by the Chamber of
Commerce -- and Know About
Business (KAB) — by the Ministry of
Education

Purpose, scope and objectives of the
evaluation

The evaluation assessed the project at
the end of its 18 months duration
(subsequent to the evaluation mission,
the project was extended for a further
two months). The TOR stipulated
evaluation on relevance, design,
effectiveness, efficiency and
sustainability; but (because of the short
time frame) not on impact. It was
necessary to analyse the project
document in some detail, verify (on the
data available) progress in achieving
the outputs and activities and to assess
the viability of future planning.

Methodology of evaluation

The methodology used was:

1) To review the objectives of the
project document by interviewing the
major stakeholders of the project (most
of whom had the advantage of
overview of the wider Qatar economy
and society), and also by interviewing
those who designed the project:



Enterprise Specialist, ILO Office for
the Arab States, and the General
Manager SDC.

2) Assess project outputs and
performance through study of available
reports, training materials, publicity
and evaluation material and through
interviews with the CTA, project staff,
SIYB trainers (including some who
withdrew from the TOT), and a
selection of IYB and SYB trainees.
The evaluator observed some training
sessions.

3) Assess the viability of the
programme into the future by
reviewing documentation and

interviewing the relevant TANMIA
SDC and ILO personnel.

Lack of access to some people and
documents impeded methodology
implementation.

MAIN FINDINGS AND
CONCLUSIONS

1) The problem with ambitious or
vague benchmarks in a project
document is that the evaluation has to
spend a lot of time pointing out areas
of underachievement when what was
actually achieved — in this case, setting
up an operating, best-practice, locally-
adapted adequately-capacitated SIYB
programme in the space effectively of
12 months in a small country with
limited SME history --- was truly an
excellent piece of work. The stated
objective of the project was as a “fully
operational support unit for SMESs”. In
reality the project's more limited
objective was to adapt and introduce
the ILO SIYB Training Programme in
Qatar, which it did very well.

2) The project has been successful in
its core tasks of:

1. Translating, adapting and using
SIYB training materials in the
Qatar situation

2. Advertising the course both to
trainee-trainers and trainee-

entrepreneurs

3. Recruiting and training a cadre
of 8 competent local SIYB
trainers (TOT)

4. Completing an initial, if brief,
round of SIYB training for
entrepreneurs (TOE)

5. Building credibility for SIYB,
the SDC and ILO among
significant government and
corporate agencies in Qatar.

3) The project produced a detailed
Operations Manual and a Business
Plan though the latter needs a wider
sustainability strategy incorporating
risk assessment and planning.

4) The project did not achieve its
immediate objective of *“a fully
operational SESU capable to provide
independently and effectively non-
financial business development and
support services to existing national
small enterprises and potential
entrepreneurs in order to start viable
micro and small business ... (and) ...
capable of wundertaking SME
awareness campaigns and have a
lobbying role at the macro level”

5) Nor did it achieve its stated target
indicator of “at least 10 Qatari women
and men trained and certified as
ILO/SIYB trainers” SIYB trainers (still

less the stated output of “ten to fifteen
nationals Qatari trainers”). In addition,
the training time required for

certification was less than the current
international norm. [It should be noted
that ILO respects local context when
evaluating such requirements: and in
the situation of this project it was
difficult to see how many more contact
hours of training could have been fitted
in before the end of the project period.]

6) Limited knowledge of how small
businesses operate, led to the trainers
failing the initial content test. A top-up



content training was conducted over
eleven evening and Saturday morning
sessions. This need and the full extent
of post-accreditation responsibilities
had not been communicated clearly to
the trainers. As a result of this and
other factors, eleven of the eighteen
trainers  withdrew (Another had

dropped out earlier). The remaining
eight trainers passed the examination
and were accredited.

8) The project envisaged “enterprise
awareness campaigns”. However what
was carried out was the more limited,
though essential, task of marketing
SIYB to potential clients. So it did not
achieve its loosely defined target
indicator: “A number of advocacy
campaigns and marketing tools for
SME development and training
produced with SDC taking the lead in
national promotion”. On the other hand
the launch of a comprehensive quality
business skills training programme in
SIYB, has positioned SDC as an
important actor among a small number
of business development agencies. Its
contact with SIYB trainees makes SDC
well positioned to track the needs and
obstacles facing Qatari entrepreneurs
and bring these to public attention.

9) In marketing to clients, it built a

positive image with mainstream
clients, but in the time available there
were insufficient  strategies  for

reaching clients with lower standards
of education.

10) The project also did not achieve
the output of “SESU’s capacity to
facilitate the provision of small loans
to existing entrepreneurs and/or
entrepreneurs-to-be, enhanced”.
Proposals were put to at least one bank
for better financing for SMEs but they
were not well prepared nor well
received. There are very good
(banking) reasons for banks not to fund

SMEs, and these reasons need to be
understood and answered with

reference to effective overseas models
using intermediary agencies and

guarantee systems. There was no
strategy to support the project in doing

this.

In summary, less was achieved than
had been expected, but the project
responded creatively to the limitations
it faced making the best use of its
resources to deliver the essential
outcome: an in-country operating
SIYB programme.

RECOMMENDATIONS AND
LESSONS LEARNED

A. THE SIYB QATAR PROJECT

Main Recom
mendations

1) Sustainability Strategy
The business plan envisages only one

scenario of development (two of
funding). A 5-year sustainability
strategy is recommended, including

risk analysis; review of costing and of

competition, refinement of target

markets, further product development,
and design of future governance and
HRD systems. The plan needs regular
review of its identified key success

factors: (retaining project staff, and

commitment of trainers).

2) Human Resource Management

The project’s key strength is the team
of SIYB trained trainers. The main
management task is to maintain and
grow that strength which in turn
depends on the management strength
of the TANMIA staff. The Social
Development Centre already
recognizes the difference of this
activity from its other activities. It
needs to continue to plan for TANMIA
to be a commercially driven entity with




a sustainable organizational structure
and management. The TANMIA has
been fortunate in its present staff; but
proactive performance review, support

and succession planning are
recommended.

3) Trainer Training, Organization and
Support

Because of confusion of
communication and  expectations

regarding the requirements on free-
lance trainers, this issue needs further
discussion. It is recommended to set up
a regular forum for accredited trainers
to agree on and then review trainer
responsibilities and support
entittements, among other matters. In
the light of the limited amount of
training that the existing trainers have
done, this forum should not yet be
constituted as an SIYB Trainers’
Association. Membership eligibility
for an Association should include
completion of the international
standard of training requirements.
Extra supervised training should
therefore take place at an early stage.

Main Lessons Learned

1) Involvement of a local corporate

donor (as opposed to an overseas
government, national government or
international agency donor) injects

local ownership, private sector

disciplines as well as non-financial

inputs such as good reputation and
business advice into the donor-project
relationship. Q-Tel was a role model in
this regard.

2) There is potential for ILO enterprise

programmes in the Arab States subject
to the kind of adaptations (such as
emphasis on family enterprises) and
partnerships (with a quality

organization such as SDC) that were
available to this project.

B. THE ILO
Main Recommendation

1) The project has developed new
institutional sustainability elements of

the SIYB Programme: e.g. the focal-
point partner and corporate sector staff
acting as free-lance trainers, though the
free lance trainers are not the self-
employed BDS consultants of the

original concept but busy corporate
executives who are doing this training
in their spare time. To maintain the

commitment of these trainers needs a
different package of incentives and
administrative support from that for

self-employed consultants.

Main Lessons Learned

1) The limitations of this project were
mainly those of setting unrealistic
objectives and time frame. Part of the
cause for this was the length of time it
took for the project to be conceived,
promoted, put into proposal form and
journey through the levels in the
system before getting the go-ahead: 6
years in total and 3 from the time the
proposal was put in written form. At
some point the resources and time lines
were significantly reduced from those
of a larger project while retaining the
larger rhetoric and objectives. There is
room to evaluate procedures to see
where bottlenecks occur or where
greater flexibility in project design and
approval processes would avoid under-
resourcing, unnecessary pressures and
limited outcomes.

2) In small countries that lack an
enterprise culture (at least in modern
international form) a project to build
enterprise culture is obviously going to
be affected, by that lack, in the speed
and capacity with which the project is
built. A key issue is that the kind of
people competent to learn from the
international CTA and take over the
programme, are likely to be found in
only a small niche of the local labour
market. It is recommended that



assessment of this labour market is part of such ojeqr designs

2. Background and Logic

2.1 Background

The project ran from 1 May 2006 to 31 December 280d aimed to introduce the
SIYB Programme into only the second Arab State dosd, adapting the existing
Arabic version of SIYB and tailoring it to the needf the State of Qatar. This was
seen as the foundation service of a newly createdl £nterprise support unit, based
in the Social Development Centre (SDC), the prégecbunterpart partner and a
member of the Qatar Foundation committed to sthemghg Qatari families.

The project was funded from within Qatar by therdoyis Telco: Q-Tel. The CTA
was recruited from Jordan. Two training/managenstatf and one secretary were
recruited locally. The project was designed ancksi@mpped by the ILO Enterprise
Specialist in the Regional Office for the Arab $&tthe Manager of the SDC was
actively involved; an advisory committee of sixk&holders supported the project.

This project arose out of consultations betweenlli@ Office for the Arab States
Beirut and the Qatari Government during 2004-5 otemprise and employment
creation, following earlier seminars on SME devebept in 2001

2.2 The Problem

This project was designed to address the problena ¢éck of small business
competencies, awareness and services in the ragighnding economy of a country
where the indigenous population is in the minoriyd those with less education and
skills are underemployed or without the suppotécself-employed. The background
to these discussions was the high dependence @Jatee economy on oil and natural
gas and on an immigrant workforce variously estedats 70-80% of the population.

The problem identified by the Government agencies whe lack of a developed
Qatari private sector and the need to assist indige Qataris (men, women and
young people) to create productive, sustainabledaegnt employment in the private
sector. Between 1999 and 2001, 22,388 Qatari redsomorked in the public sector,
and only 386 in the private sector (principally kiag and insurance). However the
total number of the economically active populatipncluding non-Qataris) was

285,404, 50% of whom worked in the private sector.

The further related problem identified was the ladkprivate sector competencies:
including entrepreneurial and business managenkdtg, £oupled with SME access
to business finance, relevant technology, exponkets, and support services for
businesses to start up and become integrated wighewant supply chains. And all
this was against a backdrop of a lack of an eris=pmulturé. “The idea of choosing

2“The Role of SMEs in the National Economy” May 20@eld in collaboration with the Qatar
Chamber of Commerce and Industry; and “Promotingdte Entrepreneurship in Qatar” Nov 2001

% Enterprise culture is generally defined as a battiiudes in the community that is supportivetiod

risk and initiative-taking behavior of individuah&epreneurs who see opportunities, develop busines
ideas, and mobilize their own and others’ resoutoeseate businesses from scratch.



self-employment as a career option is not parhef®atari culture” Qatari women
in particular were identified as showing interestdreating businesses but being
unable to access relevant advisory services.

During the evaluation, a number of those interviévaressed that there was a
problem of Qataris with lower levels of skills inding a lack of English and

computer literacy who would not find jobs in therga energy industries and
associated technology or banking sectors thatomitinue to boom in Qatar over the
next few years. In a small cohesive society thisld@reate inequalities in status,
income and the appropriate sense of usefulnessirenhasion. This concern was

implicit in the preamble to the SIYB Project docurhe

While this was the considered view of a numbergdreies with a good perspective
of social and economic changes in Qatar, it wassapported except anecdotally by
evidence that these excluded (or “less includedd)afds were as yet aware of their
needs sufficiently to indicate strong demand fachsgervices as the TANMIA was
designed to offer. However these agencies andriijegb were right in saying that,
without the development of a modern enterpriseucejtsuch options as an enterprise
career would not necessarily occur to these taygetps. Hence the intervention was
correctly if ambitiously designed to provide notlybusiness support services but
also public awareness and advocacy.

2.3 The Solution

2.3.1 The solution proposed by the project to agkltkese problems -- and defined as
the project’'s development objective was the establishment of a national support
service infrastructure for the development of sneallerprises, described as a body
with a “multi-dimensional activity from awarenesssing to establishing the
necessary linkages with credit providers and piagidhe required non-financial
support to small enterprises/private initiatiVes

2.3.2 The_project’s outcomeas defined as “a fully operational Small Enteseri
Support Unit (SESU) capable to provide, indepenrgeid effectively, non-financial
business development and support services to mxis@tional small enterprises and
potential entrepreneurs in order to start viablermmand small businesses”. This was
to be achieved principally by the introduction bétILO SIYB Programme with its
component training packages of Generate Your Basindea (GYBI), Start Your
Business (SYB) and Improve Your Business (IYB).

2.3.3 The indirect beneficiariegere defined as:

1) “the Qatar business community in general includimgsinesses that are
already operating and Qatari men and women who dvitke to engage in a
private initiative”, and in the long run

2) “the population of Qatar as a whole (which) willneéit from a more viable
and dynamic contribution to private sector develepmand employment
generation®.

* Project Document 21.06.05 page 2.
® Project Document 21.06.05 page 3
® Project Document 21.06.05 page 6
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2.3.4 The direct beneficiariegere defined as:

1) the SDC/SESU staff who would be trained:
» to develop training materials
» to provide training
» to provide group-based follow up services
* to manage awareness raising campaigns

2) the Qatari women and men who would become certifi€/SIYB trainers
“upon completion of their training requiremerits”

2.3.5 The intervention strateggsted on a number of assumptions:

* The early thinking behind the project was thatribed for SME development
with an emphasis on enterprise culture was a fesdse priority.

Commen: Awareness of the need for enterprise culturegnas/n slowly, so
the slow grassroots demand for its services wasmetpected.

 The intervention was to build capacity in an erigtiagency with local
credibility and not in a new organization throughaatonomous SIYB.

« Comment The SDC, created by the respected Qatar Foumdaiib existing
services to boost opportunity for less advantagedlied, was well suited.

* The intervention was to be holistic: with a rangeswupport services for SMEs
primarily non-financial but building on existingn@ncial services; these
would be linked to a social marketing campaign tonpte enterprise
development products and an enterprise culture, tandn advocacy role
explaining to government and public opinion theuealof Qatari small
enterprises and the steps needed to remove olsstadleeir development.
Comment this was an ideal approach and suitable as atkenmmg vision for
perhaps a series of projects but not for a sin§lemanth project.

2.4 Project Structure

The project counterpagartner was to be the Social Development CentBC{Sa
non-profit organization founded in 1996 to focushkanlding family stability and self
sufficiency, and established as a component of Qagar Foundation set up and
funded by H.H. the Emir of Qatar. It was agreed ®AC would be licensed by the
ILO, holder of the SIYB copyrightto print and distribute the material in QatareTh
Jordanian Arabic version of SIYB would be adaptedQatar, and an international
SIYB expert would be the Chief Technical AdviserT&). Two Qatari nationals
experienced in business training would establish $ESU and trained as SIYB
trainers. The CTA was to report to the Training Bement of SD& but would
manage the project within an ILO project framewdfke project was to be guided
and supported by the SDC Director-General (who als@rdinated with relevant
Qatari agencies) and the advisory committee of &kakeholders which she chaired.
The Beirut SME specialist (also on the committeeyld backstop the project.

" Ibid.

8 The SDC had already in 2002 launched a small Isaheme for low income families, but lacked the
staff skills to give appropriate support. Only omeman was supported in business by these loans, and
it was noted that the Qataris who received thedaamployed non-Qataris to run the businesses. The
problem still remained of a lack of business slkdigl attitudes on the part of the Qatari population
hence the need to introduce SIYB.

® This reporting system was later changed to th#t@position of Projects and Investment Manager
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2.5 Project Funding

In an important development in the funding of IL@ojects, all project financing

came from within the recipient country mainly frahe Qatar Telecom Q-Tel which
took a private sector R&D approach: being satistieat the fundamentals of the
project, and track record of the partners was aateqto the introduction of a new
BDS product in an important new BDS market. Thegntlret the project get on with
its work waiting only to see if it delivered on itsssentials, and advanced
understanding of both the nature of and markeBfo$§ products in Qatar. In working
with the SDC and ILO, Q-Tel acted in the contextcofporate social responsibility
(CSR) and as a variant of “social entrepreneursfppitsuing business activity with

social as well as economic outcomes). New legaiatn Qatar mandating private
sector corporates to spend a percentage of thafitpon CSR activities, may lead to
Q-Tel winding up its involvement, but also to othecal donors being available to
support the development of further of the TANMIAB®S products.

The SDC provided hosting for the project office aratried most overheads. This
subsidy affects the viability of SIYB and is addred in the TANMIA business plan.

2.6 ILO Contribution

The ILO as source of the SIYB content was the meon-financial contributor,
providing also a second SIYB Master Trainer for T@Ts. There is no Qatar ILO
office so it was principally in the hands of thet&mprise Specialist in ILO Beirut who
worked with the General Manager of the SDC to phenproject. The commitment of
these two people over time is an important ingmeidé the project’s success.

The ILO has moved more recently towards supportingegrated projects”. The
result here has been both fortunate and unfortuifése foundation of a local SIYB
programme was delivered -- in the context of lird@gdo further BDS, financing
supports, and Business Enabling Environment (BE#B)eacy. However, it also
placed pressure on the project to deliver in aoe#éside the core SIYB competencies.

While the Enterprise Specialist gave on-going suppm the CTA in his strategic
directions, there were areas of “social financintppcial marketing” and business
environment reform advocacy where more supportivegsled. This is not a criticism
of the Office for the Arab States, but more a comitbat Enterprise Specialists are
under increasing pressure to advise projects, cpuwitices and ILO’s constituent
partners across a broad field sometimes withoutw@ate tools. It is questionable
whether the HR development of ILO’s field and spési staff is catching up with
these pressures. The alternative of bringing iemothO expertise (staff specialists or
consultants) was not possible within the projeaddai. Without adequate funding to
provide this support, the project was under-resedifor some of its tasks.

There are no trade union partners in Qatar. ThearQahamber of Commerce and
Industry along with other members of the Advisomn@nittee (see list) particularly
from the Economic Ministries offered overall commen the project but were given
a limited role to do so. The Ministry of Labour wast supportive: complaining both
about the need for support from outside Qatar Aeditne it took to deliver. On that
basis the Deputy Minister declined to attend furémvisory committee meetings.
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2.7 Key events in the project’s implementation

1) The project was originally timed to begin on eepber 1 2005 and conclude on
March 3" 2007. It began in fact on May*12006, was planned to conclude on
November 3% 2007 but extended to February 2008.

2) Key staff was employed®Duly 2006 a female Qatari trainer specialidtOttober
2006 a project secretary, antiMarch 2006 a male Qatari trainer specialist.

3) The advisory committee members were inviteduimeJ2006 but did not meet until
January 2007 with later meetings in July, SepterabhdrDecember 2007.

4) The SESU/ TANMIA Office equipment was purchasgdNovember 2006, took
on its new name (TANMIA for Small and Medium Entesg) and logo.

5) Awareness activities took place: 4 awarenesksimps for 96 graduates of the
SDC First Step Programme (38 showed interest inllamy in training). 12 potential
entrepreneurs were interviewed (all showed intaresite training).1 visit was paid to
a factory for industrial tailoring. Visits were m&atb institutions providing services to
SME sector in Qatar. Only 3 Qatari males attentiechtvareness workshops.

6) The adaptation / production of Training Matesialas as follows: GYBI - Generate
Your Business Idea (1 manual); SYB - Start YouriBess (1 Manual and 1 Business
Plan booklet); IYB - Improve Your Business (7 Malsuduy Your Business Needs
Control Your Stocks Control Your Money Control Your Costs Market Your
Products and ServiceBusiness Planningand _Managing Human Resources and
Improving Productivity plus an SIYB Trainers Guide including monitoriagd
evaluation, and sessions plans. 25 copies of tHB Blusiness Game were purchased.

7) 19 Trainers were trained: 11 Qatari, 8 non-Qaawomen, 13 men. 8 completed
the requirements and were certified by ILO in Jap2808.

8) No targets were set in the project documentiHernumbers of entrepreneurs to be
trained. Two GYBI seminars had 22 participants ifidn 11 women) (17 Qataris 5
non-Qataris); two SYB seminars: 26 participants \{@8nen 8 men) (figures for the
second seminar: 6 Qataris 2 non-Qataris); Four $¥Biinars were held (one in July
and three in November) as follows:

* Buying and stock control: 7 participants (3 wonae 4 men)

» Control your money: 6 participants (4 women andeh)n

* Marketing: 5 participants (2 women and 3 men)

* Improving Productivity / Working Conditions: 7 piaipants (2 women, 5 men)

The total of I'YB person-sessions was 25. One ppdit completed 4 1YB seminars,
one completed 3, three completed 2, and the renmiparticipants completed one
seminar each; so the total of I'YB participant-paswas 15.

9) Two activities not listed in the project docurhént listed in the Workplan were:

an SIYB Programme Operations Manual developed by Ndem2007 and a
business plan developed as “SIYB Programme maikstiategy” by October 2007.
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3. The Evaluation: Purpose, Scope and Clients

3.1 Objective
The objective of the evaluation was to assess \ehéelie project outcomes have been
achieved as stipulated in the project document.

3.2 Clients.

The main clients of the evaluation were definedh&sILO Regional Office for the
Arab States, the project manager/Chief Technical vigad, the project
counterpart/Social Development Centre and the dQROEL (the Qatar Telco).

3.3 Evaluator

The evaluation was carried out by a sole evaluaton 25 November to 3 December
2007. The evaluator, Mr Tim Dyce, runs a privatenpany, the Asia Pacific

Enterprise Training Centre (formerly the Asia Piac@o-operative Training Centre),
with twelve years experience of ILO programmes,aidormer ILO Enterprise

Specialist in the South Asian Sub-regional Offie@d has evaluated four earlier
SIYB projects and commented on three others. Thaluator reported to the

Evaluation Focal Point of the ILO Office for theakr States, M. Jean Francois Klein.

3.4 Evaluation

The evaluation was designated as an end-of-prejedtation and a draft preliminary
evaluation was presented to the final advisory cdtem meeting before the

evaluator's departure from Qatar. However as tlogept was subsequently extended
for a further two months, more work was requireat @xample to evaluate the final
report produced in March 2008, which was sent ¢éoetvaluator at the end of April).

Since some of the analysis and recommendationkeofirtst draft of the evaluation

report were adopted in the Project's own final régbe evaluation mission and
interim reporting fulfiled some of the function af (belated) mid-term evaluation.
Because of these factors the evaluation focussesbime of the immediate concerns
of the project managers at the time, principally shistainability of the project.

The evaluation was physically based in the TANMIBE office with interview
visits within the city of Doha.

It took the form of study of documentation supplieg the project, and interviews
with: the three project staff, two of the top mamagnt (General Manager and
Projects and Investment Department Manager) of cihenterpart agency (Social
Development Centre), the regional ILO Specialist,of the SIYB trainers (including
one who dropped out after the SIYB course), thriethe IYB trainees and three of
the GYBI/SYB trainees, six of the stakeholder orgations (five of them members
of the project’s advisory committee), including {hr®ject donor.

A full list of interviewees is attached to this cefi. Thanks are recorded to all who
made their time available for these interviews.

10 Refer page 35
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4. Analytical Framework and Evaluation Methodology

4.1 Design
4.1.1 Problem

The problem that the project was designed to remwdg the need to create
employment for Qataris outside the public sectothertop end of the private sector
and the need to encourage the participation of wilomeeconomic activity. While
most young Qatari males look to the public seaoremployment it will increasingly
be less able to provide them. However the smalérpnise sector has not been
attractive for two reasons: it is dominated by i@atari migrants, and it is not seen as
an option by young Qataris. Entrepreneurship “ispaot of their culture”. A mission
carried out by the ILO Beirut Enterprise Speciairs2004 found that there was no
business management training in Qdtand other (skills) training was provided free
so there was no concept of commercially drivenress skills training.

This diagnosis of the problem was based originaltlyconferences held in the early
2000s and the consultations of the ILO Beirut Emise Specialist up to 2004
particularly with what must be regarded as the ististagency in this field the Social
Development Centre which identifi€ca number of constraints in providing business
skill support to Qatari nationals in greatest needmployment in the SME sector

* Very basic level of education (often lacking fundantals of literacy)

* Lack of understanding of cash flow management dmdawketing

» Lack of training materials and trainers relevanthis group

Evaluation Comment
1) This diagnosis as to the options for male Qstanas largely confirmed, in
evaluation interviews with stakeholders on the gebpdvisory committee.

2) Information about the demand from women entregues was more anecdotal. The
SDC already carries out a number of programmesidivaty microfinance for women
micro-entrepreneurs particularly for less advardafgemilies. However it is notable
that despite having a captive audience (the womanwgramme was held in the same
building) the project was not able to recruit ariyfteese women to the SIYB course.
This may indicate that the SIYB course in its préderm is “too advanced” for this
client group. The SYB participant women interviewegre from families with
already a tradition of doing business.

3) In examining the Qatar SIYB programme the euv@dnmawas led to question
whether the Western individualist focus of the SIp®gramme is always suitable for
a culture where both men and women (and partigwaoimen) operate in all avenues
of life, including economic, within a family struce. While the direct transfer of
skills needs to address trainees individually, ttemework, the promotion, the
delivery and the “culture” of SIYB does not havelde so packaged. It would be
consistent with the mandate of the SDC if Start aimgrove Your Business was

11 By late 2007 five other business management cewrsee in operation. The competitive strengths
and weaknesses of each are analyzed in the TANMshBas Plan 2008-12 page 11
12|LO Prodoc page 5
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adapted to Start and Improve Your Family Businf8se young woman interviewed
found the course useful in helping her realize that person she wanted to go into
business in partnership with was not with her hoddaut her father!]

4) The evaluation also questions whether too mucphasis has been placed on the
modernity and novelty of entrepreneurship. Mosttwes have some form of
entrepreneurship, and Qatar has had a rich hisibtyaders, fisher-folk and pearl
fishers. In promoting enterprise culture in Qatarh@aps emphasis on continuity rather
than discontinuity with the skills and attitudesaof earlier era might make the self-
employment option more attractive to some Qataris.

4.1.2 Solution

The solution to the problem was seen as providisgi@port unit within an agency
(the Social Development Centre) already respontbngncome generation needs of
the less educated and of women from less advantigeiies. The support unit
would provide a range of non-financial servicesnwall businesses and also promote
a supportive environment for small enterprises tlyoaating for their needs. The
foundation service of this unit was to be the Acal®rsion of the SIYB programme.

The project’'s Immediate Objective is a “fully opgoaal Small Enterprise Support
Unit capable to provide ... non-financial businesseli@oment and support services
to existing national small enterprises and potérgrgarepreneurs in order to start
viable micro and small businesses”. “The SESU waildt be capable of undertaking
SME awareness campaigns and have a lobbying rée anacro levef?.

Evaluation Comment

1) The problem with the Project Document is welndastrated in the way the title of
the project differs as it appears respectively he Terms of Reference for this
Evaluation: _Setting up of a Small Enterprise Suppdmit (SESU) at the Social
Development Centre in Qataand in the Project Document; ILO/SDC Start and
Improve Your Business Project

2) This objective was always going to be beyond rémources of a project with
eighteen months’ time-lines and a budget of USD,&¥B, especially in a country
with an indigenous population identified as lackiag enterprise culture and from
whom the majority of the both the providers and lteaeficiaries of the programme
were to be derived (around 20-30-40% of the totgdytation of the country of less
than a milliort*; the other 60-70% are all migrant workers).

3) The problem about ambitious objectives is timaew@aluation has to focus much of
the examination on the project’s failures to mdgecdtive and outputs. In reality this
project achieved a great deal in the very tighttiimame of eighteen but effectively
twelve months (since it took the first six to filwtal staff). Without staff in place the
CTA, could not begin to build capacity. By the titieey were in place, the cycle of
high summer heat had begun, followed then by tlsemiance of Ramadan.

13|LO Prodoc SDC Final version 06 2005 page 8
14 Refer note 1. Population statistics in Qatar waidely.
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4) The target indicators are a mixture of:
A. Specific outputs:

« “Qatari specific SYB and IYB training packages deped in Arabic”
[This was achieved]

e “at least 10 Qatari women and men trained and figgttias ILO/SIYB
trainers” [This was not achieved but it was speaifnd attainable]

B. Vague goals difficult to verify and are neitlodear indicators nor outputs:

» “SESU established and working on the development @movision of non
financial business development services”

[“Working on” could mean activity at any stage @velopment from planning
to widespread delivery. Which non-financial BDS? aVlevel of quality?]

e “A number of advocacy campaigns and marketing tofds SME
development and training produced with SDC takihg tead in national
promotion”

[How many? What is meant by a campaign? On beHalftat or whom
exactly will advocacy be made? Does a campaign tmageacceed in anything
or just happen? What kind of marketing tools? Anldatvaspects of SME
development are they meant to be marketing? Whihtitwbok like when
SDC is “taking the lead” in national promotion? Alkleof whom will they be
taking the lead? How do we measure the lead?].

5) Enterprise Awareness

This vagueness has probably been a factor in tbgqgtrinterpreting “enterprise
awareness promotion” as marketing the course tenpat clients, and “in depth
assessment of the entrepreneurship training anghosumeeds of the indirect
beneficiaries” being seen as running awarenessskogs or conducting one-on-one
training needs analysis interviews with course igppts. However there has also
been an advantage in this approach: an intensiv&etiag campaign which could
have created a strong demand for the SIYB prodactidvhave been dangerous for
long-term credibility if the programme was unaldaneet that demand at a sufficient
level of quality. So in the actual more limitedfoin which this activity was carried
out, the instincts of the project were probablyreot.

6) In-depth Assessment. The vagueness may also dféected the in-depth (how
deep is deep?) assessment of training and supgedsnwhich in the project
document was to be carried out in the first 30 days in the workplan was delayed
for three months) is intended to lead to the dgwmlent of the “training materials,
systems, tools and methodology” and further to Uating the project in terms of
outputs, activities and resources”.

7) Further comment

a) The problem here is that while this looks likeeamand-driven process, the limited
way in which it was used (more to promote to thdieoces than to learn from them)
makes it seem that it was intended all along toothice the international SIYB
programme anyway.

b) There seems to be pressure on the project démighalso the evaluation process)
to present or make assessments against an ideati@it where key stakeholder
agencies are identified, rigid analysis is undentaéf the socio-economic context, in-
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depth consultation takes place with end usersnati¥e scenarios are considered and
rejected on the basis of sound research and thetb@Quct is then chosen. But does it
ever work like that? There isn’t the time or moneyo to those lengths; and anyway
is there the need? The ILO quite legitimately ffan excellent training programme,
key local people (counterpart agencies, ILO sogailtners, key Ministries and
business bodies) have a look at it and like itpaad (usually external or in this case
internal) also likes it, and the decision is mauledt up a project. The basic technical
quality of the training programme in its integriy good, and doesn't differ much
anywhere round the world. The initial importing thie technical skills takes place
over a two to three year time scale process. Thagraorganization structure ensures
diffusion, local adaptation and sustainability. Tkkaster trainer and accreditation
processes ensure on-going quality and product wgpnent against the background
of international experience and innovation.

c) The SIYB Qatar Project is a success becaus# obrgwith the basic nuts and bolts
job of introducing the SIYB programme, now the aarstone of the longer term
project to build a Small Enterprise Support UnitorR this point on, it will be the
SDC as the local focal point agency that will asseisd-beneficiary needs, identify
groupings, where further “lower” level or “highel@vel adaptation will be needed,
and develop further services that will either pdecthe SIYB programme or follow it.

d) The problem is not that the people designingpitggect document didn’t know
what was wanted but rather that the project doctirhes to be written to meet a
number of ILO purposes.

e It needs to be a sales brochure for one or sewéthe ILO product range. So
it needs to touch on issues that are current pigerior the donors.

* [ILO also needs it to be a quality scientific instient which positions ILO
work within the realm of “international best praeti. Here it has to be a
detailed and analytic document able to link to #uademic and research
community and explain how ILO uses its tools to mmaxn verifiable effect.

e The third need is that of the development practérovho need a road map to
deal with the nuts and bolts of the job they haveld and the tactical and
strategic compromises they have to make on thengrou

e) The design of this project was quite clever me anportant area. The danger was
that courses run by an agency with a “welfare” imaguld be seen to be only for the
poor or needy. “Winners” wouldn’'t enrol. This wasgortant within the high-tech
and commercial achievement aspirations of modertarQBespite some drawbacks
in so doing, the project defined the end benefesaras the “Qatar business
community in general”, and “in the long run the plgtion of Qatar” and not as “less
advantaged” Qataris population, although the préamdbers to those needs.

f) For the SIYB programme to work on a commerciatib in Qatar it needs to be
seen as a mainstream product which is also actessithose with less education or
family wealth (through channels of communication @upport that the SDC is well
qualified to provide). The evaluation interviewstlwboth trainers and entrepreneurs
showed that they did not see the association vi¢h3SDC in a negative “welfare”
light, indeed this association for some of thenteas appealed to their cultural and
religious values because the commercial orientagidintook into account helping the
less advantaged. If the SDC and TANMIA can maintais balance of success and
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compassion it will ensure a valuable and culturedhgvant market difference to other
business skills training programmes being offereQatar.

h) However one consequence of this is that thesadlr to the less educated has not
been as highly developed as the preamble to theghrdocument and the rationale of
many of the stakeholders indicated. The strategylb®en to build the programme
first in the mainstream and make it increasinglgessible to the slower streams later.

19



4.2 Methodology

4.2.1 General Comment:

The evaluation is caught in similar tensions toesthof the project document. On the
ground, the people whose performance is being eteduhave struggled with the
limitations of the local situation, come up agaisistiations not envisaged at the time
the project document was written, perhaps, madewanistakes, and learnt from

them. They may look to an evaluation to help pudirttactions in context, their

innovations applauded, their own learning enharasetitheir achievements affirmed.
The evaluation can focus direction, force examamatf some unwelcome truths,
advise on strategy, and praise achievement buteabthvsupport the motivation to

continue. It is better the evaluation sees thesghashalf full rather than half empty.

4.2.2 Methodology approach

4.2.1 Interview Stakeholders

The aim was to review the objectives of the progmtument and the analysis of
problem / solution by interviewing the major staélelers of the project (most of

whom had the advantage of overview of the wideraQatonomy and society), and
interviewing those who designed the project (th® IEnterprise Specialist in the

Office for the Arab States and the Director of 8wrial Development Centre and her
key managers). Understanding the expectationseofitimor was also important. The
project stakeholders represented the key agenomsemed with SME development
in Qatar. However, representation of women’s gro@gsual business people rather
than just the Chamber’s officials, and (in a cudtwhere religion plays an important
part and in a project where family life is centraf)religious or other cultural leaders
could have been involved. A two-tier smaller stegricommittee with a looser

advisory committee might have assisted to broaldestakeholder involvement.

4.2.2 Assess Documentation / Interview trainees

Assess project outputs and performance throughy stichvailable reports, training
materials, publicity and evaluation material andotigh interviews with the CTA,

project staff, SIYB trainers (including those whm dhe TOT training but did not

complete it), and a representative selection of &l SYB trainees. Most interviews
took place at the time of training sessions whilkbmaed observation of the trainers,
but limited time for interview. Each interview coed the same set of questions:

For the entrepreneurs
* What was the business the participant either ramasrplanning?
* What was the participant’s family/education backg Qatari or non-Qatari?
* How was the person motivated to take the course?
* How had the person heard about the course?
* What was their experience of the first contact wiita SDC?
* What was their experience of the training needssassent?
* What was their view of the quality and quantityidbrmation provided?
* What was their experience of the training?
* How did they rate the trainers?
* What were the key learnings they had made froncthese?
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* What was the quality of the follow-up support?

* What were the strengths and weaknesses of the SbtBse?

* Would they recommend the course to others and @t griounds?

* How did they perceive the course’s association WiehSDC / ILO?

* What were there plans to put into practice thenliegrfrom the course?

For the trainers
* What business or other background did the partitipame from?
* What was their family/education background (inchgdQatari or non-Qatari)?
* How was the person motivated to become a trainer?
* How had the person heard about the TOT course?
* What was their experience of the first contact wlia SDC?
* What was their experience of the training needssassent?
* What was their view of the quality and quantityidbrmation provided?
* What was their experience of the training?
* Which key learnings and obstacles overcome did thieg from the course?
* What was the quality of the follow-up support?
* How did they rate the trainers?
» What were the strengths and weaknesses of the 3OYBCourse?
* Would they recommend the course to others and @t griounds?
* How did they perceive the association of the cowrsie the SDC / ILO?
* What were their immediate to long term plans todta SIYB training?
* What improvements are needed in the course? Inlgati them as trainers?
* Why had they dropped out of / stayed in the TOlning?

4.3 Limitations

There were some considerable limitations on théuatian which impeded using the
methodology or developing it further:
« Some key documents notably the business'plaare not available in English
until after the evaluation mission (thanks are flwespeedy translation)
* Most documentation was not available until the ehthe evaluation period,
+ SDC management and the ILO Enterprise Specialise wet available for
interview until the very end of the evaluation pelri
* The donor and a key SDC manager were not avaifablenterview until a
few hours before departure at the end of the nmissio
» Some key events (completion of the training adgasitand the accreditation of
the trainers) took place several weeks after tladuetion mission.
* Feedback on the draft evaluation from ILO EVAL Geméook six weeks to
reach the evaluator, and the final report on tlogept completed by MarcH®
2008 was not made available to the evaluator ipiill 29" 2008.

Also the Project Final Report’'s analysis of theldfemms and Constraints, Assessment
of Progress, Lessons Learned and Recommendaticiakaa from the evaluator’s

> Some elements of the business plan (costing anttetiag strategies) were part of the SIYB
Operations Manual and were consulted before theoétite mission
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draft report. This confirms the “mid-term” usefugseof an evaluation visit but makes
it less easy to evaluate the conclusions the prajgght have reached on its own.
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5. Implementation

5.1 Timing

The project was originally timed to begin on Sedteml1, 2005 and conclude on
March 30" 2007. It began in fact on May' 2006, and was to conclude on November
30" 2007 with an extension through to February 200& Objectives, Outputs and
Activities were set out in the Project Document] anthe order which the evaluation
is required to follow. The workplan that was pregghrfor approval by the first
meeting of the Advisory Committee re-arranged théeo of outputs and activities
and it was that order that was followed in the fptoject progress reports in January
2007 July 2007 and September 2007, and the Prégi-Final Reporin December
2007. After the extension of the project a Firglart was published on th& 81arch
2008. Based on these reports, notable events ih&haonths of the project were as
follows:

5.2 Staffing Activity
« 1% July 2006 a female Qatari trainer specialist wapleyed
« 1% October 2006 a project secretary was employed
« 1%*March 2006 a male Qatari trainer specialist wapleyed
» 25 of 36 specialist person/months and 31 of 3Giefsecretary’s were used.

5.3 Advisory Committee

The invitation to join the Committee was sent outl@th June 2006 with an indicated
likely date for the first meeting in September.dthg a date that suited all members
meant the Committee did not meet until 10 Janu@672and then in July, September
and December 2007. The final report does not rea @008 meeting.

5.4 Establishment of Office
* By November 2006 all office equipment was in theCSaffice space.
* A new name for the SESU: namely TANMIA for Small daMedium
Enterpris TANMIA is the Arabic word for Development)
* Alogo and brand appearance was developed freleanfje by FITCH.

5.5 Assessment of training needs

* 4 awareness workshops for 96 graduates of the ST $itep Programme
were held: (38 showed interest in enrolling inrtnag).

* 12 potential entrepreneurs were interviewed allixgtbinterest in the training.

* 1 visit was paid to a factory for industrial tailog

* Visits were made to institutions providing serviteshe SME sector in Qatar.

* Only 3 Qatari males attended the awareness workshop

* Focus groups with business members of QCCI werehetd because of
“difficulties in arranging them”

5.6 Delivery of Training

No targets were set in the project document forrthmbers of entrepreneurs to be
trained. Two GYBI seminars had 22 participants ifidn 11 women) (17 Qataris 5

non-Qataris); two SYB seminars: 26 participants \{@8nen 8 men) (figures for the

second seminar: 6 Qataris 2 non-Qataris); Four $¥Biinars were held (one in July
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and three in November) as follows: Buying and Istoontrol: 7 participants (3
women and 4 men); Control your money: 6 participaft women and 2 men);
Marketing: 5 participants (2 women and 3 men); lovprg Productivity / Working
Conditions: 7 participants (2 women, 5 men).

The total of IYB person-sessions was 25. But as amapleted 4 1YB seminars,
another: 3, three: 2; and the rest 1 each, theldBaparticipant-persons was 15.

5.7 Training Materials

The following materials were adapted and produced:

1) GYBI - Generate Your Business Idea (1 manugls¥®B - Start Your Business (1
Manual and 1 Business Plan booklet);3) IYB - ImgoKour Business (7 Manuals:
Buy Your Business Need€ontrol Your StocksControl Your MoneyControl Your
Costs Market Your Products and Servic@&isiness Planningind_Managing Human
Resources and Improving Productiyit?5 SIYB Business Games were bought.

4) SIYB Trainers’ Guide including monitoring andadwation, and sessions plans.

5.8 Trainers

19 Trainers were trained: (11 Qatari, 8 non-Qat@iyvomen, 13 men) of whom 8
completed the certification process requirementsvaere certified by ILO. The road
map for certification set out by the project allavior 4 hours delivery of GYB
training (with a score of over 80) 8 hours delivefySYB training (with a score of
over 80), 6 hours of delivery of IYB training (withscore of over 80), the successful
conduct of the SYB business game, and one indiVidoanselling session to check
the SYB business plan for SYB trainees or the agtian for IYB trainees. The SIYB
Global Co-ordinator at ILO-Geneva while affirminigetimportance of local context
for an SIYB programme to meet standards and theatveorrectness of the Qatar
process, points out that it is not entirely in limeth the approach promoted
internationally, in particular the benchmark numloérpractice sessions as SIYB
trainer, one of the most important areas, was redlut Qatar to a couple of hours

Each trainer should run a complete GYB, SYB and tglbe certified and show that
they have conducted TNA and follow-up with all thearticipants. Follow-up should
be more than checking a business plan at the eadcolirse. Most start-up trainees
need follow-up business counselling after the sthimplementing the business plan.

Overall, this evaluation affirms its conclusion tthal that could be done by the
project to train and accredit the trainers in tineetavailable was done and the core
international requirements were met. However furttraining by the trainers in
coming months to meet the full international craeshould be undertaken.

5.9 Programme Management Guide

This was not in the Project Document but addedhéeworkplan with a starting date
of 01.01.07, an original completion date of 30.0%Md an amended completion date
of 15.11.07. In its final form it is titled SIYB Bgramme Operations Manual

5.10 Business Plan

This activity was not listed in the Project Docurmént added in the workplan as
“Develop the SIYB Programme marketing strategy”hnat starting date of 01.09.06
and an original completion date of 31.12.06. Acttaahpletion date was 15.10.07.
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6. Project performance
6.1 Summary

The Project Final Report included a log-frame ssidenmary based on an amended
version of the original work plan (which was itsalerived from the Project
Document). It is attached as an appendix to thisluation and shows the Project’s
own assessment of achievement of objectives angututand completion of
activities. The Evaluation has annotated the Reportgive its agreement or
disagreement with the Project’s assessment andnreeads it as a useful summary
of this section of the report.

Earlier comments on the limitations imposed ondhaluation by its timing and the
lack of timely information are relevant to both theality and quantity of evidence
available to assess performance. Earlier commentshe project design and the
problems with which outputs and indicators werergsf are also relevant.

6.2 The Evaluation Framework.

The evaluation templates developed by EVAL ILO-Genend reflected in the
Terms of Reference seek to have some aspects pfdfeet analysed several times in
the course of the evaluation report. It is expedad example that the project
objective be recorded or critiqued from the poifitveew of relevance, design,
effectiveness as well as being dealt with in thectusions and recommendations.

What follows are findings on specific issues tha@ project and/or the evaluator
judged to be important and then answers to thedveork questions of the TOR. It is

not intended to repeat arguments unnecessarilyjtaneé@xpected that the reader can
reference issues that are treated elsewhere vtiaation.

6.3 Achievements of this Project

* The Qatar SIYB Programme was operational with Bié&rg from March 2008.

» This programme and associated awareness tools gsuakernet presence)
and organizational linkages now form the foundattbthe Small Enterprise
Support Unit (SESU) or TANMIA envisaged as the oate of the project.

* The Arabic SIYB materials (including Start Your Busss and 7 Improve
Your Business modules) have been adapted to Qataglitions through
translation and quality graphics work by the staéiners, qualified
interpreters and professional designers. The nadgeare now published in
black and white.

» Supporting documentation -- enrolment forms, bussneeeds assessment
guidelines, interview sheets -- and a highly ustfahnical manual, the SIYB
Programme Operations Manual, are produced andein us

* Two management personnel are trained as SIYB tsaar@l co-ordinators of
the programme and are now on the staff of the SD@anage TANMIA.

* Awareness of the SIYB programme and of the nee&RE training has
begun in the business sector, government, and giitie wider community.
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* Linkages have been established or enhanced betive&DC and major
stakeholders in the development of SMEs in Qatar.

6.4 Specific Issues
6.4.1 Workplan

A workplan was developed in accordance with theuiregqnent of the Project
Document. It was required to be submitted for aparto the Advisory Committee at
its first meeting. For reasons described below woekplan was not submitted. In
general there are few differences between the taitpnd activities of the project
document and that of the workplan. However the wiark is important because its
framework rather than that of the project docunveaw that of all future reporting.

Some differences are small:
* Project document: “Conduct ... an in-depth assessofehe
entrepreneurship training and support needs ahtlieect beneficiaries”
* Workplan: “Conduct an in-depth assessment of thieitrg and support needs
of the entrepreneurship”

However the dropping of reference to “the indideeneficiaries” and replacing it with
the vague “entrepreneurship” runs the risk of Iggime reminder-focus on the target
group identified directly in the project documeast a
1) “the Qatar business community in general inegigdiusinesses that are already
operating and Qatari men and women who would ldkeehgage in a private
initiative”, and in the long run
2) “the population of Qatar as a whole (which) vedinefit from a more viable and
dynamic contribution to private sector developnmard employment generation”.

The reminder should also focus on what was refewedore indirectly in the project
document as (with reference to SDC’s involvemet®ngthening families, (as was
apparent in interviews as the motivation of manytted trainers) helping the less
advantaged, (the rationale for the project in theeseof Qatari stakeholders
interviewed) creating employment for those withsleslucation / motivation who will
not get government or corporate jobs and (pricriseated elsewhere in the project
document) the needs of women.

A more substantive change between workplan ancgrojocument was addition of
activities to the Output 1.4 “In order to promotfe®mployment as a career option
for young Qatari men and women and in co-operawath relevant government

authorities undertake entrepreneurship awarenespaigns at the level of schools
technical institutions, vocation training centresiversities and Ministries in Qatar”.

There were no activities set out in the Projectuoent to support the output so some
were needed. However the activities narrowed thmudoof the output without
explicitly acknowledging this. The first two actiMs are listed as “organize publicity
events of the SIYB programme activities” and “cavut targeted marketing activities
such as visits and awareness workshops to mae3 B programme for the target
groups of the Programme”. The emphasis reinforbecdconfusion between marketing

26



a programme and running a social marketing or puMiareness campaign leading to
an enhanced advocacy role for the SDC.

However the limited nature of the SIYB awarenesafpaign” was wise. The SDC
took a more long term view with an attitude of "$eget the training resources ready
to respond to demand before whipping up the demanu project was also rightly
built around the capacities of the CTA whose stilesi¢ay in being a “nuts and bolts”
man concerned about building a sound delivery mashafaithfully reflecting ILO’s
best practice while adapting it to what local exigeradvised on local priorities. As
an outsider he was not necessarily well equippedurh a short space of time to
understand the way public or sectoral opinion igettgoed in Qatar. There was really
only time to develop awareness as part of SIYB miang. Promotional flair and
technical thoroughness are not always skill seisdan the same person. Fortunately
the CTA’s skill-set was the priority one for theykmsks of the project.

6.4.2 Advisory Committee

The considerable delay in forming the Committee lolding its first meeting (from
June 2006 to January 2007) meant that the commiliéenot carry out its first
responsibility of approving the workplan. By thesfimeeting, the workplan had been
in operation for three months (or five if the fidtaft was being used) having been
approved by the SDC and the ILO SME Specialist. $B& and ILO were right to
take the steps they did. However, it should hawnhksn agenda item to present the
workplan to the Advisory Committee and minute ttree Committee had noted (and
preferably concurred with) the earlier approval.

During the evaluation mission some Advisory Comedttmembers indicated
unhappiness at the level of communication they ivede from the project. In
particular when the Committee offered advice tophgect, the advice was listened
to but no feedback given as to whether it was d@edepr acted on. The CTA took the
view that the Committee was there only to give eevso there was no accountability
from the project to the Committee as if it were ®e8ing Committee. Three of
Advisory Committee members interviewed thoughtAldgisory Committee role was
too limited and it should be a Steering Committeeme members said they did not
pursue a line of questioning or develop suggestiartker because they did not feel
the advisory role invited them or motivated thenadoso.

Evaluation comment:

There is a confusion of role. The CTA is corredttthe Committee is defined as
advisory. However its first term of reference wasapprove a workplan. Approval

implies a degree of responsibility for the outcoamel presumably some right to be
informed about progress sufficient to judge whettrex Committee was right to

approve that plan or whether changes should dilinade to it. Committees of this
kind in earlier SIYB projects were called Steerfdigmmittees although then too the
role was seen as advisory. The Enterprise specaisiowledged this ambiguity; but

wanted to ensure that the project was able todotte the SIYB programme in its

integrity and not be susceptible to well intentidri®t perhaps less informed local
pressures (a real concern for ILO in some countridere work may be needed by
ILO in handling this ambiguity. Building local owrghip is important, and should not
be overridden by a concern to protecting the progna from local pressures the key
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to which lies in effective chairing, and in repretgion of ILO interests by the ILO
specialist.

The Committee’s terms of reference require it taleate the project’s progress. This
implies the right to ask for answers and for furtimormation if enough has not been
given. The Committee is a check on the project g@mthe wrong direction and its

members could be seen as responsible if they feoledk questions or offer warnings
at the right time.

The organizations represented on the Committe¢harenajor government and non-
government agencies concerned with the developofahe SME sector and as such
have a “stake” in the success or failure of thggmto Appropriate weight needs to be
given to their inputs not only for the benefit diet project but also for the

commitment the project needs from them in the futukn appropriate sense of
ownership without interference is needed.

The evaluation concluded that the Advisory Commaiteould be retained (as it has
been), but reconstituted within a new system fa& SDC-TANMIA. Its members
should be encouraged to look on TANMIA project exgace as useful inputs to
wider issues of SME policy in Qatar including thaa@ecting their own agencies.
They should receive timely information from TANMIAsues and the SDC and
TANMIA need to be proactive in building a sensde#m in the Committee.

By the same token Committee members should be t¢pdo meet standards of
involvement. They should be the most senior avilgiersonnel from SME support
agencies. They should agree to be bound by minirtiozma commitments to the
Committee; and they should nominate key staff diyeand proactively reporting to
them if they themselves cannot ensure sufficiergyular attendance.

6.4.3 In-depth Assessment of Training Needs

The project document lays out this step as a trgineeds analysis (TNA) to identify
the nature of SME training required in the parteuircumstances of Qatar, to ensure
that the SIYB programme is 1) the correct trainpackage to respond to those
circumstances; and 2) adapted appropriately. Thgegr document sees this
assessment as researching the wider range of SMésrend therefore TANMIA
services, rather than just concentrating on (SI¥&hing.

The TNA tools used were “awareness workshops” add/idual interviews; there is

no report of the findings. From interviewing the £ and staff, it appears the “in-
depth assessment” took the form of promoting bssirteaining in general and the
SIYB programme in particular. “Assessment” was aept in the reporting by

“Awareness”, though that was not successful: ndrnihe people targeted during the
assessment enrolled in the course.

A TNA is a form of market research, and if the assgent had been more “in depth”,

the people finally enrolling for the course migtgvie included more less educated
Qataris. In fact, successful recruitment was throngwspaper advertisements
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The project document stipulated that this assessbheoonducted within 30 days of
commencement of the project. This seems unreaéisiicperhaps diluted the level of
“in-depth” that was possible, and so perhaps lesbéme perceived importance of this
step (it was in fact commenced 60 days and condlu@é days after the
commencement of the project).

The project recorded 7 “entrepreneurship awarenesskshops, principally with
stakeholder agencies. In interviews the worksh@peared to be more discussions of
the project and marketing of SIYB training. Whileese are useful hinges on which to
hang wider issues of entrepreneurship awarenesg,dte not the same thing, and
more work may need to be done in this field.

6.4.4 Project Staff

It took nine months before the staff were all réedi and had started work. A large
number of advertisements and contacts had beentogegto recruit for the second

Trainer/Specialist position but Qataris with tight skills and experience were not to
be found. In the end an appropriate person wasdf@mong those applying for the
SIYB trainer position — a retired university adnstnator with policy and trade

experience. An increase in salary had to be mafteebthis person would accept the
job.

This drastically held up the project though it exlpaps not surprising given that the
project itself was meant to help develop a privssgetor in areas (SMEs) where there
was yet very little activity or awareness. Thereswalikely to be much depth in the
Qatari private sector to provide people with thghtimix of experience to play a
leadership position in a project designed to statauprivate sector activity.

6.4.5 Trainers

The Project had some management weaknesses in gooation, administration and

documentation discipline, most of them minor. Hoerea major issue was that the
SIYB trainee trainers were not advised in suffitiéetail of the requirements for their
accreditation and of their responsibilities onceredited. As a result of this (and
some other individual factors not the responsipibt the project), ten of the nineteen
original trainers dropped out.

It might have been wise for the information congairin the project’s document Road
Map for Certification of SIYB Trainer® have been given to them at the outset of the
SIYB training course, and not at the end. In patéic the need for trainers to
undertake further work (to learn and teach the exunof the course rather than in
training methodology) caused some uncertainty astdess.

The evaluator accepts that the possible requireggrfentextra work were explained
verbally by the ILO specialist, the CTA, and a tiwgj SIYB Master Trainer during
the SIYB TOT training, but only in general termdiefe may also have been a well-
intentioned desire not to discourage trainees uhteséhis kind of training. However,
from where they sat, the TOT trainees, having maidear commercial level fee,
expected to receive a certificate after training arhat some understood as “some
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kind of examinatiol”. They further understood that this would entiiem to earn
money through teaching, even if for many of theis tiias not the main motivation.
In frank discussion with the evaluator involvingdiof the trainers it is clear they did
not expect to have to do further top up conterihiimg to the extent required. The
problem was that these requirements had not beein puiting at the outset.

Further difficulties were experienced when traineese told, again in non-specific
terms of their responsibilities as accredited ®#en to market the course, run
awareness workshops and carry out individual follgw A format of a draft
Memorandum of Understanding between the TANMIA dhd individual trainer
spelt out these responsibilities and was includeithé Operations Manual which was
at a late stage sent to them for comment, as patset of key project documents.
Given that they were in effect a set of employmemtditions, a different kind of
discussion, and if necessary negotiation, showe lteken place. The problem arises
partly from the success of the project in recrgitirainers who are highly skilled and
motivated professionals already holding well remmatedd corporate positions.
Referring to them as “free lance consultants” atéerived from countries where
SIYB was delivered by individual business consukais less appropriate.

The list of responsibilities may need to be revigethe light of the Qatar situation;
and the MOU should be presented in draft form & $tYB trainers for discussions
and negotiation. It is in the interests of the Slg®gramme in Qatar that it retains
the availability of these trainers (and supplemsntanes in the future) over a
sufficient time period (at least 3 years with tlssumption that others will be trained).
This should clearly be done without loss of cotegnity of the programme but in the
interests of further adaptation to the needs oB@&MESs. It should also not result in
onerous demands on the TANMIA Staff (handling tiragncommitments at the last
minute because a trainer has work commitments).

Creating some kind of forum in which the Traineegdin without onerous time
requirements) can be consulted on a regular bagiser through the eventual
formation of a Trainers Association or represeatain an advisory capacity to the
SDC. Such steps should be graduated, as the gsankkihave to prove themselves.

There is a pattern in many countries of “easy” aditation, where people sit in
lectures and then pick up a “Certificate” to addheir CVs. The SIYB programme

sets out to validate a person’s training ability dnsuring “top-up” content training

and a careful process of supervised training afegnéneurs. An opinion was offered
by the project that some of those who dropped owrewexpecting “easy

accreditation” no verifying evidence for this waairged by the evaluation. It can be
said however that the trainers who did not opt watre not put off by these

requirements, and the course is the stronger.for it

6.4.6 Programme Materials and Management Tools
Materials

Interviews with trainers and entrepreneurs raisethes areas of adaptation and
improvement:

6 Comment of one of the SIYB Trainers interviewedhwdgreement of another present.
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* Given the high number of small businesses thatirarelved in importing
products for sale or components for processing yosj some treatment of
the legal financial and administrative steps inedlin trading internationally
would be useful.

» If some percentage of non-Qataris is going to belied as beneficiaries then
the materials should be available in English.

 Comments were made about clumsy grammar and vaogbul the Arabic
materials. The evaluator is not qualified to comtriegre, but presumes that
such issues have been picked up in feedback tprtsect from the trainers
and other internal reviews since the materials tresd were still being tested.

» At least one individual (GYBI SIYB trainee) wouléve liked to have a guest
speaker as a person running a business such asdhlee envisaged, as part of
the course. This and other similar suggestionsdcdnd part of a distinct
service offered by the SESU rather than a compoottite SIYB training.
Video interviews or case studies of successfulllen&repreneurs have proved
successful awareness tools in other countriesuaeflil in schools.

* Some individual trainers and trainees were critafahe SIYB programme as
being too “low tech”. They seemed to expect thaning to be delivered with
more cutting edge software, PowerPoint presentatiett. Yet the same
trainers and trainees reported that overall thejoyed the courses, in
particular the SIYB Game, and they found the pgodiive rather than
lecturing approach helpful. The desired “high-teelments therefore may be
considered more a matter of image rather than anbst Qataris pride
themselves on being internationally competitive anogressive. There was
some suggestion that they saw the “African” fornfatghe SIYB programme
as being less forward looking and less appropf@t®atar. Without diluting
the participative approach of the SIYB traininggdaertainly guarding against
making it less accessible to those Qataris whdem® familiar with modern
high tech communication, it is recommended thatrgmpate higher tech
packaging of some training be considered.

SI'YB Programme Operations Manual

This was another activity carried out successfutlywas one of the useful additions to
the workplan (Activity 1.10). It was not listed ihe Project Document but could have
been. The strength of the SIYB programme residettyda the comprehensive way
in which it is presented, the disciplines it imposeithin the administrative steps
taken to enrol and lead trainees through the coamskein particular in the attention
given to the training of quality trainers. Compeétiémot excellent management of all
aspects of the programme is therefore core tonmgact and future. This is an
excellent manual with careful assessment of théebar

Business Plan

This also was a project activity not listed in th®ject Document but perhaps should
have been. (This project document had a long gestaheanwhile the importance of
the Business Plan as a tool for SIYB sustainabilgs being recognized in other
SIYB Projects). It was partly present in the Woekpl(Activity 1.9) as an “SIYB
programme marketing strategy”.

In the event, the project is to be commended fekisg to have a comprehensive
business plan and not just a marketing strategyBusiness plan should be driven by
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its marketing component, but needs to go much éaritito the costing, governance,
management and HRD objectives and strategies).eVakriation concludes that the
business plan needed further development. Thiscaisised below under the question
of programme sustainability.

6.4.7 Targeting beneficiaries

The preamble to the project document and the nmiodivafor many agencies to
support the SIYB programme indicates a prioritygéar group of less-educated
(presumably “poorer”) Qataris. The association whk SDC obviously reinforces
that perception.

However the entrepreneurs attending the Trainingrmtfepreneurs (TOES) seem to
have been mainly reasonably wealthy or successfople who either already ran a
business or were from families that did. The cosidus that can be drawn are:
A. People who are reasonably advantaged know howdeatify and access
resources. People who are less advantaged oftemtd@\ different strategy
than advertising through mainstream media shoulexiaenined.
B. There is a market amongst the “achievers” initemidto the one amongst
the “less achievers”. It is a question for the fatof the programme whether
these are seen as one general market or two speaudiikets with different
marketing strategies, pricing, venues and meapsashotion.

The project document also speaks of targeting woamehworking through women'’s
organizations to do so. There does not seem todomeentrated effort on the part of
the project to target women: it was left up to 8I2C to divert women from their
current programmes to the SIYB programme. Thermeddo be no separate strategy
designed for women.

The comment was made several times that there amnemployed in Qatar. The

issue then may be one of underemployment or hidohemployment where people
are largely supported by their families but are eotouraged to be creative or
increase their income earning potential. There @y marketing strategy to these
people built more around a challenge and an ineentid them to develop their

potential, i.e. contributing socially as well a®eomically by embracing business.

As already noted many Qataris go into businessdigctng a non-Qatari worker,

sponsoring him and then acting as the silent partnghe business. It is argued that
the Qatari often lacks sufficient knowledge to knibwhe business is running well, if

he or she is getting a fair share of the profitis, Business training might remedy this.
Both of these market areas will require furthetitgsto know their extent and what

different strategies are required to reach them.

It may also need a wider community awareness canpaithe importance of Qataris
developing their skills through business, and mygtting lazy” and leaving it to non-

Qataris to do business for them. While respedtegpriority of Qatari needs, it can

also be argued that it is in the interests of Qatiat their non-Qatari partners are
given business training to improve the return fothipartners.
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6.4.8 Financing SMEs

The Project report is realistic about lack of pesg in encouraging loan finance for
entrepreneurs. There may have been a lack of maliexpecting large banks either
to sponsor trainee entrepreneurs or to developrapoogramme for SMEs.

The provision of finance in these circumstancea [@oject in itself and it was not
clear that the Project were given access to the tii@s and models which would
have permitted the necessary level of discussiah wWie banks (e.g. setting up
intermediary agencies that the bank can fund buiclwhhandle the loans
administration themselves; or developing local fewhmicrofinance).

6.5 Framework Questions
6.5.1 Relevance

* Assess the extent to which the SIYB programme md@do the national
needs in Qatar and to the needs of SMEs in paaticul

This is an impossible question for an outsiderrieveer after 9 days in a country, but
from all interviews$’ during the evaluation mission including higherdegovernment
officials with oversight of the Qatar economy (refgerview list), the Chamber of
Commerce and Industry, the small entrepreneurs kdo experienced the training,
the SIYB programme responds accurately to the natioeeds in Qatar. Trainers
indicated areas of adaptation that they believedewescessary. It is not clear to the
evaluation that the needs of SMEs in Qatar are tstded fully by the SIYB
programme or by anyone else at this stage. Ead@nments on the lack of an in-
depth needs assessment are relevant here.

* Review to what extent the SIYB programme in itsreat design is an
adequate response to the need for BDS in Qatar.

The SIYB programme has been introduced into Qatar design that is technically
sound and comprehensive, and is faithful to the ilht€rnational experience. That is
essentially what this project has been about. Hawélere are areas where future
adaptation will be desirable (in areas already menéd: to women, to families, to
the less educated, to combinations of Qatari and-@Qatari entrepreneurs), and
future extension where the course is combined witter tools, for example to
encourage home grown SME value chains linked toomegrporates, possible
outreach programmes to other Arab countries etc).

» Assess the progress, if any, made in the developofesn entrepreneurship
awareness and promotion targeting Qatari nationals.

As mentioned the promotion has been successfuh#& might be described as the
middle class market, but limited by the essentigliipt” nature of promotion during
the establishment project phase: i.e. linked tdiggtcustomers for the first courses,
and preparing the products to a stage when widerketang is possible. As already
cautioned, entrepreneurship awareness and promaosioould not be equated to
marketing the SIYB training courses. There is viorke done here which will require

" With the exception of the Deputy Minister for Lalsavho was not supportive of external
interventions in general and of the transfer ollskavolved in this programme.
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research: e.g. into entrepreneur awards, produactideos, or even radio or TV soap
operas that promote understanding about small lsses. ILO’s media and
entrepreneurship tools are relevant here.

6.5.2 Effectiveness

» Has the project met its objectives?
Yes, with the qualification made under Design (&)ov

» Has the project completed the activities laid outhie workplan and produced the
expected outputs?
The details necessary to respond to this questiertantained in Appendix IV.

* Was the project adequately designed to meet iectibags?

Yes, skilfully so, in identifying the beneficiarias all Qatari citizens rather than

those seen as disadvantaged, and yet still progidwetivation -- by identifying with

the SDC and the Qatar Foundation -- for those (saslthe trainers) who wish to
help their fellow citizens (who may be disadvanthdpeit without the need to say so!).
Some design defects are described in Section Appdndix IV of this report.

* Was the intervention strategy effective?

Yes. A skilled technician was placed in chargemofiader-resourced project working
with a supportive and skilled counterpart agencg ama short time frame set up the
basic machinery of an autonomous SIYB programmelitewy and training an initial
group of quality trainers. The involvement of alhkeholders was not completely
successful (for which the project is only partiatlysponsible), and there are still
issues around the sustainability strategy and kessnplan which need work to bed
down the success so far, but this does not defiract that success.

» Is the project’'s marketing strategy and activitielevant, adequate and effective?
Has sufficient effort been made in developing tregkating capacity of the SIYB
programme?

It is too early to say. Marketing was done wellhwvtthe strategy that the project

adopted and to the best extent possible. Clearlsemmrk needs to be done to reach

less advantaged groups and compete with other itrgirprogramme® but the
problems are for the most part identified withie strategy.

6.5.3 Efficiency

* How do the resources invested relate to what has aehieved?

Perhaps the best judge of that was the donor wtibeaddvisory Committee meeting
said he was proud his agency was associated wélpthject. The SDC invested its
resources and social capital in a project whichkaibinto a new commercially driven
area, which carried some risks for the agency. @tferts of the ILO through its CTA
and the Office for the Arab States were well foedgtlimited by resources. There is
potential for a good return in future years in foer work in the Gulf States, and the
promotion of the Decent Work Agenda. It took 6 m®rib find the local project
managers which gave only 12 months to work withGfé set up the scheme. It is

18 Refer p. 35
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commendable that they did so well in that time #&aifhe point has been made that
there is a limited niche in the labour market foetlocal staff needed to run such a
programme and greater efficiency might result fioetter understanding this market.
Effective coordination of other ILO resources (esgcial finance) was lacking.

* Were financial, material and human resources bsed oost-effectively?

Yes; not surprisingly the project had to overcorome of the environmental hurdles
(e.g. lack of enterprise awareness, caution by sgoeernment ministries) This
meant initially some of the resources were undizet, but by the end of the project
their use had gathered speed and the result has dg®od value usage of resources.

6.5.4 Sustainability
a) Scope

TheBusiness Plarcovers the five year period 2008-2012 and appsaise
» Target groups of the projected market, TANMIA'sdik competitors, the
training product, its price, delivery location gomotional strategies;
*  TANMIA capacity such as organizational structuneq ataff job descriptions;
» Costing of the Centre’s operations and its souroinignance.
» Training schedule for 2008.

The plan projects a full capacity of 21 trainingnsears (2784 training hours)
delivered. It projects this capacity will be reaghen the third year (2010) and
maintained in the remaining two years (2011 and220he first two years will see a
stepped increase in capacity from 65% of maximuBtfaining seminars totalling
1792 hours) in 2008 and by a further 20% (delivgrl® training seminars totalling
2288 hours) in 2009 . Capacity will also be maxiedizhrough increasing the average
number of participants in each training course frbtn (2008-9) to 11 (2010), 12
(2011) and finally 13 (2012). The effect of thesspped increases will be to increase
the annual number of participants trained betwd¥}82nd 2012 from 130 to 247.

The plan identifies the assumptions on which tlegegtions are based.

* Retention of project staff (i.e. not the trainetd those in charge of TANMIA
operations). They are described as already “cagiadito manage and operate
the Centre after handing it over to SDC”.

* Retention of the freelance trainers. Clearly argpdn training capacity (even
with just one trainer dropping out) will affect regtyely the projections
regarding course and participant numbers (andiatsone from their fees)

 TANMIA staff having the requisite delegated authyto respond to changes
in training needs

» Support for TANMIA'’s activities from the various partments of SDC

The evaluation recommends there should be detaiddédanalysis (and “disaster:
scenarios) of the implications of failure partigilyan the first two assumptions.

b) Staff
It is correct that the staff is the memory of TANMIIn particular the two

management staff persons and to a lesser extersettretarial staff person carry a
large part of the human capital resulting from 1#8emonth investment of ILO, SDC
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and Q-Tel intellectual, political, social and fircged capital. The Trainers carry
complementary human capital, and to a lesser exiemtwritten manuals and
materials embody it. All these elements requireoomg nurturing and support.

¢) Governance

However it is important to distinguish between ttapacity to manage the training
courses and the capacity to manage the TANMIAfit3¢lere were some confusions
in the project literature as to whether the TANMMas established at the time the
Project was established and effectively the projeas the TANMIA, or whether
TANMIA commenced at the conclusion of the project.

The project has had the effect of building capaditythe SDC to manage one
particular family of tools: the SIYB programme (GY®YB and 1YB). The mandate
of TANMIA (as summarized in the Vision and Missiahthe head of this business
plan, as above) envisages a much wider frameworoaé and programmes. The
ability to operationalize the SIYB programme is firat management capacity and
the one that is important in the immediate futuoe ib should not be confused with
the capacity to manage TANMIA in its wider mandate.

This therefore has implications for the capacitgquieements of TANMIA staff,
which will involve planning for their continued arfdrther training, the possible
retention of part-time staff, and the eventual aepment of present staff. Oversight of
HRD planning in these areas needs to be part ofegonsibility of the SDC senior
management.

It also bears on the question of delegation whiohthe assumptions, is correctly
identified as appropriate authority and flexibililg the preparation, conduct and
follow-up of training seminars. It is clear thaeteenior SDC management should not
concern itself with these matters. However it sHodceive reports on changes in
training needs where these hold implications foe thverall direction of the
TANMIA'’s business plan. The point is also well matiat the support of the various
departments of SDC needs to be ensured. SDC seaimgement will need to ensure
a high standard of communication and co-ordinatvthin the SDC Departments and
between them and TANMIA. This is especially impattgiven the probability that
TANMIA, following a commercial model may have difent structural and
governance needs to those of the other divisioi&DdE.

Effective co-ordination and communication should be left solely to TANMIA
staff though they must understand their role as kéyers within whatever
communication and co-ordination process is estaddis They should also be
proactive in raising any difficulties that are paxed. This flow of communication
will most probably depend on a good working relasiop between the key manager
of SDC with oversight of TANMIA and the key manageir TANMIA and the
continued oversight from the General Manager in SD@nsure that the working
relationship continues successfully.

These assumptions should be examined on a regages &nd with as hard-headed a

sense of realism as possible. Many business aih, as this one, correctly identify
assumptions but then do nothing to plan for theneaadity that the assumptions are
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not met. In other words a risk analysis sectiordsde be added to the plan and a risk
analysis review process designed as part of theagement plan. This is something
in which the SDC senior management and the Advisoommittee should be
involved. Contingency thinking should be done ateanly stage for such risks as:
withdrawal of a key staff member or one or mor¢heftrainers.

These comments do not imply any view that thereoastacles on the part of SDC to
anything other than good management of TANMIA. Twaluation found a very

enlightened, proactive, thoughtful, but entreprer@@pproach to the whole project
on the part of the General and senior manageifsedbDC.

d) Market

The Business Plan’s identification of potential repteneurs is impressively
comprehensive and reflects the understanding @ddentaged Qataris that clearly
flows from the SDC’s competencies already develapets overall operations.

However the distinct needs of Qataris and non-@asdso needs further exploration,
including the balance of ensuring that Qatarisikecpriority in training opportunities
as is their right as sovereign citizens of the ¢guut also the needs of non-Qataris
to receive training for reasons already listed.

The identification of existing entrepreneurs issleomprehensive and although it
notes some of the resistances to training, it wxeldewarding to do further research
into the psychology behind these resistances.

A further breakdown of target entrepreneurs cowddubeful in areas of individual
trades and types of businesses. It may be that Hrer“embedded” business services
being provided to some lines of business and nothers. More defined analysis of
these issues may be helpful in prioritizing promotito particular groups of
entrepreneurs. It must be remembered that whileldpment professionals are used
to referring to “entrepreneurs”; many people whdualty are or will become
entrepreneurs, think of themselves as “shop-kegpers’|.T. service providers” or
“motor mechanics”; “entrepreneur” can be a foreigrd.

More analysis of the competition is needed as someses are provided free a
significant but not insuperable market disadvantageEANMIA’s fee-based training.
During interviews with entrepreneurs and traineenynrecognized the advantages of
fee-based learning: they feel they are getting slimg better if they pay for it, and
there is a higher likelihood of a trainee groupt lsebetter motivated to learn if they
have all paid a fee, so the learning environmehetser for all including the trainers.

These points are clearly expressed in the Busiflkesss treatment of Price (page 14).
From the point of view of some of the trainers mitewed, the model adopted by
Carnegie Melon (the main competition training grpapreimbursing fees to trainers
after successful completion of the TOT programmatisactive, and may prove a
strong competitive factor for TANMIA in recruitintgainers.
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€e) Pricing

The proposed key pricing strategy is based ondh@aing figures:
1) Costs to entrepreneur trainees:
400 rialg? for the (12 hour usually 2 day) GYBI course
2000 rials for the (40 hour usually 5 day) SYB Gaur
900 rials per subject-workshop for the 6 workshop$2 hours each
4000 rials for the 10 day SIYB programme
There is provision for a fee of 400 rials for ongATand one follow-up visit per SYB
and IYB patrticipant. These prices are still belbmwge of competitor programmes.
2) Accredited trainer’s fee
400 rials per hour for training and follow-up vssdand TNA interviews
400 rials per hour for supervision fees to TANMIfaf§ trainers training
outside working hours
The feedback from the trainers during interviewss whaat these are a reasonable
balance between competitive remuneration whileirigt@ the social responsibility
that goes with involvement with the SDC.

However this costing does not include cost of verbeh is seen in the plan as free.
It is effectively a subsidy; and this in turn does deal with the issue of whether the
SDC venue is accessible physically and psycholdgit@all potential participants so
that some venues in the future may have to be hikkduch hidden costs should be
recorded as subsidies; otherwise TANMIA has a fplsture of its finances.

The projected training courses over the next figarg based on competitive fees in
the current BDS market are estimated to cover at@0%o of the direct costs of the
SIYB programme, but between only 10% and 14% ddltobsts i.e. when indirect
costs are added in to cover SDC contribution. Thgjept has constructed two
scenarios based on subsidies from the SDC (42%)tlancexisting donor, Q-Tel
(58%). At the time of the evaluation mission Q-held responded that it wanted to
see the effect of the CSR legislation before cortimgititself. One implication is that
it expects to see TANMIA sourcing funds from otherporations.

f) Core Sustainability | ssue

Given that the programme hinges on the quality oflie trainers and their ability

to deliver the programme in the most effective waypossible, the central
sustainability issue is one of:

1) How can the best trainers be recruited from theparticular niches of the

labour market where such people are likely to be fond?

2) What package of benefits will ensure their ongag engagement and
productivity? (These benefits need to be a mixtureof financial, social,
psychological, and finally administrative support).

In the evaluation interviews some trainers flagtfeat they were not able to do the
marketing and administration necessary to set aipitrg events and expected the
staff of the TANMIA to carry this out. There wassal the suggestion that in
emergencies, demands from their corporate manalpaling with a crisis,

191 Rial = USD 3.5 Dec 2007
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undertaking an overseas business trip at shoitenetc) may have to take precedence
over commitments to running an SIYB training coued the trainers who work as
TANMIA staff should be ready to step in and takeeownderstandably, on the part
of the TANMIA staff, there was some fear of howerftthis might happen

g) Further Sustainability Questions

* To what extent has the SIYB program been firmlytedoin the form of a local
structure that can sustain the program once prsjgapiort has phased out?

It is too early to say; however the foundations waedl laid, and with work done on a

sustainability strategy (particularly in the humaesource area: staff and trainers,

and the organizational evolution of TANMIA) theseerio reason why the project

should not be strong and viable within its busingsas time frame.

* Review the relevance, adequacy and clarity of Husen sustainability strategy
More work needs to be done on a sustainabilitytstha (which it is argued below is
wider than a business pli.

* Have adequate efforts been made in making the $r6Bram sustainable?
Good efforts in the Business Plan but more attentieedetf-

* Have adequate efforts been made to implement thsechsustainability strategy?
Yes, though, as indicated ab&yghe strategy is not yet complete.

* Are the project approach and its results likelp¢oreplicated?

The way the SIYB Programme has been introduced hactkthe high quality of the

trainers, the materials and many (though not yét @fl the organizational elements
established so far offer useful models for expansibthis programme in the Arab

States and possibly also in less developed cosntoewhich States such as Qatar
and its Foundation may feel empathy.

The donor model is also something to be studiediela successful and major player
in the local economy (being the third largest palyliisted company as at end 2006)
brought sound private sector disciplines to its alomelationship with the SIYB

programme, treating it as a new product with addquamvestment and expecting
market research, hard-nosed examination of achiem¢rmdicators. Such a donor
could provide other non-financial supports suclsame of its HRD knowledge.

* Are national partners willing to continue with thmject? How effectively has the
project built national ownership?
National ownership has been high in relation to thenterpart agency, the SDC, and
its senior officers deserve congratulation for theourage and hard work in
supporting the project. The donor Q-Tel demonsttaehighly professional private
sector model of support. Other members of the Adyvi€ommittee varied in their
support and there are some lessons to be learneddter using the Advisory
Committee structure to build ownership. The Minigif Labour was the only member

2 Refer page 25
2 bid
2 bid
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to appear negative towards the project, thoughissae there seemed to be a concern
at having to rely on outside assistance to esthlii® programme.

* What are the major lessons learnt for the glob#&BSprogram with regard to the
above issues and for future similar projects inAhab region?

1. The technical strength of the SIYB programme puts & class of its own.
However perhaps some more work needs to be doriarity non-negotiable
elements -- common globally -- and what are amenabllocal adaptation
(the interpretation of “free-lance” trainers in thiproject as against those in
Africa for example).

2. Approaches to sustainability may need further efient, particularly not
identifying a sustainability strategy solely withbasiness plan; or at least
adding to a business plan sustainability elementhsas risk analysis with
guidance to CTAs and SIYB Associations as to hamatyse these. Also, it is
wise to design a sustainable governance and managgesiructure that arises
from the marketing strategy, not as something sdparand to ensure
appropriate HR design including succession plannamgl job descriptions
tailored to the needs of local sustainability.

3. In the Arab context, some examination of familyegmises rather than the
SIYB assumption that enterprises are only evemibik of individuals would
be useful both for the appearance and the substahtte programme.

4. The potential in Qatar for SMEs as suppliers to togporates suggests a
more direct linkage of the SIYB programme with othhé® tools (such as
value chain analysis)

5. The use and role of Advisory Committees needsediugkamination. There
has always been ambivalence here: avoiding locakgures to water down
the integrity of the programme as against a desiregive local ownership
during the project phase as an element in ongousgasnability.

6. This project particularly has lessons in how to mag®& the branding of the
SIYB programme.

6.5.5 Cross-cutting concerns

 Has gender analysis been used in addressing theredif needs of men and
women in the target group?

To a very limited and rather covert extent but #i2C with its existing programmes is
well placed to continue this work. More ILO tools gender awareness and women’s
entrepreneurship are needed, but also a currentigeicy in ILO gender work could
be addressed in the Arab world: i.e. how men ardivated and supported into
entrepreneurship as a legitimate male role at aetimhen many traditional roles
(such as craftsmen, warriors, fishermen, and tiadal trading) are in decline.

* Have the project’s benefits accrued equitably to ered women?
Not fully and not yet, but a reasonable start.
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7. Conclusions

7.1 General

The project has been remarkably successful afsbova start (caused by difficulty in
finding staff) in achieving its objectives withihg 20 month time frame (expanded
from 18 month) and most of it within the last 9 rtiten(after project staff had been
recruited).

The objective of the project has been overstated &sctioning support unit for
SMEs when in fact the project had the more limitdgective of adapting and
introducing the Start and Improve Your Businesdaning Programme.

The Project has produced a useful Business Plamgkhthere is still need for a wider
sustainability strategy

7.2 Project

The project has been particularly successful inote tasks of:
1. Managing the translation, adaptation and preparaiiathe training materials
for the Qatar situation. These have been produsddllaws:
GYBI - Generate Your Business Idea (1 manual); SY8tart
Your Business (1 Manual and 1 Business Plan bopkeB -
Improve Your Business (7 Manuals: Buy Your BusinBie®ds
Control Your StocksControl Your MoneyControl Your Costs
Market Your Products and ServigeBusiness Planningand
Managing Human Resources and Improving Producjivitgre
adapted and produced, together with a SIYB Train@étsde
including monitoring and evaluation, and sessioteng 25
copies of the SIYB Business Game were purchased.
2. Recruiting and training a cadre of competent |&IB trainers (TOT)
19 potential trainers were trained: (11 Qatari,d-Qatari) (6
women, 13 men) of whom 8 completed the certificawocess
requirements and were certified by ILO
3. Advertising the course both to trainee-trainers @aithee-entrepreneurs
4. Developing a professional website
5. Completing an initial round of SIYB training for te@preneurs (TOE) 6) No
targets were set in the project document for thabrars of entrepreneurs to be
trained. Two GYBI seminars had 22 participants (dén 11 women) (17
Qataris 5 non-Qataris); two SYB seminars: 26 piiats (18 women 8 men)
(figures for the second seminar: 6 Qataris 2 notaf@g; Four IYB seminars:
* Buying and stock control: 7 participants (3 wonagd 4 men)
» Control your money: 6 participants (4 women andehjm
* Marketing: 5 participants (2 women and 3 men)
* Improving Productivity / Working Conditions: 7 pafpants (2
women, 5 men)
The total of I'YB person-sessions was 25. The totd¥B participant-
persons was 15.
6. Developing pricing and marketing strategies andding a business plan
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7. Developing a useful SIYB Operations Manual
8. Gaining credibility for itself, for the SDC and fahe ILO with significant
government agencies, the donor agency, and busie@ssentative bodies.

The project has had some administrative and conuatian difficulties in:

1. Recruiting the staff for the Project and thereftwe the Small Enterprise
Support Unit —-SESU (later called TANMIA for small nterprise
development).

2. Communicating clearly to the trainee-trainers thguirements of the training
course (particularly the full details and continges in the accreditation
process) and the full extent of post accreditatesponsibilities

There are some possible imbalances in the wayrth)egb has evolved:
1. marketing SIYB to potential clients rather thanatieg wider enterprise
awareness
2. alower than desirable priority given to reaching @ women and insufficient
strategies for reaching potential clients with low&&ndards of education
3. slower than desirable progress in developing béttancing for SMEs

There is a lack of a fully developed sustainabsgiiategy
However overall, the project has achieved a great a@nd to a high standard.

The key individuals: the CTA, SDC General Managed &er senior staff, the ILO
Enterprise Specialist and the two TANMIA businesgedalists should be
commended for what amounts to pioneer work in gooitant socio-economic arena.

The first cadre of trainers are to be commendedheir commitment, hard work and
the quality of their initial trainings.

The donor Q-Tel, and Advisory Committee membersehprovided intelligent and
useful support for which considerable respect i. du

7.3 Project Design

On balance the project document was well prep@edause of the long gestation of
the project some areas of the document might bétewridifferently today (in
reflecting new developments in the SIYB programoresikample). The objectives set
were ahead of their time. For example the needavasreness of enterprise is now
more widespread and has been aided by the timalyen@f this project and its
success to date.

However the project document carried some ambagjitivhich have been analysed
earlier, notably:

Identifying the beneficiaries as all Qatari citisemather than those seen as
disadvantaged, and yet still providing motivatierby identifying with the SDC and
the Qatar Foundation -- for those (such as thedra) who wish to help their fellow
citizens (who may be disadvantaged, but don’t Hav@e seen as such). This step was
sound as it removed any stigma from the coursesyatndencouraged trainers to
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volunteer out of altruistic as well as self-directaotives, but it contributed to a less
than successful outreach to the “disadvantagedVintgasaid that it must be stressed
that this strategy is based on building the cowsethe mainstream and then
facilitating access to it from the less educatexdt this process is still in train.

The wording of the Project objective as the essainient of a functioning SME
support unit was an overstatement as the projestdivacted to the establishment of
the SIYB programme which is only one componentdilprobably the most basic
one) of the support needs of SMEs inQatar. Thay have led to the appearance of
underachievement of some of the project outputy. (e issue of loan finance)
whereas these are things for the future and thengakobjective was the installation
of a high quality locally adapted SIYB programme.

Confusion between individual TNAs and in-depth aseeent of a target population;
and between marketing SIYB and social marketindvbaacy has been noted.

The project strategy was effective, and the empknof a competent CTA was
crucial to this. The CTA had a basic nuts-and-bfts to do: installing the SIYB
hardware and software in Qatar. He worked withm [thitations of resources, time,
the local labour market and lack of enterprise welt He solved problems with
practical intuition. His overall performance wagsebent.

7.41LO

ILO involvement is seen as a positive factor byhbemtrepreneurs and trainers. The
groundwork is laid in a practical way for Qatardgrerhaps later other Gulf States to
receive enterprise tools and to understand theegirand practice of Decent Work.

8. Lessons Learned

Most lessons learned are expressed in recommenddigow or are otherwise dealt
with in the text and in the conclusions. Those tizat be highlighted are as follows:

* Some of the women entrepreneurs interviewed inrQatk up business with
the permission of their husbands and relied on nmma@mbers of their family
(of birth of or marriage) for technical know-howydiness space, and finance.
In the Arab context, examination of family entegps rather than the SIYB
assumption that enterprises are the work of indiisl would be useful both
for appearance and substance of the programmeiaibpetArab countries.

* The disciplines which prevented trainee trainerguaing a “certificate for
their CV” were correct and need to be continued.tidé same time the
responsibilities of accredited free lance traineeye seen by many of the
trainers (holding full time corporate jobs rathéran working as private
consultants) as too onerous. This may prove tedffom the needs of SIYB
projects hitherto. Clearer communication and negom about these
requirements were and are necessary, and alsatheddation requirements
(particularly extra study and examination) neeaeldde communicated clearly.
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* This project particularly has lessons in how to agenthe branding of the
SIYB programme.

» A local private sector donor provides a classicnepia of corporate social
responsibility and in addition to the funding ifsletings sound private sector
disciplines to its donor relationship with the SI'tBogramme, treating it as a
new product with adequate investment and expectiagket research, hard-
nosed examination of achievement indicators. Sualorgor could provide
other non-financial supports such as some of it®HRowledge.

9. Recommendations

9.1 SDC and TANMIA

9.1.1 Outreach

* The downside of identifying the beneficiaries datari citizens rather than
those seen as disadvantaged -- and the priorigndie building the course in
the mainstream rather than for the disadvantagaeteans work still has to be
done to reach out to those potential clients.

* There are areas where future adaptation of the Spv@yramme will be
desirable (in areas already mentioned: to womenfatoilies, to the less
educated, to combinations of Qatari and non-Qatatrepreneurs), and future
extension where the course is combined with otbeist for example to
encourage home-grown SME value chains linked t@negrporates, possible
outreach programmes to other Arab countries etc).

® |t should also concentrate on further training seadalysis listening to the
obstacles — physical, psychological and financi#that prevent some potential
clients from accessing the SIYB programme in iespnt format.

» The SDC is on track to build continued economic ewgrment for women
but the TANMIA needs to improve its gender analyarsd increase its
outreach to women.

9.1.2 Product Development

» Given the large number of small businesses invoinechporting products for
sale or components for processing, some treatnfethiedegal financial and
administrative steps involved in trading internatitly would be useful.

* If a significant percentage of non-Qataris is goitty be involved as
beneficiaries then the materials should also béadbta in English.

» At least one individual (GYBI SIYB trainee) wouléve liked to have a guest
speaker as a person running a business such asdhlee envisaged, as part of
the course. This and other similar suggestionsdcdnd part of a distinct
service offered by the SESU rather than a compoofethie SIYB training.

* Without diluting the participative approach of t8&/B training, and certainly
guarding against making it less accessible to thQataris who are less
familiar with modern high tech communication, it iecommended that
appropriate higher tech packaging of some traibmgonsidered.

9.1.3 Financing SMEs
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The question of finance for SMEs should be addreasea sub-project. Some
greater inventory of the need and present resoufoesuding family
financing) that are available in Qatar, and ILOiabfinance tools and models
(e.g. setting up intermediary agencies that thé& lzan fund but which handle
the loans administration themselves; or developilogal forms of
microfinance etc.) and those of other agencies ldhdae studied in
consultation with the Qatar Bank and other stakadrsl

9.1.4 Trainers

A forum should be created to consult with the aditeel trainers on a regular
basis (without onerous time requirements), eithgrebentually forming a
trainers’ association, or being represented indamsary capacity to the SDC.
Such steps should be graduated, as the trainkifsast to prove themselves.

In the first instance there needs to be consuttataver the list of
responsibilities that accredited trainers are meglio take on given the unique
nature of the Qatari “free-lance” trainers’ sitoati The current MOU should
be presented in draft form to the SIYB trainersdscussions and negotiation.
Any change in those responsibilities should notiltea onerous demands on
the TANMIA staff (e.g. “to fill in” when a trainehas other commitments).

To counteract any disadvantage that the time pressand the pilot nature of
their training may have had on the trainers whaesuty meet the certification

requirements, a free trainer refresher course ghdnd provided. More

supervised training experience is definitely needed

Because of the confusion of expectations betweeptbject management and
the original 19 trainers who attended the TOT, tbquirements on “free
lance” trainers need to be discussed. It is recomile to set up a regular
forum for the accredited trainers to discuss thesees and reach an agreed
set of trainer responsibilities and support entitats. However in the light of
the limited amount of training that the existingiters have done it is
recommended that this forum should not yet be domsti as an SIYB
Trainers Association. A desirable objective in thneedium term but
membership requirements of such an associationglhmtiude completion of
the international standard of training requiremenés further training in each
SIYB programme with resources available for furthilaster Trainer
supervision for these training events.

9.1.5 Enterprise Awareness

Enterprise awareness programmes need to be sesrwider context than
promoting SIYB courses. TANMIA should study the meffective ways of

creating awareness perhaps in co-operation witkerolodies such as the
Chamber of Commerce for example through entrepreaeards, producing
videos, or even radio or TV soap operas that prenuoiderstanding about
small businesses

9.1.6 Sustainability
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A fuller sustainability strategy needs to be depellr using the Business Plan,
further feedback from the SIYB trainers and TANMBiakeholders, and
wider ILO experience on governance of these progras

The current costing does not include cost of vewhech is seen as free
though is effectively a subsidy; and this does deal with the issue of
whether the SDC venue is accessible physically @thologically to all

potential participants and whether some venuedsdriuture may be hired.

The distinct needs of Qataris and non-Qataris recfurther exploration. The

priority of ensuring that Qataris receive trainmgportunities must be retained
but also the needs of non-Qataris to receive tiginnot least to ensure that
the businesses that are often run in partnership @ataris and contribute to
individual Qatari’s income and standing need tebecessful.

Analysis of the competitor is important not leastéuse of the provision by
some of them of free training -- which can leadatcsignificant market
disadvantage to the TANMIA's fee based training.

From the point of view of the trainers the Carnedielon model of
reimbursement of fees after successful completidheoprogramme is seen as
relevant and may prove a strong competitive fai@om ANMIA.

The indirect costs in the Business Plan are seefredatively fixed and
therefore do not depend on the training activitieBlt they are costs and
should be factored in even if noted as being cal/byeeffective subsidy.

The assumptions set out at the beginning of thenBas Plan should be
examined on a regular basis and with as hard-headsehse of realism as
possible. A risk analysis section needs to be adaede business plan and a
risk analysis review process designed as parteofrthnagement plan.

The capacity requirements of TANMIA staff both nawd as the programme
evolves need to be assessed. This involves plarfomtheir continued and
further training, the possible retention of pami staff, and the eventual
replacement of present staff. Oversight of HRD piag in these areas needs
to be part of the responsibility of the SDC semwmanagement. including
consideration of eventual advertisement of the gameent positions partly to
test the relevant niche of the Qatari labour markee existing donor, and/or
other stakeholders with private sector HRD expertisould be invited to
advise on recruitment processes. Further subswiggsbe necessary to ensure
a competitive salary can be offered to buy in theessary skills to build the
business to a critical mass that will be commelcs|f-sustaining. Given the
commitment in Qatar to corporate social respongybipossibly arrangements
could be investigated with corporate supporter$AINMIA allowing staff to
be seconded for periods without loss of salaryapeer prospects.

Authority and flexibility in the preparation, conctuand follow-up of training
seminars needs to be delegated to the TANMIA managg but senior SDC
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management should receive reports on changesimintyaneeds where these
hold implications for the overall direction of tidNMIA’s business plan.

Senior SDC management must ensure high standardsnohunication and
co-ordination within SDC Departments and betweemtland TANMIA. This
is important given that TANMIA, following a commeat model may have
different structural and governance from othergions of SDC.

The future governance needs of TANMIA need to véekeed, whether this is
as an SDC department in its own right, a divisiba @lepartment or a semi-
autonomous body which could become fully autononwislater stagé

9.2 ILO Regional Office for the Arab States

An enterprise product with a title such as “Fantidgterprises in the Arab
States” could package much existing ILO knowledgeai way that is

consistent with local cultural norms and not givitige appearance of an
imposition of Western individualism. The same apgio could assist in
encouraging and informing unproductive male membéifamilies to play a

role within economic activity which is family or ghip based. The SDC
supported by the Qatar Foundation with its mandaterecord of supporting
families could be a useful counterpart in develgmaoch a product.

The potential in Qatar for SMEs as suppliers toithge number of corporates
now taking up locations in Doha suggests a morectliinkage of the SIYB
programme with ILO tools of value chain analysis.

The way the SIYB Programme has been introduced haekthe high quality
of the trainers, the materials and many (though wet all) of the

organizational elements established so far offefulsnodels for expansion of
this programme in the Arab States and possibly a&hksdess developed
countries for which States such as Qatar and imé&ation may feel empathy.
Because of the contentious trade union issue irGilé States, it is valuable
for ILO to be seen as competent and helpful in othatters. So ILO support
needs to continue to the fledgling SIYB programme separate funding with
outside expertise for further ILO enterprise todlke new Qatar legislation
requiring companies to exercise corporate socigparsibility could also

make more funds and corporate expertise availaieSME development.

There are a number of agencies in Qatar that kiay heed to do more to
foster SMEs but seem to be waiting for someone telseove it along. The
SDC with ILO backing could be that someone elsee T®hamber of

Commerce as an ILO social partner should be engedr#o take a greater
role. Work should be done to overcome resistanctherpart of the Ministry

of Labour, though the good links with the commeand planning agencies of
government should be built on. Separate stratewes to be worked out for
each of the players. If SDC can be helped oventh two years to develop

% The relation of the Small Firms Association to ttigh Business and Employers Confederation is a
relevant model.
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and adapt other ILO tools; these could become tasisbfor outreach
programmes to other Arab and Islamic states.

9.3 ILO Employment Enterprise Dept. (SIYB Programme

9.3. 1 Donor

The donor model in Qatar should be studied furtAesuccessful and major
player in the local economy brings sound privatd@edisciplines to its donor
relationship with the SIYB programme and could padevother non-financial
supports such as some of its HRD knowledge.

9.3.2 Sustainability

The issue of free lance trainers and whether thm taken from African
experience is applicable in Qatar needs to be examiThis bears on
clarifying the SIYB programme’s core integrity: raegotiable elements --
common globally -- and what elements are amenallgcal adaptation.

A further example is the usage of “focal point” dipartner organization”. If
there is only one “partner organization” as in Qatdoich then holds the
copyright for SIYB materials, what is its differenfrom a “focal point™?

Approaches tosustainability may need further refinement, patédy not
identifying a sustainability strategy solely withbaisiness plan; or at least
adding to a business plan, sustainability elemeath as risk analysis with
guidance to CTAs and SIYB Associations on analygimgse. It is wise to
design a sustainable governance and managemettustrthat arises out of a
marketing strategy, not separate from it, and teus:m HR design includes
succession planning and job descriptions tailoodddal sustainability.

9.3.3 Project Management

The use and role of Advisory Committees needs @éurdxamination. There

has always been ambivalence here: avoiding loesspires to water down the
integrity of the programme as against a desireite pcal ownership during

the project phase as an element in ongoing susbiatga

9.3.4 Gender

A current deficiency in ILO gender work could bedegssed in the Arab
world: i.e. how men are motivated and supported ertrepreneurship as a
legitimate male role at a time when many traditlanées (such as craftsmen,
warriors, fishermen, etc) are in decline. As in thdreach to women, the
relation to “family enterprises” should also be siered.
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10. ANNEXES
ANNEX1:  INDIVIDUALS INTERVIEWED *

Social Development Centre

SDC - ILO Project Staff and Advisers

Mr. Samih Jaber, Chief Technical Adviser ILO SD®©jpct TANMIA for small and
medium enterprises

Mr. Ali Ahmad Neama, Business Development Traingedalist

Ms Hanan Al-Thani Business Training Specialist

Ms Rania Bhikazi, ILO Enterprise Specialist Beirut

SDC Management
Ms. Amal Al Mannai General Manager SD¥G@visory Committee Chair

Stakeholders

Dr. Khaled Yousef Alderbesti, Director InvestmeniT€éade Promotion Department
Ministry of Economy and Commeréedvisory Committee member

Mr Naser Al Hmedi Deputy Minister for Laboédvisory Committee member

Dr. Saleh M. Alnabit, Director of Economic Plannjiigeneral Secretariat for
Development Planning

Dr. Khalid S. Abdul Jabbar, Advisor to Chairman,ger of Project & Studies
Department (Acting) Qatar Chamber of Commerce addstry (QCCH°

Mr. Aly Hussein Aly Abdullateef Acting Head of Reseh & Information (QCCI)

Mr. Abdulla Nasser Al-Khalifa Assistant General Maer Assets Department Qatar
National BankAdvisory Committee member

SIYB Trainer Trainees

Mr. Abdulrahman Hasna

Mr. Rashid Al Kuwwari

Mr. Kefah Salem

Mr. Mahmoud Darwish

Mr. Hussein Al Yazeedi

Mr. Abdullah Yousouf Al Sulaiti (did not continue)

SIYB Entrepreneur Trainees

Ms Amal Al Hamad 1YB

Mr Sohail Ali Bahzad 1YB

Mr Abdul Aziz Al Khesrawi IYB
Ms Noorah Al Thani GYBI/ SYB
Ms Rabea’ Ai Emadi GYBI/ SYB

#in chronological order of interview within each egory
% QCCl is represented on the Advisory Committeet®yirector who was absent overseas at this time
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Mr Mohammad Al Ali GYBI/ SYB

ANNEX Il: NOTES ON SUSTAINABILITY

The usual ILO framework for project sustainabilisy based on three pillars of
sustainability:
» technical (how to ensure the ongoing quality of preduct including its
improvement),
« financial (how to ensure it pays for itself incladi investment in business
overheads such as marketing and product improvgraedt
* institutional (what governance and management tsireicis necessary for
ongoing viability).

The ILO SIYB programme already contains elementssudtainability that have
grown out of the global experience of the programnoduding evolving ideas and
practices within the international development camity relating to the commercial
and other sustainability of business developmenticges (BDS) of which clearly
business skills training is an important componé&sich situation is different and it
has been one of the purposes of the TANMIA projecunderstand the unique
characteristics of Qatar and where adaptationsem ginovations are necessary.

Technical

Technical sustainability is usually maintained Ive tSIYB programme through the
quality of the materials and the quality of therteds.

In Qatar the materials have been translated adawteédppropriately designed prior
to final production (materials used so far havenbeedraft form).

A group of trainers has been recruited and trairsiidhtly less in number than
originally envisaged, but a sufficient number ieyhcan be retained and engaged in
working on broader measures for the improvemenhefprogramme. Because the
trainers are all in full employment some adjustraently need to be made as regards
how much they can be involved in quality controgterials development, and project
advisory functions.

There are only two Arab-speaking Master Trainersldvaide, and investment may

need to be made in bringing these and/or perhdpes dMaster Trainers to conduct a
refresher course at some stage. It would be usefert time to groom one or two

trainers as Master Trainers in Qatar. This couldobe more feasible if the

programme was to be exported from Qatar to othes péthe Arab-speaking world.

Financial

Financial sustainability relates to the abilitytbé programme to cover its costs, and
to create surplus sufficient to invest in futurevelepment. In the cases where the
programme is run by a for-profit company clearlyniiist also generate profit over and
above the covering and costs; where is run by dangarofit, agency it must simply
cover costs.
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The question is whether the required income isvedrisolely from the sale of

materials and courses or whether some sort of csabsidy or core subsidy is

employed. In the case of outreach to disadvantpgegle the subsidy is likely to be
fairly large, though accepted practice today ig thaen the poorest client should be
asked to contribute something (e.g. purchase otmadd). In part this is reaction

against earlier donor funded programmes where #vagy was provided free and

even daily fees were paid to the clients. This rtyeareated aid dependency and
frequently undermined the effectiveness of thening since the client had no reason
to take the training seriously.

Institutional

The outcome of the project is the establishmersa &mall Enterprise Support Unit
(the word Unit was subsequently replaced by thedwdANMIA). The project
document’s preamble envisages a unit within the $iia€ offers a variety of support
services. However the project itself envisages only. the SIYB programme.

While the good sense of the strategy is to starth wone highly regarded
comprehensive service, it leaves confusion as tetldn the project can achieve its
objective when only one service has been introdaetithat to only a rudimentary
stage of preparedness. It might be better to hat®@utcome as an operational SIYB
programme. Then, at the conclusion of the projibet, SESU commences operations
with that one programme (but presumably a plannimoduce further services,
working off the management strengths and markeeares advantages of the
programme.)

Given that the Project reported to the ILO (witk 8taff being employed and paid by
the ILO), it is more appropriate to consider theS8Halways intended to be a part of
SDC) should commence at the conclusion of the ptoje

The TAMNIA project has already adopted an instanél structure different from

that employed in most SIYB programmes. There héscedely been a step away
from the notion of partner organizations (usuallynax of community public and

private sector agencies) whose staff are traineaasers who contract with locally
based Master Trainers to train accredit, and updhatéartner Organization staff and
who together with the master trainers and traiaetshg as a professional grouping
are represented on the body of an SIYB associatioich co-ordinates delivery of

TOTs and negotiates contracts with donors so thatnBr Organizations can
subsidise the delivery of the training programméatgeted poor populations.

There is also a place in this model for free lat@@ners who usually operate
commercially being paid a fee by a PO or other wigdion to deliver the training.
They are also represented on the SIYB Associatitbward through the general
representation of trainers. The Association eatsmisncome through the sale of the
materials, through subscriptions from the partneganizations and through an
administrative fee levied on the contracts thatAksociation negotiates with donors.

This model was evolved in Africa and Southern Asiaeplace an early institutional

model of a focal point usually a single organizatsuch as an employers’ body or
Chamber of commerce, an NGO or government authdntyhe 1980’s and early
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1990’'s many of these agencies received donor maneythe SIYB programme’s
technical know-how but delivered the programme @#yong as a donor was paying
for it. Also ILO was part of a general discussiawumnd the year 2000 about the
commercial development of Business Developmenti&=swvo avoid the unwitting
creation of a dependency syndrome in recipientstiaadack of sustainability in these
BDS interventions.

TANMIA has said it opted for only one partner orgation (namely SDC) and a
team of trainers who are either employed by thénparorganisation or are “free-
lance”. In fact the TANMIA model has reverted teetbarlier focal point structure,
since it will not be partnered with the organisatithat holds copyright of the
materials and is responsible for co-ordinating teehnical sustainability of the
programme. That organization will be one and thmesa

The use of the “free-lance” model seems not whatlgurate. All the Qatari trainers
are skilled people already holding down full tinokg: all those interviewed identified
the key motivation as not being money but in daogething for other people and
because they enjoyed training work. Some indicated they would do the same
work for free, some considered a fee was impor@md the present fee was
inadequate, others thought that the balance wast aigbt.

The one thing that almost all identified as an atist was the definition of a trainer’'s
responsibilities as including marketing the progmamincluding awareness sessions,
conducting training needs assessments, follow upices and monitoring and
evaluation activities. They regarded these as aeitshe scope of their other
commitments to their full time work, career, anthily responsibilities.

These “extra” activities are regarded as part ef ‘finee lance” trainer model, but
seem inappropriate for the Qatar situation. In @vent, in the evaluator’s reading of
the present SIYB trainers’ intentions they will ncdrry out functions other than
delivering training (and perhaps some follow up gup on an individual basis,
though this point was not clear).

The evolution of the SIYB Association, Partner Qrigation and free lance trainer
model was designed to institutionalize ownershiptled SIYB programme as a
separate ILO copyrighted BDS product with the cotmmaint of that institution to the
quality control and dissemination of the programme.

The danger is that if the SIYB programme becomes$ @gne among other BDS
training packages, a focal point organization, appened in other countries, may
drop the SIYB programme once donor funding runs take on another training
programme because it has fresh donor funding, dr couners and deliver a
substandard product to the detriment of the bramdenboth of SIYB and ILO.

Recent developments in using the SIYB programme,ef@mple in China, have
allowed more flexibility in shaping institutionaustainability. The concerns of ILO
regarding quality control should be taken into actobut for the present it would
appear that the SDC will operate as a focal pawadt \&ill employ staff in TANMIA
who can manage the delivery of the SIYB programmauding training needs
analysis and co-ordinating training and follow @pvices for entrepreneurs and with
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available Master Trainers, the further developmerft existing trainers and
recruitment and training of further trainers asuieef
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ANNEX [l
Terms of Reference
ILO/SDC Start and Improve Your Business Project
QAT/05/01M/SDQ
Independent final evaluation

1. Introduction and rationale for evaluation

This independent evaluation will be conducted mfilamework of ILO’s policies and
regulations for project evaluation.

The performance of the project will be reviewedhwiegards to relevance, design,
effectiveness, efficiency, and sustainability. Iipaill not be covered as the project
has only been running for 18 months which is a &grt time frame.

The recommendations and lesson learned of the ai@uwill guide the project
stakeholders in ensuring a sustainable environffoerie project.

For the purpose of this evaluation, the reference to the SI'YB programme includes
the following ILO training packages. Generate Your Business Idea (GYBI), Start
Your Business (SYB) and I mprove Your Business (1 YB).

2. Background

The problem, which is addressed by the projedheasurgent need fandigenously
driven economic growth in Qatar, including the creation of productive, sustainable
employment opportunities. It is clear that this traesachieved by the development of
the indigenous private sectowhose growth was limited due to many historical an
cultural reasons prevailing in Qatar. Thereforere¢his a need to find effective ways
of supporting the private sector to make it mormpetitive and better able to grow
and provide the employment, which is needed, ftionals.

Consequently the project’'s development objectiveoigstablish a national support
service infrastructure for the development of smealierprises which will contribute
to the national economic and social goal of gemegatdecent employment
opportunities for the Qatari population (men, woraed youth) in the private sector.

The project’s outcome is a fully operational Sntatiterprise Support Unit (SESU)
capable to provide, independently and effectivebn-financial business development
and support services to existing national smakmgmises and potential entrepreneurs
in order to start viable micro and small businesses

3. Purpose, scope and clients of the evaluation

The objective of the evaluation is to assess whethe project outcomes have been
achieved as stipulated in the project document.
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The evaluation will seek to accomplish the followian the basis of the documents
made available and in-depth discussions with tregept staff (both national and
international), key partner organizations, projgeinees, project resource persons
(trainers, consultants), aspiring and existing epregneurs assisted, government
officials and national donors.

The main clients of the evaluation will be: ILO RGAthe project manager/CTA, the
project counterpart/SDC (also the donor).

Specifically:

* Assess the extent to which the SIYB programme md@do the national
needs in Qatar and to the needs of SMEs in paaticul

* Review to which extent the SIYB programme in itgreat design is an
adequate response to the need for BDS in Qatar.

» Assess the progress, if any, made in the developofesn entrepreneurship
awareness and promotion targeting Qatari nationals.

* Assess the effectiveness of the methodologies usé¢de development and
delivery of the SIYB programme in Qatar.

* Review and assess the efforts progress made blydtataholders in building
up a sustainable programme structure.

 Draw conclusions in terms of achievement made aaklenniecommendations
for the way forward.

4. Suggested analytical framework
The evaluation will focus on the following issues:

Relevance
* To what the extent are objectives still in keepivith national priorities and needs
in Qatar.

» To what extent has the project contributed to IL@a@ndate in Qatar?

Design
* How coherent is the project’s design, approach,lagit to achieve the planned
outcomes.

Effectiveness

» Has the project met its objectives?

* Has the project completed the activities laid outhie workplan and produced the
expected outputs?

* Was the project adequately designed to meet iectibags?

* Was the intervention strategy effective?

* Is the project’'s marketing strategy and activitielevant, adequate and effective?
Has sufficient effort been made in developing tregkating capacity of the SIYB
programme?
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Efficiency
* How do the resources invested relate to what has aehieved?
* Were financial, material and human resources bsed oost-effectively?

Sustainability

* To what extent has the SIYB program been firmlytedoin the form of a local
structure that can sustain the program once prsjgaport has phased out?

* Review the relevance, adequacy and clarity of Husen sustainability strategy

» Have adequate efforts been made in making the $P6Bram sustainable?

 Have adequate efforts been made in implementingcti@sen sustainability
strategy?

* Are the project approach and its results likelp¢éoreplicated?

* Are national partners willing to continue with thmject? How effectively has the
project built national ownership?

* What are the major lessons learnt for the glob#&BSprogram with regard to the
above issues and for future similar projects inAhab region?

Cross-cutting concerns

 Has gender analysis been used in addressing theredif needs of men and
women in the target group?

» Have the project’'s benefits accrued equitably taaraad women in the target
group?

5. Methodology to be followed

A desk review of project documents and related rnatéo be prepared in advance
by project) will be carried out before the mission.

The evaluation mission will hold direct individuahd group interviews with project

stakeholders and undertake field visits to meetpdasnof entrepreneurs, directors of
partner organizations, trainers and direct berafes. Interview partners will be

selected as to ensure variety of perspectivesrardjtilation of information.

The consultant will prepare and present a drafieveveport with initial findings to
the Project Advisory Committee in its meeting. Tivdl provide an opportunity for
all parties to the Advisory Committee to reacthe tnitial findings, and to provide
validation and feedback.

The evaluator will have to submit an evaluation hodblogy to be approved by the
ILO.

- Sources of information
The evaluation consultant will have access to eldwant material from the project
office and the ILO SME Specialist in Beirut. To thextent possible, key

documentation will be sent to him in advance. Tbeuwinentation will include the
project document, work plans, progress reportsaarydother relevant documentation.
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The CTA in collaboration with the project office liviarrange meetings with
concerned people such as trainers, trainees, afitiom SDC and other SME related
stakeholders in advance and according to the metbgy chosen by the evaluator.

6. Management arrangements, work plan and time frame
- Composition of the mission and timetable

The evaluation will be carried out by an externahleator. Interpretation will be
available when necessary.

The evaluation will be managed by the regional eat@n person in the RO Beirut
with no previous links to the project. The evaluateports only to the evaluation
manager and sends him the draft and final report.

- Findings, conclusions and recommendations

The main findings of the evaluation should be pnese at the Advisory Committee
meeting on December 3, 2007 in Doha at the endhefevaluation mission with a
view to making recommendations on the following:

* What are the major recommendations in terms ofgdesielivery structure and
performance of the project?

» Has the project met its outputs and activities?

* Have sufficient efforts been made in achieving sistainability of the SIYB
programme in Qatar?

* How appropriate is the current design of the SI¥Bgoamme vis a vis the needs
of local SMEs and Qatari nationals? What improvetsi@hany, are required?

» Other recommendations the consultant may wishhagubased on the findings.

- Final report

The draft evaluation report will be submitted te #wvaluation manager in ILO/RO-
Beirut by December 4, 2007. Upon receipt of comsdrdm concerned parties, a
final report version should be submitted on Decanife 2007 at the latest.

Structure of the final report:

Cover page with key project and evaluation data

e Summary (according to ILO Evaluation Summary tengla
» Brief background of project and its logic

* Purpose, scope and clients of evaluation

* Methodology employed

* Review of implementation

* Findings regarding project performance

» Conclusions

* Recommendations

* Lessons learned

* Annexes, including TOR, persons contacted, etc.
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