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	Session: Managing an IGA


	Sector(s):
	
	Community Economic Development

	Competency:
	
	Promote business development

	Training Package:
	
	Income Generation Activities

	Terminal Learning Objective:
	
	Given an income generation activity, participants will analyze its potential using all six steps of the feasibility study.

	
	
	

	Session Rationale: 
	
	Operating an IGA requires more than making and selling a product or service. It involves managing people, money and resources. This session focuses on the administration aspect of IGAs.

	Target Audience: 
	
	This session is designed for CED trainees in PST or IST. For Volunteers in other sectors, this session could be presented at reconnect or a two-day IST later in service tied to a PDM Workshop.
	

	Trainer Expertise:
	
	The ideal trainer will have a background in Small Enterprise Development, but a trainer with experience in the local marketplace is essential.

	Time: 
	
	90 minutes

	Prerequisites: 
	
	· CED trainees: Global CED Sector—Economic and Organizational Environment in the Host Country, and Cultural Values

· Other sectors: Cultural Values, and a full PST with Global Core Community/Sector Assessment. 

· This session should follow the Selecting an IGA and Markets sessions

	Version:
	
	  Jul-2013

	Contributing Posts:
	
	PC/Namibia-Lead Developer




	Session: Managing

	Date: 
	Time: 
	Trainer(s): 

	Trainer preparation:

1. IGAs are common projects for many Volunteers. Therefore it is important that Volunteers from other sectors are sufficiently established in their primary assignment before participating in an IGA IST.
2. Post Adaptation:  If there are specific legal requirements for setting up an income generation activity, then research the legal requirements for registering and operating an IGA in the host country. If there are specific steps one should follow, then consider preparing Handout 2: Legal Requirements.

3. If this session is done with host country nationals, then translate the Handouts into the local language.

Materials:

1. Equipment

1. Flip charts

2. Markers

3. Post-it notes

2. Handouts

Handout 1: Business Management Worksheet
Handout 2: Legal Requirements
Handout 3: Questions to Consider When Planning Your IGA
Handout 4: Risk Management
Handout 5: Business Operation
· Trainer Materials

Trainer Material 1: Flip charts


	Session Learning Objective(s): 

1. Working in small groups, participants will formulate 2-3 questions for planning the operations and management of an IGA and then share and compare questions with their colleagues and the Questions to Consider Handout.

2. Using a scenario, participants in small groups will develop a plan to mitigate a particular risk to the IGA.

3. Participants in small groups will plan how their own IGA will operate by filling out the Business Operation section of their Feasibility Study.

	Training Package Knowledge, Skills, and Attitudes (KSAs)
· Describe management (K)
· Describe risk mitigation (K)
· Identify factors to consider when planning the management of an IGA  (K)
· Identify risk factors affecting IGAs (K)
· Plan for risk mitigation (S)
· Write a management plan for a particular IGA (S)


	Phase / Time /

Materials
	Instructional Sequence

	Motivation

20 minutes

Handout 1:  Business Management Worksheet
Trainer Material 1: Flip chart 1—My Advice
	How Well Did I Manage My IGA?

Participants will reflect on how the organization of the operation of their IGA in terms of production, finance, and administration. 

1. Ask participants to think about the IGA or business they have run before, or if they haven’t had a personal IGA, then something they have done with other people, such as organizing a wedding, or school event, or fundraiser. How was the work of that IGA or event divided up? Who decided who did what? Allow a few moments for personal reflection. Ask for a couple of examples. 

Note:

Possible Responses:

Divided by people who made the product, other people handled collecting the money and recording it, other people cleaned the worksite, and made the work schedule

2. Refer to the examples given or if it doesn’t come up, explain that operating an IGA or any business regardless of how big or small, involves three functions:

Production: Ordering raw materials, creating a production schedule, making the product, storing, and shipping.  
Finance: Keeping accounts, and deciding how profits will be shared.
Administration: Ordering supplies, filing any required papers, making contracts, and hiring workers.  
3. This session will focus on managing an IGA.  Ask, “What is management?”  
Note:

Possible Responses:

Organizing, planning, controlling and directing an organization’s resources.

4. Ask, “What are some of the things or areas that a business person needs to manage?”
Note:

Possible Responses:

Time, people, problems, money, risks

5. Distribute Handout 1:  Business Management Worksheet.  Explain that this Handout includes some of the basic management areas for a business.  Ask participants to assess their skills for each area, and fill out the worksheet individually.  Allow 2-5 minutes.
6. After they finish, ask participants the following questions: 

a. What are the areas that they would personally like to work on to improve their management skills?

b. While they were filling out the assessment, did they think of any other areas that were important to manage?
c. Has anyone had an IGA that encountered a crisis that they hadn’t anticipated?  Ask for an example.  How important is it to anticipate risks in advance?

7. Finally, ask, “Based on what you learned from your experience of managing an IGA, what advice would you give someone in the host country who wants to operate a successful IGA?” Allow a few moments for personal reflection. 

8. Ask each participant with advice to share to write it on a post-it note in big letters using four words or less.

9. As participants are writing, post Trainer Material 1: Flip chart 1.

10. Ask a few participants to share their four-word advice and post it on Trainer Material 1: Flip chart 1. 

11. Say that we will come back to their advice later in this session.
12. Explain people go to school for years to learn about business management.  In this session we will just focus on a couple aspects of management – planning and risk mitigation or contingency planning.
Note:
If you will have a session on recordkeeping, mention that money management will be addressed in that session.
Post Adaptation:
If participants are interested in other topics of management, consider providing additional reading materials on topics of interest.

	Information

20 minutes

Trainer Material 1: Flip chart 2: Determine How the Business will Operate
Handout 2: Legal Requirements for Starting a Business
Handout 3: Questions to Consider When Planning Your IGA
	Planning for IGA Operation
Participants will create a series of questions that they should ask IGA vendors about planning their IGA. They will also learn about any legal considerations that people need to know about operating an IGA in the host country.

1. Tell participants that we have arrived at the third step of a feasibility study, which is: Determine How the Business Will Operate. 

2. Post Trainer Material 1: Flip chart 2.

3. Explain that as discussed previously we need to make decisions about how the IGA will manage production, finance and administration. 

Production: Ordering raw materials, creating a production schedule, making the product, storing, and shipping.  

Finance: Keeping accounts, and deciding how profits will be shared.

Administration: Ordering supplies, filing any required papers, making contracts, and hiring workers.  

4. Ask participants if they recall what decisions Aminta and her friends in the story made around the topics of production, finance and administration?

Note:

Possible Responses: 

Production

They identified a trainer, calculated the supplies needed in a batch 

Finance

They calculated their potential profit and the cost per batch and their potential profit per batch

Administration 
They didn’t plan for who was going to order supplies or sell the products

Post Adaptation:

If your host country has legal requirements for operating an income generation activity, then include steps 5 and 6.  If not, skip to Step 7.

5. Ask if participants know what the legal requirements are for operating an IGA in the host country. Explain the basics regarding legal requirements. 

6. Distribute Handout 2: Legal Requirements for Starting a Business and explain the legal requirements.

Post Adaptation:

If there are specific legal requirements for operating an IGA in the host country, insert them here. For example, tell participants that to legally operate an IGA in the host country, the would-be IGA vendor must contact the [insert government office information here] to obtain [insert any specific permits here]. Also mention any taxes required and where an IGA vendor would pay them and how frequently.

7. Ask participants what they have noticed about how people plan their IGAs in the host country. Are there any differences between how urban or rural people plan, between men and women, formal or informal IGAs or other differences between groups? 
Note:

Possible Responses:

· C’est la vie - Casual attitude

· Si Dios Quiere, Inshallalah (fatalistic)

· Start planning things only at the last minute

Post Adaptation: 

Adjust if this is not true in the host country or if this is an IST and inappropriate to ask with host country nationals. 

8. Planning can help IGA vendors to have a market advantage, but this may require behavior change. In a market of equals, this advance planning and management can be what separates their IGAs from the others. 

9. Give a scenario.  “An IGA vendor in your community makes fat cakes. She buys the supplies she needs to make a batch of fat cakes in the morning each day. What would happen if heavy rains washed out a road and the fat cake lady’s supplier didn’t have flour and oil due to the disruption in the supply chain?” 
Post Adaptation:

Adapt the scenario to a local product that would spoil after a short period.

Note:

Answer: The business would shut down. 
10. Then ask, “Now what would happen if she had the foresight to keep a few days’ worth of supplies stored?” 
Note:

Possible Response: She may be the only prepared fat cake lady and could make a premium those days. (Though, if she’s anything like the fat cake ladies I know, chances are she’d practice fat cake socialism and share her supplies among other fat cake ladies.) 

11. Explain that planning may not be a common mindset for many IGA vendors.  However participants can really help by asking IGA vendors these types of questions and helping them to plan and anticipate problems before they arise and be prepared to act instead of react.  This planning can have a profound impact on the success of their IGAs.

12. On flip chart or a slide, display some topic headings. Ask participants to sit in groups of three and assign each group 1-2 topic headings. Ask them to think of 2-3 questions that they would ask to help a friend plan her IGA.

Note:

Possible Responses:

Seasonality

· What time of year is optimum for selling your product or service?

· When will you start your IGA? 

· When will you have to begin your production cycle to be ready at the right time?

· Will you need to store product to wait for the right time to sell? Where will you store it?

Production

· Who will do what to make the product or service?  

· What will be the production schedule?

Storage

· Where will you store your product?

· How will you keep rodents and insects out?

Legal

· What permits will you need to operate your IGA?

· Where do you need to go to fill out the forms?

· Have you made all the necessary arrangements with any authorities?

· Who will file any required papers?

· Who will make contracts?

Location and Utilities

· Will you rent, lease, or build a location to sell your goods or services?

· Do you need to renovate the space? Who will do that for you? 

· Do you need access to water or electricity? Where will you get your utilities?

· Is your IGA location secure from theft?

Investment Capital

· How much money do you need to start your IGA?

· Do you have those funds from savings? If not, will you save or borrow them?

· How much money do you need to start your IGA?  How do you know?

Bookkeeping and Accounts

· Who will keep the accounts? 

· What accounts will you keep?

Supplies

· From whom will you buy supplies?

· Have you arranged transport for supplies?

· Who will take care of ordering supplies

Cultural/Social

· How will this activity be managed along with family responsibilities? 

· Will other members of the family participate in the IGA, or will you need family members to support you in other ways like helping with household tasks or providing transport?

· Are there any cultural barriers to taking this IGA on? How will you address them?

Staffing

· Do you need to hire employees?

· What jobs will they do?

· What qualities, skills, and experience do they need to have?

13. Distribute Handout 3: Questions to Consider When Planning Your IGA.

14. Ask each group to review the Handout, especially their section. Are there any questions that they came up with that are not on the handout?  Ask small groups to state what is not on the list that they think should be added, and encourage participants to jot down notes on their handouts. 

Note:

This activity assesses Learning Objective 1.

15. Explain that this list is not exhaustive; it is a starting point to think about planning an IGA. If participants would like more robust materials with more questions, please contact the APCD/Program Manager who can share more extensive business planning questionnaires. This list is designed to be IGA simple. In addition, as mentioned before there is a wealth of region-specific materials at www.smetoolkit.org. 

	Practice

30 minutes

Handout 4: Contingency Planning

	Contingency Planning 
Participants will consider strategies they could recommend to IGA vendors to mitigate emergencies.

1. Explain that once the IGA is started, and money is being carefully kept in the IGA for its ongoing operations, there are still steps that need to be taken to ensure that sudden surprises do not cause the IGA to fail. There are many risks that an IGA vendor might confront. Ask participants to name some.

Note:

Possible Responses: 
Flood, fire, theft, death, illness, rapid success
2. Break the participants into six small groups or continue to work in their small groups.

3. Give a scenario:  Each of your teams runs a small kiosk in a regional capital. It’s open all day long and is attached to the house. 

4. Assign each of the groups a risk/emergency: 

· Theft

· Fire/Flooding (Disaster) 

· Competition

· Loss of a Supplier/Customer/worker
· Increase in Prices

· Someone in the household falls ill

· Unexpected success

5. Each group has five minutes to develop a plan to deal with this risk.  
6. Distribute Handout 4 to participants.

7. Ask each group to report out. Encourage participants to fill out the suggestions on Handout 4.

Note:

This activity assesses Learning Objective 2.

Possible Responses

Risk

Strategy to Prepare for Risk

Theft by outsider or employee
· Maintain your IGA in a secure location

· Ensure security while transporting your goods

· Ensure security in any location where you are selling goods

Fire and flooding

· Regularly review your IGA location for vulnerability to fire and flooding

· If you are sharing locations with others, regularly review whether they are taking steps to prevent fire from occurring

The sudden appearance of new competition for your same customers

· Regularly review whether you are and anyone who works with you are regularly improving Knowledge and Skills

· Treat your customers well, and always try to give them what they need; they will prefer you to others if you do this

Loss of a supplier

Loss of a worker

Loss of a major customer

· Try not to depend too much on any one person – have a range of opportunities

· Make sure that more than one person is trained to do essential functions in the business

The price of your main input increases 30%

· Increase prices to consumers (in collaboration with other vendors.

· Incur the loss hoping that other competitors leave the market. 

· Make smaller portions. 

Someone in the household gets sick or dies

· Take less risk in your IGA if you are not sure that you can recover from these events

Unexpected success.  Your product is sold out.  Customers want more than you can produce.
· Identify what needs to happen to increase production – hire more people, acquire more equipment, order larger quantities of raw materials 

· Determine what it would cost to scale up operations

· Determine how to finance the scale up

· Analyze whether it is worth the risk to scale up



	Application

20 minutes

Handout 5: Business Operation
	How will our business operate?

Participants will determine how they will operate their own IGA, and fill out the next part of their business plan.

1. Explain that they have thought a lot about planning and risk mitigation for an IGA. Now they can apply that discussion to their own potential IGA by thinking about how their IGA will operate.  Remind participants to look at the list of advice they had for IGA vendors in order to take it into account as they are planning the management of their own IGA. 

2. Distribute Handout 5 to each participant.

3. Ask participants to work in their IGA teams to discuss and fill out the handout.

Note:

1) If participants do not have time to complete it, they can do it as homework.

2) This activity assesses Learning Objective 3.

	Assessment


	Learning Objective 1: Assessed in the Information during a review of Question handout.

Learning Objective 2: Assessed in the Practice during small group work on risk mitigation scenarios.

Learning Objective 3: Assessed in the Application during small group work on Business Operation section of the Feasibility Study.

	Trainer Notes for Future Improvement
	Date & Trainer Name: [What went well? What would you do differently? Did you need more/less time for certain activities?]


Resources: 

Kindervatter, Suzanne, Doing a Feasibility Study: Training Activities for Starting and Reviewing a Small Business. Washington, DC: OEF International, 1987.

www.smetoolkit.org
	Handout 1: Basic Management Worksheet


	
	Have knowledge 

& skills
	Need Help
	Comments
Who can help you?  You may need to get training, hire someone or purchase services 

	Time Management (Setting priorities for daily tasks, planning, scheduling)
	
	
	

	People Management (organizing teams, managing employees, providing great customer service)
	
	
	

	Problem Solving

(identifying, defining, and prioritizing problems, selecting people to help solve problems, gathering information, and selecting the best solutions)
	
	
	

	Money Management (Budgeting, keeping financial records, entering sales and expenses, creating financial reports)
	
	
	

	Business Communication

(setting standards for phone and business communication etiquette, and creating a good filing system, networking)
	
	
	

	Risk Management

(anticipating potential risks, preparing for risks, getting appropriate insurance and advice)
	
	
	

	Other


	
	
	


	Handout 2: Legal Requirements for Starting a Business


Requires post adaptation.
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Obtain the approval for a company name from the Registrar of Companies. 18 days included in the cost of registration

Pay the registration fees and buy revenue stamps at the Receiver of Revenue 1day

Hire an attorney to register the company with the Registrar of Companies; obtain 14 days
the cerificate to commence business

Deposit the initial capital in a bank account 1day

Apply for a town planning certificate 1day

Apply for a trading license from the local municipality. 1day

Register for VAT with the Receiver of Revenue at the Ministry of Finance 9 days

Register for PAYE with the Receiver of Revenue 4 days (simuttaneous with previous
procedure)

Register workers with the Social Security Commission 21 days

Register workers with the Workmen’s Compensation Commission 20 days (simultaneous with
procedure 9)

* Takes place simultaneously with another procedure.
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	Handout 3: Questions to Consider When Planning Your IGA


Seasonality

· What time of year is optimum for selling your product or service?

· When will you start your IGA? 

· When will you have to begin your production cycle to be ready at the right time?

· Will you need to store product to wait for the right time to sell? Where will you store it?

Production

· Who will do what to make the product or service?  
· What will be the production schedule?

Storage

· Where will you store your product?

· How will you keep rodents and insects out?

Legal

· What permits will you need to operate your IGA?

· Where do you need to go to fill out the forms?

· Have you made all the necessary arrangements with any authorities?

· Who will file any required papers?
· Who will make contracts?
Location and Utilities

· Will you rent, lease, or build a location to sell your goods or services?

· Do you need to renovate the space? Who will do that for you? 

· Do you need access to water or electricity? Where will you get your utilities?

· Is your IGA location secure from theft?

Investment Capital

· How much money do you need to start your IGA?

· Do you have those funds from savings? If not, will you save or borrow them?

Bookkeeping and Accounts
· Who will keep the accounts? 

· What accounts will you keep?

Supplies

· From whom will you buy supplies?

· Have you arranged transport for supplies?

· Who will take care of ordering supplies
Cultural/Social

· How will this activity be managed along with family responsibilities? 

· Will other members of the family participate in the IGA, or will you need family members to support you in other ways like helping with household tasks or providing transport?

· Are there any cultural barriers to taking this IGA on? How will you address them?

Staffing
· Do you need to hire employees?

· What jobs will they do?

· What qualities, skills, and experience do they need to have?

	Handout 4: Risk Management 


	Risk
	Strategy to Prepare for Risk

	Theft by outsider or employee
	

	Fire and flooding
	

	The sudden appearance of new competition for your same customers
	

	Loss of a supplier

Loss of a worker
Loss of a major customer
	

	The price of your main input increases 30%


	

	Someone in the household gets sick

Someone in the household dies
	

	Unexpected Success.  Your product is sold out.  Customers want more than you can produce.

	


	Handout 5: Business Operation



Our production plan for one year (schedule and quantities) is:

Each day

Each week

The total amount to be produced in one year is:

The people who will work are (who and how many):

We will divide the work like this:

The people responsible for managing our business are (list any positions like manager or treasurer and what they do).

	Trainer Material 1: Flip charts and Signs


Flip chart 1: My Advice

 
Flip chart 2: Steps of Feasibility
	Step 3.  Determine How the Business Will Operate
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My Advice…

















� Businessdictionary.com/definition/management.html sourced on May 30, 2013


� Kindervatter, S. (1987). Doing a Feasibility Study: Training Activities for Starting and Reviewing a Small Business. Washington, DC: OEF International., p.133.
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