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EXECUTIVE SUMMARY

This mid-term evaluation mandated by USAID/Sudan is designed to assess the progress and achievement
of the Sudan Agricultural Market and Enterprise Development (AMED) program implemented by
Volunteers for Economic Growth Alliance (VEGA). USAID/Sudan funded AMED in June, 2005 for
general development purposes and to assist maintenance of civil stability which resulted from the signing
of the Comprehensive Peace Agreement (CPA). As originally designed AMED had three major
components, including private enterprise development, economic policy and regulatory systems, and
economic development support services, as well as cross-cutting themes.

This evaluation was conducted through the USAID/Sudan Services Under Program and Project Offices
for Results Tracking (SUPPORT) project implemented by Management Systems International (MSI). The
evaluation was conducted by a two-person team, Dr. Allen LeBel, development economist and evaluation
specialist and Mr. George Olesh, Institutions Development Specialist. The evaluation was conducted
between April 21 and May 14, 20081. The evaluation team was asked to determine:

e AMED’s achievements/performance in terms of results achieved, effectiveness, efficiency and
value for money.

e AMED’s contribution to the agriculture sector and private enterprise development in southern
Sudan, and if these contributions are strategically relevant.

o AMED?’s strategic relevance to the USAID/USG Sudan program and foreign policy priorities — is
this activity rendering a clear CPA “peace dividend?” and in what ways does it legitimatize the
GOSS leadership?

e AMED’s strategy for addressing the different needs and constraints faced by men and women in
southern Sudan and how AMED is defining and addressing gender equity.

The evaluation team’s findings, conclusions and recommendations based on document review, field
observation and informant interviews in Juba, Yei and Wau are presented below by AMED component
areas. Overall VEGA did not have a well articulate AMED strategy until late 2007. AMED’s monitoring
and evaluation (M&E) is better but still fails to well define jobs created? and other indicators. The
program with its current (2007) strategy is doing well with farmers’ groups and women’s groups, both of
which address important cross-cutting themes (youth, IDPs, HIV/AIDS, gender) as well as being
significant SME development in their own right.

Bottom line;: AMED should focus on women and farmers. Every effort should be made to insure that
program resources have direct impacts on these groups. Moreover, until roads improve, farm marketing
should focus on local vegetable and fruit sales and all other business plans should focus on local markets.

Component One: Private Enterprise Development
In this component, VEGA was to: 1) complete market chain analyses and investment promotion studies

for specific sub-sectors and industries; 2) support the development of individual enterprises; 3) establish a
pilot agricultural market information system; 4) promote the establishment of private sector trade

! The Evaluation Team first met with MSI staff in Washington, D.C. for briefings and document reviews on April
21 — 24, had meetings with USAID staff in Nairobi on April 28", and conducted field work in Juba, Yei and Wau
during the period April 29 — May 14, 2008.

2 Use of new indicators is planned for 2008, but they were not implemented during the project period assessed.
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associations and chambers of commerce; and 5) provide training in basic business skills, technology
improvement, and more advanced business management as entrepreneurs gain experience.

Findings

AMED commissioned several studies, including Market Chain Analyses, which identified
promising agricultural subsectors such as horticulture, coffee, groundnuts and beekeeping/honey
production, but provided no strategy for exploitation of these subsectors. However, findings from
these analysis provided background for subsequent project activities For example, they may have
guided AMED’s efforts to help farmer associations to exploit horticultural potential.

AMED has assisted or strengthened farmers associations in Yei and Wau (The evaluation team
observed that Associations combining farming and community development are not popular with
farmers).

VEGA volunteers have provided technical, accounting and marketing training and registration
assistance to farmer associations. These activities were judged to be valuable. For example,
Natabo Farmers Association informants indicated that with VEGA assistance, the Association
dramatically expanded horticulture production and marketing.

A one-on-one AMED service uses MBASs to research business opportunities and to teach
accounting skills and business planning to GOSS, NGOs, Small and Medium Enterprises (SMEs)
and farmer associations.

AMED assistance to the Women’s Self Help Development Organization (WSHDO) included: (a)
defining objectives; (b) registering as an association and (c) helping it establish three profitable
cafeterias, create 22 jobs and mentor other Women’s groups to start cafeteria, hostel, tailoring and
forestry businesses and providing HIVV/AIDs awareness training.

According to informants interviewed AMED’s SME assistance has strengthened two Information
Technology (IT) businesses, one construction firm and helped establish a weekly business
newspaper — The Weekly Business News.

Farmers the evaluation team met in Yei expressed a need to learn relative merits of small and
large-scale mechanized equipment, irrigation pumps, commercial honey production, and use of
chemicals, fertilizer, seeds and other inputs. As a response, AMED is commencing a study of
honey production. Though not planned, this report’s recommendation of periodic trade fairs
would provide farm input alternatives. Targeted policy at the National level is almost certainly a
prerequisite for introduction of chemicals.

AMED has provided grants to selected SMEs; details are provided in the following section on
Trade Support Funds and Development Grants.

AMED did not establish a pilot agricultural market information system because VEGA was told
not do so by USAID - mainly because GOSS considers any information gathering to be a
sensitive issue and therefore not to be delegated to NGOs.

Conclusions

AMED one-on-one technical assistance to selected SMEs has been very successful. It has
developed business management and financial management skills of the assisted SMEs.

AMED grants combined with training and technical assistance has enabled assisted SMEs to
revitalize and expand (details are set forth on pp 18-19 of the main body of this report).

AMED does not have a business enterprise development strategy or work plan that is consistently
applied. Rather, long term MBA volunteers seek SMEs, based on prior VEGA contacts in the
region, and provide technical assistance. As the AMED strategy evolves, it could request
volunteers with specific skills, often to double team with local advisors with highly developed
technical skills.
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The number of SMEs assisted is very small compared to the amount of resources made available to
AMED, partly due to the late development of program strategy. The program can be useful if it focuses
on women’s groups and farmers’ associations and delivers a version of the assistance proposed in this

report.

Recommendations

AMED should concentrate and focus its resources to assist farmer associations and cooperatives
to grow horticulture and market them. Current VEGA practice of pairing MBA Volunteer with
AMED agricultural staff members appears to meet current needs, but as the program expands
volunteers with specific agricultural skills may be needed. Moreover, training should be a form of
On-the-Job Training wherever possible, particularly since multi-dimensional, hands-on training is
almost certainly needed if farmers are to transition from subsistence to commercial farming.
AMED should replicate success of current women’s groups in SME development.

AMED SME grants should be combined with on the job training and technical assistance,
particularly to agricultural groups.

Component Two: Economic Policy and Regulatory Systems

In this component, VEGA was to address economic policy and regulatory issues that support the growth
and expansion of the private sector, facilitate trade, and support the expansion of opportunities for
development of market chains and industry clusters. This component called for close collaboration with
GOSS ministries and response to their requests for assistance. Associations, Chambers of Commerce,
cooperatives, businesses and other organizations would suggest topics for training and support; the terms
of reference stipulate that the GOSS would make requests for training and support on policy and
regulatory systems.

Findings

AMED has provided GOSS with computer training & hardware, development of regulations and
personnel policies, a survey and policy document on SMEs in Wau, and *“Farming as a Business”
training, but GOSS produced no apparent outputs.

Drafting of 10 laws was expected. However, AMED was only able to draft 6 human resources
and management-related laws. A policy framework was completed for the Southern Sudan
Commission for War Disabled, War Widows and Orphans, but the institution seemed unable to
utilize it adequately.

GOSS agricultural extension workers lack both skills and motivation to help farmers. VEGA has
trained extension workers, and could offer further remedial training, but such training would
neither (a) improve the extension worker incentive system, nor (b) provide the hands-on and
detailed instruction needed for farmers to become commercially sustainable. Perhaps the best
solution is to have extension workers become “active observers” in the farmer training process.
As a result, some extension workers might become sufficiently skilled to be hired by AMED on a
part-time basis or start their own farms.

There is no evidence that associations, Chambers of Commerce, cooperatives, businesses and
other organizations have participated in policy development. The “Juba Dealmakers”, sponsored
by AMED, is the first business group that AMED staff members believe to ever have the
capability to participate in policy development in southern Sudan.

Conclusions

GOSS capacity for developing effective policies for agricultural development is very low and,
consequently adequate performance can only be viewed as a long-term goal of any project.
Nevertheless, AMED does not seem to be a sufficiently effective vehicle for developing GOSS
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capacity to reach this goal. As noted below, a much more structured form of training than AMED
provides is likely to be needed for training to translate into policy action in one to five years.

Recommendations
¢ AMED should curtail its regulatory and policy technical assistance to the GOSS since it does not
seem to have measurable impact.

Component Three: Economic Development Support Services

Under this component, VEGA was to identify up to 25 individuals from the Southern Sudanese Diaspora
to return to Sudan as volunteers serving 9 months to three years at a compensation level equivalent to that
of GOSS officials. These long-term volunteers (up to nine months) were to work directly in GOSS
institutions to provide technical support to public institutions tasked with promoting economic
development. They were to provide technical assistance to banks, financial institutions, a trade promotion
agency and institutions that support road, telecommunications, environment, standards, government
statistics, and a wide range of public functions.

Findings

e VEGA provided scopes of work to all VEGA team members to recruit volunteers from the
Sudanese Diaspora (a funding pool of $500,000 described in a subsequent section was created to
recruit and deploy these returnees). Failing to find volunteers from the region, the VEGA team
opened the recruitment of these long-term positions to any US or third country based volunteers
with appropriate skills and availability to provide long-term services in southern Sudan.

e Out of 25 planned recruitments, VEGA was only able to attract 10 volunteers from the southern
Sudanese Diaspora. Of these, 3 remained in the country after completing volunteer work. The
Evaluation Team notes, however, AMED staff suggest that its emphasis on fielding Sudanese
Diaspora declined as USAID adopted its Fragile State Strategy.

Conclusions
o VEGA was not able to attract and retain a significant number of volunteers from the southern
Sudanese Diaspora. The main difficulty may be the uncertainty of the Sudanese situation itself,
but VEGA still feels it can attract volunteers through an enhanced campaign.

Recommendations
o VEGA should use the 3 ex-volunteers now working in the country to invigorate recruiting
procedures by serving as “success story” representatives. They should also be encouraged to
invite their friends and other southern Sudanese from the Diaspora.

Trade Support Funds and Institution Development Grants

Under this sub-component, The VEGA team was to provide $500,000 that would be available to
associations, cooperatives or businesses to support the development of market networks, test market
programs or to adapt production to market demands. Funds were to be in the form of grants to
institutions for marketing purposes. In addition, VEGA was to provide small grants to associations,
chambers of commerce and cooperatives. Grants would be provided to support institution start-up,
development of new products and services, advocacy activities or to purchase communications and
information technology equipment. Grants were to be awarded in response to applications that met the
criteria established by AMED staff.
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Findings

e As of the present, AMED has provided grants of $199,552 out of $500,000, of which $102,050
went to GOSS training centers, and $97,502 comprised six grants to SMEs, women’s NGOs and
farmer associations (another $30,000 to three SMEs is currently in process). Three agricultural
training centers were each earmarked $100,000 by USAID as support during the transition
process: Padak Fisheries Training Center received the full amount, but the Crop Training Center
has only received $2,500, and Anzara Agro-Technology Training Center has received none of the
earmarked funds. Earmarked funds are withheld because the institutions did not provide the
required financial sustainability documentation for the grants. AMED is actively working with
the Crop Training Center and continues to offer assistance to the Anzara Center to develop the
capacity to utilize grant funds for sustainable development.

e Technical assistance in increasing SME administrative capacity to meet AMED grant criteria has
occurred in the past year.

Conclusions
e AMED provided grants to those SMEs that submitted applications meeting the criteria established
by VEGA staff.

Recommendations
o AMED grants should be targeted to more labor intensive activities such as farmers associations
and cooperatives and women’s associations to increase employment and income generation
opportunities.

Cross-Cutting Themes

In addition to meeting the technical requirements of the AMED Program, the VEGA team was also to
address several cross-cutting themes. First, all training programs were to have HIV/AIDS awareness
components to them. The Program was to develop a set curriculum and visual aids that would be
provided to each volunteer and consultant providing training. The VEGA team was to consult with other
programs involved with AIDS prevention in Southern Sudan to produce culturally appropriate and
effective materials. Furthermore, since 58 percent of the Southern Sudanese population is below the age
of 18, there is a crucial need for programs to reach Sudan’s youth and to provide economic opportunity
and livelihood to young people. Training and workforce development for youth was to be particularly
targeted to former combatants. Associations, cooperatives and chambers of commerce were to be
encouraged to develop youth programming and support the expansion of income and employment for
youths.

Findings

¢ WHSDO and other women’s associations provide HIV/AIDS awareness training to its members,
and serve as sources of jobs for youth and IDPs/ex-combatants. However, the number of jobs
created was not tracked.

e Farmers’ groups provide HIV/AIDS awareness training to their members, develop youth wings of
the association, and provide jobs and training for youth and IDPs/ex-combatants. Here too, the
number of jobs generated was not tracked.

¢ AMED has had several volunteer activities specifically related to gender awareness and
HIV/AIDS.
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Conclusions
o AMED effectively imbeds HIVV/AIDS awareness campaigns in its other activities.
e Support of women’s associations particularly address gender issues through a broad spectrum of
support, but needs some specific programming.

Recommendations
o AMED should continue to develop targeted HIVV/AIDS training.
e AME should develop more programming for women’s associations, and develop a gender
awareness program.
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| INTRODUCTION/BACKGROUND

e What was mandated in the original Cooperative Agreement and by each of the seven Cooperative
Agreement modifications?
o What has VEGA achieved from the get go as stated in quarterly and annual reports?

Overview

Sudan, the largest country in Africa, borders nine countries, and has a population estimated at 40 million.
Although the first census in decades is planned, the current Southern Sudan population is estimated at 10-
12 million people — with an estimated four million displaced to Northern Sudan and as refugees outside
the country. Since independence in 1956, Southern Sudan has suffered from civil war with only a decade
of troubled peace from 1972 to 1983.

Southern Sudan is characterized by years of underdevelopment, war, famine, drought and flood,
producing a crisis of enormous proportions across the region and resulting in the devastation of the
South’s economic, political and social structures — leaving the health, education and infrastructure status
of the Sudanese people and region among the poorest globally. In addition to the loss of lives, lost
opportunities and destroyed infrastructure, the war displaced families and divided communities. Since the
mid-1990s, non-governmental organizations (NGOs), faith-based organizations (FBOs), and
multilateral/bilateral agencies offering humanitarian relief became the prime providers of an array of
much needed services.

After decades of civil war, Sudan’s warring parties signed a Comprehensive Peace Agreement (CPA) in
January of 2005. Since that time, the country has taken giant steps toward peace, reconciliation and good
governance, although the situation on the ground in Sudan remains dynamic. In support of the peace
process, in June 2005 USAID funded the program entitled Agricultural Markets and Enterprise Expansion
(AMED) to develop a base for future private-sector led growth of domestic and export trade.

The initial Associate Co-operative Agreement (ACA) indicates awareness that the lack of capacity in
Sudan required great flexibility in program implementation, and a forecast that the implementing agent
would have to deal with substantial schedule revisions and changes that could curtail elements of the
program. This proved to be very prescient: the ACA had seven modifications, and the program was
instructed to move offices twice, eventually ending up in Juba. Most of the ACA maodifications were
administrative in nature, but Modifications No. 3 and No. 6 called for significant programming changes.

Modification No. 3 realigned the program strategy to the USAID/Sudan’s new Fragile State Strategy for
FY 2006-2008. Consequently, AMED became focused on support for stability, implementation of the
CPA, and assisting internally-displaced persons (IDPs), former combatants, youth, women, and war-
affected populations to realize a “peace dividend” from the CPA. The Evaluation Team was not able to
identify AMED data that references support to former combatants and youth.

Modification No. 6 was executed in September 2007. This expanded the program from provision of basic
capacity building and elementary skills training to a higher level of focused assistance involving financing
and targeted technical assistance in the agricultural and light industry sectors. The expansion was to
strengthen the nascent private sector on a broader and deeper level.
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The abrupt changes in strategy, program activities and physical relocations while necessary to achieve
overall structural goals and adapt successfully to the Sudanese situation, has had costs: Effective output
and program administration began only in 2007.

Program Objectives

AMED was designed to help establish the basis for economic recovery through: 1) capacity building in
agricultural and natural resources systems; 2) direct support to private enterprises and producers; 3)
support to governmental and non-governmental agencies that must facilitate recovery; 4) support for
Government of Southern Sudan (GOSS) policies and support systems; and 5) drawing upon the skills and
support of southern Sudan’s Diaspora to assist in economic development.

The program has three primary objectives:
1. Improve the productivity and competitiveness of Southern Sudan private enterprises;
2. Establish GOSS policy, regulatory, and investment plans supportive of growth and private sector
productivity and trade; and
3. Establish institutions and programs to increase the competitiveness of Southern Sudan’s
agriculture and industry.

These goals are significant and the challenges to implementation are enormous. As Southern Sudan
emerges from conflict, the AMED Program team is assisting in capacity building and market
development, and serving as an information and technical resource to private enterprises, local institutions
and GOSS agencies. The Program is collaborating with other implementers (other NGOs in specific
areas, e.g. Winrock’s Gender Project, and larger support programs, e.g. Louis Berger Group’s
Infrastructure Program) supporting private enterprise expansion and facilitating transitions from relief to
private sector development.

AMED Resources

The program is supported with these major resources:
e Long-term Sudanese and Expatriate Staff
o Five Senior Expatriate Management Staff
o Seven Senior Sudanese Program Officers
o Sudanese Support Staff
e Short and Long-Term Volunteers
0 International, Regional and Sudanese Diaspora Volunteers (116 long-term, 12 short-term)
e Grants ($500,000 initially, modified to $1.2 million currently)

More detail concerning resource deployment and the current staff structure is contained in Annex 1. The
Annex includes the VEGA program staff organization chart and tables summarizing financial and
programmatic deliverables.

At inception, VEGA employed a seven part approach to the implementation of AMED:

1. Develop plans reflecting the rudimentary post-war situation to assist promising sub-sectors and
industry clusters. The expectation was that these plans would be rudimentary and with significant
disruption in industry groups;

2. Provide capacity building and assistance to value chains oriented towards both domestic and
regional markets;
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Build programs that complement economic infrastructure reconstruction and programs that
facilitate trade and provide financial resources to communities that assists the transition from
relief to development;

Strengthen technical and managerial capacity among entrepreneurs in targeted value chains and
industry clusters;

Strengthen NGO and GOSS institutions to provide services and support to entrepreneurs;
Establish networks to provide price and market information from regional and domestic markets
and to make this information widely available to Sudanese enterprises; and

Draw upon Sudan’s Diaspora for technical and training support and encourage Diaspora
investment in local agriculture and natural resources- based enterprises.

AETHODOLOGY

Team Composition, Activities and Timing

The Evaluation Team was comprised of:

1.

Dr. Allen LeBel, Economist and Evaluator — served as Private Sector Development Specialist or
Development Economist with post-conflict and evaluation experience, especially in situations
where human and physical infrastructure are very basic or almost non-existent. Dr. LeBel was
the Team Leader.

Mr. George Olesh, Institutional Development and Capacity Building Specialist in a post-conflict
environment where institutional structures have been destroyed or never existed.

Anthony Silvestro - Local Information/Communication Specialist fluent in the local languages
spoken in the project area.

The USAID Cognizant Technical Officer (CTO) for VEGA did not accompany the evaluation
team.

Dr. LeBel, the Private Sector Development Specialist, and Mr. Olesh, the Institutional Development
Specialist, have experience in micro-enterprise development and/or agriculture with experience in East
Africa. The Team members are well versed in social science/soundness and gender analysis.
Both specialists helped ensure that the evaluation is rigorous and is compliant with USAID’s Automated
Directive System (ADS) 203 and MSI’s evaluation and special studies quality standards.

The local Information/Communication Specialist produced the following for purposes of USAID
monitoring, reporting and evaluation:

tape interviews with key informants (a brief testimony of impressions of the program, if positive);
GPS coordinates of each site observed, accompanied by a brief description of what it represents;
photographs of the area and anything that captures the USAID activity there; and

Anything else of relevance to telling the USAID/Sudan assistance story.

The project COP, Scott Allen accompanied the evaluation team on all site visits and meetings to gain an
understanding of how VEGA activities are perceived by the project beneficiaries and VEGA’s impact on
local populations.
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B. Activities and Timing

The team had an initial meeting in Nairobi with the USAID CTO for the AMED program, Lokosang
Lemi, on April 28, 2008. The two-person Team arrived in Juba on April 29, 2008. Team members spent
three days being briefed by AMED staff, reviewing documents and conducting interviews with AMED
clients. They flew to Yei on May 2nd to conduct interviews through May 4th. On May 5th they flew to
Wau for two days of meetings. On May 7th, the Evaluation Team returned to Juba to prepare their
presentation to USAID and evaluation report. Meetings in Juba, Yei and Wau were with farmers, War
Victims, farmer associations, Women’s associations, SMEs, GOSS Crop Training Center, and State
Ministry officials. The Team was not able to meet with either the National Ministry of Agriculture in Juba
or the State Ministry of Agriculture in Wau.

Besides travel days to and from Sudan, both team members met for three days with MSI staff in
Washington, D.C. to review documents and prepare an evaluation plan for field work in Sudan.
Moreover, the team is expected to have additional time back in the U.S. to ensure the completion and
transmission of the final report as well as the closure of any outstanding matters.

Dr. Allen LeBel, the COP of the Evaluation Team, was totally responsible for managing the Team,
organizing the Team’s work, and ensuring quality control and delivery of the required report as agreed by
both parties.

The COP of AMED, other USAID staff and GOSS employees were encouraged to join the Evaluation
Team, but only the AMED COP and two of his staff members joined the team. These staff members are
Zachary Ireri, Senior Field/Program Manager and Peter Lominit de Karl, Agricultural Markets Senior
Program Officer. In addition, AMED field staff members in each location joined the Evaluation Team for
interviews. In Yei, these staff members were Marty George and Ryan Betters, AMED long-term MBA
volunteers. In Wau, these staff members were Aboud Suleiman, Agricultural Markets Senior Program
Officer and Amelia Anselmo, Manager, VEGA Guest House, Wau and Khary Dickerson, AMED long-
term MBA volunteer.

Finally, MSI and AMED staff arranged all meetings for the Team, in conjunction with the USAID/Juba
Office. The Evaluation Team had a total of 23 interviews with AMED clients, of which nine were in Juba,
seven in Yei and seven in Wau.

C Impact Areas Targeted for Visits

VEGA’s principal areas of operation have been Juba, Wau and, to a lesser extent, Yei. The Evaluation
Team conducted interviews in these three cities, but not other locations where AMED worked or had
planned to work. AMED, for example, provided support to the Padak Fisheries Training Centre (Jonglei
State). Plans called for a $100,000 grant to the Anzara Agri-Technology Training Center, per instructions
from USAID, but Anzara did not complete the requirements to receive the grant. The Evaluation Team
did not visit the Jonglei State or the Anzara Training Center. VEGA has not been formally notified by
USAID to work in Kurmuk but they did participate, at the request of USAID, in an evaluation team with
Louis Berger to do a preliminary assessment in Kurmuk earlier this year. The Evaluation Team reviewed
this document, which described conditions suggesting the need for roads projects. AMED’s work in
Eastern Equatoria is expected to involve the State Ministry of Agriculture as well as the CPA
Reconstruction and Development Fund.

The Evaluation Team executed two activities to complete its tasks. First, it reviewed the cooperative
agreements, AMED quarterly and other reports and AMED internal management records. For internal
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management, AMED prepares a SOW for each AMED assignment, and each assignment related to a
project or activity. A project might be assistance to develop a particular SME. An activity could be
bookkeeping training for the SME owner. Files for each SOW contain task accomplishments and
sometimes follow-up information. To select sample projects for field investigation, the Evaluation Team
identified and listed a number of SOWs for different subsectors that it wished to visit if feasible. After
some investigation, AMED management determined that short-notice, remote locations and limited time
made certain interviews impractical. As a result, interviews in addition to those with USAID staff in
Nairobi and AMED staff members included:

Ministry of Commerce, Trade and Supply, Juba

Commission for War Disabled, Widows and Orphans, Juba

Juke Mabior, IT Academy and Southern Sudan Business Week, Juba
Stanislaus Kenyi, Venus Computer Institute, Juba

Women’s Self-Help Development Organization (WSHDO), Juba
Angelus Lagu and Kosimo Andrea, Eco-Builders, Juba

David Bala, Director, Crop Training Center

Bullen Bagwe, Assistant Director, Crop Training Center, Yeli

Laso Progressive Farmer’s Association (LPFA), Yei

Edward Lukule, Director, SUMI, Yei

Gire Farmers Development Association (GFDA), Yei

Mugwo Community Development Forum

Data Samuel, Carpenter SMEI

Ismail Limbo, Limbo’s Academy for Information Technology
Women’s Business Association, Wau

Natabo Farmers Association, Wau

Ministry of Industry, Trade and Commerce, Directorate of Planning, Wau
Wau Carpenter’s Association of Low-Income, Wau

Second, the Evaluation Team performed field work. That is, it conducted interviews in Juba, Yei and
Wau. Clients interviewed include national and state administrative institutions, small businesses, farmers
groups, individual farmers, women’s groups and the SUMI micro-finance NGO. Private businesses
included IT, hospitality and construction. As noted above, the Team conducted a total of 23 interviews
with AMED clients.

. FINDINGS/LESSONS LEARNED

A (omponent One: Private Enterprise Development

1. Overview

Component one was to involve (a) market chain analyses and investment promotion studies for specific
sub-sectors and industries, (b) development of individual enterprises, (c) a pilot agricultural market
information system, (d) establishment of private sector trade associations and chambers of commerce and
(e) training in basic business skills, technology improvement, and more advanced business management
as entrepreneurs gain experience.
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1 Findings

Market Value Chain Analyses & Investment Promotion Studies:
Survey of Crop Production Paossibilities (2007)

Coffee (4/08), Groundnuts (expected 5/08) and Honey (planned)
Overall Agricultural Potential Assessment

Market Chain Analyses identified promising agricultural subsectors such as horticulture, groundnuts and
beekeeping/honey production, but have not provided a strategy for exploitation. The 2007 survey of crop
production possibilities was conducted by Winrock staff. Staff members traveled through many areas of
Southern Sudan to record which crops would grow well in different ecological areas. The report,
however, does not suggest either a geographic or crop exploitation strategy. Follow-up reports on
individual subsectors were to be carried out and made available to potential investors/producers. Until
transport systems improve, the best strategy may be to find dynamic farmer associations and women’s
groups near cities and help them produce crops that can be sold locally. Experience they gain in operating
their farms as a local business will help prepare them to exploit regional markets for coffee and other
products as road systems develop.

The coffee study conducted by an ACDI/VOCA volunteer and released in April 2008 suggests that coffee
could grow well in the soil and climate in Wau and surrounding areas.3 It points out further, however, a
myriad of barriers to coffee production that include:

Untrained farmers,

Lack of planting material,

Prevalence of pests and funguses and virtually a complete lack of chemical remedies,
Virtual lack of processing infrastructure, and

Impassible roads in every direction.

The groundnuts study is not yet available and the honey study is being planned.

e Enterprise Support — MBA outreach & Support to Eco-Builders, WSHDO Cafeterias, Venus
Computer Institute, Crop Training Institute, SUMI, et. al.

Enterprise support is one-on-one service using MBAs. The MBAs research business opportunities, teach
bookkeeping, business planning and “Farming as a Business”. One MBA is, for example, researching
possibilities to establish a plastics recycling business.

The MBAs perform two functions for SUMI. First, they conduct specialized financial analysis for SUMI.
Second, they teach loan officers financial skills to become financial consultants to their clients. MBAs
teach bookkeeping as adjunct studies within the Crop Training Center (CTC) to enhance the CTC’s three
and nine month training courses for government extension workers.

For SMEs, MBAs taught bookkeeping to Eco-Builders, one of AMED’s grantees that builds three to six
bedroom houses for homeowners and labor intensive roads for donors. They have provided similar
assistance to WSHDO, which has cafeterias that serve UN and airport staff, and the SME, Venus

% See, Filtone C. Sandando, “Assessment of coffee Revitalization and Marketing in Southern Sudan, AMED Sudan
Project, April, 2008.
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Computer Institute - which offers computer training to government and donor staff. This list is
illustrative, not exhaustive.

e Private Sector Association Promotion:
o Juba Dealmakers (planned for Yei and Wau)
o Assistance with Association Registration

Private sector association promotion involves assisting groups in defining their objectives, organizing to
become official associations, and planning activities that benefit the members. AMED staff is in the
process of expanding to other cities, “Juba Dealmakers”, a business networking forum that meets at least
once a month in various locations in Juba. Juba Dealmakers is expected to provide synergies and help
businessmen develop each other’s business activities, while serving as the first private/public sector
dialogue forum in southern Sudan.

e Training in Business Skills — MBA-Driven in Public & Private Sectors and in Associations

Training in business skills is delivered indirectly through Venus Computer Institute and directly through
AMED MBA one-on-one assistance. Venus Computer Institute, created by a Sudanese Diaspora returnee
with AMED assistance, has contracts to teach Microsoft office and computerized bookkeeping to donor
and GOSS staff. At the same time, it continues to receive consulting assistance in business development
advice from AMED MBAs. When Venus Institute was starting it received training, business registration
assistance, organizational development advice and a $10,000 SME grant.

3. Conclusions for Component One

o Market Value Chain Analyses - Provide No Strategy. Efforts to date, as noted above, include:
o Survey of Crop Production Possibilities (Winrock, 2007) — Provides no strategy4
o Coffee (4/08) — lists innumerable obstacles to coffee production in Southern Sudan though
the ecological zone surrounding Wau is amenable to coffee production. An analysis of
groundnuts is expected in May 2008 and one is being planned for honey.
o
e Major conclusion: AMED has not produced an agricultural production or marketing strategy.
AMED?’s rather unfocused efforts in many directions have, however, demonstrated the need for
an agricultural strategy. Moreover, these efforts provide persuasive evidence that the strategy
should be to encourage women’s groups and farmer associations to exploit certain quite specific
business opportunities. Project work up to the present can be viewed as pilot-testing a broad
variety of alternatives. Now is the time to define an agricultural strategy based on results of these
explorations or tests.

e Additional conclusions:
o Farmers and institutions lack knowledge of alternative technologies
o Enterprise business skills taught by MBA volunteers are considered useful by clients that the
Evaluation Team has interviewed. These clients® include Eco- Builders, WSHDO Cafeterias,

4 See Henry R. Winogrond &Chris Adams, Strategic Framework for AMED Enterprise Development Projects,
Winrock/VEGA, April 4, 2007.

> See Annex 2 for case studies of selected interviewees for greater detail on AMED assistance and results.
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Venus Computer Institute, Crop Training Institute, SUMI, Natabo Farmers Association, as
well as others.°
o Private Sector Association promotion — is useful assistance
— Juba Dealmakers in Juba and planned for Yei and Wau is a useful forum for business
owners to network.
— Assistance with association registration is much appreciated by members of associations
who have received such assistance.

4. Recommendations for Component One

Component 1: Private Enterprise Development (Near Term)

e Evaluate AMED’s detailed Assessments for Coffee & Groundnuts’
o Collaborate with East African Fine Coffees Association
e Prioritize Subsectors from the VEGA Assessment of April 2007 for Strategy Development®
o Develop Subsector Strategies Including:
o Horticulture development & local sales until transport improves
o Agro-forestry by county to benefit WSHDO
o Beekeeping, Honey Certification & Hive Rentals
Sponsor an agricultural fair of best practices and equipment
Enhance processing/marketing to add value to cash crops
Develop national a certification system for organic farming
Expand SUMI micro-enterprise loans with MBA assistance
Maintain dialogue to develop agricultural credit with SUMI
Replicate success of agriculture and women’s enterprises, such as WSHDO (Juba) and Natabo
Farmers Assn (Wau); AMED assistance has included MBA guidance in setting organizational
goals, development of business strategies, training in basic business skills, advanced training in
specifically identified skills such as agriculture, tailoring, food preparation and catering, — follow
up with business development advice, small SME grants to develop business plans, how to use
micro-loans for future development.

Component 1: Private Enterprise Development (Medium Term)

o Working Hypotheses:

® Women’s Business Association of Wau, Central Equatorial Women’s Union, Green Belt Women’s Association,
Loka Women’s Association, Terkeka Women’s Self-Help Association, Nile Community Development Organization,
Mugwo Development Forum, Gire Farmers Development Association, Lasu Progressive Farmers’ Association,
Mongalla Development Association, People Living with HIV/AIDS in Southern Sudan, Sudanese Women
HIV/AIDS Awareness Awareness Providers, young Family Multipurpose Cooperative Society.

" AMED is likely to receive minimal government assistance with this task. Its Assessment of Coffee Revitalization
notes that in the counties visited, that is, in Yei and Morobo Counties “three is no extension service that is being
offered to the farmers. This is because the extension officers lacked capacity in form transport and other logistics to
go round the farmers and advise them [sic]. In addition these extension workers were not motivated on account of
poor salaries and conditions of service from the Ministry of Agriculture and Forestry [sic]. Limited extension
services were noted in the Omaci and Otogo payams where ready information about farmers’ statistics had been
compiled by the community based extension officers in the areas.”

& As noted above, these subsectors were surveyed in Henry R. Winogrond & Chris Adams, Strategic Framework for
AMED Enterprise Development Projects, Winrock/VEGA, April 4, 2007.
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o On-the-Job Training (OJT) between Smallholders & commercial farmers/Consultants is
needed to create smallholder commercial farmers
o Irrigated agriculture reduces crop risk and can promote lower marketing and finance risk
¢ Recommendation: create irrigated agricultural systems
o Integrate inputs, production, processing & marketing
o Microfinance through SUMI

B. Component Two: Economic Policy and Regulatory Systems
1. Overview for Component Two

Under this activity, AMED was to: 1. Respond to economic policy and regulatory issues that support the
growth and expansion of the private sector, facilitate trade, and support the expansion of opportunities for
development of market chains and industry clusters. 2. Collaborate with GOSS ministries and respond to
their requests for assistance. The terms of reference stipulate that the GOSS would make requests for
training and support on policy and regulatory systems. The VEGA team would support the efforts of
GOSS to build capacity in the areas of policy and regulatory systems giving the private sector a greater
voice in the process. 3. Train and support Associations, Chambers of Commerce, cooperatives,
businesses and other organizations.

1 Findings for Component Two

In outline form, the assistance provided as capacity building in targeted sub-sectors of GOSS institutions
which support development of SMEs and trade were:

o Assistance to Ministry of Commerce, Trade and Supply (MCTYS),
o Computer training & hardware,
o Regulations,
—  Developed six of a planned 10 trade policies law/regulation’,
o Development of HR Policies

e Assistance to Southern Sudan Center of Statistics Commission (Census Bureau),
o Set up Finance and Human Resource Departments (2006-2007)

e Assistance to Directorate of Planning and Statistics, Ministry of Industry, Trade and Commerce
(MITC) for Western Bahel el Ghazal State (Wau),
o Conducted a survey of SME businesses in Wau, which served as a major policy document for

the Directorate (2006-2007)
e Taxation analysis being conducted by MBA Volunteers in Juba, Yei and Wau
e Assistance to Ministry of Agriculture,
o Grant support available to three agricultural training centers,
o “Farming as a Business” Training to GOSS and state level agricultural officials

o Establishment of policy goals for the Commission on War Disabled, Widows and Orphans.

° Laws concern standards, consumer protection, import/export, metrification, completion, and weights and measures
(see Impact Survey Example 3 in Annex 4).
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These activities were carried out from 2005 to 2007, and current volunteers provide on-going advisory
services in the organizations. There are, however, no focused on-going activities being carried out in
policy development that would encourage private enterprise. In some cases, GOSS has not been ready to
address issues in the Ministry of Agriculture. Such issues include unwillingness to promulgate an AMED
assisted paper on SME development and lack of policies for development of (a) an agricultural market
information system, (b) an irrigation, program, and (d) motivational problems in the civil service such as
those of extension workers; in other cases, GOSS has initiated some activity but been unable to sustain
the effort (MCTS and MITC).

A particularly unfortunate example of lack of GOSS follow-through is the SME policy document AMED
assisted MITC in Wau to develop. It was expected to serve as a highlighted case study for a national
workshop hosted by MCTS in Juba to develop a national trade policy strategy. However, though
preparatory work is completed, the intended workshop has been sidelined and the policy paper is not
being circulated to other interested parties in the different states.

The Evaluation Team was unfortunately not able to meet representatives of either the national or state
ministries of agriculture, nor with the Western Bahr el-Ghazal State Ministry of Finance, Directorate of
Co-operatives. Scheduling conflicts caused the ministries to cancel the existing meetings and the Team
was not given enough time in the field to reschedule meetings or set up alternative meetings.

AMED carried out initial support to Chambers of Commerce (CoC) as mandated in the original Associate
Co-operative Agreement (ACA) and made early contacts with the Chambers of Commerce through the
Ministry of Commerce, Trade and Supply. However, the CoC were unable to respond and use the
assistance given. Further discussions with USAID and officials in MCTS led to the conclusion that
MCTS would take responsibility for the development of the CoCs while AMED would focus on
assistance to industry, sector and commodity groups that could bootstrap small sub-sectors into increased
activity. This change was made in 2007.

C Conclusions or Component Two

Despite some initial assistance in basic capacity building within the institutions, help in development of
goals and departmental focus, and basic skills training, the Team found that:

e The Ministry of Commerce, Trade & Supply (MSTS), Juba, lags in overall policy formulation
initiative,

e The Ministry of Industry, Trade and Commerce (MITC), Directorate of Planning & Statistics,
Wau, has failed to promote its formulated SME Policy,

e The Commission on War Disabled, Widows & Orphans fails to formulate policy & programs,

e The Ministry of Agriculture is not developing subsector policies.

In general, the needs of government institutions were found to be much larger than the capacity of AMED
to address, and often exceeding the program mandate. AMED provided liaison between the GOSS
organization and other USAID programs that were better able to address the needs expressed.

4. Recommendations for Component Two

AMED should concentrate much more, as it has already begun to do in its recent strategy shifts for the
expansion modification, on support to Components One and Three of its activities. However, residual
efforts could be made to assist GOSS institutions to:
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e Shift AMED support in the Ministry of Agriculture from training to subsector policy
development. Use of current long-term staff, supported by volunteers who are subject matter
specialists, would allow VEGA to address this activity. It’s MBA volunteers are better suited to
hands-on assistance at operational levels of enterprises,,

e  Prepare to support Directorate of Planning & Statistics, MITC in Wau with pending SME
assistance plan,

o Discuss with MCTS assistance needs for developing the national SME policy workshop,

e Encourage Commission on War Disabled, Widows and Orphans to formulate policies and to
quickly act before their clients decide the institution itself has been by-passed by events.

D. (omponent Three: Economic Development Support Services

1. Overview for Component Three

Initially, AMED attempted to identify up to 25 individuals from the Southern Sudanese Diaspora to return
to Sudan as volunteers serving 9 months to three years at a compensation level equivalent to that of
GOSS officials. VEGA established a funding pool of $500,000 and provided scopes of work to all VEGA
team members to recruit these volunteers. Failing to find a volunteer from the region, the VEGA team
planned open recruitment of these long-term positions to any volunteer with appropriate skills. Such
volunteers could be either US-based or from a third country.

In addition, long-term VEGA volunteers, for up to nine months, would work directly in GOSS institutions
to provide technical support to public institutions tasked with promoting economic development. Plans
were that long term volunteers would work on technical support, banking, financial institutions, a trade
promotion agency and institutions that support road, telecommunications, environment, standards,
government statistics, and a wide range of public functions.

1 Findings for Component Three

o Diaspora Returnees Created Successful Businesses: three IT businesses and one newspaper.
AMED recruited ten Diaspora volunteers, four long-term and six short-term.*® Three long-term
volunteers stayed, one left and the six short-term volunteers left after completing their
assignments and did not stay in the country.

e AMED MBA'’s provide guidance to Diaspora SMEs, individual farmers in associations, SUMI &
supplement CTC curriculum.

e Don Bosco, a trade school run by a religious order, has a long-standing and excellent reputation
in graduating masons, carpenters and welders. AMED staff has made some initial contacts with
Don Bosco Trade School in Wau regarding training programs for specific activities.

¢ Although finding Diaspora volunteers has taken a lower priority, due to USAID policy
refocusing, AMED continues to provide technical support, jobs and grants to Diaspora returnees
who have come back to Sudan on their own.

19 juke Mabior, Ishmael Limbo, Marol Deng and Godfrey Ladu were the long-term volunteers. Juke established IT
agency and business newspaper in Juba, Limbo is in process of establishing IT academy in Wau, Marol taught
classes in Ministry, but wanted to obtain a government job. He was not successful and returned to US. Godfrey
provided management support for PSI office in Rumbek (Population Services International), and then remained to
provide business management support.
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3. Conclusions for Component Three

o Diaspora returnees can create successful businesses (3 successes, no failure).

e AMED MBA'’s provide effective guidance to Diaspora SMEs and virtually all development
activities™

e Trainee graduates from Don Bosco Trade School in Wau could be promising SME startup
candidates

4, Recommendations for Component Three

e Continue to assist Diaspora returnees as well as local entrepreneurs to establish businesses in
southern Sudan. AMED has assisted creation of three successful businesses in Juba, has one in
process and had no failures.

e Promote AMED MBA continual coaching for all development activities.

o Explore supporting trainee graduates from Don Bosco trade school in Wau.

E Trade Support Funds and Institution Development Grants
1. Overview for Trade Support & Institutional Development Funds

AMED was to provide $500,000 in grants to associations, cooperatives or businesses to support the
development of market networks, test market programs or to adapt production to market demands.

Also, from the same fund, AMED was to provide small grants to associations, chambers of commerce and
cooperatives. Grants were targeted to support institution start-up, development of new products and
services, advocacy activities or to purchase communications and information technology equipment.
Grants were to be awarded in response to applications that met the criteria established by program staff.

1. Findings or Component Three

Small grants became a part of the overall support process. AMED program officers and MBA Volunteers
identified suitable candidates in key industry clusters such as IT, agriculture, construction and hospitality.
Then, after preparing assistance plans with AMED managers, they provided a program of training and
business development support. Grants were used to support institution start-up, development of new
products and services, advocacy activities or purchase of necessary equipment. The AMED support staff
ensured that the clients had good business plans and expressed them in sound proposal. Creation of such
business skills could be used later for obtaining microfinance if the business was successful and could
expand.

Grant activity included:
e Three grants to Agricultural Training Centers:
o Crop Training Center (Yei)\'? — received only part of available grant.

" The long-term MBA program, recently developed, provides a much more effective support system for clients than
only a program of short-term MBA volunteers. Clients include Diaspora SMEs, farmers and women’s groups,
SUMI, SUMI clients and government departments interested in supporting SMEs. Clients like the continuity of
support from the combination of short-term volunteer experts, long-term MBA volunteers with general business
skills, and long-term technical program officers.

12 A full $100,000 grant was provided to the PADAK Fisheries Center. Similar grants to the Crop Training Center
in Yei and the Anzara Institute in Yambio were not given because these Centers did not complete the requirement
for a sustainable financial plan, although CTC did receive some initial grant money of $2,052. A partial grant was
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o Padak Fisheries ( Jonglei) — received the entire intended grant.

o Anzara Agricultural Technology Institute (Yambio) Cancelled — failed to produce financial
sustainability plan, and the institution refused VEGA assistance with its required transition
plan.

e Smaller grants:

o Chambers of Commerce — turnover precluded interviews

o Start-Ups — two SMEs created in ICT, one in hospitality

o New Products — None Found

o Advocacy — None Found

o Equipment — IT and hospitality equipment provided, also tailoring equipment under a small
secondary grant to an existing client.

As directed by USAID implementation guidelines, AMED attempted to provide large grants to three
GOSS Agricultural Training Centers. A full $100,000 grant was provided to the PADAK Fisheries
Center. Similar grants to the Crop Training Center in Yei and the Anzara Institute in Yambio were not
given because the centers did not complete the requirement for a sustainable financial plan, although CTC
did receive $2,052 as an initial grant. AMED management reports that it continues to work with the
institutions to develop the required documentation. The Evaluation Team does not have a clear
understanding of the issues involved in the delays in these grants. However, AMED needs to treat support
to these Centers as a priority while insuring that grant funds are used effectively.

A partial grant for $25,000 was given to the national Chamber of Commerce, but was stopped when the
Chamber had become inactive and centered around one particular individual. This was done after
consultation with USAID and the GOSS Ministry of Commerce, Trade and Supply.

At this time, the focus changed to industry, sector and commaodity groups. Successful grants were given
to: the Women’s Self-help Development Organization (WSHDO) in Juba ($39,000), Venus Computer
Institute ($10,000) and IT Academy ($6,500). The total amount delivered to these six groups was
$169,552 and represented all grants from 2005 to 2007. By the first quarter 2008, the amount delivered
had reached $199,552 and another $30,000 (3 grants) was expected to be delivered within the next month.
The delivery rate in 2008 represents a substantial increase over previous years.

The Evaluation Team was unable to meet with the Chamber of Commerce representatives knowledgeable
about the grants, as noted above. CoC had experienced substantial staff turnover and current personnel
were not aware of the grants and refused to comment on them.

As noted below in relation to Modification # 6, grant funding has expanded to $1.2 million. To manage
the expansion, AMED has set up a more rigorous grant review schedule and better tracking of the status
of applications in review. At the beginning of 2008 approximately 25 new applications were under
review.

In the original ACA, AMED was to use funds to support development of an Agricultural Market
Information System. USAID cancelled this activity, however, based on an assessment indicating that
Sudanese agricultural environment did not yet need this type of program, nor could it be viably set up.

given to the national Chamber of Commerce ($25,000) but was stopped when the Chamber had become moribund
and self-centered around one particular individual. This was done after consultation with USAID and the GOSS
Ministry of Commerce, Trade and Supply when it was decided to focus on industry, sector and commaodity groups.
Successful grants were given to: the Women’s Self-help Development Organization in Juba ($39,000), Venus
Computer Institute ($10,000) and IT Academy ($6,500). Total amount delivered was $169,552.
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3. (ondlusjons

AMED?’s program to provide financial support for capacity development activity in the GOSS
Agricultural Training Centers did not produce obvious results to date (only one of three centers received
its full, intended grant. The Centers continue to lack skills needed to develop utilization plans that meet
the sustainability and business requirements of the application process. This deficiency suggests an
inability to use the grant money until further organizational development occurs. The Program continues
to discuss needs with the applicants in developing such acumen, but no action plans exist. Perhaps third-
party consultants could hasten the process.

Two Diaspora returnees have started SMEs in ICT. One of the two has also founded a weekly newspaper,
“The South Sudan Business Week”. Two women’s groups that received capacity building training have
received grants for hospitality services. The group in Juba, WSHDO, has successful cafeterias in two
locations, and used the grant to win a bid to establish a third cafeteria in the UNMIS compound.13 The
other women’s group in Wau, the Women’s Business Association, will receive one of the 2008 approved
grants to establish a similar cafeteria in the Ministry of Education compound.

Farmer’s groups have also been targeted to receive assistance. Natabo Farmers Association has an action
plan and is likely to receive a grant during the first half of 2008. Other associations lack focus, are more
concerned with community development than farming, or lack the experience to formulate strategies
related to commercial agriculture. Nonetheless, the successful example of Natabo Farmers’ Association
in using AMED training to bootstrap itself into a marketing enterprise is a model that perhaps deserves
replication.

4. Recommendations

e Large grants to institutions like the Crop Training Center are less effective than small grants to
Women’s Groups such as WSHDO, Farmers Associations such as Natabo, and individuals starting
SMEs.

. (ross-Cutting Themes

1. Overview for (ross-Cutting Themes

AMED cross-cutting initiatives include:

o HIV/AIDS awareness training, which involves developing a set curriculum and visual aids, is
promulgated using volunteers and consultants. AMED also networks with other programs
involved with AIDS prevention in Southern Sudan to produce culturally appropriate and effective
materials.

e Foryouth, IDPs and former combatants, associations, cooperatives and chambers of commerce
were to be encouraged to develop youth, IDP and war veteran programming and support the
expansion of income and employment, particularly for youths.

e For women, the strategy is to ensure that industry clusters and enterprises that employ women are
included in the Program’s activities. At the outset, likely targets were the fruit and vegetable

13 AMED estimates that WSHDO realized a profit of $42,216 from its three cafeterias in 2007.
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production and marketing chain as well as primary food processing businesses. VEGA was to
recognize the importance of literacy and English as a second language and in business training.**

1 Findings for Cross-Cutting Themes

o WSHDOQO’s Cafeteria Program Creates Jobs & Cash Flow to:
Mentor women’s business assn. cafeteria effort

Provide HIV/Aids Awareness curriculum/visuals
Youth/IDP livelihood promotion*

Promote women’s businesses and agricultural associations
Basic business skills training

English/literacy

Receives AMED organizational & business skills training

© O O o0 o0 O O

The Women’s Self-Help Development Organization (WSHDO) (Juba) received grants totaling $39,000.
The Women’s Business Association (WBA) (Wau) is scheduled to receive a $10,000 grant.

AMED staff report that much of their training is conducted with IDPs and has a heavy emphasis on
women’s groups. Staff report that HIV/AIDS awareness training has been conducted with several
specific %ssignments targeted towards HIVV/AIDS positive groups, particularly women’s groups such as
PLASS.

3. Conclusions for Cross-Cutting Themes

o WSHDO?’s Cafeteria Program creates jobs and cash flow to:
o Promote replication of women’s business associations
o Demonstrate viability of women’s cafeterias

o Test viability of conference hosting &tailoring

o Promote HIV/Aids Awareness curriculum/visuals

o Promote Youth/IDP livelihood activities

Natabo Farmers Association provides:

o Direct assistance to farmers who own the Association

o Employment creation

o Vegetable market creation

14 Sixty percent of Southern Sudan’s population is women. While there are strong gender roles in most industries of
Southern Sudan, the AMED team was to ensure that industry clusters and enterprises that employ women are
included in the Program’s activities. Likely targets were the fruit and vegetable production and marketing chain as
well as primary food processing businesses. AMED would work with existing programs for women, e.g., the
women’s development center and the law project, both in Yei. VEGA was to recognize the importance of literacy
and English as a second language and in business training.

1> Since 58 percent of the Southern Sudanese population is below the age of 18, there is a crucial need for programs
to reach Sudan’s youth and to provide economic opportunity and livelihood to young people. This training and
workforce development was to be particularly targeted to former combatants. However, former Combatants were
not targeted as most of the population of Southern Sudan claim to be ex-Combatants. Associations, cooperatives and
chambers of commerce were to be encouraged to develop youth programming and support the expansion of income
and employment for youths.

16 AMED records, however, do not permit convenient tabular summation of such training.
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4. Recommendations for Cross-Cutting Themes

e Use WSHDO to mentor the Women’s Business Association of Wau in its efforts to build and
establish a cafeteria in the Ministry of Education compound.

e Use WSHDO to assist WBA to expand its HIVV/Aids Awareness Activities.

e Mentor WBA To manage AMED Hostel In Wau

e Assist WSHDO, WBA and other Women’s Associations to begin forestry and hostel projects

G Modification 3 for Fragile State Strategy

1. Overview — Modification 3 for Fragile State Strategy

On August 14, 2006, USAID and VEGA signed Maodification No. 3 to revise the Program Description to
be both flexible in approach and consistent with USAID/Sudan’s new Fragile State Strategy for FY 2006-
2008. Consequently, the Program became focused on support for stability, implementation of the CPA,
and assisting internally-displaced persons (IDPs), former combatants, youth, women, and war-affected
populations to realize a “peace dividend” from the CPA.

In specific terms, and as noted above, VEGA was instructed, inter alia, to fund the agricultural training
centers in the South. This amendment reflected one of the three principal Mission strategy changes over
the life of the Program.

Also, and as noted above, VEGA was instructed by USAID to not go forward with the agricultural market
information system and the establishment of networks to provide price and market information (as was
called for in the Modification). GOSS considers the information too sensitive for management outside of
a government institution."’

1. Findings — Modification #3 for Fragile State Strategy

o Help stabilize CPA implementation by:
o Assisting Internally Displaced (IDPs), former combatants, youth, women and war affected
through:
Supporting to Agricultural Training Centers in the South*®
Cancel agricultural market information efforts
Assess agricultural market potential™
Shift assistance from Chambers of Commerce to sector, industry and commodity groups
Assist farm associations

© 0 O O O

Natabo Farm Association is comprised exclusively of farmers and is heavily oriented to marketing
vegetables in nearby markets and hotels. AMED provides it with leadership training, registration
assistance and training in “Farming as a Business” for all members. AMED has helped other farming
groups become associations, but they combine community development and farmer activities, and, as a
consequence of their limited farming orientation, are not popular with farmers. These include Giri
Farmers Development Association (GFDA), Yei and MUGWQO Community Development Forum
Headquarters in Yei.

o Though these latter two issues were discussed previously, the Evaluation Team’s SOW requires that they also be
discussed in this format. Hence, they are briefly mentioned here.

18 Grants were provided to the Crop Training Center in Yei and Padak Fisheries in Jonglei State.
19 Winrock 2007 Agro-ecological Survey of crop production possibilities in Southern Sudan noted above.
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The Evaluation Team also met representatives of the Lasu Progressive Farmers Association briefly while
meeting staff at the Crop Training Center. AMED has provided this association with short course training
in farm management and zero grazing livestock management. Members of this association do some
marketing, but produce mainly for subsistence. Their major crops are maize, sorghum, coffee,
groundnuts, sesame and cassava.

3. (onclusions — Modification #3 for Fragile State Strategy

e Successes to help stabilize CPA implementation include:
o Women’s and Farm Associations
— Main Successes: WSHDO & Natabo Farm Association
e Unclear success helping Internally Displaced (IDPs), Former Combatants, Youth, Women & War
Affected through:
o Support to Agricultural Training Centers in the South
o Proposed CTC Grant for a Questionably Large Tractor; the advantages and disadvantages of
large and small tractors need, to be summarized in the context of small-scale farmers trying to
work small fields in diverse locations. Then, the findings need to be discussed with high-level
officials in the Ministry of Agriculture
e Trade fairs would permit small/large tractor comparisons
e Assess agricultural market potential
o Winrock Assessment (2007) provided non-prioritized listing of crops suitable to certain
ecological zones.
e Cancelling assistance to Chambers of Commerce and providing similar assistance to Sector,
Industry and Commodity Groups has proven productive.
e Assistance to farm associations succeed, but assistance to associations that do both farm and
community development work alienate farmers®

4 Recommendations — Modification 73 for Fragile State Strategy

e Assist women’s and farm associations that assist exclusively farmer activities
o Main successes: WSHDO & Natabo Farm Association
o Train women and farmers through direct mentoring

e Consider a trade fair
o Conveys alternative methods & equipment

H Modification #6 for Fragile State Strategy
1. Overview - Modification #6 for Fragile State Strategy

Based on VEGA'’s “Activity Expansion Proposal: Facilitating Movement from Humanitarian Assistance
to Development Assistance, Technical Proposal,” submitted on September 20, 2007, USAID executed
Modification No. 6 on September 27, 2007 to the original Associate Cooperative Agreement (CA). The
Modification approved: 1) incorporation of VEGA’s September 20 proposal into the Agreement; 2)
extension of the AMED Program until September 30, 2010; and 3) increase the total anticipated funding,
subject to the availability of funds, under the Agreement from $11 million to $21 million.

2 Giri Farm Development Association, Yei and Mugwo Community Development Forum, Yei are two associations
involving limited and reluctant farmer participation.
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The AMED Project focuses on micro-enterprise development in selected urban areas and on agricultural
marketing. The geographic targets are the urban centers of Juba, Yei, and Wau as well as the immediately
surrounding rural communities. Transport weaknesses limit the size of agricultural marketing areas to
perhaps a 20 mile radius.

1. Findings - Modification 26 for Fragile State Strategy

e Technical Assistance
o Shift from external consultants to in-house trainers to improve training continuity
o Research construction worker training as means to improve roads
e Financial Assistance
o Grants
—  Approved Six Grants®
e Ad hoc Technical Assistance to SUMI
o Financial System Review
o Loan Officer Training

In addition to provision of assistance with SUMI financial systems, AMED MBAs teach standard
business support packages to loan officers as means to improve SUMI’s ability to improve client business
practices. The AMED proposal to provide greater in-depth assistance in management structuring and
expansion is awaiting USAID approval, and is discussed below in Section H.%

3. Conclusions - Modification #6 for Fragile State Strategy

e Technical Assistance
o Shift from external consultants to in-house trainers improved training continuity
o Continued research on construction worker training needs could result in better roads and
more jobs
e Financial Assistance
o Grants — more are needed for practicing farmers in farm associations
o Ad hoc technical assistance to SUMI — SUMI needs a grant and farm loan strategy

4, Recommendations - Modification #6 for Fragile State Strategy

e Technical Assistance
o Research irrigation possibilities
e Financial Assistance
o Grants — Shift to loans for practicing farmers in associations that focus exclusively on farm-
related services and do not perform community development activities.
o For SUMI
— Continue to provide ad hoc technical assistance to SUMI

— Provide grant for SUMI capital expansion subject to solution of SUMI personnel
problems discussed below in H.15.

%! Grants to three Diaspora Returnees: Venus Computer, Juke IT Academy, and Limbo’s Academy for IT; as well as
to the Crop Training Center, Natabo Farmers Association & Women’s Business Association of Wau.

22 Section H discusses why SUM with its current management problems is not presently sustainable as an expanding
institution.
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— Develop and implement a farm loan strategy

I Program Efficiency (Activities, (osts and Management)

1.  The Evaluation Team SOW states that, in terms of assessing overall Program efficiency, the
Evaluation Team should look at cost/benefit in terms of economic, social and political benefits.

The program provided economic, social and political benefits through its agricultural, SME and
SUMI assistance and through stimulation of “Juba Dealmakers”. Groundwork seems adequate for
development of an agricultural strategy. Such a strategy could assist women’s groups and involve
SUMI if irrigated agriculture could be adopted to reduce crop risk. However, AMED staff was not
able to provide detailed information on resource use by activity type.

Benefits to date appear to be economic and social, and at the grass roots level. Larger projects, such
as irrigation schemes, could lay groundwork for institutional involvement in agricultural inputs and
marketing. Such projects might generate sufficient economic activity to make community
development organizations viable counterparties to local governments. The interaction would create
local political development.

2. What is the relevance of the Technical Assistance (TA) to the local recipient Sudanese when
considering the cultural and educational differences between them and the volunteers?

Sudanese in the private sector and in the GOSS training centers speak English reasonably well. The
Evaluation Team used an interpreter on only a few occasions in Wau where only Arabic was
spoken. The MBAs, who invariably speak only English, were providing training services
pervasively in the GOSS, at the crop training centers, at farmer and women’s associations and in
farmer and community associations. All discussions that the Evaluation Team had at these locations
were in English and no apparent language handicaps were noted. Where necessary, local staff has
provided translation services for the MBAs and for the Evaluation Team and this practice appears to
have worked well. AMED always provides interpreters/translators when required.

3. Language is a major concern with few Southerners being fluent in English. How does this affect the
teaching and learning experience, especially for the more rural people? Recommendations?

Ideally, the AMED Program will team English and local language specialists on projects and the
two members of the team will have different skills. For example, AMED uses both a Sudanese
agronomist and an MBA to deliver advisory services and training to Natabo Farmers Association.
This association is performing exceptionally well.

The Mugwo Community Development Forum has no obvious successes, but its inertia appears
related to its mixture of farm and community goals. Rather than cope with the Forum’s hierarchy
and slow decision-making, AMED MBAs seek out and train a number of its young farmers in
“Agriculture as a Business”.

Implementation of an agricultural strategy almost certainly could benefit from use of more
volunteers with specific skills in agriculture. In some cases, they could profitably double-team with
AMED MBAs. AMED Quarterly Reports indicate AMED has fielded a number of short-term
agricultural volunteers as means to deliver technical agricultural advice. Efforts to incorporate the
advice that these short-term volunteers deliver into skill-sets of long-term members of double teams
would be useful.
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However, the Team noted that some of the Women in the Women’s Business Association of Wau
appeared to have weak skills in English.

The Evaluation Team recommends teaming a local agronomist with an MBA for assistance to all
farmer Associations. For women’s associations, MBAs should be teamed with women who speak
the local language. Moreover, short-term training specialists who help these women’s groups should
have translation support. The AMED program should arrange to have an adequate supply of
interpreters to meet ad hoc translation requirements.

4.  Who determines the type of TA to be provided? Is it keyed to perceived needs or factually
determined as felt needs?

The Evaluation Team believes TA needs are mutually defined by the AMED Program officers and
potential clients. The Program is replicating training in farmer associations and women’s groups and
consequently has a reasonably clear idea of TA needs. For completely new projects, such as plastics
recycling, AMED staff and potential beneficiaries need to collaborate on a training needs
assessment and agreement on requirements. Once assistance begins to be targeted through specific
strategies, the needs of target groups should be used to identify skill requirements and to recruit
volunteers with these skills.

5. What is the range of length of time for training? Has it been adequate, considering available
resources? If too short, has it still been worth it? Is there follow-up and on-the-job training? A
basic assessment of the costs/benefits for the range of training assistance is desirable.

AMED is revising its records to reflect duration of training and follow-up services. Past follow-up
practices are particularly difficult to determine. The Evaluation Team’s interviews with clients
suggest that AMED staff should make callbacks to long-term clients every two weeks, and visits to
new clients more frequently. AMED should add to its records the actual time each week that its
trainers are face-to-face with their clients.

The Evaluation Team did not notice that AMED uses on-the-job training, but OJT is an ideal form
of training. In this regard, the Team notes in the Recommendations section of this report that
continuous OJT between farmers and consultants is virtually essential for subsistence farmers to
become commercial farmers.

The duration of OJT needed to transform subsistence farmers to commercial farmers is likely to be
several seasons. However, the duration of individual training sessions can decline as the farmers’
progress and become familiar with their trainees. The goal is to give each trainee long-term access
to trainers, but for shorter time periods in each session as trainees advance in proficiency. For
trainees having had perhaps six months of training, trainers could “walk their book” of clients every
week or two, but spend as little as 15 minutes with each client. The trainer should identify and solve
problems as quickly as possible and move on to the next client.

The Evaluation Team offers the program recommendation in the Recommendations section of this
report that a third party should develop AMED indicators of performance. The suggestion is also
made that a third party monitor follow-up practices every six months from a remote location.

6.  What degree of follow-up is there with the individuals, groups and institutions that have received
the training? Recommendations?

As noted above, the AMED program has incomplete records of training follow-up. Early SOW and
volunteer debriefing procedures were lax about establishing good baseline data for impact
monitoring. Under the present program structure, there is considerable follow-up by the NPOs and
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long-term volunteers, who continue to provide technical assistance to the individuals, groups and
institutions. There is also sectoral monitoring by senior sectoral specialist staff. As noted above,
time involved in face-to-face contact with clients should be recorded.

As of 2008, AMED has established a specialized M&E Officer. One of the new Officer’s first
duties was to improve the impact monitoring structure that provides detailed follow-up information
for the AMED management team.

Both of these issues are discussed further in Annex 1.

7. How does VEGA and its trainers handle the sometimes substantial and relevant experiences of the
less academically trained Sudanese with the sometimes practically inexperienced MBA volunteers?

AMED has seven senior advisors or managers who are citizens of Sudan or other East African
countries. They lead departmental activities, manage all the MBAs and provide technical assistance
to projects. The Evaluation Team believes such leadership is effective depending on how they are
deployed on a routine basis. Aboud Suleiman, an agronomist, is stationed in Wau and works
effectively with clients in that locality, including Natabo Farmers Association. AMED should have
such technical supervisors permanently based in each city in which it operates.

8.  What degree of coordination between VEGA and the recipient institutions has there been with the
GOSS, e.g., through circulation of work plans and volunteers' CVs before bringing them to Sudan?
If not, what sort of coordination has occurred?

There is a high degree of co-ordination in the initial stages of developing the program to be carried
out as the entire process, from conception to final proposal, is a joint effort on the part of the VEGA
team and the GOSS counterparts.

For specialist volunteers, detailed discussions on the qualifications of the volunteers, such as for the
legislative regulation specialist, are held with the recipient institutions as the candidates are
identified. However, the more general MBA long-term volunteers who provide on-going support to
the same institutions do not pass the same level of scrutiny in the GOSS institutions. This is a
reasonable policy since the MBAs are selected to work with a wide range training topics that require
basic MBA skills. Co-ordination of activities continues to be carried out at a satisfactory level. For
example, for 2008, VEGA submitted its annual report, including work plan, to the Ministry of
Agriculture and Forestry. It also discussed its plan with the Ministry of Commerce, Trade and

Supply.

9.  What is the nature and degree of the joint planning that occurs between the benefiting institution
and VEGA on all aspects of VEGA’s assistance? Recommendations?

The in-field NPOs and MBA Volunteers identify potential recipients of VEGA assistance such as
training, advisory, and grant related services. Then, they work closely with the individual/group to
develop a clear idea of what is required to provide capacity development that will leverage each
individual/group into a successful business enterprise.

This report recommends that VEGA target women’s groups and agricultural sector focused farmers’
groups in order to obtain maximum impact of the assistance offered. Also, the future stream of
activity in the construction industry, targeting labor intensive road construction firms, looks
promising. It provides good synergy with farmer associations which struggle with high transport
costs. However, the construction initiative is still in the development process and thus not evaluated
here.
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10.

11.

12.

13.

14.

Does VEGA have Sudanese among the senior staff members? And, if so, what functions do they
perform? Recommendations?

Seven out of twelve senior VEGA staff is Sudanese. The Sudanese serve as Agricultural Marketing
Officers and Micro Enterprise Officer. As noted above, Aboud Suleiman, an agricultural markets
senior program officer is stationed in Wau. He identifies projects, performs his technical assistance
duties and supervises Khary Dickerson, an AMED MBA.

Other senior managers with similar methods of operation are:, Levi Yona, Laura Elisama, James
Wani, Umar Hassan, Peter de Lominit Karl and Sanyangi Wangi. James Wani also serves as the
AMED M&E Officer.

The Team recommends that a senior Sudanese counterpart staff member be hired at the level of the
program DCOP to provide liaison with the different GOSS institutions, inform GOSS of program
developments and assist in identifying vital SME and subsector candidates for support. This staff
member would also, of course, need a relevant technical background in order to understand
subsector issues relevant to the program.

Why has it been difficult for VEGA to retain their local staff, and what measures have been or could
be taken to correct this problem? Is VEGA’s salary policy for local employees consistent with the
reality on the ground, i.e., is this the reason for the high local staff turnover?

VEGA indicates that they have had no difficulties in retaining local staff. One senior staff member
left to take a post as Minister in GOSS. In the past 12 months only two local staff has left. Both
took positions with significantly increased responsibilities.

Salary has not been an issue with staff. They receive salary levels that are comparable to other
NGOs, UN, and bilateral agencies. Hence, their salaries are significantly higher than those of
GOSS.

Turnover has probably been higher among expatriate staff, but salary does not seem to be the
problem. The poor living environment in southern Sudan is considered to be the major contributor
to this high level of turnover.

Related to the above, does VEGA'’s policy conform to Sudanese labor laws? If not, should it be and
how does VEGA determine the salaries?

Scott Allen, COP, reports that Raymond Rumsey, Jr. deputy COP has obtained one of the few
copies of Sudan’s labor law and has insured that AMED policies conform to it.

Avre there any housing issues affecting program performance? If so, any recommendations?

Program performance has been affected by the fact that the VEGA management team was
transferred twice to new physical and work locations. Otherwise, housing has not been an issue,
beyond the normal program administration problems of finding secure, reasonably priced office and
housing for staff in Southern Sudan. AMED actively resolves housing as promptly as possible.
Prior housing in the VEGA Guesthouse in Juba is rather uncomfortable, but the new prefab housing
being put in place will be better. AMED housing in Yei and Wau is satisfactory.

What cost-reducing measures has VEGA utilized to keep the high costs of doing business in Juba
and elsewhere in Southern Sudan as low as possible? Is there more that can be done?
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After reviewing on-going activities, VEGA restructured its implementation program to utilize more
in-house staff and expertise to conduct much of the training that was previously done by expensive
short-term volunteers.

The prefab housing units for long-term expatriate staff will significantly reduce costs, as it moves
personnel from high-cost hotels to a controlled cost project asset.

Continued management review of logistical and administrative procedures is needed to identify cost
reduction alternatives.

15.  What capacity does VEGA have in assuming microfinance support, previously provided by
Chemonics, to the Sudan Microfinance Institute (SUMI)? How effectively has VEGA strengthened
SUMI?

The VEGA Chief of Party submitted a proposal to USAID/Sudan for VEGA to support SUMI. The
Evaluation Team is to review the VEGA proposal entitled, “Scope of Work, Support of
Microfinance Development in South Sudan, February 26, 2008” and make recommendations on its
focus and appropriateness for possible USAID funding.

The VEGA proposal explains that SUMI was established in 2003 and currently has five branches in
Yei, Yambio, Maridi, Rumbek and Juba. The Headquarters is in Yei. The institution has provided
over 13,000 loans since inception. Until November 2007, SUMI received technical support through
USAID’s Agricultural Enterprise Finance Program (AEFP) which was implemented by Chemonics
International. Following the end of the management contract with Chemonics International in
November 2007, SUMI has been “left on its own” at a critically young stage for the relatively
nascent institution.

Due to the rapid expansion experienced in the last five years, many of SUMI’s branches are still
struggling to attain self-sustainability. SUMI needs additional infusions of loan capital in order to
broaden outreach to more clients as well as graduating current clientele with good repayment
records to more advanced loan products. The provision of such funds should be in tranches,
conditional on improvements in management controls, accounting procedures and consistent
performance of SUMI MIS operations.

The VEGA proposal also notes that:

e SUMI has experienced a high rate of staff turnover, including many of its most qualified
personnel soon after they are fully trained, due to the numerous new higher paying donors and
international NGO jobs opportunities opening in South Sudan. Since it is SUMI policy to only
hire personnel of Sudanese origin, it is difficult to identify well qualified personnel for all
positions. The position of chief accountant has reportedly been vacant for over five months as
of early January 2008.

o Like other MFIs in South Sudan, SUMI is not operating in all areas based on Microfinance Best
Practices. Well documented weaknesses include the accounting sys