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1. MAIN FOCI OF ETEPAP

i The acronym ETEPAP stands for The Company For The Susport of !

i Production Initiatives Of Younger People. (l
A

. 1.1. The Definition of ETEPAP

ETEPAP is a special credit irstitution whose purpose is to
proroie the orgarization of new sz:all- and mediuz-sized
enterprises (i.e., productive investment projecis) undertaken
) by groups underrepresented in decision-ma2king roles within
the economy. ETEPAP is oriented by the principles of

Active Jemocratic Plarning and Implementation.

1.2. The Qbjectives of ETEPAP

. 1.2.1. Prigary Objective

The primary objective of ETEPAP is the stari-up and

successful operation of viable new sz21l- ani medium-~

sized enterprises by entrepreneurizlly oriexisd members

of ithe Target Populations (TPs). The TPs zre:

(1) youth;

(2) women;

(3) returning emigrants; and

(4£) younger engineers, scientists, techiiezl and expzrisnc:zd
businass parscnz. This group is abbrevizted ac

] T wal
'younger enginzers' in the text,




1.2.2. Secondary Objectives

1.2.2.1.

1.2.2.2.

Regional Objectives

A secondary objective -- and one related to the

choice of several of the target populations (i.e.,
youth, women, and possibly returning emigrants) is

the promotioﬁ.of entrepreneurship and new enterprises
in the second and third rank cities of the nation

and their rural hinterlands. ETEPAP, however, is
not a growth pole approach to development.

Employment

A secondary objective is the stimulation of employment

opportunities, particularly away from the major

urban centers.

1.2.3. Lower Order Objectives

1-203.1.

1.2-3-2-

Reétructurigg

ETEPAP should aid in the restructuring of national
industry from both a regional and sectoral point-
of-view.

Investment Climate

ETEPAP should help to create a more hospitable climate

for investament from any source..




2. A SUGGESTED STRATEGY FOR ETEPAP

There are four elements to ETEPAP's .strategy for new entrepren-

eurs and new enterprises.

2.1. Breaking Financial and Institutional Barriers to the Creation

of New Enterprises

ETEPAP, as a special credit institution -- a form of invest-
ment bank, will have the powers and the capacity to break
the existing financial and institutional coﬁstraints hamp-
ering the movement from productive investment project ideas
to viable new small- and medium-sized enterprises. ETEPAP
will take equity positions in the new enterprises providing
sufficient éapital to ensure their qualificatiorn for invest-
ment incentives under Law 1262,/1982 as amended. Subsequently,
ETEPAP will sell its equity and transfer its portion of the
investment incentives to the new entrepreneurs, replenishing
its own funds. ETEPAP's capital is targeted at 500 million

drachmas for its initial operating period.

2.2. Developing New Entrepreaeurs

ETEPAP will develop procedures (Target Population Program
Modules: TPPMs) to identify, train and support entrepreneuria’ly
oriented members of the Target Populations. Since the TPs

vary significantly in terms of sex, age, work experience,

own resources, knowledge of business opportunities, educationzl
background, ability to relocate and other significant factors,
ETEPAP will have t¢ design some TPPMs for the specific needs

of each TP.

2.3, Concentration on Smaller Cities and Their Rural Hinterlands

Focusing on the second and third rank cities and their rural

hinterlands requires a knowledge of regional potentials.




2.4.

This analysis requires a statistical database, a method

of comparing the level and trajectory cf development of

the regions, and on-the-spot investigation of the current
situation. The level of analysis will be the Nomos (Pfefecture)
and the Demos (Municipality). Some material will be

aggregated at the level of the Periferia (a group uf Nomoi).

There are 51 Nomoi and 13 Periferia..

Pilot Testing of ETEPAP's Programs

The requirement to coordinate financial, institutional,
entrepreneurial and regional analysis in support of thse
efforts of the TPs suggests the necessity of testing ETEPAP
in several Nomoi before launching a national campaign.
ETEPAP should choose those Nomoi that have the highest
probabilit& of usefully absorbing its programs consistent

with its stated objectives.




TARGET POPULATION DEFICIENCIES

The Target Populations have very disparate characteristics, but
some deficiencies in common. Many of the activities of ETEPAP.
discussed in detail in section 5 below, are designed to reduce

the effect of . these common deficiencies. However, each
ETEPAP TP progfam will have to define the relevant characteristics
of its TP in order to develop that TPs strengths and ameliorate
ivc weaknesses. .Indivdual variation within a TP will also

require attention.

3.1. Negative Characteristics of Target Populations

From the point-of-view of negative characteristics, both

youth and women are likely to have significantly greater initial

disadvantages than some returning emigrants or younger

engineers. A recent Qnalysis'emphasizihg the need for

support structures for those seeking to start new small-scale

local enterprises in France listed the following deficiencies

that need to be overcome: (P. Kuentsler. International

Labor Review, March-April 1984)

(1) the cultural gap between them (the TPs) and decision-
makers in institutions such as public offices and banks:

(2) their lack of self-confi&ence and of credibility among
the officials with whom they have o deal;

(3) their psychological and social isolation, especially
if they have been unemployed for some time (or have
never been employed);

(4) the difficulty of finding and putting together the
information they need, especialiy since it is often
widely dispersed;




3.2.

their lack of resources, especially financial resources

in the early stages of their own efforts;

(6) ignorance or a false view of the market and/or their
own capabilities;

(7) insufficient ewareness of the need for suitable

management techniques;

(8) ignorance of commercial procedures.

Preliminary Listing of Individual Target Population

Characteristics

Using the characteristics of section 3.1. above and others
associated with potential enterprise success, Table 1 provides
a preliminary assignment by Target Population. Particular
entrepreneurial characteristics such as risk—taking, leadership,
and the Schumpeterian desire to combine resources in new

and progressive ways are not discussed in this report due

to lack of data. It is assumed that all TPs have members

‘with an entrepreneurial bent, and that they exist in sufficient

numbers so that ETEPAP will ﬁot lack potential new entrepreneurs.
UNIDO's European Regional Program in Entrepreneurship

Development will utilize cross-cultural psychological testing
for possession of characteristics associated with entirepren-
eurial activity. This has been included as one of the

activities preposed for ETEPA?P.




II.

TABLE 1:

Enterprise Creation -- Selected Characteristics of Target Populations

+ Possesses Desired Characteristic
- Lacks Desired Characteristic
May or May Not Possess Desired Characteristic

-

Target Populations

Returning
Emigrants

Younger

General Characteristics

‘.

Are part of or are easily assimilable into
the diminant cultural group

Are self-confident

lfluve an accurate picture of their own
capabllities

Enterprise Assoclated Gharacteriatics

1.

Have/iggztgief}nancial and/or real to use as

‘own'! capital or collateral

llave credibility as potential borrowers of

finance capital . '

Have (potentially) viable inveatment project ideas
Have knowledge of business and technical inform-
ation sources and their location

Have a clear understanding of markets

llave knowledge of commercial procedures

+

Engineers 1

|
|
|
\




TABLE 1: Continued

Target Populations

Returning Younger
Youth Women Emigrants Engineers

7. Are aware of the necessity for suitable

management technique ' -
8. liave some (potentially) usable workplace skills - - + +
9. llave some managerial experience - - ?
10. llave the ability to undertake a Feasibility

Study tor an investment project - - -
11. Have locational mobility* - - ? + +

* Youth and women are assumed to develop projects in their own areas. Returning emigrants clearly

have mobility. Those who have already returned may not.




3.3.

Target Population Program Modules (TPPMs)

The program for each Target Population is composed of
moduies which are discussed as the substantive (non-adminis-
trative) activities of ETEPAP in sections 4. and 5. below.
Each activity for a specific TP constitutes a module and
the entire range of activities (or modules) constitutes a
TP program. The modules may be identical across two or
more TPs or they may differ for every TP. Theoretically,
for each activity there could be a maximum of four modules,
one for each TP, and a minimum of one module serving all
the TP;. The aim here is to reduce ETEPAP's costs and in-
crease itis effectiveness by carefully singling out those
TPs requiring their own module for a specific activity in
order to overcome a deficiency or develop a strength. The
other modules can then be utilized for several or all the
TPs without differentiation. A separate report will deal

with the pilot program for ETEPAP.
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ACTIVITIES OF ETEPAP: RESPONSIBILITIES FOR DEVELOPMENT AND

IMPLEMENTATION

Most of the activities of ETEPAP are associated with the programs
for each of the Target populations (see section 3 above). To
achieve economies in costs anéd increase effectiveness each
activity, other than administrative ones, is considered as a
Target Population Program Module. An activity needs to be
analyzed in two dimensions. The firgt is wnether or not ETEPAP
should undertake the activity itself or share responsibility
with others. The second is the degree to which TPPMs can be
shared across Target Populations. Both dimensions are aimed

at concentfating ETEPAP's efforts on those activities which are

crucial to the overall success of the program and limiting its

own staff size while utilizing (free or on a paid basis) the

services and support of other public and private institutions,
orggnizations, companies and individuals at national, regional

and local levels. This section develops the principles under which

ETEPAP should or should not -undertake an activity itself. The

proposed activity set for ETEPAP consists of the following:

(1) the creation of an institutional environment conducive to
entrepreneurship and new enterprise development;

(2) outreach programs for target populations;

(3) entrepreneurship development through identification and
training of entrepreneurially oriented individuals and
groups from the target populations;

(4) developing investment project ideas;

(5) arpprai

th

2l of investment project ideas;




(6) preparing feasibility studies suitable for a project

implementation decision;

(7) financial packages for new enterprises and new entrepreneurs;

(8) programs to implement investment projects;

(9) programs to provide continuing advice and assistance during
project start-up and continuing operations;

(10) development of regional data and databases to assist in the
promotion of ETEPAP's programs;

(11) development of local support groups in the Nomoi (Prefectures’;

(12) development of the pilot program for ETEPAP; and

(13) evaluation of ETEPAP's activities.

In terms of precedence in time, activities are first developed
and then implemented. Either of these aspects of an activity
can be undertaken independently by ETEPAP, given completely

to others or developed as a joint exercise. Whether worked out
independently or jointly, some activity development and/or
implementation is important because it is an express.ion of
ETEPAP's basic responsibilities. These are called 'core'

responsbilities.

4L.1. Responsibility for ETEPAP Activities

The range of activities for ETEPAP is very broad and it is
far from desirable that this new company try to provide thenm
all with its own staff. A possible separation cof activities

involves a dual classification: activities can be z2lassified
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according to who develops them and who implements thenm.

These categories can be further assessed according to whether
ETEPAP needs to take the leading role -- a 'core' responsibility,
whether ETEPAP has 'supervisory and coordination!' functions

only, or whether it is to be undertaken by others -- a 'non-core!
responsibility. This separation recognizes that there are

other organizations which have responsibilities and powers

in the rame areas as ETEPAP, and that they may provide either
free or for a fee certain services to ETEPAP. It also recognizes
that for certain ‘core'! activities ETEPAP may cooperate with

others in development and/or implementation.

4.17.1., Development vs Implementation of Activities

In some ways the choice of development vs implementation
is part of an effort to introduce the concept of the corporz*:
'make or buy' decision to the planning of ETEPAP's mode

of operatfen. The other part is the core and non-core
distinction. The fundamental idea is to determine whe trer
the company can more cheaply and without any loss in
efficiency (in its broader sense) pe-fora the activity
itself -- maxe the product or service -- or obtain it

on better and more profitavle teras from others. Since
this is the kind of decisior. “hat will srise often in

the analysis of new enterprises to be promoted, ETEPAP

itself should be sensitive to 2his choice.




4.1.1.1,
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Making Efficient Use of ETEPAP's Funds: The Issue

of Staff Size

ETEPAP will be capitalized with 500 million
drachmas. This is not an overly large sum considering
that ETEPAP will act as a special credit institution
in accord with its other activities. This report
assumes that ETEPAP should start with a relatively
small staff consistent with its 'core' and 'super-
visory and coordination' tvasks-while cooperating
with or subcontracting to others. There are five
reasons for this assumption.

(1) A large staff would commit too much of ETEPAP's
funds to fixed internal expenditure instead of
being able to adjust spending according to the
actual needs of the TPs.

(2) Experienced and capable personnel in ETEPAP's
area are in very short supply in Greece. They
are difficult to locate, difficult to entice
away to a new institution and expensive. It
is much easier to subcontract work to them
directly or to their coampanies.

(3) An attempt to fulfill ail of ETEPAP's activities
with its own staff will result in a lengthy
delay until personnel are hired, organized,
supplied with the necessary infrastructure for

their jobs and oriented to the fulfillment of

their tasks.
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(4) By subcontracting or cooperating with others
ETEPAP has the possibility of developing fruitful
relationships with other developmental institutions.
(5) The suggested arrangement will, very importantly,
economize on the time spent by ETEPAP's own -
management in the creation of the institution.
More time will be available for substantive
issues.

4.1.1.2. Development of Activities

ETEPAP needs to develop all of its activities. It

is unlikely that this work can be given to others
without a significant loss of control over the
substantive content of ETEPAP's programs. In some
instances ETEPAP will cooperate with others when
there is an overlap of responsibilities or complex
arrangements are required. Development involves
determining which activities are necessary, thinking
through what is required for a particular activity,
envisioning its mode of operation and intended results,
budgeting, making all the arrangements for the
realization of the activity, and making provision for
activity evaluation.

4.1.1.3., Inplementation of Ac.ivities

Once it has done the development work, ETEPAP
management will be in a position to anlayze more
carefully its own 'make or buy' decisions. This
report proposes that a major effort be made to

'buy' racthar than 'make' activities in order to both
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conserve funds and provide services more efficiently.
This judgement is based on mor: than the issues of
staff size as discussed in section 4.1.1.1. above.

It takes a long time to develop the kind of in-house
organizational expertise required for the technical,
economic and financial analysis of new projects and
new entrepreneurs. As a new special credit institution
ETEPAP will be under great pressure to produce some
results quickly. Unless it develops subcontractirg
relations, it will be difficult to move forward at

a reasonable pace. ETEPAP also needs to recognize
that many consultants in Greece are not at a level
high enough to meet EC standards. ETEPAP will have
to shop carefully for its subcontractors.

4.1.2. Core, Suﬁervisory'and Coordination, and Non-Core

Responsibilities

Table 2, below, contains the suggested list of ETEPAP's
activities, subdivided according to activity developament
vs implementation on one hand, and according to whether
they are core, supervisory and coordination, and non-core
on the other.

4.1.2.1. Core Responsibilities

Core responsibilities consist of those that ETEPAP
must itself meet in order to be an effective organ-
ization. These cannot be fully subcontracted as
they are not directly available from others in a
wsable form. Alternatively, it would take so lerng

to inform others of the requisites for the particular




4.1.2.2.

4.1.2.3.
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activity that it would be less time consuming to
undertake it in-house. Others, though, may have
the same general responsibilities, e.g., project
evaluation and financing, small and medium enter-
prises, etc. which naturally leads to cooperation.

ETEPAP must have sufficient sztaff to meet its core

responsibilities.

Supervisory and Goordination Responsibilities

Some activities, undertaken by others either separately
or cooperatively, will require supervision and/or
coordination from ETEPAP. In many instances where

there is governmcntal statutory responsibility for

a given activity, e.g. incentive approvals for projects,
ETEPAP will have to coordinate for its TPs. Where
ETEPAP is the subcontracting company or where ETEPAP

is trying to develop local support groups, supervision
will initially be required.

Non-Core Responsibilities

These are shown in order to clarify core and super-
vision and cocrdination respcnsibilities. They may
arise either through subcontracting, statutory
responsibility, outreach activities or passive

cooperation with others.




hd .
TABLE 2: Overview of ETEPAP's Suggested Activities and Responsibilities
Activities ___Responsibilities
x: Responsibility Supe::éeion Non-
?: May or may not choose to be reaponsible Core Coordination Core
1. Creation of an institutional environment conducive
to entrepreneurship and new enterprise development
1. Activity Development X
2. Activity Implementation X
2. Outreach programs for target populations |
1. Activity Development x x |
2. Activity Implementation x X |
3. Entrepreneurship development thfoﬁgh identification ! j
and training of entrepreneurially oriented individuals o
and groups from the target populations )
1. Activity Development x X
2. Activity Implementation ? x x
4. Developing investment project ideas '
1. Activity Development X x i
2. Activity Implementation X X i
5. Appraisal of investment project ideas i
1. Activity Development x x
2. Activity Implementation ? * X X
i
6. Preparation of Feasibility Studies suitable for a ;
project implementation decision %
1. Activity Development x X |
2. Activity Implementation x X ;
1
|
|
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1.

12.

13.

TABLE 2: Continued

Activities

Financial packages for new enterprises and new
entrepreneurs

1. Activity Development

2. Activity Implementation

Programs to implement investment projects
1. Activity Development
2. Activity Implementation

Programs to provide continuing advice and assistance
during project start-up and continuing operations

1. Activity Development

2. Activity Implementation

Development of rasgional data and databases to assist
in the promotion of ETEPAP's programs

1. Activity leveiopment

2. Activity Implementation

Deve:lopment of local support groups in the Nomoi
1. Activity Development
2. Activity implementation

Development of the pilot program for ETEPAP
1. Activity Development
2. Activity Implementation

Evaluation of ETEPAP's activities
1. Activity Development
2, Activity Implementation

Responsibilities
Supervision
and Non-
Core Coordination Core
X x
X X
X X
b'd X
X X L
X X [+ ]
'
X X
X X
b4 X
X X
X X
X X
X
b'e X




ACTIVITIES OF ETEPAP

The activities discussed below follow the classification presented
in Table 2. They sre necessary to meet the objectives and
implement the strategy of sections1 and 2 above. An analysis

of their applicatioa to individual TPs will be contained in

a separate report. The activities of ETEPAP, some of which

form Target Population Program Modules are the following.

5.1. ACTIVITY 1: Thne Creation of an Institutional Environment

Conducive to Entrepreneurship and New Enterprise Development

This activity includes the creation of ETEPAP as an inde-
pendent incorporated entity, the appointment of its Board

of Directors by the competent authorities, the appointment

of its senior staff by the new board, the appointment of its
staff, and the setting of goals and priorities by the board
and senior management. Experienced business people should

be placed at the senior management level. This will be
-possible as ETEPAP is to be an independent incorporated

entity able to pay salaries_high enough to attract people

from the private sector. Activity 1 is solely a core activity.

5.1.1. ETEPAP Should Be an Independent Incorvorated Entity

In addition to the need to compete with t‘he salaries
paid in the private sector in order to atiract competent
and experienced businesspeople familiar with enterprise
start-ups and management problems, ETEPAP needs to avoid
the excessive bureaucratization associated with formal

status as a government agency. If ETEPAP is subjected
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to these forces in its own internal mechanism there

will be difficulty in obtaining positive resuits from
programs which are inherently problematic, requiring
judgement, flexibility and an understanding of indiv-
idual differences. The TPs will quickly realize whether
or not ETEPAP can make a positive contribution to the
realization of their entrepreneurial abilities. Of
course those ministries and érganizations contributing

to ETEPAP's capital need to be represented on the Board
of Directors which sets policy. ETEPAP's separateness
from the ordinary bureaucracy will not be unsupervised

b& the competent authorities -- its day-to-day operatioms
will be insulated if it is incorporated as &an independent
entity.

ETEPAP Staff

Since the business of ETEPAP is promoting new enterprises
formed by new entreprereurs, those appointed to the

board and senior management should have experience ih

the private business sector. While part of the board

will be appointed by the government, the remainder can
include prominent businesspeople. Senior marnagement

can be recruited from the private sector at appropriate
salaries. ETEPAP's willingness to pay competitive salaries
will be an important indicator of its serious intent

and the effort expected from the staff.




ACTIVITY 2: Outreach Programs for Target Populations (TPs)

This is both a core and non-core activity as many other

public and private organizations are involved in similar

programs. As a special credit institution, ETEPAP will
need to interface with other institutions when their TPs
coincide. Some of the existing pregrams are discussed
below in this section or under other activities. This
Target Population Program module (TPPM) will have to be
differentiated for each of the TPs. An important aspect
differentiating the TPs is their current location and the
expected location of their new enterprises. The emphasis

on second and third rank cities makes location a prime

characteristic.

5.2.1. Location-Specific Target Populations

The TPs whose location is deemed fixed (at the level

of the Nomos or periferia) are youth, women and emigrants
who have already returned. These groups are assumed to
propose projects for realization within the region in
which they live although this is not an absolute reguire-
ment for funding. Outreach programs for these TPs will
have to be at the level of the Demos (City) and Nomos

if they are to have their desired effect. Local support
sroups (see section 5.11. below) will, hopefully, form

an important part of the outreach offort. Advertising

in the media appropriate to the area can also be used.




5.2.2.

5.2.3.
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Returning Emigrants and Younger Engineers

Returning emigrants will have to be informed in the
couniry where they are located. Large numbers of
potential returnees are in West Germany, Sweden,
Australia and Yew Zealand. Some reside in Canada

and the United States. In each case the outreach program
will have to be developed in cooperation with the
Secretariat for Greeks Abroad of the Ministry of Culture.
This may also be the case for younger engineers who
reside abroad. From a general aspect, the program fo:
younger engineers is national in scope and needs to be
approached in this manner from the start. Unlike the
other programs, the younger engineers will be located only
in Athens during the period when they develop their
Feasibility Studies.

Sexism and Qutreach Programs

Given the prevailing attitudes in Greece toward women
and independent work, particularly away from the capital,
it is likely that separate outreach programs will have
to be developed for youth and women despite their
identical location. Experience indicates that women

in Greece do not directly compete with men (for the usual
reasons) making it necessary to separate this module

and training modules (see section 5.3. below). The
Secretariat of Equality (for women) of the Ministry to
the Presidency has begun to develcp seminars for women.
The first was a one-day program cn economic management;

a seminar on agrotourism (or rural tourism) is planned.
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ETEPAP should develop contacts with this secretariat.
One approach is to participate in these seminars in
order to inform the interested women of ETEPAP's
activities. Another approach is to pfepare material
to be distributed at these seminars or mailed to the
seminar participants. These are inexpensive ways to

reach members of any of the TPs.




5.3. ACTIVITY 3: Entrepreneurship Development Through Identification

and Training of Entrepreneurially Oriented Individuals and

Groups from the Target Populations

This is a core and non-core activity for both development
and implementation

5.3.1. Identification of Potential Entreoreneurs

First, there is an immediate need to develop a screening
process to determine which interested members of the TPs
possess the characteristics zssociated with entrepreneurial
activity. UNIDO, for example, is currently de&ﬁoping a
cross-cultural psychological test to screen applicants
for precisely this kind of program. This is a part of
UNIDO's European Regional Entrepreneurship Development
Program which will inaugurate and test a variety of
programs designed.to detect, promote and develop entre-
preneurial activity among youth, women, returning emig-
rants and people in rural areas. ETEPAP (or the Ministry
on ETEPAP's behalf) should seriously consider particip-
ating in this progran.

The Hellenic Organization for Small- and Medium-Sized
Manufacturing and Handicrafts (EOMMEX) has just started

a program for the creation of new businesspeople. The
class of 30 persons was screened by interviews which
emphasized their knowledge of the industry in which they
Plan to open a business and other factors contributing

to the success of new enterprises. The Hellenic Center

for Productivity (ELKEPA) is collaborating with the




European Foundation of Management Development (Brussels)
to develop programs to promote entrepreneurial character-
istics and competence. ELKEPA has started PAVE, the
Program for the Development of Industrial Companies, in
cooperation with the Dutch Institute of Management from
whom they have obtained the materials and the European
Social Fund. Of 15 months duration, the program seeks

to upgrade the entrepreneurial characteristics of owners
of industrial companies.. The screening criterion is an.
impartial estimate of the possibility that an applicants
company can develop rapidly if the owner receives the
training. The¢.. approach is openly more psychological

in orientation than that of EOMMEX. The Organization

for the Employment of the Labor Force (OAED) has a small
subsidy program for independent professionals whose major

characteristic is that they have already opened their

business.
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Training for Potential Entrepreneurs

Second, training, both to heighten entrepreneurial traits
and to develop management skills for the accepted
applicants will vary according to their initial level

of experience and knowledge and the complexity associated
with the proposed new enterprise. See section 5.5. below
for a discussion of complexity. It is expected that
youth and women will propose the least complex businesses,
followed by returning emigrants. TYoung engineers can

be expected to propose projects which can be competitive
at the Europeen level. Training will then vary by TP,
although some TPPMs can be combined, and thus, it will
also vary by location. Yéuth and women are more tied

to specific locations for both training and new enter-
prise formation. .An important part of training is
participation by the new entrepreneur in the preparation
of the Feasibility Study as discussed in section 5.6.
below.

The EOMMEX program,discussed above consists of three stages:
stage one lasts for three weeks and aims at upgrading
entrepreneurial characteristics an§ competence; stage two
which lasts for four months concentrates on the prerequisiZzs
knowledge needed to make a business plan; and stage three
which lasts for three-four weeks concen:rates on operating
a business. ETEPAP could usefully help to finance sorme

of the business proposals as EOMMEX does not have the

funds.



Since both EOMMEX and ELKEPA have training programs in
existence, ETEPAP may either subcontract or direct its
TPs to utilize these programs. Both organizations have
offices in several locations. EOMMEX has 26 brancﬁ
offices covering Greece. This has great advantages
- for those TPs who are tied to specific locations and
particularly for women who may have family respomsibilities.

5.3.3. Levels of Identification and Training

Developing both selective and non-selective methods of
new entrepreneur identification and training are
necessary.

5.3.3.1. Initial Identification

It is not desirable to, for example, initiate ETEPAP's
pilot program by offering to give psychological

tests to those people who want to become entrepreneurs.
Some people with talent and ability do not want to
take tests for reasons of unfamiliarity or because

of fear of failure or other reasons. This may be
especially true for women whose Self-esteem has
suffered from sexist practices. People in rural

areas may not be used to tests, It is
suggested that non-selective 'awareness seminars'
aimed at informing people about the pros and cons

of starting a small business be held, jointly spon-
sored by ETEPAP and other cerntral/local governmental
and non-governmental organizations. See sections
5.3.3.3. telow on current praztice in Zngland

and section 5.11. below on lozal support groups.
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From the point-of-view of developing ETEPAP, these
avareness seminars can indicate the level of interest
in entrepreneurship. Follow-up by direct contact
with the seminar attendees becomes an important
source of potential entrepreneurs.

Selective Training

Using formal written testing and/or interview
techniques should be required for selection into

one of the TP programs. The range and depth of the
training depends upon those factors discussed in this
section and in section 5.11. Experience in England
suggests that TPs want and can absorb a considerable
amount of training.

Current English Practice

There are four levelé of entrepreneurial training
currently in use in England. Most of these are-
offered through the Manpower Services Commission
'Training for Enterprise! program. The levels are,
starting from the amost selective program:

(1) Graduate Enterprise Programs. These are highly

selective programs of anywhere from 6 to 16
weeks duration offered at Business Schools.

They are open only to college graduates who

want to start their own businesses. The prograrms
offer part residential instruction in business
skills followed by project work to plan the new

i this tyove of‘/
business. Since Greece 32es not have/a Business

School, this form of crcgram would 2sve to be




(2)

(3)

(4)
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put together from various sources. The proposed
program for younger engineers has this charact-
eristic.

Small Business Development Courses. These are

selective courses aimed at new entrepreneurs
with smaller projects -that those suitable for
the Graduate Enterprise Program. The course

is 8-10 weeks of classroom work plus a period
for launching the new enterprise. It is offered
at many locations and is sometimes available

on a part-time evening basis.

Self-Employment Courses

These courses have few entrance criteria, range
from the part-time equivalent of 1 week up to

6 weeks full time. They average two weeks.

This program is most suitable for those who
expect to employ only thezmselves under a special
UK program paying a subsidy for new self-employ-
ment enterbrises.

Self-Employment Awareness Seminars. These

non-selective courses are 18 hours in length
with the aim of informing people about their

opportunities in small enterprise.
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Project ideﬁs in classical theory are the responsibility of
entrepreneurs seeking to control and combine the factors of
production in more efficient and/or new ways in order to
produce specific products or utilize specific resources.

In mixed economies, project ideas are developed at various
governmental levels as weli as by private sector entrepren-
eurs. ETEPAP's function is to help in the formation of
project ideas by entrepreneurially oriented members of the
TPs. The idea may originate with the entrepreneurs or with
some other public or private sector group. This is both a
core and non-core activity for development purposes. It is
suggested that implementation involve only supervision and
coordination by ETEPAP.

5.4.1. Types.of Project Ideas

For ETEPAP, there are two essentizl categories of project
- ideas: first, there are those developed by ETEPAP or
other central government institutions (e.g., development
banks, planning organizations, ministries, etc.) and

called Centrallv Generated Project Initiatives (CGPI);

and second, there are those developed within the TPs
or by other groups or individuals (e.g., local author-

ities, private sector, etc.) and called Locally Gener-

erated Project Initiatives (LGPI). The two types are -
usually generated by different processes, with the CGPI

coming as a result of national sectoral analysis or the

desire to exploit some large-scz2le natural resource,

while the LGPI represenz some carticular inspiration




or expertise concerning markets, producte, processes, local
needs.résources, etc. Of course some large enterprises
plan in a way similar to the CGPI, but this is not the
case in Greece. Another way of distinguishing these

two categories is by calling the first an example of
'‘project ideas from above' and the second 'project ideas
from below'. Although they complement each other,
priority is usually given to ideas from abcve in the
context of government programs. Since the policy of the
Government is to give priority to ideas from below,
ETEPAP's focus should be on these, but not to the excl-
usion of offe;ing gocd ideas based on centrally developed

analyses.

5.4.1.1. The Nature of Project Ideas

Project ideas are just that. They represent the
judgement of more or less informed persons (often
based on a more or less detailed study) about what

might be a feasible investment project.

5.4.1.2. Centrally Generated Project Initiativées (CGPI)

The development of project ideas by organs of the
central government is important for precisely the
reason that they do usually provide some sectoral
analysis and thus have ar overview of the national
(or perhaps regional) market which is generally

lacking in LGPI. The CGPI can serve as guides to

the development of local crojects, provide inform-
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ation on mineral deposits, forests and other natural

resources whose potential requires the expert analysis

of the specialists employed by the central govern-

ment. These studies are usually at a fairly high

level of generality when it comes to project ideas.

Exploiting a mineral deposit may or may not be

commercially feasible irrespective of the quality

of the ore. Nonetheless, there are many good projects

suggested within these studies.Three examples of

studies which contain project ideas at a high level

of generality are the "Automobile Industry" and the

"Machinery Industry", both in the UNIDO sponsored

Integrated Activity Complex at KEPE, and another

UNIDO sponsored study at KEPE entitled "Development

Prospects of the Small-Medium Industry and Recomﬁend-

ations for Appropriate Policies and Frograms".

Other studies are available from KZPE, ZTVA, EOMMEX,
etc. ETEPAP needs to become the source of

these studies and reports as well as ZC material for

its TPs.

5.4.1.3. Locally Generated Project Initiatives (ZGPI)

This category consists of all project ideas not

generated by the central auth:rities. It includes

ideas from the existing private sector, new entre- .
preneurs (whether individuals, partrerships, joint

stock companies, cooperatives, ete.), local auth-




orities and foreign investment. The central gov-
ernment may or may not be a partner or lender, or
provide incentives to these projects.if realized.

Ar important characteristic of LGPI in Greece is

that they are generally smaller in size (capital
coét. employment, etc.) than CGPI. A reason for

this is that governments like to deal with large
projects as the fixed costs in time are very similar
across project sizes for senior government executives.
Unfortunately the same pattern exists for commercial
banks who report relatively high fixed costs for
analyzing small projects as compared to larger ones.
It is thus more profitable to avoid small business
and concentrate on large.. Commercial banks in Greece
are no different and this isacrucial reason for the
creation of ETEPAP.

ETEPAP needs to develop contacts with the research
and consulting instituiions and firms of the private
sector. The Institute of Economic and Industrial
Research (IOBE) has orepared many sectoral studies.

5.4.2. Active Democratic Planning and I-clementation

The dichotomy of LGPI and CGPI is important for the
formation of Government policy. The Five-Vear Plan,

1983-1987 was developed on the basis of Active Democ-

cratic Planning, a process consisting of project proposals

generatsd at locality meetings within a Nomos, the
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consolidation and choice of these LGPI at the level of
the Nomos followed by a series of iterations and negot-
iations between Nomoi authorities and the central gov-
ernment leading to an agreed plan. Needless to sa}.
the main weight of preference was, for the final plan,
given to the central government choices although there
was a major effort to include those projects deemed
crucial by the Nomoi authorities. As for plan implem-
entation, the further in time the implementation from
the original plan, the less likely the two were to
coincide. Although this is true for all plans,diver-
gence was great. Thus, although planning was democ-
ratized, implementationtook its own route.

In addition, almost all the proposed projects were in-
frastrucuture. Of more than 2,000 LGPI less tha 50 were
for directly productive activities. It is likely, on
the one hand, that projects which were usually under-
taken by the government, e.g. infrastructure, were the
ones proposed, and on the other hand, there iaselittle
effort made to redirect the proposals as the analyses
required to propose alternatives were unavailable.

A significant amount of sector and branch analysis is
now available so that planning for industrial
restructuring is now feasible. What needs to be added
is the ability of decentralized units to implement the
plans that are developed. ETEPAP is a vehicle for this

implementation,
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ACTIVITY 5: Apr  3al of Investment Project Ideas

One of the most difficult problems facing ETEPAP will be

the appraisal of investment project ideas in order to determire
for which ideas and potential entrepreneurs funds will be
made available for Feasibility Studies. Although the program
for younger engineers will require Opportunity Studies rather
than merely ideas, the requirement for an appraisal process
is no less pressing. The appraisal mechanism developed

for project ideas and Opportunity Studies will also be useful
for Feasibility Studies (see section 5.6. below). Appraisal
will have to explicitly take into account the level of com-
plexity associated with the project idea as management cap-
ability is a very scarce resource in the TPs. Some suggest-

ions for this are given below.

5.5.1. Appraising Centrally Generated Project Initiatives (CGPI)

vs Appraising Locally Generated Project Initiatives (LGPI)

Although there are now more sector and industry studies
(CGPI), see section 5.4. above, little has been done to
move from project ideas to Féasibility Studies, implem-
entable projects, and implementation. Part of the prchlen
is that the Government has never led the way in this

area before so that inexperience has hampered the whole
process. Additionally many Government managers have been
assigned to problematic firas. In any event, the central
authorities have not been able to overcome the fall in

investment occasioned by en%ry into the EC and other
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factors sufficiently to begin the major restruciuring
required in Greek industry. This has again placed more
of the developmental burden on LGPI, with the central
authorities now possessing a clearer understanding %hat
it is not enough to request investment proposals -- the
Government must also help to create the proper conditions
for the generation, development, financing and implement-
ation of investment projects by decentralized decision-
making units. These programs are likely to be an integral
part of the next Five-Year Plan for 1988-1992 which is
now being formulated.

5.5.1.1. Centrally Generated Project Initiatives (CGPI)

CGPI come with the imprimatureof the central govern-
ment and are usually the outcome of sector, branch
and industry studies. They are not the outcome of
entrepreneurial activity. If the underlying analysis
has been done competently, the CGPI should be roughly
more than just an idea, but less tran an oppcrtunity
Study (UNIDO, Manual on the Preparztion of Feasibility
Studies, 1978). CGPI generated for Greece rarely
have a sub-national focus unliess they are associated
other
with specific natural resources or/positional assets.
Thus, for ETEPAP!s pilot phase the CGPI will have
to be evaluated fcr their viability if located within

the specific areas chosen for the test. The same

hclds true for later pnases in different areas.
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A few more detailed analyses similar to Opportunity
Studies are undertaken by the Industrial Development
Bank (ETVA), the Agricultural Bank (ATE), and sev-
eral ministries.

Locally Generated Broject Initiatives (LGPI)

LGPI will, for most of ETEPAP's projects, initially
consist of just project ideas without the supporting
materials that one expe.ts from CGPI. They will

also be unlike the projects currently being submitted
to the investment incentive Law which are fully dev-
eloped in accordance with the requirements of the

law and the needs of the entrepreneurs. The appraisal
procedure will thus be more arbitrary for the prop-
9§als made to ETEPAP because of the lack of information.
This is not so for the younger engineers progranm
which requires an Opportunity Study for potential
entrance, but it is highly likely for the other three
TPs. There is also a great likelihood that aost

of the project ideas from wozen, youth and returning
emigrants will be for the r.juirements of local and
regional markets. Appraising .these projects will
require local knowledge and ZTEZPAP needs to have a
program to harness the local kanowledge available (see
section 5.11, below). The local knowledge reguired
here will often be different from that of the CGPI.
The CGPI are usually associz“ed with national markets
and their specific location is a matter of 'region-
alization' as they are not as dependent on local and

regional purchases although these may be important.
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Developing the Appraisal Activity

Development of the appraisal activity is both core and
non-core as ETEPAP will not have the necessary expertise
nor should it attempt to analyze independently either
the project ideas (or any subsequent studies) or their
appropriateness for a specific location. Reasons for

this were given in section 4.1.1.1. above.

ETEPAP will need to develop Project Appraisal Groups,
both for project ideas and the more detailed Opportunity
and Feasibility Studies. These groups will, ideally, be
composed of businesspeople, bankers and techrnical persons
whose judgemeht is based on considerable experience and
expertise in assessing the commercial and technical
viability of a proposal. By using outside appraisers,
ETEPAP will be able to rapidly put appraisal groups into
action, especially in the Nomoi chosen for the pilot
pfogram. Experts can be enlisted from the local supcort
groups of section 5.11. below, from the organizations

who are also engaged in identification and training of
entrepreneurs, section 5.3. above, from the consulting
and engineering groups at a national level and from the
universities.

Local knowledge is extremely important in evaluating
projects, Every effort should be made to secure the
needed cooperation of the groups listed in section 5.11.
above. Of course, local interests may nct always be cpen

to new enterprises and tnis zus:t %

[{}
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inclusion of members of the other groups mentioned in
the preceding paragraph. Individuals should be paid
for their participation in a Project Appraisal Group.

The Project Idea Appraisal Process

It is probably the case that, given ETEPAP's goals and
the general level of project idea proposals, a great deal
£ money will, at least initially, have to spent on
studies which indicate that a project idea is not viable.
Thus it is very desirable to develop a process by which
the likely flood of project ideas can be divided into
those which merit, however slightly, further study and
those which are clearly non-starters. The survivor
criterion presented in the UNIDO study "Development
Prospects of the Small-Medium Industry and Recommendations
for Appropriate Policies and Programs in Greece" (KEPE,
1980) is an extremely useful way of looking at project
ideas. It cannot provide information on project ideas
that are new elsewhere as well as in Greece (e.g., com-
puter software) or on projects for which Greece's changirg
roduction/
comparative advantage now makes/pcssible. The project
idea appraisal process can look at just a few of the
of the potential project's facets, and those mainly on
the technical, nanagerial, marksting and other non-fin-
ancial sides. There will not initially be any data tnat
could be considered sufficient for financial analysis, bus:
the group should make an effort tc define the total

c2pit2) required even if orly 2s =2n order of magnitude.
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It is suggested that project ideas be initially appraised
according to their complexity. The greater the complex-
ity, the greater will be the need for managerial skills.
Listed below are five selected enterprise complexity
dimensions. Each of the dimensions has (somewhat arbit-
rarily) four levels of complexity, with the simplest
assigned number 1 and the most complex number 4. Other
aspects of complexity can be added where they are des-
irable. Project ideas can be appraised directly as
potentially viable or very probably non-viable with the
latter discarded. In addition to project idea viability,
tﬁe appraisal groups can compare ihe complexity rank of
a project idea with the estimated competence of the,
project proposers. There should be some corresgcruac:c:
between what the project idea proposers feel that they
are capable of doing and their qualifications as assessed
by the working groups. Appraisers need to remember trat
the TPs will vndergo consideravle training vefore they
implement the projects so it is their potential and nct
only their current qualifications. ETEPAP needs to

guard against both unconscious and conscious sexism

biasing the comaittees judgements.

Alternatively the working groups car seek to mateh
project ideas (from CGPI, for example) with persons who
have the entrepreneurial qualifications to carry the=n

out, Anoth=r alternative is to train project idea pro-

- - : . > v . .
sos8ers In 32ver:z c2I2r2 tney mak2 a Troject
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committment, Self-awareness of strengths and limitations

is often a key %o suzceszsful action.
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The selected enterprise complexity dimensions cover,
non-parametrically, the reduced set of national param-
eters suggested in UNIDO, Manual of Evaluation of In-
dustrial Projects, 1980. Naturally, the appraisers will
enrich these categories with their own special knowledge
and experience. The categories are: (1) physical input
availability; (2) human skills required; (3) production
processes needed; (4) marketing area and distribution
channels; and (5) the nature of competitors. Capital
requirements are not specifically included but their
size is always a factor. The effect of Greece's member-
ship in the EC must be assessed for every proposal.

5.5.3.1. Physical input Availability

For each important input, . the geographic source of
production is an indication, iz part, of the comp-
lexity of the procurement process, and whether the
use of an input contributes tc national net value
added or uses foreign exchange. It also indicates
possible sources of competitive strength for the
project idea if the input is {or example, produced
locally or regionally and therefore possibly more
costly to differently located zompetitors. This
may be important for agroinduszrial projects. The
four categories are:

1. Locally produced

2. Regionally produced

3. Nationally croduced

4. Imported
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$.5.3.2. Human Skills .dequired

The higher the level of skill/education required

for the new enterprise, the more complex or advanced
the project is likely to be, and the more expertise
and experience needed by the project idea originators
or possible implementers. It is also an indirect
measure of value added. The four categories are:

1. Unskilled

2. Semi-skilled

3. Skilled

4. Professional and technical

5.5.3.3. Number of Different Production Processes

This is a proxy for managerial problems relating to
control, supervision, coordinatior and scheduling
of production. A larger number of processes makes
production more complex and problematic. The four
categories are:

1. 1 or 2 processes

2. 3 or 4 processes
3. 5 or 6 processes
e 7

or more processes

5.5.3.4. Marketing Area and Distribu®ion Channels

The size of the expected marxsiing area and the

setting up of own or using existing distribution .
channels indicates not only the complexity of the

marketing effort but its initial cost as well.

Exrorts are included 2s 2 category but i* is well

knewrn that new and small firzs find this activity

partisularly difficult. The four categories are:
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1. .Local

2. Regional
3. National
4. Exports

5.5.3.5. Nature of the Competition

- The assessment of the competition's strength in
relation to technology, quality, distribution,
marketing and so on indicates the level of effic-
iency, quality, etc. that ﬁhe new firm will have to
meet. Reliance has been placed on the competitor's
location and market spread to combine the many dim-
ensions contained in the concept of competition.
The four categories are:

1. Local competition
2. Regional competition

3. National competition

4. Imports
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ACTIVITY 6: Prevaring Feasibility Studies Suitable for

a Project Implementation Decision

Project ideas which have passed the appraisal process and
Opportunity Studies approved in the younger engineers
program are developed into Feasibility Studies suitable

for deciding if the project should or should not be -
implemented. There are manuals on the preparation of
Feasibility Studies (e.g., UNIDO, Manual for the Preparation
of Feasibility Studies, 1978) and the exact form should
correspond to the depth needed to make the final decision.
Small projects do not need expensive and time-consuming
studies. For reasons similar to those discussed in section
5.5. above, this is both a core and non-core activity.
Irrespective of size, Feasibility Studies are not cheap

and ETEPAP should make an effort to get es much as possible
out of their preparation. This requires that those who

are to be the new entrepreneurs participate in the study

and that the studies be developed in modular forum.

5.6.1. Participaticn of New Entrenreneurs in the Preraration

of the Feasi®rilitv Studies

The members of the youth, women and returning emigrantis
TPs are likely to have little real acguaintance with

all the technical, economic and financizl 2spects =

-y

investment project preparaticn. They are also likely
to be inexperienced enough so that if given a completed

Feasibility Study to implement, they would be unable to

do so. At the Mondragon :irndus<rizl Coogperativs in 3pain,
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a member of a group desiring to form a new cooperative
is designated as the potential manager. This person
participates in ali phases of the Feasibility Study

so that he/she is fully acquainted with not only every
aspect of the completed study, but also with all the
discarded alternatives. This takes place at the Caja
Laboral Popular, the bank associated with the Mondragon
Cooperatives. The designated manager is paired with

an experienced person from the bank's studies departcent
and may select a bank idea (CGPI) or bring an idea to
the bank (LGPI). Those who have studied Mondragon's
operati;ns believe that this process of training the
new manager has been crucial to the success of the new
cooperatives. It also gives the bank, as the major
lender, an opportunity to look over and evaluate the
potential manager. ETEPAP should be afforded the sace
opportunity. At present the process of preparing a
Feasibility Study at Mondragon takes more than 18 amonths
because of the size of the projects. Only the younger
engineers program envisages a similar time span.

ETEPAP should fund a similar process fer the new entre-
preneurs in its programs. Xach individual or one fron

a group chosen to be the manager should per*icipate from
beginning to end in the preparation of the Feasibili:y
Study in order to be fully conversant with the project.
ETEPAP will have to find engineering firms, consultants,

etc., willing to take on these naw

[{1]

. :
nwrepreneurs In
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their own offices and spend time with them to instruct
them in'their tasks. The costs of this (such as living
expenses) can eventually be recovered by ETEPAP when

the business, if successful, is purchased by the new
entrepreneurs (see section 5.7.4.3. below). Alternatively -
ETEPAP can require the new entrepreneurs to pay their
own costs. Mondragon uses the former procedure, making
the cost a loan to the new enterprise. Since ETEPAP
will be paying for quite a few Feasibility Studies, it
should have the market power to insist on these arrange-
ments.

5.6.2. Modular Feasibility Studies

Given the expense of Feasibility Studies, they should
be prepared in 'modular' form so that large parts of
one study can be carried over to the next which may be
for a different region. A modular Feasibility Study

is one of a series with a constant format so that ready
comparisons can bz made in the event of a very siailar
proposal for that project. The format is desigred to
separate technological choices from others.

5.6.3, Appraisal of Feasibility Studies

Committees to appraise the completed Feasibility Studies
on ETEPAP's behalf should be formed. The conmittees,
much like those appraising project ideas, see section
5.5.2.3. above, should consist of bankers, business-
people and appropriate technical experts. This appraisal

process is necessary as an inderendent check tefore
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ETEPAP commits itself to becoming a shareholder.

There is an appraisal process under Investment Incentive
Law 1262/1982 but this occurs after ETEPAF's committment.
These Apprzisal Committees can also be used tc evaluate

the Opportunity Studies which are a requirement for

entrance into the ycung engineers progran.
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ACTIVITY 7: Financial Packages for New Enterprises and

New Entrepreneurs

The key element in ETEPAP's activities is the development

of financing sources and financial packages to meet the

needs of the new entrepreneurs and the new enterprises.

To start with, ETEPAP itself is a special credit institution --
whose enti;e re;ourgesagre-gevoted to the development and
financing of start-ups of new engerprises by members of the
TPs. ETEPAP itself is financed by the Ministry of National
Economy and the Hellenic Industrial Development Bank who

will contribute 500 million drachmas for initial

oprations.

5.7.1. Equity Participation

ETEPAP will take equity positjons in the new enterprises

it finances, taking losses if the business is unsuccessful
and selling out at cost if that is desired by its partners.
ETEPAP's a‘m is to create new viable enterprises and

then move on. It does not seek to make a large profit

on the sale of equity as does a venture capital company.
On the other hand, ETEPAP is not designed to provide
operating subsidies to its companies. If the business

is not comzercially viable it will be allowed to die.

This basis of operation will wmean iaat some of EZTZPAP's
money will be returned for new conganies to be formed

but losses can only be made up by new financing froma

the Govern=ent.
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Use of Existing Investment Incentive Programs

The basic principle of ETEPAP project financing, devel-
oped in 1984, is to utilize the opportunities
available to investors under Investment Incentive Law
1262/1982 as amended. Law 1262 offers a wide variety
of incentives whichdepend upon more than 15 criteria.
This law is currently being revised to provide more
incentives for investment in the areas surrounding the
larger cities. The Feasibility Studies should accur-
ately define all the categcries needed for Law 1262
evaluation. Special incentives are given for investments
by returning emigrants, cooperatives, local government,

and other categories of lecscr immediate interest to

ETEPAP.

Of greater interest to the foundation of ETEPAP is the
proportion of 'own' capital required of the new entre-
preneurs, the proportion of total capital given as a
grant by the Government, and the terms on which

loan capital is available from others. These categor-
ies describe the fundamental parameters within which
ETEPAP will function. In order to meet the 'own' capital
requirements of Law 1262 and qualify for the grant, it
will be necessary for ETEPAP to take an equity position
as the new entrepreneurs are not expected to have suff-

icient capital of their own (see section 5.7.6. below).
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Financigl Structure of Greek PFirms

In the discussion below, an underlying fact is that
there is, in general, a very low ratio of own to
borrowed capital in Greek industry. This leads to ex-
cessive company exposure to changes in the interest

rate and cther lending conditions. Alternative sources
of funds are scarce as the organized capital and equity
markets function very poorly. Mary important firms

have become ‘'problematic’ {(or overindebted) as interest
rates have risen and they have had to be taken over by
the Government for rehabilitation. With this as a back-
ground, the Government is very cautious about promoting
new firms whose balance sheets will be very weak from
the outset. At the same time, the Government is desirous
of creéating new competitive capacity in the secondary
sector and in other selected areas such as tourism,-
computer software, etc. ETEPAP is the vehicle for these
investments undertaken by its specific TPs.

'Own' Capital Reguirements

Two of the most successful new enterpPrise promotion
schemes, the Grameen Bank in Bangladesh and the Mondragon
Cooperatives in the Basque area of Spain have taken very
different rcutes to achieve their goals. However, in
each case the issue of 'own' capital has been dealt with
ags a first priority. The differences in approach stexs
from differences in the TPs and the opportunities avail-
able %o them. The important sinilarity is <nzt both
schemes are dominated by a special credit institutlion

with the financial res . *s %o tut new entarprises into
operation.
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The Grameen Bank

‘The Grameen Bank lends only to the poorest villagers

in Bangladesh. Aay household with more than half

an acre of land or assets worth more than the éoing
price for an acre is excluded from membership.

This TP does not have any 'own' capital. In order

to ensure loan repayment the Grameen relies first

on a careful analysis of the use of‘the loan, super-
vision of the use of the money once it has been dis-
bursed, and peer pressure for repayment. The peer
pressure occurs because potential borrowers are
formed into groups of five, train for at least seven
days before achieving membership in a Grameen unit,
and cannot receive a new loan unless all the other
members of théir group are repaying regularly. There
is thus an incentive for each member of a group of
five, and their elected leader, to provide assistan:e
to the other members and press them to meet their
obligations. The initial TP for the bank is women
who tend to have a better repayment record than men
and who are more responsive to their families needs
in the use of the inéome arising from the loan.

This pattern serves ths dual goal of raising the
family incomes of the poorest and increasing the
control by women over their own and their families
lives. This is consistent with the goals of the

Greek Government as well. DOnce the loan is repaid
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members are eligible, if their group is paid-to-
date, for another loan and so on.

The Mondragon Cooperatives

The TP for the Mondragon Cooperatives is the Basque
community in Spain. Started as a nationalist self-
help program in the mid-1950s, the cooperatives now
employ more than 18,000 people in 150 operating
units. From the start, the principie of paying in
‘own' capital has been a requirement for membership.
The current cost to a new member is about $7,000 in
the form of 2 refundable interest-bearing deposit.
Loan capital has come from Mondragon's own bank,

the Caja Laboral Popular. The Caja, unlike the
Grgmeen Bank, is an equity participant in each coop-
erative on a bermanent basis and is the ultimate
arbiter of a cooperative's health. The Caja can
force through changes in managzment and any other
needed restructuring. In return, the Caja provides
solid financial.backing plus righ quality advice.
The requirement for careful preparation of a new
cooperative, see section'5.6.1. above, is crucial
for success. The U.K. Governzent has just annournced
a L200,000 grant to promote Mcndragon style cooper-
atives in the depressed north of England (London

Financial Times, 6 May 1987).
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5.7.4.3. Comparing the Grameen Bank and the Mondragon

Cooperatives

First, the central institution in the success of
both programs is a bank committed to providing
finance capital to its TPs for new projects (and
subsequent expansions). Loans are made in the case
of Grameen and a combination of loans and equity
participation in the case of Mondragon. The key
differences between the two institutions are in
their TPs and practices regarding cooperatives.

The poorest stratum of Bangladesh's peasantry does
not possess any 'own' capital while the Basque area,
originally a relatively underdeveloped part of .
Spain, is nonetheless rich enough to enable its
inhabitants to provide a substantial 'own' contrib-
ution. The pattern of enforcement, in one case for
repayment only, in the other for industrial finance
and strategy stems from the emphasis on individual very
/%%%%%;rises in Bangladesh and for adequately scaled
cooperative .enterprises in Mondragon. In rural
areas of Bangladesh, however, individuals with little
or no land, who are illiterate, Tack any socializ-
ation into the rhythr- of factory work, and do noz
have ultra-nationalist feelings cementing group
solidarity are rot likely to makxe good members of

industrial cooperatives.
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Lessons for Greece

Both Grameen and Mondragon have found mechanisms to
channel their members actions toward commitment to the
rules and goals of the institutions. Both use self-
interest and community or peer group interests to con-
dition individual behavior. This reduces significantly -
the cost of enforcing the loan contracts, a significant
problem for ordinary commercial and investment banks.

On the other hand, both banking institutions have higher
pre-loan costs as they ??iance the studies necessary for
starting a new business. By taking an active interest
in the quality of the preparation and the character of
the entrepreneur/manager, both Mondragon and Grameen

can expect a higher success ratio than other credit’
institutions for the small businesses that they start.
Mondragon's companies have grown significantly. Thé
same is true starting froé a much smaller base for the

self-employment activities of Grameen's clients.

At Mondragon, financial comzmitment is a prerequisite

for membership. At Grameen, peer group pressure enforces
not only repayment but also its prerequisites, careful
investment and constant atiention to the enterrpise.

The nationalist sentiment which'is so important at
Mondragon is lacking at Grameen. Nonetheless, both

banks zre able to promote the 'right' kind of behavior

from their clients.
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The lessons for Greece can be divided into two parts.
The first consists of those rules or practices which
are transferable to Greek conditions. The second
consists of those attributes or characteristics which
are specific to the country, region or TP and for which
analogues will have to bYe found in Greece.

5.7.5.1. Traasferable Rules or Practices

The key transferable rule/practice is the requirement
for careful preparation of the new enterprisesand
proper screening and training of the new entrepreneurs.
This is enforced by the special credit institution
during the pre-loan period, during investment project
icplementation, and during start-up and continuing
opgration while the loan is being repaid. Training

is a continuous feature of both Mondragon and Grameen.

A= Mondragon, at least 18 months are usually consuzed

in choosing the investment project and preparing

+
¥

tne Feasibility Study by the designated manager and
tne staff of the Empresarial Division of the Caja
Lzboral popular. A 'godfather' who is personally
responsible for helping the designated manager is
acpointed from the Empresarial Division. This is

a feature that can be replicated in Greece. The
new manager is thus fully acquainted with all the
issues and options that can arise in the new enter-
prise. He/she has maintained contact with the other

zeabers of the new cooperative so0 that they are

fully informed. Finally the Caja is satisfied,
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both with the expected viebility of the new enter-
prise and the knowledge and capability of the new
manager. At Gramcen, only seven days are required
for training, but the projects are at the simplest
level with tasks that the new entrepreneurs have
very often been doing for eothers. fThe loan capital
requirezent is .about $50 for the first loan as
against $7,000 of 'own' capital plué bank lioans at
Mondragon. However, each Grameen group of five
borrowers meets once a week at the Grameen Center

in the village to discuss their enterprises' succ-
esses and problems. The Caja monitors each enter-
prise from its seat on the Board of Directors as
holder of 20% of the equity plus an intimate know-
leage of the énterprise's financial situation based
on loan amortization. ETEZPAP can certainly fulfill
functicns similar to these and can help create self-
help groups at the Nomos/locality level (see section

5.11. below).

A similar mode of operation chgracterizes the region-
ally oriented Enterprise Boards in England. L:ike

the Caja, the Enterprise Bcards take an equity in-
terest in local small/medium businesses, either for
start-ups or expansion. Unlike the Caja or Grameen,
the Enterprise Boards have not teen intimately invol-

ved in project preparation. This probably reflects
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the higher general level of economic and technical
development in the U.K. Funds for the Enterprise
Boards have come from local government. One of the
best known, the West Yorkshire Enterprise Board has
lent about one-half of its BE20 million capital in

70 investments ranging from £17,000 to 31 million.
Profits in the year ending September 1986 were alaost
b1 million. The Caja, oﬁ the other hand, is a regional
bank, accepting deposits from the public and making

loans within its own region.

For ETEPAP, the extent of projec} preparation will
vary by TP and project size/complexity. Particip-
-ation by new entrepreneurs in project studies " and
.management and other neceésary training will be a
rule/practice although this will be arranged diff-
erently tnan at Grameen or Mondragon. ETEPAP will
not have its own staff to develop studies like the
Caja nor can it rely on a short seven day prograa
like Grameen. ETEPAP will have to develop a set

of interlocking support mechanisms ranging from
candidate screening to participation in study pre-
paration to local support groups and continuous
monitoring by ETEPAP itself. ETEPAP will have io
be in a position to act decisively at any time in
order to protect its equity investment or out-of-
pocket costs. This will be much more difficult %than
a7 Mcndrag:on where, for exanple, a manager who is

replaced merely becomes another worker at the sane

company.
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Specific Characteristics

Neither the peer group pressure of Grameen nor. the
regional nationalism o»f Mondragon wili be readily
replicable in Greece. At the same time, the general
level of economic and technical-capability shown

in the project proposals made to the English Eater-
prise Boards will, with the exception of the younger
engineers TP, nut be present in the.proposals from
the other TPs. This appears to place the greatest
reliance for goal adequate behavior on the new entre-
preneurs desire for success, which has many dimen-
sions, and a significant contribution of 'own'
capital. This can be reinforced by ETEPAP's rep-
re;entative on the Board of Directors adhering to
accepted privﬁte business criteria in evaluatizg the
financial results of the new enterprise and the
adequacy of its management. A welfare approacz wiil
not be helpful in allowing the new entrepreneurs ic
grow as busineéspersons. A specific suggestion Zeor

rewarding success is made in section 5.7.6. belcw.

The second specific characteristic, 'own' capital
will need to be developed in 2 suitable manner Zor
each of the TPs. There Is an expectation tnat <2e

projects for youth and women will be the smalleszt in s

and least complex, the projects for returning ezig-

rants will be similar or somewhat larger, whi
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for younger engineers may be considerable larger
and have a higher degree.of complexity. It will
accordingly be easier for youth, women and return-
ing emigrants to self-finance a larger proporeion
of the cezital cost of their projects than for

younger engineers to do so-.

- 5.7.6. General Principles of ETEPAP Financing

ETEPAP's mechanism for obtaining the 'right' behavior
from new entrepreneurs originates in the way that
Investament Incentive Law 1262/1982 functions, and in
the relation of Government 'grant' capital to ‘own!
capital. It is proposed that as successful new entre-
preneurs buy out ETEPAP's 'own' capital contribution to
the néw enterprise, the new entrepreneurs receive free
ETEPAP's portion of the Governmeat grant capital.

This ipvolves no out-of-pocket cost for ETEPAP but it
does mean that income is foregore. The assumption mace
here is that ETEPAP's purpose is to help create viable
new businesses and not to make a profiit iiself. This
clearly distinguishes it froﬁ the Snglish Enterprise
Boards and from some aspécts of the Caja Latoral Popular

operaticns, 3ZTZ2AP is =more like !

[99]

razeen, accepiing lossas
when its 'clients' are unable to repay, but not expectin
to profit from the new entrepreneurs' success. This places
the burden on the Governmeant %o replenish ETEZPAP's

capital when necessary. It also cbligztes EZITEZPAP t¢ ac:

as a true shareholder rather than another way to subsidiz

employment.




5.7.6.1. An Examvle of ETEPAP's Financing Principle

Minimum 'own' capital requirements as a % of total
capital reguirements under Investment Incentive

Law 1262/1982 can range from 1C% for special invest-
ments in high priority regions to 35% for standard
investments in low priority regions. The minimunm
Government 'grant' level is 10Z and the maximum is
50%. The basic example used is a hypothetical but
common distribution. The proportion of capita;'and
its relation to equity for 20% 'own' capital, a 40%
Governmernt grant and 40% loan capital is:

Per Cent

Capital Sources Capital Equity

'Own' Capitzl (in-l. ETEPAP) 20 100
Government Grant 40 0

Total 00 500

A simple illustration of ETEP:2's principle of fin-

ancial incen*ives is tne following. Assume that

new entrepreneur 'own' capital is 5% of total cap-

ital required and that ZTEPAP contributes 15% to

meet the 20% required by the incentive law. Then,

the new entreprrereur would ge: one-guarter or 10%

of the Governzent grant as 5% is one-guarter of the

20% 'own' capital. ETEPAP wculd initially receive

the remaining three-quarters cf the grant equal to .

304 of the total capital. f <ne tusiness is succ-

"'
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the Government grant to the entrepreneur. This
would leave ETEPAP whole, and some fee could be
charged for ETEPAP's out-of-pocket costs (see section

5.6.1. above).

The entrepreneur would buy, at cost plus a fee, 15%

of the business and receive 30% as a grant from ETEPA?
who, in turn received it from the Government. Loans
would be repaid as usual. The exact buyout terms
could be generous, with ETEPAP still voting the stock
while the new entrepreneur used the profits to but

it. The general operation of the scheme could show
the following proportions at three different -.points
in time with loans remaining unchanged.

At the time of investment.

Per Cent

Capital Sources Capital Zquity
'Own' Capital (Entrepreneur) 5 25
'Own' Capital (ETZPAP) 15 75
Grant (Entrepreneur) 10 0
Grant (ETEPAP) 30 0
Loans . 40 0

Total 100 100

When 5% of ETEPAP's 'own' capital has beern purchased,
104 from ETEPAP's grant portion is also traansferred

to the entrepreneur.

Per Cent
Capital Sources Capital Eauity
'Own' Capital (Entrepreneur) 10 50
'0wn'! Capital (ETEPAP) 10 50
Grant (Entrepreneur) 20 0
Grant (ETEPAP) 20 0
Loans 40 0

Total 100 100
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After all of ETEPAP's ‘own' capital has been pur-
chased and all of ETEPAP's grant portion has been

transferred to the entrepreneur.

_Per Cent

Capital Sources Capital Equity
'Own' Capital (Entrepreneur) 20 100
'Own' Capital ;ETEPAP) 0 0
Grant (Entrepreneur) 40 0
Grant (ETEPAP) 0 0
Loans 40 0

Total 100 100

A crucial aspect of the scheme is that it does not
produce the typical case in Greece of a lack of 'own!
capital and overreliance on borrowed funds. ETEPAP
takes the loss of its investment if the firm goes
bankrupt. As long as the total capital required for

a new enterrpise is low, 5% of say 50 million drachrzs
is 2.5 million (about $20,000) which should not be

an overly large sum for a new =ntrepreneur (or several

partners.

5.7.6.2. Problems in the Operation of Iaw 1262/1982

Two important éroblems have arisen in the operation
of Law 1262/1982. The first is that it often takes
as long as two years to secure.an approval. Although
the rate of inflation in Greecs has declined, it is
still over 10% at this time maxing the capital cost
of a project more than 20% higzer after a two year
delay. Many approved projects have not been implem-
ented for this reason, especially when the rate of

inflation was over 20% per annum.
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The second problem is that land has frequently
been used as a pa~. of 'own'’ capital where it has
been needed for the new enterprise. The Law 1262
Approvals Committee has often placed a higher val-
uation on this land than commercial banks who, in

the example above, would be asked to provide loans

equal to 40% of the total capital. The banks have

refused to make the loans.

Both these problems need the attention of those re-
sponsible for Law 1262 approvals. ETEPAP will not
be able to function effectively unless these issues
are resolved.

Alternate Sources of Capital

New entrepreneurs should be encouraged to find alter-
nate sources of equity cépital. There may be local
scurces in neighbors, businesspersons, local gov-
ernment, venture capital funds, etc. ETEPAP should
try to develop these sources. Unfortunately, the
national capital and equity markets function poorly,
buﬁ the Government can make efforts to improve their
creration. Another difficulty at the present time

is that commercial tanks are offering a risk-free

arnd tax-free rate of interest of about 14% on or-

dinary accounts. this requires a very high project

rzte of return to attract others' equity capital.
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The Business Expansion Scheme in the U.K. offers

tai relief to equity investors in unlisted companies
providing they keep their shares for a minimum of 5
years. BES funds have been set up to which companies
can apply or a company can issue a prospectus to
attract BES investors. Mixed results so far have
been the result of this type of Venture Capital

Fund. The lack of a properly functioning equity
market makes it a problematic scheme for Greece, as

a key aspect of the U.K. program is that capital

gains are forgiven when the equity is sold.
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5.8. ACTIVITY 8: Programs to Implement Investment Projects

The aim here is to assist in the implementation of the
approved Feasibility Studies. Such issues as contractors
and tenders, specilic infrastructure required, final site
choice, etc., may require advice and investigation. For
some of these problems ETEPAP can help locate experts and
subcontract the work to them. At a minimum, lists of ETEPAP
approved consultants and contractors might be a way of
channeling the best help to the new entrepreneurs. This kind
of list, of course, is always open 5o abuse. However,
ETEPAP will be left with the difficult supervision and coor-
dination function consistent with its position as a partner

in the new business.

5.8.1. Cost Overruns During Construction

Overinvoicing has been common during the constructiqn
_and equipping of investiment projects in Greece. Using
land for the new enterprise as an important part of
'own' capital, the money has been siphoned off from the
Government grants and bank loans leaving the company in
a weak financial position. Clear and severe tudget con-
straints backed by strict controls will be necessary as
the new entrepreneurs are contributing only 5% of tre

total capital requirements. ETEPAP will have to sub-

contract part of this auditing to others.
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New Enterprise Location

Advice/assistance in finding the right location for

the new enterprise may be an important part of ETEPAP's
activities. ETEPAP can, for example, insist on the
development of 3usiness Incubation Centers, see 5.8.2.1.
below, in the pilot program Nomoi or undertake special
agreements with the Handicrafts Centers of EOMMEX or

the Industrial Parks of ETBA. The operations of the
Handicrafts Centers and the Industrial Parks are well

known.

.1. Business Incu ation Centers (BICs)

Business Incubation Centers, developed in the United
States, are facilities whose purpose is to reduce
the risks of new small businesses by lowering their
overhead costs and providing zanagement advice and
support. BIC characteristics are: (1) a common
location for the busiﬁesses; f2) shared support
services; and (3) on-site manzgement assistance.

The building may oe designed zs a 3IC or renovated
from an existing structure. The shared services can
include common telephone answering, secretarial and
other business services, copying machines and ccn-

ference rocms. Management surpert depends upen need.

Some of ETEPAP's new enterprises may nhave a much
higher survival rate if they are located in a BIC.

Both ETBA and EOMMEX are currently discussing a pro-

posal to study the pcu2n<iizal fzr BI0s In sz2veral of

(. zece's larger cities. ETEPAP? should make itself
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aware of this ongoing effort with a view to using,

if desirable, BICs developed by others.
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5.9. ACTIVITY 9: Programs to Provide Continuing Advice and

Assistance During Project Start-Up and Continuing Operations

The necessity to assist new entrepreneurs and new enterprises
is well known. ETEPAP needs to take ar active part in dev-
eloping a roster of experts, but should generally leave the
work to the subcontractors. This is therefore both a core
and non-core activity.

ETEPAP must avoid an overly paternal approach by allowing

new entrepreneurs to express themselves and grow through
problem-solving. An analysis of Irish Development Authority
policy in providing consulting (National Economic and Social

Council of Ireland, A Review Of Industrial Policy, No. 64,

February 1982) criticized the IDA for making small business-
persons more and dependent on its consultants instead of
allowing then to solve their own probleas. The approach
discouraged the kind of risk-taking that zakes companieg

groﬁ without, at the same time, making failure auch less
likely. dowever, ETEPA? is a stockholder and neceds
to properly fulfill its responsibilities. In general, ETEPAP
should try to avoid berng involved in entarprise operations
and confine its role to setting policy, approving plans and
prograns and evaluzating operating resulis in its role as a
member of the Board of Directors., ZTZ7iP ray wish to recruit
well known businesspeople to sit on the toards of its companiss,
avoiding the problem of lack of iis own objectivity in re-

viewing results.
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Subsidized Consulting

By subsidizing consulting (or using EOMMEX services),
ETEPAP would let the new entrepreneurs determine whether
or not they needed counseling and how much is required.

As .an example, the Small firms Service of the Department
of Trade and Industry in the U.K. offers the counseling
services of self-employed management consultants who have
undergone special training in the problems of small
business. The first three days are free with a subsidized

fee charged thereafter.
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ACTIVITY 10: Devlooment of 2egional Data and Catabases

to Assist in the Promoticn of ETEPAP's Prograns

ETEPAP will introduce its progra=zs at the Nomcs level.

In order to choose which Nomoi should be included in the
pilot program, and the order of introduction thereafter,
it is necessary to develop criteria by which Nomoi can be
compared and the data and databases to make the comparisons.
In the first instance, Nomoi should be chosen for pilot
programs according to their ability to'successfuliy absoro
ETEPAP's activities and meet the objectives and strategy
defingd in sections 1. and 2. below. A separate report
will develop the pilot program. Dr. iLGeorganta.of the
Center for Planning and Econozic Research has developed.

the databases and regional data.
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ACTIVITY 1:: Development of Local Support Groups in the Nomoi

This is bo:th a core and non-core activity. 1In order to
provide lczal assistance to new entrepreneurs, both as
moral suppcrt and for the provision of knowledgeable advice,
ETEPAP shc:ld attempt to develop Nomos-Sased and national
level groucs of businesspeople, local authorities and others
who want tz help with the promotion of new entrepreneurs and
new enterprises. These groups are important for the status
they affora . . . : their members as
leading citizens trying to increase the level of economic
activity iz their Nomos, and for the status they would confer
on the new entrepreneurs as those who will be responsible
(in part) for the future growth of the area. Local backing
for new ventures not only provides experienced advisors to
new entrer~eneurs, but also helps to create the kind of
general climate in which new businesses can flourish,

All Non-G:vernmental Organizations (NGOs) which can contris-
ute to the success ot ETEPAP should be encouraged to do so.
Cooperatizn by Nomoi and local authorities should be man-
datory. These groups will reduce the size of the locality
staff required for ETEPAP's own operations. and some of their
menbers czx be recruited for the various project and Feas-
ibility S-udy Appraisal Groups. Unce they are in operation,
EfEPAP will only need to coordinate their activities. How-

ever, there may te some particular difficulties in setting

up these zroups in Greece.




5.11.1. Existing bBusiness Organizatiqns

There are a number of existing business organizations
that could serve as support groups or could help in
setting up support groups by making this need known

among their own members. Examples of these organizat-

ions are: the Union of Greek Industrialists (SEV); the
Industrial and Commercial Chamber, the Iechnical (engin-
eers and scientists) Chamber; the Manufacturers Feder-
ation; Nomos Union of Ag}icultural Cooperatives, Union

of Hotel Owners and other specialized organizations.

Whether these organizations or some of their members
will be willing to serve in local support groups de-
pends upon how they and their individual members view
the new entrepreneurs. If they are viewed as potential
competitors rather than as contributors to economic
developzernt, the existing organizations will be hostile.
This is possible as most companies in Greece are small.
In the manufacturing sector, over 93% of the establish-~
ments eaploy less than 10 persons. About 0.5% employ
over 100 persons. 'In smaller cities and rural areas,
enterprises tend to be very small.

5.11.1.1. Enterprise Adzancies in the U.X,.

The English experience is that large firms are the
ones most likely to contribute to the forzmztion of
new small enterprises. An Zrn‘erprise Agency systen
has been set up whereby firms -- and almost exclus-

ively large and successful cnes -- contribute money
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or second experienced staff to over 250 locally
deQeloped Enterprise Agencies who usually work with
local authorities and the Government to provide
one-stop advice and counseling for small businesses.
The Enterprise Agencies do not create jobs them-
selves. In France the National Agency for Enter-
prise Creation (ANCE) has developed a wide range of
contacts with Non-Governmental Organizations at the
national and regional levels.

Potential in Greece

It would seem logical for ETEPAP to approach the
naiional offices of the various NGOs to sound them
out before trying to develop linkages at the local
level. The national offices may have a broader
point-of-view and their approval may help in obtain-
ing a fair hearing in the Nomoi. One of these or-
ganizations, the Institute of Economic and Indust-
rial Research (IOBE), which is associated with SEV,
has been developing a program with the European
Center for the Development of Professiorz2l Training
(CEDEFOP in Berlin) to provide courses in entrepren-
eurship for returning emigrznts. ICBE has proposed
that the Institute for Industrial and Precfessional
Specialization (IBIE) offer the prograz. The Union
of Greek Industrialists (SEV) which includes the

largest firms in Greece plans to participate.

[

If a large firm aprroach 2z tz2xen, the Zzz2 on firm

size and location are in the ICAP manuals.
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There are less than 1OOQ manufacturing firms with

more than 100 employees -in Greece, they tend to be

located in and around the largest cities, and there

is an acknowledged lack of qualified managers. One
possibility is to make special requests to the Trans- .
nationals operating in Greece. They tend to be
larger, better staffed wiéh Greek managers and far
less likely to be threatened by new- enterprises.
They may even feel that contributing to the realiz-
ation of new enterprises is good for their public

image.

5.11.2. The Banking System

The banking system is essentially state-owned, dominated
by a few very large multi-branch banks whose focus is
national rather than regional/lcczl and relatively back-
ward in its credit policies. The banks, it is said, are
indifferent, if not hos.ile to the needs of small bus-
iness. Despite thié. it is absolutely necessary to in-
volve some of the larze banks in ZTEPAP's support groups
or in their own support group. There are several rea-
sons for this need: first, bankers are often very know-
ledg-able about their area; second, the banking systen
is involved in supplying credit %o the new enterprises
uncer Law 1262/1982 and it would be desirable to know
their policies and have some of their input prior to
making a loan application; third, the involvement of

local bankers would be a signal.of seriousness to the
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business organizations at the national and local levels;
and fourth, it would also provide a very positive signal
to potential entrepreneurs. Since the banking system
is dominated by a few banks, an approach will have to
be made to the central office before seeking cooperat-

ion from a branch.

Local and Regional Governments

ETEPAP will have to develop cooperation with the various
levels of sub-national government. This will be eas-
iest at the Nomos and Periferia (group of Nomoi) levels
since the Nomarchs and Periferia heads are nominated by
the central government. Mayors are elected, but there
should be little difficulty in obtaining cooperation
for the kind of enterprise prograas that ETEPAP will
promote. Governmental cooperaiion is important because
of the direct help to bte obtained in staff, facilities
and access to decision-making bodies. There is soze
local control over .historic sites, ports, potential

marina locations, etec., and infrastructure planning.

Type of Local Suvvort Crouvs

An umbrella group which would inelude all the sub-groups
would make ETEZEPAP's coordinating job easier and indicate
a high level of community suppor* for its programs.
This is part of the pilot prograz which needs to be

completed at a very early stage.
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5.13.

ACTIVITY 12: Development of the Pilot Program for ETEPAP

This is the main initial core activity for ETEPAP as it
combines all the other operating activites and tests the

strategy. A separate report will be made on this subject.

ACTIVITY 13: Evaluation of ETEPAP's Activities

An evaluation program, for each of the relevant activities and each

of the TPs will have to be developed. A discussion of this core

activity is beyond the scope of this report.
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Mr. George Papandreou, Deputy Minister of Culture
Richard Lissak

Substantive and Adcinistrative Issues Regarding

the Pre-start and Start-up Phases of The Company

for the Support of Productive Initiatives of Younger
People (ETEPAP)

17 December 1986

This memorandum is intended to assist in the definition of

ETEPAP as an organization and to prepare for both its pre-start

and start-up phases.

I. SUBSTANTIVE ISSUES

1. Objectives -of RBRPEPAP

a.

To break existing financial and institutional
constraints hampering the movement from productive
investment project ideas to viable new enterprises,

To widen and deepen Active Democratic Planning by

increasing the range of opportunities available to
(potentially) entrepreneurially active youth, women,
returning migrants, and younger engineers, scientists,
technical and experienced business oriented persons

to develop and operate their own productive enterprises.
To stimulate employment opportunities via small and
medium-sized enterprise creation.

To help to establish new enterprises that will not

require an operating subsidy in the shortest possitle

*ime.
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To aid in the restructuring of national industry
from both a regional and sectoral point-of-view.
To create a more hospitable climate for new investment

from any source.

Main ETEPAP Activities: Other institutions may participate

a.

Entrepreneurship development through identification
and training of entrepreneurially oriented individuals
and groups from target populations.

Creation of an institutional environment ensuring
participation of potential entrepreneurs from terget
populations in the generation of investment project
studies.

Evaluation of investment project studies.

Financing, co-financing, promotion, etc., of those
investment projects deemed viable.

Advising investment project generaticn, implementation,

start-up, continuing operations, etc.

What are the priorities among the :arget populations?

Youth

Women

Migrants: 1987 is the 'Year of “he Emigrant?®

Younger engineers, scientisis, technical and experienced

business oriented persons.

Are there regional priorities?

Are there intra-regional priorities (e.g., urban-rural,

etc.)?




II. ADMINISTRATIVE ISSUES

1.

What is the Current Status of ETEPAP? (See attached

memorandum "Suggested Composition of the ETEPAP

Governing Council)

f.

Charter and Incorporation
Board of Directors
President
Managing Director
Recommended Staff at Start-up
1. Directors (4) and Deputy Directors (4)
a. Youth
b. Women
c. Migrants
d. Younger engineers, etc.
2. Other
a. Accountant (1)
b. Assistants (4)
c. Secretaries (3)

Budget

Ministry of Culture Personnel Required During Pre-start

Phase of ETEPAP

a.

b.

Counterpart to UNIDO expert
Target Population Experts (2). Twe for each population.
assistant to UNIDO expert

Bilingual secretary

Informatics assistance
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3. Other Assistance Reguired
a. KFP°F personnel assigned to the Migrant Project
h. already computerized some survey results.
I would like to use their ability to computerize

and analyze other data on migrants.

L. Who is the senior person at the Ministry responsible for

the day-to-day operations of this project?
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TO : ETEPAP Project Participants

FROM : Richard Lissak

SUBJECT : A Program for the Development of The Company for
the Support of Production Initiatives of Younger
People (ETEPAP)

DATE : January 1987

The purpose of this memorandum is to acquaint Project
Participants with the objectives and priorities of ETEPAP, its
expected range of activities and the initial tasks to be fulfilled
during the current pre-start phase of ETEPAP. The Minister has
approved the objectives and priorities which are discussed in

sections 1 arnd 2, below.

Background to ETEPAP

One of the main elements of the Government's development
strategy is the promotion of increased participation by all
groups in the economic and social life of the country. The
strategic goal of ETEPAP is the creation of new viable tusiness
enterprises by members of groups (target populations) under-
rerresented in the economic life of the country. The target
populations are youth, wecmen, returning emigrants, and younger

engineers, sclentists, technicians and experienced business

ive-Year Plan, 1983-1287, was crezted through the
me:nanism of Active Democratic planning, a methcd of developing
plan pessibilities from-the-bottom-up 2nd then agreeing the plan
through an iterative proc2ss between ¥emoi Planning Councils on
the one hand, and tre periferial and cenzral authorities on the

other, A major prcolem of the 1983-1987 Plan wag the lack of
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productive investment projects.

The Government is now faced witn z severe and urgent problem
as the level of private investment has fallen steadily since its
previous cyclical peak in 1979. A stabilizatiorn program was
launched in 1985 to correct a chronic deficit in the current
account of the Balance of Payments, and unemployment, particularly
among youth and younger professionals,is rising. The Labor
Force Participation Rate for women is very low compared with
Western Europe and North America depriving the country of their
energy and imagination in productive activity. Changes in the
economic structure of several Western European countries have
resulted in a 'surplus' of Greek guest workers and, at the same
time, the Government would like to take advantage of the skills
acquired by Greeks who have worked abroad. This can only be
effected through a program that facilitates the return and
reintegration of emigrants. It is the aim of the Government
to at least partially resolve these problems by broadening the
oprportunities available to the targeted groups within the process
of Active Democratic Planning, by the creation of ETZPAP,.

The role of ETEPAP is tc act first as an ouireach orgarization,
inferming the target populations of the new opportunizies
available, second, to facilitate the development of those

productive investment project ideas deemed potentially viatle,

ED

and finally to eitnher Tirance wizh its own furds certzin projects

and’/or help find financing from othe~ public or privaze

That is, ETEPAP is d2signed to have an impact in the siages of

prcject development pricr to tnsse affected by the uszual incentiv

)4
@
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programs. Post-investment follow-up services will also be
provided.

The work program in this memorandum covers a portion of the
pre-start phase of ETEPAP. Outreach and screening aspects of

TEPAP will be tested in a pilot program in several locations
before the national program is implemented. A part of this
pre-start phase will be the choice of these locations. ETEPAP
is expected to begin program testing in May 1987.

ETEPAP, which will be a private company, has been formed
bty the General Secretariats of Youth, the Greek Diaspora and
Popular Education of the Ministry of Culture, the Hellenic
Irdustrial Development Bank of the Ministry of Industry, Energy
and Technology, and the Ministry of National Economy. The
Ministry of Culture has taken the lead in ETEPAP's formaticn.
ETEPAP's charter has been completed and its staff is being
recruited. During this formative period, trhe Ministry of
Culture will provide support in terms of staff, space and

cther necessary items.
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1. Objectives of ETEPAP

The objectives are listed in hierarchical order, with the

controlling objective first, etc.

1.1.

1.4

1.5.

To break existing financial and institutional constraints
hampering the movement from productive investment project
ideas to viable new enterprises. An enterprise is viable
if it meets market criteria for profitability. New
enterprises may be in the primary, secondary or tertiary
sectors.

To widen and deepen Active Democratic planning by increasing
the range of opportunities available to (potentially)
entrepreneurially active youth, women, returning emigrants,
and younger engineers, scientists, technical, and
experienced business oriented persons to deveiop and
operate their own productive enterprises.

To stimulate employment opportunities via small and
medium-sized enterprise creatior.

To help to establish new erniterprises trhat will not reguire
an operating subsidy in the shortast possible time.

To 2id in the restructuring 5f natiornzl industry from

both a regional and sectoral roint-of-view.

Tc create a mcre hospitable climate for new investment

frem any scurce,




- 85 -

2. Priorities Within ETEPAP

The priorities, within categories, are listed in hierarchical

order, with the most important first, etc.

2.1.

Target Population Priorities

These priorities relate more to the timing of the programs
rather than indicating a clear preference for one group
over another. Since ETEPAP will test its programs in
several locations, it may be desiratle to introduce
programs jointly rather than separately in order to reduce
the time and cost of testing.

The target populations are not mutually exclusive.
Although they obviusly overlap in meabership, each
population has been defined with certain characteristics
so that individuals and groups with project ideas will
self-select their program entry point. It is expected
that investment project types and sizes will vary among
the target populations in a way related to their defining

characterisites.

2.1.1. Youth

Youth are broadly defined as those individuals from

18 to 45 years of age. Although both females and

males may be included in this group, care has to be
taken to ensure that fema_es have access to the full
range of ETEPAP's services. For this and other reasorns
related to discriminatory practices arnd attitudes,
young wcmen may elect ot enter the women's progranm.

Two key characteristics of youth are inexperience and
the Inability to prepare their own project feasibility

studies.
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Women

There is no specific age limitation for women.

r

S e T T3V + -~ R BN bl P R e
This gETCuUp is likely tc have the least acguaincance

IS

with business ideas and experience with business
practices. They are likely to have more difficulty
developing project ideas that ;re potentially viable
than other target populations. The ETEPAP program
for women will have to overcome these initial barriers.
If young women select themselves into this program

it may be due either an expectation of discriminatory
practices in the youth program and/or the feeling
that it is likely to be more difficult to ccazpete in
a program with large numbers of men.

Returning emigrants

There is no specific age limitation for this group.
Returning emigrants are likely to have consideratle
Jork experience, both from domestic and foreign
employment, to be self-supporting, acguainted with
business practices, and often have their own project
ideas. ‘Whether male or female, the ETZFAP progran
will have to take account of the many adjustment
problems facing individuals and families reiurain

to their home country after years abroad.

There 21z a3 wezlth of descriptive 2and analyti: zzterial

available from the Government's zmigration study.
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1.4. Younger engineers, scientists, techncial and
experienced business oriented persons
There is no specific age limitation for this group
although it is expected that most entrants will be
from 25 to 50 years of age. The defining characteristic
of this group is the ability to prepare a full
project feasibility study without significant outside
help. That is, the educational attainment and work
experience of this group is considerably greater than
any’ of the other target populations. Males and
females will part.:ipate, and it Is hoped that Greeks
abroad will also enter. There is a draft progranm
(R. Lissak: Proposal For a 'New Enterprise Promotion
Program' for the Manufacturing Sector, 26-11-84)

which needs amendment and further elaboration.

Regional priorities

ETEPAP is to focus on the second and third rank regions
rather than the most populous. Several locations have
to be chosen for pilot testing of the ETEPAP prograns.
There is also a need to prepare the background material
for the full national program.

2.1. The capacity of a region to successfully absor:
ETEPAP activities is the overriding criterion fer
cnoice among the second and third rank regions.

The dimensions of absorptive capacity need to bpe

developed.

+«<.2. After full considsration has teen given to absorptive

capacity, attention can also be given to depopulated

regions, border regions and islands.




- 88 -

2.3. Intra-Regional Priorities

Intra-regional priorities include the possibilities for
inter-area linkages, with emphasis on rural areas.
Areas are as defined in the Census of Population.
2.3.1. Rural areas
2.3.2. Semi-urban areas

2.3.3. Urban areas

3. Proposed Main ETEPAP Activities

ETEPAP will undertake some of the activities itiself, it may
develop activities jointly with other institutions or it may
subcontract these ectivities to others.

3.1. Creation of an institutional environment and outreach
program to ensure the participation of potential
entrepreneurs from target populations in the generation
of investment project studies.

3.2. Entrepreneurship development tarcugh identification and
training of entrepreneurially orisnted individuals and
groups from target populaticns

3,3. Appraisal of investment project Ideas from external or
internal sources

3.4. Generation of feasibility (or lower level) investment
project studies from accerted project ideas

5.5, sppraisal of feasibility studies

31.6. Financing, cc-financing, promotion, etc., of those
investment project deemed viatle

3.7. Advising on investment project izplementation, start-up,
continuing opersations, etc.

3,8, Evaluation of all dimensions of ETEPAP progranms.
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4. Tasks for the Pre-Start Pbase of ETEPAP

ETEPAP is to be pilot tested starting in May 1987. The time
period for the following pre-start tasks is six weeks. The
tasks in section 4.4., below, will clearly continue through the
testing period as information on how well ETEPAP actually works
will undoubtedly lead to program revisions.

4.1. Collect all previous reports, studies, etc. developed
for ETEPAP. Retain any usable material.

4.2. Collect the relevant (Greek, EC, etc.) studies, reports,
surveys, policies, programs, laws and data regarding
the target populations of section 2.1.

L.2.1., Provide a systematic analysis of materials collected.
Develop a target population database consistent with
the location .data of section 4.3.1., below.

4.3. Collect the relevant studies, reports, surveys, policies,
programs, laws and data regarding the areal units of
sections 2.2, and 2.3., above.

4.3.17. Provide a systematic analysis of materials collected.
Develop the analysis on the basis of a Nomos and its
political subdivisions, such as Eparchias and Demi.
Develop a location database consistent with the
target population database of section 4.2.1., above,.

4.4. On the basis of the objectives and priorities of sections
1. and 2., and the completed tasiks of sections 4.1.-4.3.,
develop an analytical base for the commencement of

ETEPAP operations,
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4L.5. Define ETEPAP programs and their success criteria.

A-501.

4.5.2.

Analyze the positive, neutral and negative effects

of existing policies, programs and laws on the
operations ¢f ETEPAP. Define the preferred
configuration of policies, programs and laws.

Develop specific analyses of desirable pilot program
locations and their target populations. Desirable
locations and their target populations will, in

the first instance, be chosen on the basis of their
capacity to successfully absoro ETEPAP activities.
Visiting potentially desirable locations and intitiating
contacts with knowledgeable individuals and institutions
will contribute significantly to making the

best choices for testing ETEPAP's programs.
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ANNEX III

TO : ETEPAP Working Group
FROM : R. Lissak
SUBJECT : Suggested Composition of the ETEPAP Governing

Ccuncil

The ETEPAP Governing Council should be composed

individuals whose backgrounds are particularly well

of

suited

to the purpose of ETEPAP -~ that is, the promotion of new

productive investment projects. ETEPAP will act as a publicly

funded Venture Capital Funi as one part of its activities as well

an incubator of investment projects to be financed by other
institutions. This paper proposes some criteria for selecting

the Council members from both the public and private sectors.

ETEPA? wi

[

Since 1 be in the business of promoting investment

idea through implementazion, experience in new

cusiness start-ups is the ncst Imporzant criterion for both
the Frasident oI Iae Council and the Managing Diresctor. This
suggssts that beth posis go tc sxrerisnced dbusinesspeople.

“he dilference between the Presiden: and Managing Director
should e that the forzer will rave the main responsibility
for seiting policy and prozotirng zhe trograa wnile the latter
will nazurally ccnecenirzte on planning and
lapiezenting 1. For these rezssns, ths President should

with 2uthority in business maziers and ras the dssire and

of Greece ty promoting

=
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the program both nationally and internationally. The

Managing Director should be an experienced businessperson

with demonstrated executive ability. It is liiely that

the President will have to be available almost full-time

for the first year. If the President is a successful retired
businessperson, salary is unlikely to be the main consideration
in accepting the post. The Managing Director, on the other
hand, will most likely consider an appropriate privalte sector
salary as an indication tha. the Government is serious about

ETEPAP.

Other non-governmental Council m@exmbers shoculd come fronm
banking, business and techncial areas. A representative from
the Technical Chamber might be useful in helping to promote
the program within that organization. Since ETEPAP will
seek the participation of women as indivduals and in groups,
it is desirable to have a representative from a leading woman's

my,

. Thrhis should not be z2n exzuse for lizmiting the

>
-

arizati

O
'3

crg
Council's female zemkbers to one. Academics shoull be avoided
urnless <hey have clearly demonstrz-ed cractical esxperiise

requireé for the Council's effeciive cperation.

jectz are expected .0 De spenscred Ty Local Governzent,

Other Goverrnnent Council mepmbers should have experience in
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Attached is a copy of an article about a newly founded
Venture Capital Fund in China. It has sore of the same
characteristics as ETEPAP but its focus is much narrower.
The business oriented backgrounds of the fund managers are

particularly interesting.

gs o2

ATSERAARY
cCAlL 2O |
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MAIN FOCI OF ETEPAP

The acronym ETEPAP stands for The Coapany For The Support of

Production Initiatives Of Younger People.

1.1. The Definition of ETEPAP

ETEPAP is a special c¢redit institution whose purpcse is to
pronote the organization of new s3all- and mediuz-sized
enterprises (i.e., productive investment projecic) undertaken
by groups underrepresented in decision-making roles within
the economy. ETEPAP is oriented by the principles of

Active Democratic Planning and Implezerntation.

1.2. The Qbjectives of ETEPAP

1.2.1. Prigary Objiective

The primary objective of ETEPAP is the stari-up and
succe;sful operation of viable new sz2ll- and sediuc-
sized enterprises by entrepreneurially oriextz2d wmembers
of the Target Populatio.s (7Ps). The TPs =zre:

(1) youtn;

(2) women;

(3) returning emigrants; and

(4) younger engineers, scientizts, tachniczl zn

[>H
2
B
‘0
W
]

business personsz. This grour Is abbrevisied as

'younger enginsers' in thz2 taxz,




1 .2.2..

Secondary Objectives

1.2.2.1. Regional Objectives

A secondary objective -- and one related to the
choice of several of the target populaiions (i.e.,
youth, women, and possibly retu'ning emigrants) iz
the promotion of entrepreneurship and new enterprises
in the second and third rank cities of the nation

and their rural hinterlands. ETEPAP, however, is

not a growth pole approach to development.

1.2.2.2. Employment

1 02030

A secondary objective is the stimulation of employment
opportunities, particularly away from the major
urban centers.

Lower Order Objectives

1.2.3.1. Restructuring

ETEPAP should aid in the restructuring of national

industry from both a regional and sectoral point-

of-view.

1.2.3.2. Investament Climate

ZTEPAP should help to create a more hospitable climate

for investment from any source.




2. A SUGGESTED STRATEGY FOR ETEPAP

There are four elements tc ETEPAP's .strategy for new entrepren-

eurs and nev enterprises.

2.1. Breaking Financial and Institutional Barriers to the Creation

of New Enterprises

ETEPAP, as a special credit institution -- a fora of invest-
ment bank, will have the powers and the capacity to break
the existing financial and instituticnal cohstraints hamp-
ering the movement from productive investment project ideas
to viable new small- and mediua-sized enterprises. ETEPAP
will take equity positions in the new enterprises providing
sufficient capital to ensure their qualification for invest-
ment incentives under Law 1262/1982 as amended. Subsequently,
ETEPAP will sell its equity and transfer its portion of the
investment incentives to the new entrepreneurs, replenishing
its own funds. ETEPAP's capital is targeted at 500 million
drachmas for its initial operating period.

2.2, Develooing New Entrepreneurs

ETEPAP will develop procedures (Target! Population Program
Modules: TPPMs) to ideitify, train and support entrepreneurin’ll:z
oriented members of the Target Populations. Since the TPs
vary significantly in terms of sex, age, work experience,
own resources, knowledge of business opportunities, educatlionz’
background, ability to relocate and other significant factors,

. | ETEPAP will have to design some TPPMs for the specific needs

of each TP,

2.3. Concentration on Smalier Cities and Their Rural Hinterlands

Focusing on the second and third rank cities and their rural

hinterlanis requirss s knowledge of regional potentials.




This analysis requires a statistical database, a asthod

of comparing the level and trajectory of development of

the regions, and on-the-spot investigation of the current
situation. The level of analysis will be the ﬁonos (Pfefecture) )
and the Demos (Municipality). Some material will be

aggregated at the level of the Periferia (s group of Nomoi).

There are 51 Nomoi and 13 Periferia..

2.4. Pilot Testing of ETEPAP's Progranms

The requirement to ccordinate financial, institutional,
entrepreneurial and regional analysis in support of the
efforts of the TPs suggests the necessity of testing ETEPAP
in several Nomoi before launching a national campaign.
ETEPAP should choose those Nomoi that have the highest
probabi}it} of usefully absorbing its programs consistent
with its stated objectives.




TARGET POPULATION DEFICIENCIES

The Target Populations have very disparate characteristics, but
some deficiencies in common. Many of the activities of ETEPAP.
discussed in detail in section 5 t-low, are designed to reduce

the effect of . these common deficiencies. However, each
ETEPAP TP prégfan will have.to define the relevant characteristics
of its TP in order to develop that TPs strengths and ameliorate
iic weaknesses. .Indivdual variation within a Tf will also -

require attention.

3.1. Negative Characteristics of Target Populations

From the point-of-view of negative characteristics, both
youth and women are likely to have significantily greater initial
disadvantages than some returning eaigrants or younger
engineers. A recent ;nalysis'enphasizing the need for
support structures for “hose seeking to start new small-scale
local enterprises in France listed the following deficiencies
that need to be overcome: (P. erntsler. International
Labor Review, March-April 1984)
(1) the cultural gap between theP (the TPs) and decision-
makers in institutions such as public offices and bank:;
(2) their lack of self-confiéence and of credibility amcng
the officials with whom they have %0 deal;
(3) <heir psychological and social isolation, especially
if they have been unemployed for some time (or have
never been employed);
(4) the difficulty of finding and putting togetner the

information they need, especialiy since it is often
widely dispersed;




(5) their lack of resources, sspecially financial resources
in the early stages of their own effprts:

(6) ignorance or a false view of the market and/or their .
own capabilities;

(7) insufficient awareness of the need for suitable
management techniques;

(8) ignorance of coammercial procedures.

3.2. Preliminary Listing of Individual Target Pooulation

Characteristics

Using the cgaracteristics of section 3.1. above and others
associated with potential enterprise success, Table 1 provides
a preliminary assignment by Target Population. Particular
entrepreneurial characteristics such as risf-taking. leadership,
and the Schumpetsrian desiré to combine resources in new

and progressive ways are not discussed in this report due

to lack of data. It is assum;d that all T?s have nembers

with an entrepreneurial bent, and that they exiet in sufficient
pumbers so that ETEPAP will ﬁot lack potential new entrepreneurs.
UNIDO's European Regional Prograa in Entrepreneurship
Development will utilize cross-cultural psychological testing
for possession of characteristics assoclated with enireprez-
eurial activity. This has been included as one of the

activities proposed for ETEPAP.




TABLE 1: Enterprise Crsation -- Selected Characteristics of Target Populations

II.

+ Possesses Desired Characteristic
- Lacks Desired Characteristic
? May or May Not Possess Desired Characteristic

Target Populations
Returning Younger

_Youth Women Emigrants _Engineers

General Characteristicse
1. Are part of or are easily assimilable into
' the dominant cultural group - -
2. Are self-confident - - ?
3. MNuve an accurate picture of their own

capabilities - - B ?

. '

Enterprise Associated Characteristice ~
1. Have/ggg;{ggefﬁnancial and/of real to use as .

'own'! capital or collateral - - ? 4+ -
2, Have credibility as potential borrowers of ' '

finance capital ‘ ' - - ? +
3. MNave (potentially) viable inveastment project ideas ? -7 T ¢
4. lave knowledge of business and technical inform-

ation sources and their location - - -
5. lave a clear understanding of markets - - -
6. llave knowledge of commercial procedures - - ’ - ?




TABLE 1: Continued

Target Populations

Returning Younger

Youth Women Emigrants Engineers

7. Are aware of the necessity for suitable

management technique ' - -
8. llave some (potentially) usable workplace skills - -
9. llave some managerial experience - -
10. llave the ability to undertake a Feasibility

Study for an investment project - - -
11. lave locational mobility* - - ? ¢

* Youth and women are assumed to develop 'projects in tﬁeir own areas. Returning emigrants clearly

have mobility. Those who have already returned may not.




2.3. Target Population Program Modules (TPPMs
The program for each Target Population is composed of
modules wvhich are discussed as the substantive (non-adminis-
trative) activities of ETEPAP in ;ections 4. and 5. below.
Each activity for a specific TP constitvtes a module and
the entire range of activities (or lodule§) constitutes a
TP program. The modules may be identical across two or
more TPs or they may differ for every TP. Theoretically,
for each activity there could be a maximum of four modules,
one for each TP, and a minimum of one module serving all
the TPs. The aim here is to reduce ETEPAP's costs and in-
crease its effectiveness by carefully singling out those
TPs requiring their own module for a specific activity in
order to overcome a deficiency or develop a strength. The
other modules can then be utilized for several or all the
TPs without differentiation. A sepérate report will deal
with the pilot program for ETEPAP.
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ACTIVITIES OF ETEPAP: RESPONSIBILITIES FOR DEVELOPMENT AKRD
IMPLEMENTATION

Most of the activities of ETEPAP are associated with the prograss
for each of the Target populations (see section 3 ibove). To
achieve economies in costs and increase effectiveness each
activity, other than adaministrative ones, is considered as a
Target Population Program Module. An activity needs to be
analyzed in two dimensions. The fir#i is vhether or not ETEPAP
should undertake the activity itself or shire responsibility
with others. The second is the degree to which TPPMs can be
shared across Target Populations. Both dizmensions are aimed
at concent;ating ETEPAP's efforts on those activities which are
crucial to the overall success of the program and limiting its
own staff size while utilizing (free or on a paid basis) the
services and support of other public and private institutions.'
organizations, companies and individuals at national, regional
and local levels. This section develops the principles uander whiz’
ETEPAP should or should rot -undertake an activity itself. The
proposed activity set for ETEPAP consists of the following:
(1) the creation of an institutional environment conducive to
entrepreneurship and new enterprise developament;
(2) outreach programs for target populations;
(3) entrepreneurship development through identification and
training of entrepreneurially orientei individuals and
groups from the target populations;

(4) developing investment project ideas;

(5)

:
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ail of invesizent project ideas;




(6)

(7)
(8)
(9)

(10)

(11)

(12)
(13)

preparing feasibility studies suitable for a project
implementation decision; -

financial packages for nev enterprises and new entrepreneurs;
prograas to implement investament projects;

programs to provide continuing advice and assistance during
project start-up and continuing operations;

development of regional data and databases Fo assist in the
promotion of ETEPAP's programs;

development of local suppori groups in the Nomoi (Prefectures:;
development of the pilot program for ETEPAP; and

evaluation of ETEPAP's activities.

In terms of precedence in time, activities are first developed

and

then implemented. Either of these aspects of an activity

can be undertaken independently by ETEPAP, given completely

to others or developed as a joint exercise. Whether worked out

'independently or jointly, some activiiy developmeat and/or

implementation is important because it is an expression of

ETEPAP's basic responsibilities. These are called 'core'

responsbilities.

4.1.

Responsibility for ETEPAP Activities

The range of activities for ETEPAP is very broac and it is
fer from desirable that this new company try to provide them
all with its own staff. A possible separation of activitiies

involves a dual classification: activities can be classified




according to vho develops thea and vho implements thes.

These categories can be further assessed according to ﬁhothor
ETEPAP needs to take the leading role == & 'cors' ;caponsibility.
whether ETEPAP has 'supervisory and coordination' functions

only, or whether it is to be undertaken by others -- a 'non-core'
responsibiiity. This separation recognizes thal there are

other organizations which have responsibilities and powers

in the same areas as ETEPAP, and that they may provide either
fres or for a fee certain services to ETEPAP. It also recognizes
that for certain 'core' activities ETEPAP may cooperate uith
others in development and/or implementation.

4.1.1. Development vs Implementation of Activities
In some ways the choice of developmert vs implementation
is part of an effort to introduce the concept of the corpors®:
tgake or buy' decision to the planning of ETEPAP's mode
cf operatien. The other part is the core and non-core
distinction. The furdamental idea is to determine whe tier
the coapaay can 3oTe cheaply and without any loss in
efficiency (in its broader sense) perforz the activity
jtself -- nake the product or service -- or obtain it
on better azd more profitable teras from others. Siace
this is the kind of decision that will arise often in
the analysis of new enterprises T3 be prcmoted, ETE?PAP

itself saould be sensitive to this choice.
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4.1.1.1. Making Efficient Use of ETEPAP's Funds: The Issue
of Staff Size

. ETEPAP will be capitalized -with 500 million
drachmas. 7This is not an overly lafge sun considering
that ETEPAP will act as a special credit institution
in accord with its other activities. This report
assumes that ETEPAP should start with a relatively
small staff consistent with its 'core' and 'super-
visory and coordination' tasks while cooperating

wvith or subcontracting to others. There are five

reasons for this assumptioan.

(1) A large staff would commit too much of ETEPAP's
funds to fixed internal expenditure instead of
being able to adjust spending according to the
actual needs of the TPs.

(2) Experienced and capable personnel in ETEPAP's
area are in very suort supply in Greece. They
are difficult to locate, difficult to entice
away to a new institution and expensive. It
is much easier to subcontract work to them
directly or to their coapanies.

(3) An attempt to fulfill all of ETEPAP's activities
with its own staff will result in a lengthy

. delay until personnel are hired, organized,

supplied with the necessary infrastructure faor

their jobs and orienteé to the fulfillazent of

their tasks.




(4) By subcontracting or cooperating with others
ETEPAP has the possibllity of developing fruitful
relationships with other developmental institutioms.

(5) The suggested arrangelené will, very importantly, .
economize on the time spent by ETEPAP's own
management in the creation of the institution.
More time will be available for substantive
issues.

4.1.1.2. Development of Activities

ETEPAP needs to develop all of its activities. It
is unlikely that this work can be given to others
without a significant loss of control over the
substantive content of ETEPAP's programs. In some
instances ETEPAP will cooperate with others when
there is an overlap of responsibilities or complex
arrangemerts are required. Development involves
determining which activities are necessary, thinking
through what is required for a particular activily,
envisioning its mode of operation and intended results,
budgeting, aaking all the arrangeaeatis for the
realization of the activity, and making provision for
activity evaluation.

(.1.1.3. Iaplementation of Activities

Once it has done thne develcpmeat work, ETEIPAP
managemeat will be in a position to anlayze wmore -
carefully its own 'make or buy' decisions. This
report progoses that a major effort be made to

'buy' rathar than 'zmake' activities in order to botn
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conserve funds and provide services more efficiently.
This judgement is based on more than the issues of
staff size as discussed in -section {.1.1.1. above.

I% takes a long time to develop thoikind of in-house
organizational expertise required for the technical,
economic and financiul analysis of new projects and
new entrepreneurs. As a new special credit institution
ETEPAP will be under great pressure to produce some
results quickly. Unless it develops subcontractirg
relations, it will be difficult to move forward at

a reasonable pace. ETEPAP also needs to recognize
that many consultants in Greece are not at a level
high enough to meet EC standards. ETEPAP will have
to shop carefully for its subcontractors.

4.1.2. Core, Sudervisory and Coordination, and Non-Core

Responsibilities

Table 2, below, contains the suggested list of ETEPAF's
activities, subdivided according to activity developaent
vs implementation on one hand, and according to whether
they are core, supervisory and coordination, and non-core
on the other.

4.1.2.1. Core Responsibilities

Core responsibilities consist of those that ZTEPA?
nust itsell meet in order to be an effective organ-
ization. These cannot be fully subcontracted as
they are not directly available from others in a
usable fora. Alternatively, i{¢ would take sc lecng

to inform others of the requisites for the particular
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activity that it would be less time consuming to
andertake it in-house. Olhers, though, may have
the same general responsibilities, e.g.. project
evaluation and financing, small and medium enter-
prises, etc. which naturally leads to cooperation.

ETEPAP must have sufficient staff to meet ites core

rosponsibilities.

Supervisory and Coordination Responsibilities

Some activities, undertaken by others either separately
or cooperatively, will require supervision and/or
coordination from ETEPAP. In many instances where
there is governmental statutory responsibility for

a given activity, e.g. incentive approvals for projects.
ETEPAP will have to coordinate for its TPs. Where
ETEPAP is the subcontracting company or where ETEPAP

is trying to develop local support groups, supervision
will initially be required.

Non-Core Reszecnsibilities

These are snown in order to clarify core and super-
vision and coordination resrczsibilities. They zay
arise either through sudbcontracting, statutory
responsibilisy, outreach activities or passive

cooperation with others.




TABLE 2: Overview of ETEPAP's Suggested Activities and Reasponsibilities

Activities

x: Responsibility
?: May or may not choose to be responsible

Creation of an instituticnal environment conducive
to entrepreneurship and new enterprise development
1. Activity Development

2. Activity Implementation

Outreach programs for target populations
1. Activity Development
2. Activity Implementation

Entrepreneurship development through identificatiun
and training of entrepreneurially oriented individuals
and groups from the target populations

1. Activity Developmen:

2. Activity Implementation

Developing investment project ideas
1., Activity Development
2. Activity Implementation

Appraisal of investment project ideas
1. Activity Development
2. Activity Implementation

Preparation of Feasibility Studies suitable for a
project implementation decision

1. Activity Development

2. Activity Implementation

Responsibilities
Supervision

and Non-

Core Coordination Core
X
x

X X

x x

x x

? x x

x x

x x

x x

? - X e

X X

X x




TABLE 2: Continued

10.

1.

12,

13.

Activities

Financial packages for new enterprises and new
entrepreneurs

1. Activity Development

2. Activity Implementation

Programs to implement investment projecta
1. Activity Development
2. Activity Implementation

Programs to provide continuing advice and assistance
during project start-up and continuing operations

1. Activity Development

2. Activity Implementation

Devulopment of ragional data and databases to assist
in the promotion of ETEPAP'a programs

1. Activity lLevelopment

2. Activity Implementation

Development of local support groups in the Nomoi
1. Activity Development
2. Activity Implementation

Development of Lhe pilot program for ETEPAP
1. Activity Dovelopment
2. Activity Implementation

Evaluation of ETEPAP's activitles
1. Activity Development
2, Activity Implementation

Reaponsibilities

Supervision .
and Non-
Core Coordination Core
X b 4
X X
X X
b 4 X
x x '
[
b4 x ™)
'
x x
X X
x i
b 4 X
X X
X x
x
x x




5.

ACTIVITIES OF ETEPAP

The activities discussed below follow the classification presented
in Table 2. They are necessary to meet the objectives and
implement the strategy of sections1 and 2 above; An analysis

of their application to individual TPs will be contained in

a separate report. The activities of ETEPAP, some of which

form Target Population Program Modules are the following.

5.1. ACTIVITY 1: The Creation of an Institutional Environment

Conducive to Entrepreneurship and New Enterprise Development

This activity includes the creation of ETEPAP as an inde-
pendent incorporated entity, the appointment of its Board

of Directors by the competent authorities, the appointment

of its senior staff by the new board, the appointment of its
staff, and the setting of goals and priorities by the board
and senior management. Experienced business people ;hould

be placed at the senior management level. This will be
-possible as ETEPAP is to be an independent incorporated

entity able to pay salaries high enough to attract people

from the private sector. Activity 1 is solely a core activity.

5.1.1. ETEPAP Should Be an Independent Incorvorated Zatity

In addition to the need to compete with the salaries
paid in the private sector in order to attract ccopetent
and experienced businesspeople faziliar with enterprise
start-ups and management probleas, ETEPAP needs to avoid
the excessive bureaucratization associated with forzal

status as a government agency. If ETEPAP is subjected




5.1.2.

to these forces in its own internal mechanism there

will be difficulty in obtaining positive resuits froas
prograas vhich are inherently problematic, requiring
judgement, flexibility and an understanding of indiv-
jdual differences. The TPs will quickly realize whether
or not ETEPAP can make a positive contribution to the
realization of their entrepreneurial abilities. of
course those ainistries and 6rganizations contributing
to ETEPAP's capital need to be represented on the Board
of Directors which sets policy. ETEPAP's separateness
from the ordinary bureaucracy will not be unsupervised
bf the competent authorities -- its day-to-day operatioss
will be insulated if it is incorporated as an indepgndent
entity.

ETEPAP Staff

Since the business of ETEPAP is promoting new enterprises
formed by new entrepreneurs, those appointed to the

board and senior management should have experience ih

the private business sector. While part of the board

will be appointed by the goverznaent, the remainder can
include prominent businesspeople. Senior manageaent

can be recruited from the private sector at appropriate
salaries. ETEPAP's willingness to pay compelitlive salarias
will be an important indicator of its serious intent

and the effort expected from the staff,
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ACTIVITY 2: Outreach Programs for Target Populations (TPs)

This is both a core and non-core activity as lany other
public and private organizations are involved in similar
programs. As a special credit institution, ETEPAP wili
need to interface with other institutions when their TPs
coincide. Some of the existing pregrams are discussed
below in this section or under other activities. This
Target Population Program module (TPPM) will have to be
differentiated for each of the TPs. An important aspect
differentiating the TPs is their current locatica and the
expected location of their new enterprises. The emphasis
on second and third rank cities makes location a prime

characteristic.

5.2.1. Location-Specific Target Populations

The TPs whose location is deemed fixed (at the level
of the Nomos or periferia) are youth, women and emigrantr
who have already returaed. These groups are assumed to
propose projects for sealization within the region in
which they live although this is aot an absolute recuire-
ment for funding. Cutreach programs for these TPs will
have to be at the level of the Demos (City) and Nomos
if they are to have their desired effect. Local support
groups (see section 5.11. below) will, hopefully, f:ra

. an important part of the outreach effori. Advertisin

in the medla appropriate to the area can also be used.
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5.2.3.

Returning Emigrants and Younger Engineers

Returning emigrants will have to be informed in the
country where they arec located. Large nunber; of
potential returnees are in West Germany, Sweden,
Australia and ¥ew Zealand. Some reside in Canada

and the United States. In each case the outreach progranm
will have to be developed in conperation with the
Secretariat for Greeks Abrcad of the Ministry of Culture.
This may also be the case for younger engineers who
reside abroad. From a general aspect, the program for
younger engineers is.national in scope and needs to be
approached in this manner from the start. Unlike the
othef programs, the younger engineers will be located only

in Athens during the period when they develop their
Feasibility Studies.

Sexism and Outreach Programs

Given the prevailing attitudes in Greece toward women
and independent work, particulariy away from the capital,
it is likely that separate outreachk programs will have

to be developed for youth and wozex despite their
jdentical location. ZIxperience indicates that women

in Greece do not directly compete with men (for the usual
reasons) making it necessary to s2rarate this module

and training modules (see section 5.3. below). The
Sacretariat of Equality (for women) of the Ministry to
the Presidency has begun to develcy seminars for women.
The first was a one-day prograa :n 2conomic managenent;

a seminar on agrotourism (or rural tourism) is planned.
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ETEPAP should develop contacts with this secretariat.
One approach is to participate in these seainars in
order to inform the interested women of ETEPAP's
activities. Another approach is to ﬁfepare material
to be distributed at these seminars or mailed to the
senminar participants. These are inexpensive ways to

reach members of any of the TPs.



5.3. ACTIVITY 3: Entrepreneurship Developasnt Through Identification

and Training of Entrepreneurially Oriented Individuals and

Groups from the Target Populations

This is a core and non-core activily for both development
and implementation

5.3.1. Identification of Potential Entreoreneurs

First, there is an immediate need to develop a screening
process to determine which interested members of the T?Ps
possess the characteristics associated with entrepreneurial
activity. UNIDO, for example, is currently deéioping a
cross-cultural psychological test to screen applicants
for precisely this kind of program. This is a part of
UNIDO's European Regional Entrepreneurship Development
Program which will inaugurate and test a variety of
programs designed.to detect, promote and develop entre-
preneurial activity among youth, women, returning emig-
rants and people in rural areas. ETEPAP (or the Ministry
on ETEPAP's behalf) should seriously consider partici:c-
ating in this prograa.

The Hellernic Crganization for Small- and Mediuzm-Sized
Manufacturing and Eandicrafis (ECMMEX) has just started

a prograa for the creation of new businesspecple. The
class of 30 persons was screened by interviews which
enphasized thelir Xncwliedge cf the industry in which they
plan to open a business and other factors coatributing

to the success of new enterprises. The Hellenic Center

for Productivity (ZLXZIPA} is collaborating with the




Buropean Foundation of Management Dsvelopment (Brussels)
to develop programs to promote entrepreneurial character-
jstics and competence. ELKEPA has started PAVE, the
Program for the Development of Industrial Companies, in
cooperation with the Dutch Institute of Management froa
whom they have obtained the materials and the European
Social Fund. Of 15 months duration, the program seeks

to upgrade the entrepreneurial characteristics of owners
of industrial companies.. The screening criterion is an
impartial estimate of the possibility that an applicants
company can develop rapidly if the owner receives the
training. The.. approach is openly more psychological

in orientation than that of EOMMEX. The Organization
for the Employment of the Labor Force (OAED) has a small
subsidy program for independent professionals whose major
characteristic is that they have already opened their

business.
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5.3.2. Training for Potential Entrepreneurs

Second, training, both to heighten entrepreueurigl traits
and to develop management skills for the accepted
applicants will vary according to iheir initial level

of experience and knowledge and the complexity associated
with the proposed new enterprise. See section 5.5. below -
for a discussion of complexity. It is expected that

youth and women will propose the least complex businesses,
followed by returning emigrants. Yourg engineers can

be expected to propose projects which can be competitive

at the European level. Training will then vary by TP,
although some TPPMs can be combined, and thus, it will

also vary by location. !;uth and women are more tied

to specific locations for both training and new enter-
prise formation. .An important part of training is
participation by the new entrepreneur in the preparation

of the Feasibility Study as discussed in section 5.6.
below.

The EOMMEZX program discussed above ccnsists of three stages
stage one lasts for three weexs ané z2ims at upgrading
entrepreneurial characteristics an§ coapetence; stage Lwo
which lasts for four months concentrales on the prerequisic::
xnowledgs needed to make a business s.an; and stage taree
which lasts for three-four weeks ccncsnirates on operating
a business. ZTEPAP could usefally zelp ©o finance soze

of the business proposals as ZICMMEX does nob have the

funds.
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Since both EOMMEX and ELKEPA have training programs in
existence, ETEPAP may either subcontract or direct its

TPs to utilize these prograas. Both organizations have
offices in several locations. EOMMEX has 26 brancﬁ
offices covering Greece. This has great advantages

for those TPs who are tied to specific locations and
particularly for women who may have family responsibilities

Levels of Identification and Training

Developing both selective and non-selective methods of
new entrepreneur identification and training are

necessary.

5.3.3.1. Initial Identification

It is not desirable to, for example, initiate ETEPAP's
pilot program by offering to give psychological

tests to those people who want to become entrepreneurs.
Some people with talent and ability do not want to
take tests for reasons of unfamiliarity or because

of fear of failure or other reasons. This may be
especially true for women whose self-esteem has
suffered from sexist practices, People in rural

areas may not be used to tests, It is
suggested that non-selective 'awareness seminars'
aized at inforaing peonle absout the pros ané cons

of starting a small business be heid, jointly spon-
sored by ZTEPAP and other central/local governaental
and non-governaental organizations. See sections
5.3.3.3. telow on current grecztice in Zngland

and section 5.11. below on local suppor. groups.
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5.3.3.3.

From the point-of-view of developing ETEPAP, these
awareness seaminars can indicate the level of interest
in entrepreneurship. Follow-up hy direct contact
with the seminar attendees becomes an important
source of potential entrepreneurs.

Selective Training

Using formal written testing and/or interview
techniques should be required for selection into

one of the TP programs. The range and depth of the
training depends upon those factors discussed in this
section and in section 5.11. Experience in England
suggests that TPs want and can absorb a considerable
amount of training.

Current English Practice

There are four levels of entrepreneurial training
currently in use in England. Most of these are
offered through the Manpower Zervices Commission
'Training for Znterprise! prograa. The levels are,

starting from the ao0st selectiive program:

(1) Graduate Entercrise Prczraans, These are highly
selective prograns of anyvhere from 6 %o 16
weeks duration offered a% Business Schools.
They are open only to college gradua<es who
want Lo start their own businesses. The prograzs
offer part residential instruction in Business
skills followed >y prejieczt work to plan the new

this -vce o

business. Since Greece 3zes not have/a Buziness

School, this fora ¢ srsgraa weculd 2zve to be




put together from various sources. The proposed

prograa for younger engineers has this charact-

eristic.

(2) Small Business Development Courses. These are

(3)

(4)

selective courses aimed at new entrepreneurs
with smaller projects-that those suitable for
the Graduate Enterprise Program. The course

is 8-10 weeks of classroom work plus a period
for launching the new enterprise. It is offerecd
at many locations and is sometimes available

on a part-time evening basis.

Self-Eaployment Courses

These courses have few entrance criteria, range
from the part-time equivalent of 1 week up to

6 weeks full time. They average two weeks.

This prograz is most suitable for those who
expect to employ cnly theaselves under a sgpecizl
UK program paying a subsidy for new self-employ-
aent enterbrises.

Self-Faplovment Awareness Seminars. These

non-selective courses are 18 hours in lengtz

with the aia of informinz people about their

opportunities in small enterprise.




5.4. ACTIVITY 4: Developing Investaent Project Ideas

Project ide@s in classical theory are the responsibility of
entrepreneurs seeking to control and combine the factors of
production in more efficient and/or new ways in order to
produce specific products or utilize specific resources.

In mixed economies, project ideas are developed at various
governmental levels as well as by private sector entrepren-
eurs. ETEPAP's function is to help in the formation of
project ideas by entrepreneurially oriented members of the
TPs. The idea may originate with the entrepreneurs or with
some other public or private sector group. This is both a
core and non-core activity.for developnént purposes. It is
suggested that implementation involve only supervision and
coordination by ETEPAP.

5.4.1. Types.of Project Ideas

For ETEPAP, there are two essential categories of project
ideas: first, there are those developed by ETEPAP or
other central government institutions (e.g., development:
banks, planning organizations, miaistries, etc.) and

called Centrallv Generated Project Initiatives (CG2I!;

- -y

and second, there are those developed witain the TPs
or by other groups or individuals (e.g., local author-

ities, private sector, etc.) and called Locally Gener-

erated “roject Initiatives (LGPI). The two types are
usually generated dy different processes, with the CG2I
coming as a resull of natiopal sectoral analysis or the
desire to exploit some large-sca2le natural rescurce,

while the LGPI represen: sooe garticular inspirazion




or expertise concerning markets, products, processes, local
needs, resources, etc. Of course some large enterprises
plan in & vay siamilar to the CGFI, but this is not the
case in Greece. Another way of distingﬁishing these

two categories is by calling the first an example of
'project ideas froa above' and the second tproject ideas
from below'. Although they compleament each other,
priority is usually given to ideas from above in the
context of government programs. Since the policy of the
Government is to give priority to ideas froam below,
ETEPAP's focus should be on these, but not to the excl-
usion of offe;ing good ideas based on centrally developed

analyses.

5.4.1.1. The Nature of Project Ideas

Project ideas are just that. They represent the
judgement of more or less informed persons (often
based on a more or less detailed study) about what

might be a feasible investaent project.

5.4.1.2., Centrally Generated Project Initfativas (CGPI)

The development of project ideas by organs of the
central government is important for precisely the
reason that they do usually provide some sectoral
analysis and thus have an overview of the national
(or perhaps regional) market which is generally
lacking in LGPI. The CGPI car serve as guides to

the development of local zrojects, provide infora-
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ation on mineral deposits, forests and other natural
resources whose potential requires the expert analysis
of the specialists employed by. the central govern-
aent. These studies are usually at a fairly high
level of generality when it comes to project ideas.
Exploiting a aineral deposit may or may not be
commercially feasible irrespective of the quality

of the ore. Nonetheless, there are many good projects
suggested within these studies-.Three exanplés of
studies which contain project ideas at a high level

of generality are the "Automobile Industry"™ and the
"Machinery Industry®, both in the UNIDO sponsored
Integrated Activity Complex at KEPE, and anothe?

UNIDO sponsored study at KEPE entitled "Development
Prospects of the Small-Medium Industry and Recommend-
ations for Appropriate Policies and Frograas”.

Other studies are available from KZPZ, ZTVA, EOMMEX,

etc. ETEPAP needs to become the source of
these studies and repor:s as well as ZIC aaterial for

its TPs.

Locally Generated Proiect Initiatives (LGPI)

This category consists of all project ideas aotl

generated by the central authcrities. % includes
jdeas from the existing private sector, new 2ntre-
preneurs (whether individuals, partnersiigs, joint

stock companies, cooperatives, etc.), lccal auth-
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orities and foreign investment. The central gov-
ernment may or may not be a partner or lender, or
provide incentives to these.projectsfif realized.

An important characteristic of LGPI in Greece is
that they are generally smaller in size (capital
coét. employment, etc.) than CGPI. A reason for
this is that governments like to deal with large
projects as the fixed costs ia time are very similar
across project sizes for senior government executives.
Unfortunately the same pattera exists for commercial
banks who report relatively high fixed costs for
eanalyzing small projects as compared to larger ones.
It is thus more profitable to avoid small business
and concentrate on large.. Conmercial banks in Greece
are no different and this iszcrucial reason for the
creation of ETEPAP.

ETEPAP needs to develop contazis with the research
and consulting institutions aad firms of the private
sector. The Institute of Eco:omic and Industrial

Research (IOBE) has prepared many sectoral studies.

Active Denocratic Planning 2nd I-ciementation

The dichotomy of LGPI and CGPI is important for the
formation of Government pclicy. T“he Five-Y¥Y=2ar Plan,

1983-1987 was developed on the tasis of Active Democ-

cratic Planning, a process censis<ing of project proposals

generat23d at locality meetings wizain a Nomos, the
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consolidati  and choice of these LGPI at the level of
the Nomos fu_ .owed by a series of iterations and negot-
jations between Nomoi authorities and the central gov-
ernment leading to an agreed plan. Heedless-to sa},
the main weight of preference was, for the final plan,
given to the central government choices although there
was a major effort to include those projects deemecd
crucial by the Nomoi authorities. As for plan implem-
entation, the further in time the implementation from
the original plan, the less likely the two were to
coincide. Although this is true for all plans,diver-
gence was great. Thus, although planning was democ-
ratized, implementationtook its own route.

In addition, almost all the proposed projects were in-
frastrucuture. Of more than 2,000 LGPI less tha 50 were
for directly productive activities. It is likely, on
the one hand, that projects which were usually under-
taken by the goverament, e.g. infrastructure, were the
ones proposed, and on the other harnd, there waselittle
effort made to redirect the proposa:s as the analyses
required to propose alternatives weTe unavailable.

A significant amount of sector and ®ra2ncha analysis is

now available so thal planning

*y

2> indusirial

restructuring s now feasitle. Wha:i needs to te added
is the ability of decentralized units to implazernt the
plans that are developed. ETZPAP is 2 venicle Ior this

implenmentatizn.
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5.5. ACTIVITY 5: Appraisal of Investment Project Ideas
One of the most difficult probleas facing ETEPAP will be

the appraisal of investment project ideas in order to deteraine
for which ideas and potential entrepreneurs funds will be
made available for Feasibility Studies. Although the progran
for younger engineers will require Opportunity Studies rather
than merely ideas, the requirement for an appraisal process
is no less pressing. The appraisal mechanism developed

for project ideas and Opportunity Studies will alao be useful
for Feasibility Studies (see section 5.6. below). Appraisal
will have to explicitly take into account the level of com-
plexity associated with the project idea as management cap-
ability is a very scarce resource in the TPs. Some suggest-
jons for this are given below.

5.5.1. Appraising Centrally Generated Project Initiatives (CGP1)

vs Appraising Locally Generated Project Initiatives (LGPI

Although there are now more sector and industiry stuaies
(CGPI), see section 5.4. above, little has been done to
move from project ideas to Féasibility Studies, iaplem-
entable projects, and implementation. Part of the problea
is that the Government has never led the way in this

area before so that inexperience has nampered the whole
process. Additionally many Government managers have been
assigned to problematic firas. In any event, the central
authorities have not been able to overcome the fall in

investment occasioned by eniry into the EC and other




factors sufficiently to begin the major restruciuring
required in Greek industry. This has again placed amore
of the developmental burden on LGPI, with the central
authorities now possessing a clearer understanding that -
it is not enough to request investment proposals -- the
Government must also help to create the proper conditions
for the generation, development, financing and implement-
ation of investment projects by decentralized decision-
making units. These programs are likely to be an integral
part of the next Five-Year Plan for 1988-1992 which is

now being formulated.

5.5.1.1. Centrally Generated Project Initiatives (CGPI)

CGPI come with the imprimatureof the central govern-
ment and are usually the outcome of sector, branch
and industry studies.. They are not the outcome of
erntrepreneurial activity. If the underlying analysis
has been done competently, the CGPI should be roughly
more than just an idea, but less ihan an opportunity
Study (UNIDO, Manual on the Preparation of Feasibility
Studies, 1978). CGPI generated for Greece rarely
have a sub-national focrs uniess they are associated
other
with specific natural resources or/positional assets.
Thus, for ZTEPAPIs pilot phase the CGPI w®ll have
to be evaluated for their viabili<y if located within

the specific areas chosen for the test. The same '

holds true for later prases in different areas.
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A few more detailed analyses similar to Opportunity
Studies are undertaken by the Industrial Dévelopnent
Bank (ETVA), the Agricultural Bank (ATE), and sev-
eral aministries.

Locally Generated Broject Initiatives (LGPI)

LGPI will, for most of ETEPAP's projects, initially
consist of just project ideas without the supporting
materials that one expects from CGPI. They will

also be unlike the projects currently being submitted
to the investment incentive law which are fully dev-
eloped in accordance with the requirements of the

law and the needs of the entrepreneurs. The appraisal
procedure will thus be more arbitrary for the prop-
pyals made to ETEPAP because of the lack of information.
This is not so for the younger engineers prograz
which requires an Opportunity Study for poiential
entrance, but it is highly likely for the other taree
TPs. There is also a great likelihood t2at =zcst

of the project ideas from woaen, youth and returaing
emigrants will be for the requirements of local and
regional markets. Appraising .these projects will
require local xnowledge and =ZTEPAP needs %o have a
program to harness the local xnowledge availatle (see
section 5.11. below). The local xnowledge reguired
here will often be different from that of the CG?I.
The CGPI are usually associzted with natiocnal =markets
and their specific location is a matter of 'region-

alization' as they are not as dependent on local and

regional purchases although these zay be iaportant.
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Developing the Aporaisal Activity
Development of the appraisal activity is both core and

non-core as ETEPAP will not have the necessary expertise
nor should it attempt to analyze independently either
the project ideas (or any subsequent studies) or their

appropriateness for a spec%fic location. Reasons for

this were given in section 4.1.1.1. above.

ETEPAP will need to develop Project Appraisal Groups,
both for project ideas and the more detailed Opportunity
and Peasibility Studies. These groups will, ideally, be
composed of businesspeople, bankers and technical persons
whose judgement is based on considerable experience and
expertise in assessing the commercial and technical
viability of a proposal. By using outside appraisers,
ETEPAP will be able to rapidly put appraisal groups into
action, especially in the -Nomoi chosen for the pilot
progran. Experts can bve enlisted from the local suggort
groups of section 5.11. below, froa the organizations
who are also engaged iﬁ jdentification and training of
entrepreneurs, section 5.3. above, from the consulting
and engineering groups at a national level and from the
universities.

Zocal knowledge is extremely iaportant in evaluating
projects. Every effort should be aade to secure the
needed cooperation of the groups listed in section 5.11,
above. Of course, local interests may nct always be cpen

to new enterprises and this zus: te counterel Ty tne
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inclusion of members of the other groups mentioned in

the preceding paragraph. Individuals should be paid

for their participation in a Project Appraisal Group.

The Project Idea Appraisal Process A

It is probably the case that, given ETEPAP's goals and
the general level of project idea proposals, a great deal
of money will, at least initially, have to spent on
studies which indicate that a project idea is not viable.
Thus it is very desirable to develop a process by which
the likely flcod of project ideas can be divided into
those which merit, however slightly, further study and
those which are clearly non-starters. The survivor
criterion presented in the UNIDO study "Development
Prospects of the Small-Medium Industry and Recommendaticns
for Appropriate Policies and Programs in Greece" (KEPE,
1980) is an extremely useful way of looking at project
ideas. It cannot provide information on project ideas
that are new elsewhere as well as in Greece (e.g., cox-

puter software) or on projects for which Greece's changing
roduction/

comparative advantage now makxes/pcssiolile. The project

idea appraisal process can look at just a few of the

of the potential project's facets, and those mainly on

the te:zhnical, zanagerial, =markating and other non-fin-
ancial sides. There will not initially bSe any data inatl
could be considered sufficient for financial analysis, bu+
the group should make an effort tc define the total

-

222442 reguired even if ornly as 21 order of zagnitude.



It is suggested that project ideas be initially appraised
according to their complexity. The greater the éonplex-
ity., the greater will bte the need for managerial skills.
Listed telow are five selected enterprise coiplexity
dimensions. Each of the dimensions has (somewhat arbit-
rarily) four levels of complexity, with the simplest
assigned number 1 and the most complex number 4. Other
aspects of complexity can be added where they are des-
irable. Project ideas can be appraised directly as
potentially viable or very probably non-viable with the
latter discarded. In addition to project idea viability,
tﬁe appraisal groups can compare ihe complexity rank cf
a project idea with the estimated competence of the,
project proposers. There should be some correspondence
between what the project idea proposers feel that they
are capable of doing and their qualifications as assessed
by the working groups. Appraisers need lo remeater ihat
the TPs will undergo consideratle training before they
implement the projects so it is their potential and act
only their current qualificaticns. Z=TEPAP neeéds %o

guard against both unconscious and conscious sexism

biasing the comaittees judgements.

Alternatively the working groups can seek to match
project ideas (from CGPI, for exaarle) with persons who
have the entrepreneurial gualificaticns to carry thez
out. Annth2r alternative is to train project idea pro-
$3s3re in s2verzl s2s3ilons z2lsre tney 2ake a3 gproject
comnittoneat., Self-azwareness of strengths and limitations

is often 2 xey <o suczezz3ful actien.




The selected enterprise complexity dimensions cover,

non-parametrically, the reduced set of national paras-
eters suggested in UNIDO, Manual of Evaluation of In-
dustrial Projects, 1980. Naturally, the appraisers will
enrich these categories with their own special knowledge
and experience. The categories are: (1) physical input
availability; (2) human skills required; (3) production
processes needed; (4) marketing area and distribution
channels; and (5) the nature of competitors. Capital
requirements are not specifically included but their
size is always a factor. The effect of Greece's member-

ship in the EC must be assessed for every proposal.

5.5.3.1. Physical input Availsbility

For each important input,.the geographic source of
production is an indication, Iz part, of the comp-
lexity of the procurement process, and whether the
use of an input contributes tc zational net value

added or uses foreign exchange. t also indicates
possible sources of competitive strength for the

project idea.if the input is Is- exampie, produced
locally or regionally and thersfore possibly more

costly to differently located competiters. This

may be imgortant for agroindus:irial projects. The

four categcries are:

1. Locally produced

2. Regionally produced

2 Vool amag Ter mmamcrag-
- Ve v v rom - 7 e vwmual T

4. Iaported
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5.5.3.3.

5.5.3.4.

Human Skills lequired

The higher the level of skill/education required

for the new enterprise, the more complex or advanced
the project is likely to be, and the lofe expertise
and experience needed by the project idea originators
or possible impleamenters. It is also an indirect
measure of value added. The four categories are:

1. Unskilled

2. Semi-skilled

3. Skilled

4. Professional and technical

Number of Different Production DProcesses

This is a proxy for managerial problems relating to
control, supervision, coordinatior and scheduling
of production. A larger number of processes makes
production more complex ani problematic. The four
categories are:

1. 1 or 2 processes

2. 3 or 4 processes

3. 5 or 6 processes

L. 7 or more processes

Marketing Area and Distribuzion Channels

The size of the expected marxating 2rea and the
setting up of own or using exisiirg distribution
channels indicates not only the ccaplexity of the
marketing effort but its initial cost as well.

7 but 1< is well

knewr that new and ssall firzs find this activity

partisulariy difficult. The four categories are:
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1. Local

2. Regional
3. HNational
4. Exports

Nature of the Competition

The assessment of the competition's strength in
relation to technology, quality, distribution,
marketing and so on indicates the level of effic-
iency, quality, etc. that the new firm will have to
meet. Reliance has been placed on the competitor's
location and market spread to combine the many dim-
ensions contained in the concept of competition.
The four categories are:

1. Local competition

2. Regional competition

3. National competition

4. Imports




ACTIVITY 6: Preparing Feasibility Studies Suitable for

a Project Implementation Decision

Project ideas which have passed the appraisal process and
Opportunity Studies approved in the younger engineers
prograa are developed into Feasibility Studies suitable

for deciding if the project should or should not be
implemented. There are manuals on the preparation of
Feasibility Studies (e.g., UNIDO, Manual for the Preparation
of Feasibility Studies, 1978) and the exact fora should
correspond to the depth needed to make the final decision.
Small projects do not need expensive and time-consuming

studies. For reasons similar to those discussed in section

5.5. above, this is both a core and non-core activity.

Irrespective of size, Feasibility Studies are not cheap
and ETEPAP should meke an effort to get as much as possible
cut of their preparation. This requires that those who

are to be the new entreprereurs gar-ticzipate in the study
and that the studies be developed in acdular form.

5.6.1. Participation 37 Yew ZIntreprerneurs in the Precvaratisn

of the Feasi®ilitv Studies

The members of the youth, women 2né returning emizraats
TPs are likely to have little real acguaintance with
all the technical, economic and financizl asgects
investment project preparzticn., They are also lixely
to be irexperienced enougn so tratl if given a completed
Feasibility Study to iaplement, they would be unable to

do so. A% the Mondrageon Infustrizl Jocgerz2iivz ia Spain,
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g member of a group desiring to fora a nev cooperative
is designated as the potential manager. This person
participates in ali phases of the Feasibility Study

so that he/she is fully acquainted with not only every
aspect of the completed study, but also with all the
discarded alternatives. This takes place at the Caja
Laboral Popular, the bank associated with the Mondragzon
Cooperatives. The designated manager is paired with

an experienced person from the bank's studies departmzent
and may select a bank idea (CGPI) or bring an idea to
the bank (LGPI). Those who have studied Mondragon's
operati;ns believe that this process of training the
nev manager has been crucial to the success of the new
cooperatives. It also gives the bank, as the major
lender, an opportunity to look over and evaluate the
potential manager. ETEPAP should be afforded the sace
oprortunity. A%l present the process of preparing a
Feasibility Study at Mondragon takes more than 18 months
because of the size of the projects. Only the younger
engineers program envisages a similar time span.

ETEPAP should fund a similar process fcr the new eétre-
preneurs in its prograas. Each individual or one frecn

a group chosen to be the manager snould participate fron
beginning to end in the preparation of the Feasibiii:,
Study in order to be fully conversant with the project.

ETEPAP will have to find engineerirg firms, consultants,

etc., willing to take on %zese naw entirepreneurs Iin
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their own offices and spend time with them to instruct

them in.their tasks. The costs of this (such as living
expenses) can eventually be recovered by ETEPAP when

the business, if successful, is purchased by the new .
entrepreneurs (see section 5.7.4.3. below). Alternatively
ETEPAP can require the new entrepreneurs to pay their

own costs. Mondragon uses the foraer procedure, making
the cost a loan to the new enterprise. Since ETEPAP

will be paying for quite a few Feasibility Studies, it
should have the market power to insist on these arrange-
ments.

Modular Feasibility Studies

Given the expense of Feasibility Studies, they should
be prepared in 'modular' form so that large parts of
one study can be carried over to the next which may be
for a different region. A modular Feasibility Study

is one of a series with a constant format so that ready
comparisons can be nmade in the event of a very siailar
proposal for that project. The format is designed to
separate technological choices from others.

Appraisal of Feasidility Studies

Committees to appraise the completed Feasibility Studies

on ETEPAP's benalf should be formed. The committees,

much like “hose appraising project ideas, see section

5.5.2.3. above, should consist of bankers, business- -

people and appropriate tecanical experts. This appraisal

process is necessary as an indecgendent check telore
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ETEPAP coamits itself to becoming a shareholder.

There is an appraisal process under Investn@nt Incentive
Law 1262/1982 but this occurs after ETEPAP's committaert.
These Appraisal Committees can also be used to evaluate
the Opportunity Studies which are a requirement fcr

entrance into the young engineers program.




5.7. ACTIVITY 7: Financial Packages for New Enterprises and
Nev Entrepreneurs |
The key element in ETEPAP's activities is the development
of financing sources and financial packages to mest the
needs of the new entrepreneurs and the new enterprises.
To start vith. ETEPAP jtself is a special credit institutioen --
whose entire resources are-;evoted to the develonneut and
financing of start-ups of new enterprises by members of the
TPs. ETEPAP itself is financed by the Ministry of Kational
Economy and the Hellenic Industrial Development Bank who
will contribute 500 million drachmas for initial
oprations.
5.7.1. Eguity Participation
ETEPAP will take equity positions in the new enterprises
it finances, taking losses if the business is unsuccessful
and selling out at cost if that is desired by its partners.
ETEPAP's ainm is to create new viable enterprises eand
then move on. It does not seek to 3ake a large profit
on the sale of equity as does a venture capital comparny.
On the other hand, ETEPAP is not designed.to provide
operating subsidies to its conpanies. If the business
is not comzercially viable 1t will bte allowed to die.
This basis of cperation will aean that some of ITZZFA?'s
zoney will be returned Ior new cczranies to be forazed
but losses can only be made up by new financing fren

the Goverr.aent.
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Use of Existing Investment Incentive Programs

The basic principle of ETEPAP project financing, devel-
oped in 1984, is to utilize the opportunities
available to investors under Investment Incentive Law
1262/1982 as amendeéd. Law 1262 offers a wide variety
of incentives whichdepend upon more than 15 criteria.
This law is currently being revised to provide more
incentives for investment in the areas surrounding the
larger cities. The Feasibility Studies should accur-
ately define all the categories needed for Law 1262
evaluation. Special incentives are given for investments
by returning emigrants, cooperatives, local government,

and other categories of lesser immediate interest to

ETEPAP.

Of greater interest to the foundation of ETEPAP is the
proportion of 'own' capital required of the new entre-
preneurs, the proportion of total capital given as a
grant by the Government, and the terms on which

loan capital is available from others. These categor-
ies describe the fundamental parameters within which
ETEPA? will function. In order to meet the 'own' capital
requirecents of Law 1262 and qualify for the gran:, it
will be necessary for ETEPAP to takxe an equity ycsition

as the new entrepreneurs are not expected to have suff-

icient capital of their own (see section 5.7.6. below).
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Financial Structure of Greek Firms

In the discussion below, an underlying fact is that
there is, in general, a very low ratio of own to
borroved capital in Greek industry. This leads to ex-
cessive company exposure to changes in the interest

rate and other lending conditions. Alternative sources
of funds are scarce as the organized capital and equity
markets function very poorly. Many important firms

have become 'problematic' (or overindebted) as interest
rates have risen and they have had to be taken over by
the Govgrnment for rehabilitation. With this as a back-
ground, the Government is very cautious about promoting
new firms whose balance sheets will be very weak from
the outset. At the same time, the Government is desirnus
of creéating new competitive capacity in the secondary
sector and in other selected areas such as tourism,-
computer oftware, etc. ETEPAP is the vehicle for these
ijnvestments undertaken by its specific TPs.

10wn' Capital Reguirements

Two of the most successful new entlerprise promotion
schemes, the Grameen Bank in Bangladesh and the Mondragon
Cocperatives in the Basque area of Spain have taken very
different rcutes to acnieve their goals. However, In
each case the issue of 'own' capital nas been dealt with
as a “irst priority. The differences in approach sten
spom differences in the TPs and the opportunities avail-

able to tzem. The important =izl

w

=ity 1s <nz both
schemes are dominated by a special credit institution

with the financial resources :o tut new enterprises into
operation.
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The Grameen Bank

‘The Grameen Bank lends only to the poorést villagers

in Bangladesh. Aay household with more than half

an acre of land or assets worth more than the éoing
price for an acre is excluded from membership..

This TP does nothave any fown' capital. In order

to ensure loan repayment the Grameen relies first

on a careful analysis of the use of.the loan, super-
vision of the use of the money once it has been dis-
bursed, and peer pressure for repayment. The peer
pressure occurs because potential borrowers are
formed into groups of five, train for at least seven
days before achieving membership in a Grameen unit,
and cannot receive a new loan unless all the other
members of their group are repaying regularly. Thers
is thus an incentive for each member of a group of
ftve, and their elected leader, to provide assistlance
to the other members and press them to zmeet their
obligations. The initial TP for the bank is women
who tend to have a better repayment record than zen
and who are more responsive to their families needs
in the use of the income arising from the loan.

This pattern serves the dual goal of raising the
family incomes of the poorest and increasing the
control by women over their own and their f{amilies
lives. This is consistent wizh the goals cf the

Greex Government as well. Orce the loan is regeid
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sembers are eligible, if their group is paid-to-
date, for another loan and so on.

The Mondragon Cooperatives

The TP for the Mondragon Cooperatives is the Basque
community in Spain. Started as a nationalist self-
help program in the nid-1950s, the cooperatives now
employ more than 18,000 people in 150 operating
units. From the start, the principie of paying in
town' capital has been a requirement for membership.
The current cost to a new member is about $7,000 in
the form of 2 refundable interest-bearing deposit.
Loan capital has come from Mondragon's own bank,

the Caja Laboral Popular. The Caja, unlike the
Grgmeen Bank, is an equity participant in each coop-
erative on a ﬁermanent basis aand is the ultimate
arbiter of a cooperative's health. The Caja can
force through changes in manageament and any other
needed restructuring. In return, the Caja provides
solid financiai backing plus high quality advice.
The requirement for careful preparation of a2 new
cooperative, see section.5.6.1; above, is crucial
for success. The U.k. Governzent has just announced
a L200,000 grant to promote Mcndragon style cooper-

atives in the depressed north of England (Lonéon

Financial Tiwmes, 6 May 1987).
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Comparing the Grameen Bank and the Mondragon

Cooperatives

First, the central 1nstitution in the success of
both programs is a bank coamitted to providing
finance capital to its TPs for new projects (and
subsequent expansions). Loans are made in ihe case
of Grameen and a combination of loans and equity
participation in the cese of Mondragon. The key
differences between the two institutions are in
their TPs and practices regarding cooperatives.

The poorest stratum of Bangladesh's peasantry does
not possess any 'own' capital while the Basque area,
originally a relatively underdeveloped part of .
Spain, is nonetheless rich enough to enable its
inhabitants to provide a substantial 'own' contrib-
ution. The pattern of enforcement, in one case for
repayment only, in the other for industrial finance
and strategy stems from the eaphasis on individual very
/%%%%%grises in 3angladesh Qnd for adequately scalecd
cooperative enterprises in Mondragon. 1In rural
areas of Bangladesh, however, individuals with littie
or no land, who are illiterate, lack any socializ-
ation into the rhythm- of faclory work, and do no:
have ultra-nationalist feelings cezenting group

solidarity are not likely to maxe good members of

industrial cooperatives.
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Lessons for Greece

Both Grameen and Mondragon have found mechanisms to
channel their members actions toward comaitmen: to the
rules and goals of the institutionms. Both use self-
interest and cosmunity or peer group interests to con-
dition individual behavior. This reduces significantly
the cost of enforcing the loan contracts, a significant
problem for ordinary commercial and investment banks.
On the other hand, both banking institutions have higher
hel
pre-loan costs as they/ffﬁggce the studies necessary for
starting a new business. By taking an active interest
in the quality of the preparation and the character of
the entrepreneur/manager, both Mondragon and Grameen
can expect a higher success ratio than other credit’
jnstitutions for -the small businesses that they start.
Mondragon's companies have grown significantly. Th;
same is true starting f:oﬁ a much szaller base for the

self-employment activities of Grameen's clients.

At Mondragon, financiai coamitaent is a prerequisite

for membership. At Grameen, peer group pressure enforces
not only repayzent but also its prerequisites, careful
:nvestment and constant atiention to the enterrpise.

“he nationalist sentimernt wnizh is so important at
Mondragon is lacking at Grameen. MYonetheless, both

banks ire able to promote the 'right' kind of behavior

from their clients.
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The lessons for Greece can be divided into two parts.
The first consists of those rules or practicis wvhich
are transferable to Greek conditions. The second
consists of those attributes or characteristics which
are specific to the country, region or TP and for which
analogues will have to be found in Greece.

5.7.5.1. Traasferable Rules or Practices

The key transferable rule/practice is the requirement
for careful preparat'ion of the new enterprises and
proper screening and training of the new entrepreneurs.
This is enforced by the special credit imstitution
during the pre-loan period, during investmeni project
icplementation, and during start-up and continuing
opgration while the loan is being repaid. Training

is a continuous feature of both Mondragon and Grazeen.

A

Mondragon, at least 18 months are usually consuzc’

i

» choosing the investaer: prsject and preparing
tze Feasibility Study by the Zesignated manager and
tne staff of the Empresarial Civision of the Cajz
Lzboral popular. A 'godfather' who 1is personally
responsible for helping the designated manager Zs
ecpointed from the Empresarial Division. This Is
e feature that can be replicated in Greece. The
rev manager is thus fully acguainted with all tze

,' issues and options that can arise in the new enter-
prise. He/she has maintained contact with the otner
ceabers of the new cooperstive so that they are

fully informed. Finally the Caja is satisfied,




both with the expected viability of the new enter-
prise and the knowvledge and capability of the new
macager. At Gramcen, only seven days are required
for training, but the projects are at tﬁe silpiest
level with tasks that the new entrepreneurs have
very often been doing for others..nye'loan capital
requireaent is about $50 for the first loan as
ageinst $7,000 of 'own' capital plué bank loans at
Mondragon. However, each Grameen group of five
borrowers meets once a week at the Grameen Center

in the village to discuss their enterprises' succ-
esses and problems. The Caja monitors each enter-
prise from its seat on the Board of Directors as
holder of 20% of the equity plus an intimate know-
le&ge of the énterprise's financial situation based
on loan amortization. ETEPAP can certainly fulfill
functions similar to these and can help create self-
help groups at tne Nomos/locality level (see section

5.11. below).

A similar mode of operation chg:acterizes the region-
ally oriented Znterprise 3oards in England. Like

the Caja, the Enterprise 3cards take an equity in-
terest in local small/medium businesses, either for
start-ups or expansion. Jalike the Caja or Graaeen,
the Enterprise Boards have not Cteen intimately invoi-

ved in project preparation. Thls probably reflects i
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the higher general level of economic and technical
development in the U.X. Funds for the Enterprise
R Boards have come from local governaent. One of the
best known, the West Yorkshire Enterprise Board has
lent about one-half of its L20 million capital in
70 investments ranging froa 517,000 to 31 million.
Profits in the year ending September 1986 were almost
E1 million. The Caja, o; the other hand, is a regional
bank, accepting deposits from the public and making

loans within its own region.

For ETEPAP, the extent of projec} preparation will
vary by TP and project size/complexity. Particip-
-ation by new entrepreneurs in project studies " and
management and other neceSsary training will be a
rule/practice although tﬁis will be arranged d4ifrf-
erently than at Grameen or Mondragon. ETEPAP will
not have its own staff to develop studies like thae
Caja nor can it rely on a short seven day progran

like Grameen. ETEPAP will have to develop a set

of interlocking support mechanisms ranging froa
candidate screening to partiéipation in study pre-
paration to local support groups and continuous
monitoring by ZTEPAP itself. ETEPAP will have o
be in a position to act decisively at any time i=
order to protect its equity investazernt or out-of-
pccket costs. This will be =uch more difficult “han
a7 ¥enlrageon whaere, for exazple, a manager who is
replaced serely becomes another worker at the saze

coxZpany.
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Specific Characteristics

Neither the peer group pressure of Graseen nor. the
regional nationalisa of Hondragoh will be readily
replicable in Greece. At the same tize, the general
level of economic and tochnical-capability shown

in the project proposals made to the English Eater-
prise Boards will, with the exception of the younger
engineers TP, not be present in the.proposals from
the other TPs. This appears to place the greatest

reliance for goal adequate behavior on the new eatre

preneurs desire for success, which has many diaen-
sions, and a significant contribution of 'own'
capital. This can be reinZorced by ETEPAP's rep-
repentative on the Board of Directors adhering %o
accepted priv;te business criteria in evaluatizg the
financial results of the new enterprise and the
adeguacy of its zarageaent. A welfare approac: will
not be nelpful in allowing the new eatrepreneuc-s
grow as busineéspersons. A specilic sugges:i

rewarding success is made Iin secilon 5.7.6. belzw.

The second specific characteristic, 'own' capital
will need %o te developed ia a suitatle zaaner I-:
each of tae TPs. There iIs an exsectation tazt 2
projects for youth and womern wWill Te lhe saallest in sizcs

and least complex, tae projects {:r returain

rants will be sisilar or somewhas: larger, while those i}
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for younger engineers may be considerable larger
and have a higher degreo.of complexity. It will
accordingly be easier for youth, women and return-
ing emigrants to self-finance a larger proporéion
of the capital cost of their projects than for

younger engineers to do so-.

General Principles of ETEPAP Financing .

ETEPAP's mechanisa for obtaining the 'right! behavior
from new entrepreneurs originates in the way that
Investaent Incentive Law 1262/1982 functions, and in
the relation of Government 'grant' capital to 'own'
capital. It is proposed that as successful new entre-
preneurs buy out ETEPAP's 'own' capital contribution to
the n;w enterprisb. the new entrepreneurs receive free
ETEPAP's portion of the Goverament grant capital.

This involves no out-of-pocket cost for ETE?AP but it
does mean tha:t income is foregoce. The assuaptiorn mace
here is that ETZPAP's purpose is o a1elp create viable
new businesses and not to zake a profii iiself. This
clearly distinguishes it froQ the Srglish Enterprise
Boards and from some aspécts of e Caja Laberal Popular

operatisns, 3ZTZP?A2 is zere like Grazee:n cceziing loss

™
“
»
n

when its 'clients' are unable to reray, bul not expectiag
to profit from the new entrerreneurs success. This places
the burdien on the Governmeat to rezlenish ZTZPA?'s

capital when necessary. It also ctligates ZTZIPAP c ac:
as a true shareholder rather than another way %o subsidize

employment.



5.7.6.1. An Example of ETEPAP's Financing Principle
Minimum 'own' capital requirements as a § of total

capital requiresents under In;ﬁst-ont Incentive

Lav 1262/1982 can range from 10f for special invest-

ments in high priority regioms to 35% for standard -
investments in lov priority regions. The minimum
Government 'grant' level is 10% and the ‘maximua is

50%. The basic example ;sed is a hypothetical but

common distribution. The proportion of capita; and

its relation to equity for 20% ‘own' capital, a 40%
Government grant and 40% loan capital is:

Per Cent
Capital Sources Capital Equity
'Own' Capital (incl. ETEPAP) 20 100
Government Grant 40 0
Losns Total ~éo- 700

A simple illustration of ETEPAP's principle of fin-
ancial incentives is the following. Assume that
nevw entrepreneur 'own'.capital is 5% of total cap-
ital required and that ETEPAP contributes 15% to

. seet the 20% required by the incentive law. Then,
the new entrepreneur would get one-quarter or 10%
of the Goveranment grant as 5% i3 one-quarter of the
20% 'own' capital. ETEPAP wculd initially receive
the remaining three-quarters c¢f the grant equal to
30% of the total capital. If the business is succ- .
essful, “he 2nirepreneur will duy out ETEIPAP's 153

portion of the 'own' capital. As this is purchased,

ETEPAP wouls transfer its corresponding portion of




the Government grant to the entrepreneur. This
would leave ETEPAP whole, and some fee could te
charged for ETEPA?P's out-of—pocket costs (see section

5.6.1. above).

The entrepreneur wculd buyt at cost plus a fee, 15%

of the business and receive 30% as a grant from ETEPA?
who, in turn received it from the Government. Loans
would be repaid as usual. The exact buyout terms
could be generous, with ETEPAP still voting the stock
while the new entrepreneur used the profits to but

it. The general operation of the scheme could show
the following proportions at three different -points
in time with loans remaining unchanged.

At the time of investment.

Per Cent

Capital Sources Capital Zquity
'0wn' Capital (Entrepreneur) 5 25
'0wn' Capital (ETZPAP) 15 75
Grant (Zntrepreneur) 10 0
Grant (ZTEPAP) . 30 0
Loans . 40 0

Total 100 100

When 5% of ETEPAP's 'own' capital has been purchased,
104 from ETEPAP's grant portion is also transferred

to the entrepreneur.

Per Cen<
Capital Sources Capital rouity
'Own' Capital (Entrepreneur) 10 5
'0wn' Capital (ETEZPAP) 5

Grant (Entrepreneur)
Grant (ETEPAP)
Loans

Total
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transferred to the entrepreneur.

After all of ETEPAP's ‘own' capital has been pur-
chased and all of STEPAP's grant portion has been

Per Cent

Capital Sources Capital Equity
'Own' Capital (Entrepreneur) 20 100
'Own' Capital ,ETEPAP) 0 0
Grant (Entrepreneur) 40 0
Grant (ETEPAP) 0 0
Loans 40 0

Total 100 100

A crucial aspect of the scheme is that it does not
produce the typical case in Greece of a lack of 'own'
capital and overreliance on borrowed funds. ETEPAP
takes the loss of its investment if the firm goes
bankrupt. As long as the total capital required for

a new entérrp;se is low, 5% of say 50 million dracheas
is 2.5 million (about $20,000) which should not be

an overly large sum for a new eatrepreneur (or several
partners.

Problems in *he Operation of Iz2w 1262/1982

Two importan*: problems rave arisen in the operation
of Law 1262/1982. The first Is that it often takes
as long as two years to securs an approval. Althougn
the rate of inflation in Greez2 has declined, £% i
still over 1C% a+ this time z2xzing the capital cost
of a project zore than 2C% hizrer after a two year
delay. Many arproved projects have not been impler-

ented for this reason, especizlly when the rate of

inflation was over 20% per aznund.
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The second problem is that land has frequently
been used as a part of 'own' capital where it has
been needed for the new eﬂterprise, The Law 1262
Approvals Committee has often placed a higher val-
uation on this land than commercial banks who, in
the example above, would be asked to provide loans
equal to 40% of the total capital. The banks have

refused to make the loans.

Both these problems need the attention of those re-
sponsible for Law 1262 approvals. ETEPAP will not
be able to function effectively unless these issues
are resolved.

Alternate "Sources of Capital

New entrepreneurs should be encouraged to find alter-
nate sources of equity cépital. There may be local
scurces in neighbors, businesscersons, local gov-
ernment, venture capital funds, etc. ETEPAP should
t=y to develop these sources. Unfortunately, the
national capital and 2quity markets {unction pocriy,
buﬁ the Government can maxe efforts to improve their
creration. Another difficulty at the present tiaze
ie that commercial tanxs are offering a risk-free
a=d tax-free rate of interes* of about 1,% on 3r-
dinary accounts. this recuires a very high project

rzte of return to attract others' equity capital,
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The Business Expansion Scheme in the U.K. offers

tai relief to equity investors in unlisted companies
providing they keep their shares- for a minimum of 5
years. BES funds have been set up to which companies
can apply or a company can issue a prospectus to
attract BES investors. Mixed results so far have
been the result of this type of Venture Capital

Fund. The lack of a properly functioning equity
market makes it a problematic scheme for Greece, as

a key aspect of the U.K. program is that capital

gains are forgiven when the equity is sold.
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ACTIVITY 8: Programs to Implement Investment Projects

The aim here is to assist in the impleamentation bf the

approved Feasibility Studies. Such issues as contractors
and tenders, specific ianfrastructure required, final site
choice, stc., may require advice and investigation. For

some of these problems ETEPAP can help locate experts and

subcontract the work to them. At a minimum, lists.of ETEPA?P

approved consultants and contractors might be a way of

channeling the best help to the new entrepreneurs. This kind

ot list, of course, is always open to abuse. However,

ETEPAP will be left with the difficult supervision and coor-

dination function consistent with its position as a partner

in the new business.

5.8.1. Cost Overruns During Construction

Overinvoicing has been common during the constructiqn
~and equipping of investiment projects in Greece. Using
land for the new enterprise as an important part of
's»wn' capital, the money has been siphoned off from :ke
Government grants and bank loans leaving the compaay in
a weak financial position. Clear and severe budget cor-
straints backed by strict controls wiil be necessary as
the new entrepreneurs are contrisuting only £7 of tre
total capital requirements. ETE?AP will have to sub-

contract part of this auditing to others.
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New Enterprise Location

Advice/assistance in finding the right location for

the new enterprise may be an iaportant part.of ETEPAP's
activities. ETEPAP can, for example.'insist on the
development of Business Incubation Centers, see 5.8.2.1.
below, in the pilot program Nomoi or undertake special
agreements with the Handicrafts Centers of EUHMEX or

the Industrial Parks of ETBA. The operations of the
Handicrafts Centers and the Industrial Parks are well

known.

5.8.2.1. Business Incubation Centers (BICs)

Business Incubation Centers, developed in the Urited
States, are facilities whose purpose is to reduce
the risks of new small businesses by lowering their
overhead costs and providing zaragement advice and
support. BIC characteristics are: (1) a common
location for the busiﬁesses; {2) shared sugpport
services; and (3) on-site manzzement assiszance.

The building may be designed 2s a 3IC or renovated
from an existing structure. The shared services can
include common telephone answering, secretarial and
other busizess services, corying machines and ccn-

ference rooms. Management sugdcri depends upcn need.

Some of ZTEPAP's new enterprises may have a much
higher survival rate if they zre located in a BIC.
Both ETB: and EOMMEX are currently discussing a pro-

-

posal to study the pctentizl ? 320s in saveral of

- -
- e wve

Greece's larger cities. ETEPA? should make itself
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avare of this ongoing effort with a view to using,

if desirable, BICs developed by others.




5.9.

ACTIVITY 9: Prograas to Provide Continuing Advice and
Kssistance During Project Start-Up and Continuing Operationms

The necessity to assist new entrepreneurs and new enterprises

is well known. ETEPAP needs to take ar active part in dev-
eloping a roster of experts, but should generally leave the
work to the subcontractors. This is therefore both a core
and non-core activity.

ETEPAP must avoid an overly paternal approach by allowing
new entrepreneurs to express themselves and grow through
problem-solving. An analysis of Irish Developmeat Authority
policy in providing consulting (National Economic and Social
Council of Ireland, A Review Of Industrial Policv, No. 64,

February 1982) criticized the IDA for making small business-
persons more and dependent on its consultants instead of
allowing then to solve their own probleas. The approach
discouraged the kind of risk-takirg that aakes companie;

grow without, atl the same time, 1aking fallure auch less
likely. dowever, ETEPA? is a stockzclder and needs
to properly £ulfill its responsidilities., In general, ITEPA?
should :ry to avoid being involved in entaerprise orerations
and conline i%ts role to seiting solicy, approving plans a2nd
prograas and evaluating cperating resulis in i:ts role as a

member o the 3oard of Directors. 3ITITiT zay wisk
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5.9.1. Subsidized Consulting

By mbsidizing consulting (or using EOMMEX services),
ETEPAP would let the new entrepreneurs deteraine whether
or not tkey needed counseling and how much is required.

As .an example, the Small firms Service of the Departazent
of Trade and Industry in the U.K. offers the counseling
services of self-employed management consultants who have
undergone special training in the problems of small
business. The first three days are free with a subsidized

fee charged thereafter.




5010.

ACTIVITY 10: Devloomen: of Segional Data and Datadases

to Assist in the Promotion of ETEPAP's Prograss

ETEPAP wiil introduce its prograzs at the Nomos level.

In order to choose which Nomoi should be included in the
pilot program, and the order of introduction thereafter,
it is necessary to develop criteria by which Nomoi can be
compared and the data and databases to make the comparisons.
In the first instance, Nomoi should be chosen for pilot
programs according to their ability to successfully absoro
ETEPAP's activities and meet the objectives and strategy
defingd in sections 1. and 2. below. A saparate repor®
will develop the pilot program. Dr. ihGeorganta.of the
Center for Planning and Economic Research has developed.

the databzses and regional daia.
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ACTIVITY 1:: Development of Local Support Groups in the Nomoi

This is bo:a a core and non-core activity. In order to
provide local assistance to new entrepreneurs, both as
moral supp:rt and for the provision of knowledgeable advice,
ETEPAP shc:ld attempt to develop Nonos-ﬁased and national
level grourss of businesspeople, local authcrities and others
who want tc help with the promotion of new entrepreneurs and
new enterprises. These groups are important for the status
they afford ) . . their members as
leading citizens trying to increase the level of economic
activity iz their Nomos, and for the status they would confer
on the new entrepreneurs as those who will be responsible
(in part) for the future growth of the area. Local backing
for new vexntures not iny provides experienced advisors to
new entrecr-eneurs, but also helps to create the kind of
general climate in which new businesses can flourish.

All Non-G:vernmental Crgzanizations (%GOs) which can contri:-
ute to the success of ETEPAP should e encouraged to do so.
Cooperatizn by Nomoi and local authorities should be man-
datory. These groups will reduce the size of the locality
staff required for ETEPAP's own operations. and som: of their
nenbers czx be recruited for the various project and Feas-
ibility S:udy Appraisal Groups. Once they are in operation,
EfEPAP will only need %o coordinate “heir activities. How-

ever, there may be some particular difficulties in setting

up these zroups in Greece.
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s.11.1.1.

Existing Business Organizations

There are a number of existing business organizatlions
that could serve as support groups or could help in
setting up support groups by making this need known
among their own members. Examples Af these organizat-
jons are: the Union of Greek Industrialists (SEV); the
Industrial and Commercial Chamber, the Technical (engin-
eers and sciertists) Chamber; the Manufacturers Feder-

ation; Nomos Union of Ag}icultural Cooperatives, Union

of Hotel Owners and other specialized organizationms.

Whether these organizations or some of their members
will be willing to serve in local support groups de-
pends upon how they and their individual members view

the new entrepreneurs. If they are viewed as potential

competitors rather than as contributors to economic

developzert, the existing organizaticns will be hostile.
as a30s% coapanies in Greece are small.
In the manufacturing sector, over 93% of the establisnh-

ments eaploy less ihan 10 persons. About 0.5% employ

over 100 persons. In saaller cities and

rural areas,
enterprises tend %o be very small.

-_ :
An.2rprise

The English experience Is thav
ones most lixely to coairiduze 0
new szall enterprises. An Zrntercrise Agency systec

has been set up whereoby firams -- and almost exclus-

ively large and successful ones -- contribute money
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or second experienced staff to over 250 locally
de§eloped Enterprise Agencies who usualiy work with
local authorities and the Governament to provide
one-stop advice and counseling for small businesses.
The Enterprise Agencies do not create jobs them-
selves. In France the National Agency for Enter-
prise Creation (ANCE) has developed a wide range of
contacts with Non-Governmental Organizations at the
national and regional levels.

Potential in Greece

It would seem logical for ETEPAP to approach the
ngiional_offices of the various NGOs to sound thenm
out before trying to develop linkages at the local
level. The national offices may have a broader
point-of-view and their approval wmay help in obtain-
ing a fair hearing in the Nomoi. One of these or-
ganiz tions, the Institute cf Economic and Indust-
rial Research (IOBE), which is associated with SEV,
has been developing a prograz with the Europeazn
Center for the Development of Professior2l Traiaing
(CEDEFOP in Berlin) to provide courses in entrepren-
eurship for returning emigrznts. IOBE has proposed
that the Institute for Industrial and Professional
Specialization (IBIE) offer the prograz. The Union
of Greek Industrialists (SEV) which includes the

largest firas in Greece plans to participate.

If a large firm approach iz ta2ken, the 2z<z2 on firnm

size and location are in the ICAP manualis.



There are less than 1OOQ manufacturing firas with

sore than 100 employees -in Greece, they tend to be

located in and around the largest cities, and there

is an acknowledged lack of qualified managers. One .
possibility is to make special requests to the Trans-
nationals operating in Greece. They tend to be
larger, better staffed vigh Greek managers and far
less likely to be threatened by new- enterprises.

They may even feel that contributing to the realiz-
ation of new enterprises is good for their public

image.

5.11.2. The Banking System

The banking system is essentially state-owned, dominated
by a few very large multi-branch banks whose focus is
national rather than regional/local and relatively back-
ward in its credit policies. The banks, it is said, are
indifferent, if not hostile to tize needs of saall bus-
iness. Despite tais, it is absolutely necessary to in-
volve some of the larze banks in ZTEPAP's support groups

/ or in their own support group. There are several rea-
sons for this need: first, bankers are often very know-
ledg-able about their area; second, the banking sys<ex
is involved in supplying credit o the new enterprises
unéer Law 1262/1982 and i4 would be desiradle to know
their policies and have some of %ielr input prior to
making a loan application; third, the involvement of

local bankers would be a signal.of seriousness to the
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business organizations at the national and local levels;
and fourth, it would also provide a very positive signal
to potential entrepreneurs. Since the banking systea
is doaminated by a few banks, an approach will have to
be made to the central office before seeking cooperat-

ion from a branch.

Local and Regional Governments

ETEPAP will have to develop cooperation with the various
levels of sub-national government. This will be eas-
jest at the Nomos and Periferia (group of Nomoi) levels
since the Nomarchs and Periferia heads are nominated by
the central government. Mayors are elected, but there
should be little difficulty in obtaining cooperation
for the kind of enterprise prograns that ETEPAP will
prohote. Governmental cooperation is important because
of the direct help to be obtained in staff, facilities
and access to decision-making dodies. There is soze
local control over.historic sites, ports, potential

marina locations, etc., and infrastructure planning.

Tyoe of Local Support Grouos

An umbrella group which would include all the sub-groucs
would make ZTZPAP's coordinating jcb easier and indi:cate
a high level of community suppor® {or its prograas.

This is part of the pilot prograz which needs to ve

completed at a very early stage.
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3.13.

ACTIVITY 12: Development of the Pilot Program for ETEPAP

This is the main initial core activity for ETEPAP as it
combines all the other operating activites and tests the

strategy. A separate report will be made on this subject.

ACTIVITY 13: Evaluation of ETEPAP's Activ._ries

An evaluation program, for each of the relevant activities and each

of the TPs will have to be developed. A discussion of this core

activity is beyond the scope of this report.




THE PILOT PROGRAM

Tﬁe last chapters of this report develop the Pilot Prograa for the

testing of ETEPAP's abilities to deliver the services required for

both the new entrepreneurs and new enterprises. The discussion of

the Pilot Program starts with a more detailed analySis~of ETEPAP's

activities and then proceeds to suggest Pilot Program Nomol on the

basis of specific criteria.

6.

NATURE OF THE PILOT PROGRAM

As a special credit institution taking on many of the attributes
of a 'venture capital' fund (or investment bank), ETEPAP will
need to take a very active part in the development of both the
new entrepreneurs to be found in the Target Populations (TPs) as
well as the enterprises to be formed.
1f ETEPAP looks on the new enterprises solely as a way of sub-
sidizing disadvantaged social groups then it will not be
important to develop a Pilot Program to test how well ETEPAP
functions in its various activities and sub-programs. This will
be because economic viability will cease to be an inportant
criterion for new enterprises and entrepreneurial attitudes
will not be a criterion for choosing new entrepreneurs. This
will, as a result, lead to the creation of new firms who will
generally require a perranent - operating subsidy. Since it is
unlikely that a permanent subsidy can be made availatle to these
firms, ETEPAP will not fulfill its duty either to the Government
or to the new entrepreneurs from the IPs.
On the other hand, if ETEPAP is genuinely to become a vehicle

both for the upgrading of the meabers of the TPs by providing
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permanent employaent opportunities in their own enterprises,
and for the development of the non-metropolitan Nomol of Greece
by concentrating its resources in these areas, ETEPAP will have
to first develop the activities discussed in the first five
chapters of this report and then test them against the reality

of its own capabilities before launching a national progranm.

The preparation of this portion of the report has benefited

from the material in UNIDO's Guidélines on the Integration of
Women in UNIDO Techncial Co-Operation Projects and in Industrial
Studies programmes and Research. Women will need to be members
of ETEPAP's staff and directors in order to promote female
participation as new entrepreneurs. Special problems of women
with families will have to be resolved on a local basis during
the Pilot Progran.

6.1. ETEPAP and Active Democratic Planning (and Implementation)

ETEPAP's Target Population Programs (TPPs) should be structu:-
so that they conform to the Government's principles of
developing Five-Year Plan projects and programs through a
dialogue between the central authorities and the people,

as individuals and groups and through the different levels

of local and Nomos government. In the previous plan, 1983-
1987, the methodology was to ask what the people (as defined
gbove) wanted in their locality and Nomos, and then to adjus:

these requests largely through the decisions of the central

authorities.
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The plan now in preparation, 1988-1992, will first present
the views and constraints facing the central authorities
to the people and then ask them to develop their prograas
and projects within the given congtraints.- This is necessary
as the country faces a severe Balance of Paymeunts problea
necessitating a2 significant reduction in the Public Sector
Borrowing Requirement as a percentage of GDP. On the other
hand, the previous plan ran into difficulties precisely
because there was so little guidance from the Government
with regard to total Nomos expenditures and their allocatioun
among different uses that the Active Democratic Planning
'from.be]ow' often turned into no more than a 'wish beck!,
causing a heightening of expectations and a subsecuent
disappointment.

6.1.1. The New Five-Year Plan, 1988-1992

The preparation for the new plan will provide k¢ xind

of guidance necessary so that Active Democratic Planning
can be made more efficacious in expressing the needs

of the people that can, in fact, he aet withir the

budget restrictions. At the s=ze time an increasing
proportion of tnese expenditures will be 2t the discretion
of Local Government so that implenmentation will also

be more decentraiized and cezocraticaily contirolled.

6.1.2. Role of ETEPAP

Within this nrew format, ETZP:F i3 an iastitution of
Active Democratic Planning and Impienentation, helping
to develop both the people's idess into viable investaent

project and helping the people to implement their
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ETEPAP should approach the legal form of new enterprises
with 2n open aind, allowing existing investnesnt irzen-
tives under Law 1262/1932 to help determine the best
form. As mentioned earlier, Law 1262/1982 offers a
higher incentive for projects undertaken by returning
emigrants, Local Government, and for those taking the
legal form of cooperatives. WNonetheless, some members
of the TPs may desire other legal forms as being more
suitable to their needs. There does appear to be
support fer joint veniures between Local Governnmernt and

nenbers of the TPs.

Target Population Program Modules (T TPPMs)

The Pilot Progracs for the four Target Populations contain
the same activities as discussed in the first five chauters,
but these activities are differentiated to meet the spescific
needs of each TP. The activities are calied Tar
Progran Modules (TPPMs) as discussed in section 3.3., 2bova=.
-

To rscz2piiulzte, the idez bshind TPPMs is thzI, on the on2

hand, it is necessary to tailor the activitiz2s bto overcoze

while or the other hand, i ; desirable froz= both cosi an3
effiziency prints-of-view to comdine TPPMs z2crcess Target
Zopuzzilicnz waher r possitie. w=nilz cost szvinmgs zoz
c2rices In tnat each TPPM would zzv2 nore users t:o Zrachzz
spent whan TPs are conmbinel, increaspsin efficisncy cz:z
also result fron funds being spent on aciivities that
weuld nzt be schaduled if the T?PMs were sepzratzd. This
would allow ETEPAP to provide a righer level of services

where combining TPPMs is feasible.
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PILOT PROGRAM ACTIVITIES FOR YOUTH, WOMEN AND RETURNING EMIGRANTS
This chapter discusses the Pilot Prograam for youth, women and
* returning exigrants and the possibilities for sharing Target
Population Program Modules (TPPMs). Chapter 8 develops the
Pilot Program for Younger Engineers.
The Pilot Program activities discussed in this chapter are the
following:
(1) Definition of the Target Populations.
(2) Ou*reach Prograns for the TPs.
(3) Intake Programs for selected members of thke TPs.
(4) Investment project idea evaluation.
(5) Investment project study preparation.
(6) Investment p%oject financing.

(7) Investment project implementation.

(8) Continuing assistance to operating enterprises.

7.1. Definition of Target Populations (TPs)

There are a number of dimensions to the definition of a TP

and these are showr in Table 7.1, p. 83, along with prelimirary
determinations of the appropriate TP definition. The final
determination is made by the MMinistry of Cuiture., Oppor-
tﬁnities for sharing TPPMs will, in the first instance, be
developed or the basis of those TPs with the same or similer
lefining characteristics. Differences in education and

experfience need to be taken into account for shared and non-

shared TPPMs.




Table-7.,1:

Dofining Charactoristicas of Tarpget Populations

nd ETEPAP Activities

Charact.

TPs

—

~—

Youth

vomen e

1.

Age

Educstion

Location of TP

Location of
E1EPAP Progran
for this 1b=»

®*Approximatec

To be determined.

Both scxeos may be in-
cluded in this TP al-
though I'PPMs would hae
ve Lo be split by sex
in ordey Lo avoid vex-
ist allitudes deter-

mining Lhe allocation
of KIKVAP':: resourcon.

All levels. Scparate
TPPMs may bhe necess-
for widely diffrerent
levels., Hee Youngor
Engincers TP.

Non-metropolitan areaf
of' Grecue.

Same as location of
TP in 4, above, for
most activilies. ActH
ivity 4. Study Prepan
ation, may take placc
in anolher location.

locations. Certain pj

No specific limitati-
ons have becen propos-
ed.

This TP may include
all women, whether
.youth or not in orde;
to avoid sexist att-
itudes detormining
the allocation of
FTEPAP's resources,
Sce also the Younger
Engineers TP,

Same as Youth.

f Same as Youth.

Same as Youth.

fojects may take a dif

(Potertially) Heturn-

Younger

ing. Emigranta
All ages.

No proliminary det-
ermnination., Female
returning emigrants
couird choogse a wom-
ans program,

Same as Youth.

Fither residing in al
foreign country or
recently returned to
Grecca.,

Qutrecach and some
Intake activities in
foreign countries as|
appropriate., Other
activitien same as
Youth

ferent route.

Engineera .

45 and under,

No separation by sex
Women with approp-
riate education and/
or experience will
be in this TP.

Engineers, scient-
ists, techniclans
and sxperienced bus-
inesspersons,

Either residing in
Greece or a.foreign
country.,

Outreach activity

in foreign countries
and nationally. In-
take, Idea Evaluat-

ion and Study Prep-

aration in Athens.

py = -

1IIIIIIIIIIIIlIIlIIIlI!IIlIlIIIlllIllIllIIllI.IIllI.lIllllllIlI-IIIIIllIIIIIIIIIIIlIIIIIlII-I----------
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7.1.1. Opportunities for Sharing TPPMs

T.2.

Table 7.1 indicates the possibilities for sharing TPPMs.
With regard to Outreach Prograams, youth and wczen can possi:z
share, as can returning cmigrahts and Younzger Zngineers

when located in foreign countries. Returned emigraats

can share with youth and women when they also live in
non-metropolitan areas. Intake Programs, which are
inherently wore discriminatory, should be separated for

each of the TPs. Project Idea Evaluation is separated

on the basis of where it is located rather than by TP.

There is considerable opportunity for cowbiring nodules

for this activity, although an entirely diffsrant pro-
cedure is proposed for Younger Engineers in Chapter 8.

The other three TPs cen share this module. <Study Frep-
aration, which will often require outside heip, may

have to be arranged on a project rather than T? basis.

This will need to be develcped in practice on the basis

of the principles of section 5.6., above. Ysun
Engineerz will dsvelop their stulizs as a s=i2rate unit
from the otner TPs. Project Finarncing and Izplemsntation

are on an individual project basis.

Outraach -

'S

o)

1

-~

)

)

The success of the Outreach Programs will determine the

success of the ETEFPAP effort. It is necessary to attract

the most entreoreneurially minded as well as those who nogRess,

in addition, other characteristics required for success.

The kevs to a good Outreach Programme have heer Ad{izcussed 1in

sections 5.2., 5.3., and 5.11,, above. They are a cozbination
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of making the TPs aware of the opportunities for their self-

development within ETEPAP while providing a hos=pitable

climate for new investment by promoting the formation of

local support groups in the Nomoi. ETEPAP can test its

ability to bring about a hospitable climate which is important

if many efforts are to succeed rather than just the odd few. -

7.2.1 L]

7.2.2.

Awareness Programs for the Potential Entrepreneurs

The first step is the development of an Awareness Progran
in concert with Nomos and Demos level government, with
schools and universities, and with Non-Governm=n%tal
Organizations (NGOs). Youth programs need to be coor-
dinated with youth groups, and women's programs with
women's groups within the Pilot Program localities and
Nomoi. The Awareness Program needs to be advertised,
to be the subject of meetings and/or seminars. The
alternative -~ seeking out particular individuals or
groups on the basis of hearsay or personal contact --
often leads to a variety of abuses within the :rogram
and should not be the general mode of operation.

Project Idea Preparation

Special seminars should be offered on how to prepare a
Project Idea for evaluation in order to allow as many
potential entrepreneurs to participate as possible.
Preparation of an evaluable Project Idea s the first
step in ETEPAP's screening process {or new enterprises

and new entrepreneurs.
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7.2.3. Vomen
Special efforts will have to be nade_to ensure that the
OQutreach Program is effective for women. There is no
substitute for having women at executive levels in
ETEPAP in order to sensitize the organization to the
problems faced by women who want to take on unfamiliar
societal roles. This is particularly true in the less
urbanized areas of the country where ETEPAP is to have
its main impact. The UNIDO Guidelines referred to on
page 79, above, have a comprehensive set of questions
relating to the issues arising from increasing the
participation of women in projects and ovrograms. An
excellent recent article, M. Buvinic, "Projects for
Women in the Third World: Expleinirg their Misbehavior,®
World Development, Vol. 14, No. 5 (May 1986), distinguishes

between economic vs welfare objectives in the design

and implementation of incozme-generation projects for
women. This distinction is an iapcrtant one for ﬁhe
design of ETEPAP activities for women as economic objectives
concentrate on improving exilting or imparting new skills
with with a view to producing marketable goods and
services. Welfare objectives are u;ually associated

with improving tne supply of services to poor women in
their roles as hoaemakers and mothers, Very often the
welfare objectives have supplantei the economic ones in
supposedly income-generating projects. ETEPAP needs to
guard against this substitution while recognizing that

women do have special problezs that have to be resolved.
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7.2.4. Youth

Depending upon age, youth are lik21ly to have the least
working experience, aking it more difficult for thea %o
either have or develop Project Ideas. Possibilities

persons
way exist for matching older more experienced/with

youth in the formation of new enterprises. Alternatively,

projects for youth could be simpler than others in keeping

with their knowledge and experience.

7.2.5. (Potentially) Returning Emigrants

The Outreach Program will have to be coordinated through
the various organizations of the diaspora. Since there
are special problems for those living abroad, the Out-
reach and Intake Prograns will need nore coordination,

2s described in section 7.3.2., below.

7.2.6. Existing Sources of Project Ideas

All TPs should have access to the existing sources of
Project Ideas. These are discussed ir section 5.4.,

apne.

Intake Progrars
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ng a2ccepted intc an Intake
Prcgran is a Project Idea capable of being evzluated. The

pr=eczreilion ¢l a Project IZea is zzd2 pari ¢ iis Suirzach
P

rogrzz, sugcorted by 'how t3' sexinars iz cordsr 15 reduce

the 3iz2 ol the Intake Progras 2nd thus tzze It zcre rcanageasl

within ETEPAP's budget limitation. At ths same time, only
trhose pestle with scme mininum level of s2rious interesst in
the prograz are likely to g2 to the effort of preparing an
evaluable Project Idea. A number of categories for the
evaluation of Project Ideas are suggested in szction 5.5.,
and sources of Project Ideas are discusseZ in section 5.4.,

abovs. Other categories for evaluatior will depend upon
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the Project 1dea itself, and upon the level of detail needed.

The level of detail cannot be fully specified ir advance

of the Pilot Program. Different levels need to Se tried in
- . different test areas. Care should be taken so that the
level of detail required does not exclude most of the
applicants. A problem is that people who have high entre-
preneurial ability may have, for a variety of reasons such
as low educational attainment, discriazicatory practices, etc.,
great difficulty in preparing a Project Idea. This again
underlines the importance of the Cutreach Program described
in section 7.2., above.

7.3.1. Potential Kew Entrepreneur Screening

In addition to screening Project Ideas, potential
entrepreneurs should be scresened for psrsonality
characteristics associated with successful entrepreneurizl
effort ané these characteristizs shculd be taught znd
reinforced through treining. Ths United Fations

Industrial Developmant Organiza*izn (U

Achizrerent Motivation Traiping /:2XT) which have Tser

used in a number of countries wizh very g-20d resuits

to train and screen potential zntrepreneurs. The ziz,

in Grazece, should be to elinminats the lowest guizriar of

cac-ars =ftar a sei rnuncter of rnours of =MT. Fooaniial
- otnzr wusars of this ischnigue ars pOMKIX, ZLIZZ- zni

the Secreteritat for Zguality. 1t should bte pessitle to

shar2 costs of develozing AMT in Treece wi-<n whese otrer
crganizaticn: or use then o proivids AT services 1o
ETEPAP's Intake Progranm.

v
]
’
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The result will hea double screening process up to this
point. First, only those potential entrepreaeurs from
the TPs willing to prepare an evaluable Project Idea
will be admitted to the Intake Program. Second,
potential entrepreneurs will have to at least be in
(approximately) the upper three-quarters of their AMT
program in order for their Project Ideas to be evaluated,
which, in turn, forms the third step in the screesning
process. |

{Potentiallv) Returning Emigrants

The special problems of the Greek Diaspora, which are
the province of ore of the secretariats of *%he Ministry
of Culture, cay require that at least a poriion of the
Intake Program be serviced outside of Greece as well as
inside. In particilar, a special effort should bte made
to help with Project Ideas forzulated abrozl or the
basis of the experience and knowledze of expatriates bdbut
lacking specific information adout zonditions in Greece.

This service, whick would help to more clearly define

usual expatriates demand that the Governzent provide
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erall end m22ium enterprises undertaken by resturning
emigrants hazs been propcsed Lo stari this year. Other

Programs exis: for encouraging Nomos level development
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7.6.

7.7.

(in, for example, N. Pellas, N. Rethymno, N. Samos)
and could include intake services, whether abroad or

at hone.

Project Idea Evaluation

Project Idea Evaluation is discussed in section 5.5., above.

Feasibility Study Preparation

Feasibility Study preparation is discussed in section 5.6.,
above. The necessity for new entrepreneurs to participate
in the preparation of the Feasibility Study for their

project proposal is one of the activities critical for the

success of ETEPAP's efforts.

Financing for Viable Projects

Financing for viable projects is discussed in section 5.7.,

above.

Programs to Implenent Investment Proiects

Progransto implezent investment projects are dsicussed in

section 5.8., above.

*inuinz fezisz-znc2 *to QOpneratins

2rograzs Lo prov.ie CCLTLIUln

lz-zrnc2 2re discussz3

o

in section 5.9., above.




PILOT PROGRAM ACTIVITIES FOR YOUNGER FNGINEERS, SCIENTISTS,

TECHNICIANS AND EXPERIENCED BUSINESS ORIENTED PERSONS

" (This program is referred to as 'Younger Engineers' as its

abbreviated title).

The special goals of the Younger Engineers Program are to
provide new manufacturing sector enterprises, competitive at the
EC level, and utilizing high level engineering, scientific and
business skills which. at present, are usually wasted. The
emphasis should be on products that are potentially exportable
and can be produced with a relatively high proportion of domestic
value added. These are not necessarily 'high technology'
products although the production processes need to be in the
current 'best practice! range.

The key characteristic differentiating this TP from the others

is the technical and business education which gives its members
the ability to prepare their own Feaéibility Studies. That is,
the education and experience of this TP are sufficient to fully
analyze 2oth the technical and business z2spects of their project
proposals. In order to prove their capabilities, Younger Engin-
eers will have to provide Opportuni=zy Szudies rather than
evalugble Project Idezas as their reguirszent for entrance inte
an Intake P-ogram. Since they will z2czzlzte their own studies,
both offize cpzce, 2%2., and salaries will have to be provided
by ETZIFL? zrd/~2r cooperating organizations. This program draws

on an earlier UNIDC study entitled "Fr:czcsai for a New ZInterpri

w

(-3
Premc*ian Prezrzn for the Manufacturing Sector®, KEPE, 1981-10%8¢

by myself.
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Definition of the Younger Engineers Target Population

This TP includes those individuals who have received a
natural
mininum of a university degree in engineering, /science
or other technical fields, or are.bxberienced business
persons with demonstrable capabilities. These individuals
are assumed to be capable of preparing a complete Feasibility
Study for an investment project of their own choosing.
Individuals may cooperate in order to pool tleir skills.
Ii is pe "ticularly desirable for a proposal to originate
with people possessing both techncial and business skills.
Members of this TP may reside in Greece or abroad. As a
result, the Outreach Program must be directed at the diaspora
as well. Since there is no separation of this TP by sex,
there will be only one set of activities.
It is suggested that the range be 45 years of age or younger,
but older persons can be admitted if they possess special
qualifications. The critical difference between this TP
and the other three is the ability of the Younger Engineer:

to be self-sufficient in preparing their Feasibility Study.

It is not assumed that the Younger zZngineers group as a
whole initially possesses the necessary tusiness backgrourni
to successfully operate a new enterprise., Part of the

trozram for this TP will be 2 lengthy =2na:
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------ + discussed below. On the other hand, =& ¥Ycunger

Zngineers grogran could also 2:iiszzT Ti zZatch techneizl
with busizess experiiss
excertise/as part of its approacrn tc develoring viable

businesses,
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Outreach, Intake, Opportunity Study Evaluation and

Feasibility Study Preparation Prograas

Since & portion of this TP lives abroad, the Outreach
Program will have to be coordinated through organizations

of the diaspora in a way similar to that for the (potentially)
returning emigrants; The fundamental difference between

the Outreach Program for the Younger Engineers is that it

js in the form of a contest with the winners being admitted
to a special program where they prepare the Feasibility
Studies for their own project proposals with a view to
implementing those found viable. That is, the Outreach
Program promises a Financial Award to those contest entrants
whose submissions -- which consist of Opportunity Studies
for specific projects -- are judged to be potentially

vigble by a panel of evaluators. The Financial Award Program
replaces the Outreach, Evaluation, Intake and Feasibility

Study Preparation Programs of the other TPs.

The Financial Awards Program

The gcal of the Financisl Awards Prcgram is to both find
persons capabvle of developing an investment project froao
an idea through start-up and continuing operation, and to

identify potentially viable investment projects. In order

tn Seve *a adminisirative unit

2t this prograc, 2 separT

w
N

will have to be set up, most lixely in cooperatizn wit

4

ETVA or EOMMEX and office space, etc., provided so that

award recipients can prepare tneir Tzasibility Studies.
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The elements of the Financial Award Program are the

following;
(1) Definition of the requirements for receilving a
Financial Award.
(2) The value and number of Financial Awards.
(3) Criteria for the choice of award recipients.
(4) Evaluation of Opportunity Studies and Project Originators.
(5) Definition of the Feasibility Study work program and
the work-in-progress review.
(6) Final Evaluation of Feasibility Studies.
8.3.1. Definition of the Requirements for Receiving 2

8.3.1.

L W

Financial Award

The requirement for entering the contest to receive a
Financial Award is based on two criteria. The first

is the subpnission of an Opportunity Study for an iavesi-
nent project. (For a discussion of the varisus levels l

of project studiss, see UNIDO. Manual for tz2 Preparation

of Industrial Feasibility Stulies, United liziions, New

York, 1978). The opportunity Study referred io anere is
less than a Pre-Teasibility Study and 3o0re than o
descriptive survey. ETEPAP will have (o deiine the

exact depth of knowledge that the study should exhibit,

Pn: anp undisrstanding of nmarkets as well as Ingut: and
technology =n&23is to te clearly shoun.
1. Project Originators

The individual(s) preparing the Opportunity Study

are designated Profect Originators and it is exgectel

that they have contributed in a substantive way to

|
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the preparation of the study. The second criterion
for an award is that an individual aust be a Project
Originator. This prevents.awards being given to
individuals who have paid others to do the study.

The aim is to bring into the program those individ-
uals who have, at a minimum, the techncial capacities
and the potential to learn how to be business managers
as well. Another way of handling this situation is
to have the Financial Awards progran match technical
and business persons as a prerequisite for receiving
an award. This last is open to abuse and needs to

be carefully and corvectily done.

The preparation and subaission of the Opportunity
Study by the Project Origirators are the criteria

for participation in the contest to receive a
Financial Award.

The Value and Nuaber of Financial Awards

o

mhere has to be some ainimum puaser of awards in

(5]
b
£
®
'

to attract entries. The sane halds true for the

e
™~
w

(7]

of the awardsz. They should provide for saleries

"y
[$]
4]

all the Project Originators end a sur sufficient te¢
cover other costs of preparing 2z Teasibility Study
and
including purchese of =aterials. eic.,/travel whers
22cessary. ns award crovides for free office space
telephorns, lteliex, secretarizl, cozputer and otnsr coffice
services in Athens. This prograz does not fund the

construction of prototype machinery or equipmant. The

Ministry of Indusiry hz2

(U]

a sepz-ate pregraxz for this
purpose. The goods to be manufactured in the Younger
Engineers Program are not expected to require prototypes

in the sense of coaplex machines whose production in
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Greece is still at issue. I am thinking orf the fuad-
ing to build a CNC lathe and other eachinery of approx-
imately this level of complexity in the prototype
program. Rather, the aim of the Younger Engineers
Program is to manufacture goods to a nigh stancard

with excellent quality control and machinery appropriate
to Greece's factor prices and EC competition. The

goods should not be cverly complex and should be only
slightly differentiated from the same products produced
elsewhere. Domestic subcontracting should bz the pre-
ferred method of sourcing part., cosponents, etc., in
order to reduce the project's czpital costs and maxinize
domestic linkages. However, neither concern should be
allowed to override the principle thet the project's
economic viability is the criterion for implementation.

8.3.2.1. Nurber of Financial Awards

In order to provoks interest in the program, the
sponsoring institution, ETEPAP (and partners such
as ECMMEX and 2TVA), should offer a =miniamua of

six (6) 2wards but reserve the right to increase
that nucber if more awards are merited by the
Opporiuniiy Studies and the quality of the Project
Qrigira*tors.

8.3.2.2. Value of Financial Awards

Financiel iwards zrz givsz for a caxizua of 1w
years. The value of a Firancial Award will vary

i\
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he auaxzer of Project Origirators'

salaries to.be paid over a maxiruz of two years.
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Salaries paid should depend upon the previous pos-
jtion of the award winners. If they worked in the
public or private sectsrs in Greece, tkey should be
paid according to their previous salaries augmented
by the cost-of—living adjustments as giver to the
public sector. Public sector eaployees should be
transferred into the awards program without losing
the right to their existing job for the award period.
Private sector employees wili have to make their own
arrangepents. The unemployed or persons originatiag
abroad should receive the szme pay as warranted by
their educatio: and experiencz for a position atv .
ETVE or EOMMEX. All fringe benafits should be in
the salary package. The cost is 11£ely to be arcund
1.5-2.0 aillion drachmas per 2nnui per Project
Originator. The amsunt in excess of salaries, to

be used {or expenses as suggested in section 8.2.3.,
above, should be at least 2 =:}1lion 4rackmas, and
sutject Lo negotiazion 1if that amount is exceeded.
This suggests a Financial Award of about 8-10 miilion
drachaas maximum £or two ®roject Originators over

a two year period. Since tz:z award recipieats will
be encouraged to finish their Feasiovillity Study as
guickly as possible, the amourt spent may be less.
For those who live abroad, tze award can include
some or a1l of moving costs fcr the award recipient
and his/her fapily. This wculd raigse the cost of
the award but it would make it far more atiractive
to Greeks abrmnad. Another aliernative is not t»

regjuire that all the work be done in Greece for
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those wvho presently live abroad. This would be
cheaper than paying moving costs but runs against
the grain of the program which seeks to locate
more and more techncial coampetience 'in Greece.

8.3.3. Criteria for the Choice of Financial Awarc Recipient

The criteria for choosing among the Opportunity Studies
and Project Originators to deteraine those who will
receive a Financial Award are the following:

(1) The person must be a citizen of Greece. If the
‘person' is a corporation, eic., it must be wholly
owned by citizens of Greece.

(2) Th: persons receiving szlzc-izs gust either te
Project Originators or a persorn of particular
qualifications added to a group with £he Project
Originators approval, These persons have ali the
rights and responsibilities of Project Origirators.
Persons may not be forced on potential award

recipients as a precondition for receiving an awari.

[
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Cr the cthrer hand, %k2 conzest rules zhcs
clear thzt an Opportunily Study's Project Origin-
ators mus®t show sone cozzetence or the abiliiy to

n botii ta2chncizal ard

e

gain that competence quicikly

tu2iness areas, This program should 0% be czen
to recent university graduates with licetl. == 20
experience. Those with aivanced degre2s and/or

valid experience should be enccuraged. A recent
ZTVA program -- The Zreative Call -- seeks exper-
ienced buziness persons to implement Feasidility

Studies prepared by ETVA. These individuals can
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take the entire equity or a part with the remainder
available on a buyout basis froa ETVA. Essentially
this requires ETVA to 'pick the winners', prepare
high quality studies, and also assumes a certain
malleability among businesspersons with respect to

-

projecis.

(3) The main criterion for the Financial Award is the
potential financial viability of the project as
developed in the Opportunity Study. Financial
viability is defined as for any srivate sector
p;oject»and includes the expected competitiveness
of the new enterprise withir the context of the
Europezn Comnunity.

(4) Financial Award recipients will be determined by the
Award Screening Committee as discussed in section

8.3.4., bz2low.

Fvaluaticn of Opvortunity Studies ard Projecti Crizinalors

by Award Scresning Cozmittees
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<ith whon I have spcien have suzgested that the comaitiaes
be composz2d cf businesspersons, bankers and others f{ull
conversant wiih the requirements for developing a2 succ-

essful enterprise. Tecnnical screening should be done,
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where possible, by competent persons from the Technical
Chambers. As a general case, acadeaics should be ex-
cluded from the committees unless they have demonstratad
expertise that is absolutely ﬁecessaryq This is because
the Younger Engineers feel that it is the business
orientation that is important to the success of their
projects.

The Award Screening Committees can also serve to judge

the completed Feasibility Studies in all their dimensions.

Since both the inital screening and judgement of the
Feasibility Studies entails considerable work, the
members of the committees snould be paid for their

efforts.

Definitior of the Feasibility Study York Progranm

The adainistrative unit set up to facilitate and

aonitor th= Financial Awards Prograa will require

office space, staff, furniture ard equipment a;d services
such as coamunicatiocns, etc. all Project Originators
nust work at the location specified by the adainistirative

unit unless they are specifically excused fro2 working

there on a full-time basis. ward recipients can be
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mple, they live abrszi and wish to complete

A\

t7e study there or for other reasons acceptable
to the administrative unit. In any event, rgaycmenti Is
only in drachmas, except where other currencies are
required for the purchase of materials or services such
as information, transportation ané other necessery

expenses. Some aspects of this have already been dis-

_cussed in section 8.3.2.2., abeove.
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Feasibility Study Work Program snd Work-in-Progress
Review -

The Financial Award is for a maximum of iwo years
work preparing the Feasidility Study. The period
starts when office space, etc., and money for
salaries becomes available.

The Project Originators will be required to prepare
a time schedule for their work and a budget indic-
ating expected expenses on a quarterly bvasis. The
adpinistrative unit will then monitor the work-in-
progress and the actual expense to budgst estimate.
A formal vork-in-progress review will be conducted
every six months by the adainistrative unit and a
review committee which may be the same as the Award
Screening Conmittez. The ain of the review will

be to assess progress and to spesed the work along.

Although two years are allctted to the s
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should reguire considerably less tize, especially

not 2 necessity. Unsatisfactory progress can

result in the termination of the Firnancial Awzrd.
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Originators who &o not.possess considerable
business experience. It is suggested that this
program be one year in duration in ordér to avoid
an intensive effort which would conflict with the
preparation of the Feasibility Study. However,

the training will take place during the preparation
of the Feasibility Study. The backgrounds of those
Project Originators who remain abroad will have to
be sufficiently strong in management so that they
can be excused from training. The training progranm
should contain Achievement Motivation Training, as
discussed in section 3.2, and 5.3.1., above. This
is intended to reinforce entrepreneurial character-
istics in the personalities of the Project Originators.
The other parts of the training program should develep
the abilities of the Project Originators with respect
to the business aspects of the Feasibility Study

and new enterdrise operations. EOMMEX is curren*i:
testing its own new entrepreneurs prograa and EZLKZPA
nas experience in management training. Current
English praciice, descrived in section 5.3.3.3.,
above, is to prcvide full-time intensive educational
programme of 6-16 weeks duration at a Business School.

This period often includes preparation of new

enterprise studies.
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8.3.6. Evaluation of Feasibility Studies

The completed Feasibility Studies are evaluatea by a
committee which may be the same as the Award Screening
Committee of section 8.3.4., ﬁb&ve. The only crilerion
is the expected financial viability of the new enter-
prise. The overall competitiveness and scale of oper-
ations must assure survival when the new enterprise :s
exposed tc competilion within the harmonized EC. The
Financial Award is terminated after the Feasibility
Study has been judged. If the projec£ is judged non-
viable, both the study and the Project Originators
exit from any further efforts. Iz either event, the

Feasibility Study belongs to the Project Criginators.

8.3