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PES Part II
 

The "PDAP" program comprises the Project Development Assistance Project
(authorized with US$4.6 million LOP funding in December 1980) and its
successor, the major component of the Investment Promotion and Export
Development Project (IPED), authorized in 1984 with LOP funding of US$8.0
million*. 
Both the PDAP I and II activities have been implemented under
separate contracts with Coopers & Lybrand following full competitive

procedures.
 

The PDAP II program has two objectives, (a) investment promotion and (b)
institutional development. Specifically, it was expected that 15,000 jobs
would be generated by October 1987 and effective local investment promotion
development agencies would be established in each of the participating

countries by the end of the program.
 

PDAP underwent a mid-term evaluation in May 1986. The results of the
evaluation are presented in 
one main report with a separate addendum by one of
the three evaluators. 
The main report has been presented by SRI International
and the addendum report has been submitted by C. Blankstein of Charles
Blankstein Associates, Inc. 
 The reports agree on essentials. The Blankstein,
report, however, deepens and expands some important points in the SRI Report.
Both reports were helpful to the Mission in its mid course review of the
project. 
RDO/C has taken advantage of the insights and experiences in order
to improve performance and effectiveness of the program. 
This project
evaluation summary (PES II), therefore, reflects both reports. 
 It also
presents the Mission's conclusions and recommendations in accordance with the
LAC Bureau guidelines.
 

Both evaluation reports contain useful recommendations. Most important are
conclusions about (a) the PDAP model and its appropriateness for the Eastern
Caribbean countries, (b) the results of the program to date and the progress
towards the achievement of the goals established, (c) institutionalization of
an investor search program for the Eastern Caribbean countries and (d) the
mechanisms for achieving the project's goals and objectives.
 

Amended in 1985 - to increase LOP funding to $10 million

Amended in 1986 - to increase LOP funding to $11.1 million
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The evaluation reports note that the employment generation component to date
has fallen substantially short of expectations. 
 The project will not achieve
the original design target of 15,000 jobs by the project activity completion
date of September 30, 1987. 
In the absence of firm data, indications are that
about 5,600 jobs were created during the first two-years as a result of
project efforts. The evaluators have attributed this lower than hoped for
result to (a)employment targets that were unrealistically high; (b)
deficiencies in the Washington, D.C. based investor search program which
precluded the generation of a sufficient number of serious investor leads to
meet the overall employment target; 
 (c) the constraints of policy environment
and infrastructural inadequacies which may have inhibited a successful
investor search program; and (d)an inadequate data collection or monitoring
system for the project. Thus the PDAP advisors have been engaged in an
aggressive promotion campaign often against almost impossible odds.
 

The evaluation concludes that institution building progress has been limited.
However, ROO/C is of the opinion that the contractor should be credited with
more success in institution development than the evaluation reports indicate.
For example, in St. Lucia and Dominica, PDAP's ability to work with local
officials has been enhanced and the overall incountry capability to carry out
investor search and investment promotion has increased considerably. PDAP has
also assisted in the establishment of the Belize Export and Investment
Promotion. 
 In Antigua, Grenada, St. Vincent and the Grenadines, St. Kitts and
Nevis, PDAP has worked closely with the Governments and the IDCs in diagnostic
studies and proposals on the structuring and functioning of investment
promotion entities. 
RDO/C is cognizant of the need for concerted institution
building efforts to ensure the establishment of effective agencies in each
country to carry on PDAP's investment promotion functions.
 

Other findings contained in the reports relate to the design of the project,
including the utility of the PDAP model, the cost-effectiveness of the
investment promotion efforts, and the management of the project by the
Contractor. 
The design of the project has been deemed appropriate by the
evaluators. 
The USAID Mission concurs. The SRI Report states that the PDAP
model represents an innovative approach to investment promotion and is well
adapted to meet the unique circumstances of the Eastern Caribbean. 
The report
supports the view that the provision of services to a set of small,
independent countries would be prohibitively expensive if extended on an
individual basis. 
However, more flexibility is required to address island
specific needs and opportunities as they exist. 
 Indeed, the Blankstein report
concludes that the problems of performance have not resulted from the design
of the project or the model itself, but from faulty implementation by the
 
contractor.
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An accurate, quantitative measurement of the cost effectiveness of the
 
investment promotion activities has not been made available, since the system

designed to accumulate base line data was not put in place until January
 
1986. Both reports conclude that the managemtnt of PDAP by the Contractor has
 
been faulty. This contributed towards a lack of progress and achievement of
 
overall project objectives.
 

Three principal factors contributed to poor implementation: (a) the Contractor
 
did not implement in year one as planned an information system as required in
 
the agreement; (b)the development by the Contractor of annual Country Action
 
Plans (CAPS) has not been successfully completed. The CAP is an important
 
coordination mechanism since it is the framework for contractor performance
 
and ties together strategy, program elements, contractor pelformance and
 
management and RDO/C monitoring; and (c)although riot stated in the evaluation
 
reports, RDO/C sharrs the responsibility for the poor implementation of the
 
project. The Mission, due to staffing constraints and increasing workload,
 
lacked the resources to adequately monitor the contractor's financial
 
management and development of the information system, or to obtain appropriate
 
feedback from individuals in participating countries.
 

The Mission agrees with the conclusions of the evaluators that: (a) there was
 
an over emphasis on investor search activities (encouraged by the Mission) and
 
too little on institution building, (b)the learning experience of the
 
contractor over the life of PDAP was lengthy, costly, while implementation was
 
plagued with weak management, although some operational efficiencies were
 
eventually developed, and (c)additional assistance is required for Eastern
 
Ca.ribbean countries for investment promotion activities towards employment
 
creation. The Mission does not accept the critism by SRI International that
 
the contractor's Washington-based search promotion operation is not cost­
effective. RDO/C believes that this critism is based on (perhaps unavoidably)

incomplete investigation of the contractor's performance in that it focussed
 
more on outputs than on the less easily observable operational side. The
 
critism emerges as an assertion rather than an analysis since no comparison
 
with other similar programs is given.* In any event, RDO/C is of the opinion

that comparison in terms of cost effectiveness is virtually impossible because
 
of the difficulty of establishing a necessary relationship between inputs and
 
outputs and of making comparisons across countries. RDO/C generally concurs
 
with the other findings and recommendations. The recommendations include
 
redesign actions required to improve the quality and effectiveness of
 
continued support to the region's vital privata sector. Below are the
 
Mission's responses to evaluation report recommendations:
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A. 	 Continue the commitment to private sector development.., substantial
 
additional external assistance is needed to achieve reasonable,
 
objective measures of success.
 

RDO/C fully concurs in this recommendation. Through our private

sector portfolio, a broad range of support is currently being provided to
 
strengthen the role of the private sector throughout the region. The current
 
evaluation of the portfolio will result in several recommendations for
 
structural adjustments in design as well as improved management and monitoring

systems for private sector projects. Such should enable RDO/C to establish
 
clearer objective measures for success of our program.
 

B. 	 Allow for more individually tailored program approach in each
 
country, including variations in budget, personnel and task
 
assisgnments by country.
 

RDO/C concurs in this recommendation. PDAP II was designed to
 
accomplish this through the Country Action Plan (CAP) process. 
However, the
 
lack of sufficient mission staff for effective monitoring, the relatively low
 
level of country participation in the CAP process, the over emphasis on job

creation and other factors resulted in a less than rigorous CAP process and no
 
approved CAPs. In the absence of approved CAPs and strong country

participation, program expenditures became biased in support of the investor
 
search/jobs creation to the detriment of institutional development. This also
 
tended to give PDAP II more of a regional rather than a country focus to the
 
detriment of institutional development. The primary objective became to
 
identify potential buyers and investors for the region. If an
 
investor's/buyer's interest waned in 
one country, the program justifiably

attempted to "save" the prospect for the region by introducing him to other
 
countries. This regional focus, although beneficial from the broad program

perspective, tended to further isolate some country investment promotion

institutions as concerns about "stolen leads" increased. 
Country level
 
participation in the CAP process may have suffered further as a result.
 

* Being conducted by Louis Berger International, Inc. 



-5-


PDAP III will clarify relationships and improve management of
the CAP process to ensure and document country participation. We have
agreed to a formal process for approving the CAP with concurrence at a
level in the governments higher than the investment promotion
institution. 
This should provide an avenue for policy level dialogue on

specific issues and implementation problems should such be warranted.

Several other implementation modifications have been made to strengthen

the country focus of the program. These relate to accountability of
advisors, clearly identified training needs, a process for regular

monitoring, and collaborative dialogue with country representatives.

These are discussed in 
more detail in other sections of this amendment.
 

C. Future RDO/C efforts should be heavily oriented towards
 
institutionalization and helping to shape more attractive
 
investment environments before committing substantial
 
additional funds to investment promotion activites.
 

The design of PDAP II called for a dual emphasis on investment
promotion (investor/buyer search and jobs creation) and on institutional

development (training and learning by doing). 
 The evaluation team found
 an excessive emphasis on the former. 
RDO/C concurs on this ooint.
However, on the institutional development side more progress was made
than recognized by the evaluators. Admittedly, several dynamics existed
which resulted in 
a greater emphasis on jobs creation, some of which are
discussed above (See B above). 
 Another dynamic is the relative strength
of the contractor in investment promotion activities juxtaposed with a
contract whose initial focus was on the creation of 15,000 jobs within a
3-5 year period. The Contractor tended to focus on the area of greater
interest. PDAP II, although laboring under what is 
now regarded as
unrealistically high job expectations, did produce jobs in the E.C.

evaluation team concluded that the model is sound. 

The
 
Our job now is to
take advantage of the insights and experiences we now have and improve


performance and effectiveness.
 

RDO/C concurs that more needs to be accomplished in
institutional development. 
 PDAP III and the newly implemented Small

Enterprise Assistance (SEA) project will be mutually reinforcing in their
efforts to strengthen local institutions. Institutional development

support needs to be accompanied, however, by continued support to
investor search rather than preneed additional support in investor search
 
as recommended by the evaluators. To significantly restrict assistance
 to international investor search activities in tavor of an over emphasis
on local institutional development would be tantamount to repeating the
 
error of PDAP II, but in 
reverse.
 

This redesigned PDAP will seek a closer and more developmental

interaction between institutionalisation and investor search.
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D. 	Individual and independent investment climate assessments
should be undertaken for each country. 
 These should orovide a
benchmarkand blueprint for a private sector development plan,
a basis for policy dialogue and a basis for an orientation
 
program with local officials.., concerning how the private
 
sector works.
 

The work accomplished under PDAP II has provided significant
insights into the specific country situations. A general assessment of
the 	investment climate will form an integral part of the CAP. 
PDAP III
includes 
an outline of the process we envision to generate sufficient IDC
and 	government participation in and concurrence on the CAP. 
 We believe
that this more collaborative approach is consistent with the need for

institutional strengthening.
 

RDO/C does not recommend an external "orientation" for local
officials to the working of the private sector. 
We do agree, however,
that broader and more in-depth orientations to the art of investment
promotion is warranted. Continued exposure to investor search and
negotiating proposals provides such hands-on orientation. Several
institutions are well beyond the orientation level and are quite
sophisticated in their dealings. 
RDO/C recommends collaborative
development of specific action plans to accomplish well defined
 
objectives.
 

E. 	PDAP should be relieved of the overly ambitious employment
 
targets.
 

RDO/C concurs that the jobs target of 15,000 new jobs* was
overly ambitious. 
 This situation resulted, in part, from an evaluation
of PDAP I which concluded that the job target was too modest. 
 It was
also derived from the experience of the Contractor during implementation
of PDAP I. The job target projection of 15,000 should have been modifi.ed
as a result of the CAP analytical process during which attainable program
activities ,iere to have been staffed-out with each country with
benchmarks for effective monitoring. 
This did not occur. Reasons for
this are maIny, including unclear guidelines from AID concerning the
contents of the CAP, lack of an agreed-upon process for approving the
CAP, and a low level of participation of country representatives in the
CAP 	analytical process. 
Also, failure of the contractor to establish an
appropriate management information system early in the project

contributed to this problem.
 

A redesigned PDAP will have a target of 3,000 jobs which will
be specified in
more detail at a country level in the CAPs. 
 We have
asked each country to identify specific needs and targets for
participation in PDAP III. 
 We have also agreed upon a collaborative
proces:. for review and monitoring implementation, including a more
refined data management system for tracking job creation and training.
 

* PDAP II called for creation of 12,000 new jobs during the initial
 
phase (3 years) and an additional 3,000 during the second phase (2

years) of PDAP II.
 

http:modifi.ed
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F. 	PDAP should increase its emphasis on institution building and
 
policy dialogue, allowing for a reduction in the number of
 
long-term advisors and greater reliance on short-term
 
assistance.
 

RDO/C generally concurs in this recommendation, however, for
 
different reasons. Budgetary constraints within AID plus the need to
 
encourage local investment promotion organisations to carry-out functions
 
previously accomplished by PDAP advisors leads us to this conclusion. We
 
believe that institution building is a relatively laoor intensive
 
endeavor. This is particularly true given the relatively low level of
 
development of investment promotion institutions in the Eastern
 
Caribbean, plus the fact that, in some islands, there is no such formal
 
organization. Positive developments in institutionalization, plus
 
deletion of Belize from PDAP, leads us to propose a reduction in the
 
total number of long-term adivsors from 10 to 3 by the end of PDAP.
 
Given the relatively low level of development of some local institutions,
 
remaining long-term advisors will not entirely escape performing some
 
staff-related functions, however. These functions should, rather, be
 
performed as elements of on-the-job training of available local staff.
 

Country representatives, in conjunction with PDAP staff, will
 
identify specific short-term technical assistance requirements during the
 
country action plan period. Country representatives are expected to have
 
a hand in developing specific terms of reference and qualifications for
 
this assistance. The Contractor has recognized that some of the required
 
skills may not be available in-house, and is developing a sub-contracting
 
plan to access the necessary skills for short-term assistance.
 

For the countries receiving long-term advisory assistance,
 
RDO/C will examine opportunities for phasing-out this assistance during
 
PDAP III. We anticipate, however, that at the end of PDAP III, several
 
participating countries will continue to need limited short-term
 
technical assistance accompanied with budgetary support to IDCs for a
 
time. The case of St. Lucia is an excellent example. Under PDAP III,
 
St. Lucia will only receive short-term assistance, training, limited
 
budgetary support for some of its investment promotion staff and support
 
from the Washington, D.C. search function. We expect that, by the end of
 
Phase III, St. Lucia will be operating independently of the type of
 
resources represented by PDAP.
 

RDO/C will also examine opportunities f:7r phasing out
 
assistance of long-term staff in the Washington, D.C. search effort.
 
OECS countries are interested in establishing a regional presence in the
 
U.S. to carry out this function. PDAP III will provide a forum for
 
intensive training and continued dialogue on this very important matter.
 
We anticipate providing some support to a trial exErcise in regional
 
investment promotion (the proposed Eastern Caribbean Investment Promotion
 
Service, ECIPs) during the latter part of PDAP if a concensus can be
 
reached on this matter.
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G. 	The Washington, D.C. investor search program warrants a review
 
for more cost-effective targeting. A plan must be developed
 
to transfer this element of PDAP to participating country
 
governments.
 

RDO/C has carefully reviewed the Contractor Washington, D.C.
 
investor search program, and has concluded that it warrants continued use
 
by AID. The basic approach used by the Contractor is appropriate given
 
the competitive disadvantages of the Eastern Caribbean region, the
 
lessons learned during earlier stages of PDAP and insights gained from
 
other international search programs.
 

RDO/C does concur that the Washington, D.C. investor search
 
activities must be transferred to participating governments. A major
 
concern is what is an appropriate, politically acceptable and
 
cost-effective model for accomplishing this objective. Unilateral
 
efforts may be prohibitively expensive, whereas regional efforts may be
 
politically unattractive given the strong competitiveness which exists
 
between the islands in attracting huyers and investors. RDO/C is
 
requesting each country to aggressively address this issue in its CAP.
 
We need to know what the countries perceive as feasible and are willing
 
to work towards. RDO/C is working closely with the investment promotion
 
committee of the Organisation of Eastern Caribbean States (OECS) to
 
examine opportunities for regional collaboration in investment
 
promotion. Countries participating in PDAP and other AID-sponsoreo
 
private sector development activities, have agreed that some form of OECS
 
cooperation on investor search would seem appropriate. This, along with
 
their continued participation in PDAP, will provide a framework for
 
dialogue and negotiation on this very important issue. We anticipate
 
that during the latter part of PDAP, AID may provide limited budgetary
 
support to a trial exercise in regional cooperation in a U.S. investor
 
search presence. This possibility and detailed implementation
 
arrangements will be discussed during the first year of a redesinqed PDAP.
 

H. 	The PDAP planning, reporting and management information system
 
requires substantial improvement.
 

The Contractor has in place two information systems for
 
project reporting. The first is the Contractor Prospect Tracking System
 
(CLYPS). Implemented very early in PDAP, CLYPS is a master database with
 
over 8000 company records. CLYPS allows PDAP to track the status of
 
investor/buyer interest and provides a syst.m for necessary follow-up.
 
As a management tool it allows for the analysis of prospects from several
 
parameters. For example, a list can be developed of all garment industry
 
contacts who have visited the region twice and who were identified at
 
trade shows. Master files are maintained in Barbados and Washington, D.C.
 

More reuently (January 1986) the Contractor implemented its
 
Project Monitoring Matrix (PMM). This was scheduled for implementation
 
much earlier in PDAP II, but management problems within the Contractor
 
and 	RDO/C along with our inability to agree upon acceptable Country
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Action Plans (which were to provide the basis for monitoring) prevented
 
progress in implementing the PMM. The PMM will provide, per country,
 
detailed reprrting on all PDAP intermediate and final outputs (e.g.
 
investors serviced, projects in negotiating stage, training implemented,
 
industry-specific technical assistance requests, etc.). The PMM will
 
provide us the vehicle for monitoring progress towards targets identified
 
in the CAP.
 

These systems will be modified based on monitoring
 
requirements identified during review/approval of the CAPs. To
 
accomplish this, RDO/C will utilize the assistance currently being
 
provided by Louis Berger International, Inc. in the evaluation, design
 
and monitoring of activities in the private sector portfolio. The PMM
 
will be modified to address input/output relationships to determine
 
cost-effectiveness of various search and promotion strategies.
 

Considerable progress has been made in developing management
 
information systems for investment prnmotion in two countries - Belize
 
and Dominica. With the assistance of a Peace Corps advisor in Belize and
 
the PDAP advisor in Dominica, available computer hardware and software
 
have been applied to the management of existing accounts. Training of
 
local staff in maintaining these systems is planned for PDAP III.
 
Through sharing these experience and continued dialogue, hopefully, other
 
institutions will be convinced to allocate sufficient staff hardware and
 
budgetary resources to adapt a management information system to their
 
operations. It is expected that some CAPs will request specific
 
assistance in this area.
 

I. 	Additional industry-specific and business-related techncial
 
assistance is required in the Eastern Caribbean. RDO/C should
 
utilize such technical assistance on short-term assignments to
 
guide effective promotion activities.
 

RDO/C concurs that more industry-specific and business-related
 
technical assistance is required in the region. The evaluation team was
 
provided information on the use of short-term assistance under PDAP II to
 
support this need. The needs are broader than PDAP's capacity to
 
respcnd. RDO/C is looking to the recently initiated Small Enterprise
 
Assistance (SEA) project to meet a greater proportion of
 
industry-specific and business-related technical assistance needs in the
 
region. Activities of PDAP III will be coordinated with the SEA, and
 
other projects supporting private sector development.
 

These issues and evaluation recommendations will be specifically
 
addressed in a redesigned PDAP initiative already underway. The final
 
recommendation requires RO0/C to determine whether to retain the
 
Contractor or meet the program needs through other mechanisms.
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In the light of past contractor performance, the Mission recognizes that
 
not only do we have to rethink our private sector strategy in the Eastern
 
Caribbean region, but the approach to achieving PDAP objectives must be

broadened. To this end, RDO/C has considered and adopted an option which
 
would attain the important institutional building objectives at both the
 
national and regional levels while at the same time maintaining the
 
investment promotion momentum acheived by PDAP. 
The option proposes that
 
the central role of the PDAP contractor would continue for a year during

which period an entity within the Organization of Eastern Caribbean
 
States (OECS) would be established and strengthened to assume the central
 
role. OECS would receive a orant under IPED to operate an Eastern
 
Caribbean Investment Service (ECIPS) in the U.S. This option has been
 
inspired by a recent proposal by the OECS to establish a Statutory

Corporation ECIPs which would spearhead regional cooperation in
 
investment promotion. Also, in order to further strengthen host country

capability to effectively carry out investor search and promotion

efforts, the grant to the OECS would provide assistance to the Industrial
 
Development Corporation (IDC) or other equivalent in each of the
 
participating countries. It thus incorporates the important strategic

recommendations of the evaluation, including more realistic job creation
 
targets, as well as more well defined and concerted efforts on
 
institution building.
 

Lessons Learned
 

The evaluators did not include a section on Lessons Learned as was called
 
for in the Scope of Work. However, as a result of the evaluation
 
findings and the Mission's own assessment of the PDAP II experience the
 
following lessons have emerged.
 

1. In hindsight, the job creation targets set out in the PDAP
 
design were unrealistically high. Driven by the need to meet unrealistic
 
and unachievable targets, the Contractor, encouraged by RDO/C,

overemphasized the job creation element of PDAP at the expense of the
 
equally important institutional development element. The lesson to be
 
derived from this experience is that, since the private sector is by

nature subjected to sometimes rapidly changing environments and external
 
factors, the outputs are bound to vary and the expectations of designers

should be altered accordingly. Thus, a "blue print" approach to
 
designing projects for the sector may not always be the most desirable.
 
Great3r flexibility in design is required to permit the project to be
 
more reactive to the changing factors which affect the sector, and
 
therefore accommodate changes in project achievements appropriate to the
 
realities of the situation.
 

42. The experience of PDAP demonstrates that it is difficult for
 
the Mission to do more with less. During the early years of PDAP II
 
RDO/C was scaling up the program, handling intensive post intervention
 
activity in Grenada (which occasioned the stationing of Bridgetown-based

personnel in that country for months at 
a time) and was engulfed in a
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workload of project design and implementation for nine countries. Closer
 
management attention was necesscry for this complex project which had
 
activities in eight countries. With thn pressure of a heavy workload 
on
 
limited staff resources in the Private Sector Division, RDO/C could not
 
adequately, and on an ongoing basis, monitor the performance of the
 
contractor.
 

3. Another lesson learned from the PDAP experience is that where
 
embryonic local organizations are involved, it is difficult to balance
 
institutional development with other major outputs. 
 In this instance,
 
the project was expected to significantly increase the number of jobs in
 
eight countries, while at the same time build the capacities of the local
 
institutions (where they existed) to promote investment. 
Several
 
countries were only beginning to establish such institutions. Both were
 
important elements, but the urgent need to address unemployment in these
 
island economies placed heavy demands on the human and financial
 
resources of the project to concentrate on job employment creation. This
 
was done to the detriment of the development/establishment of the local
 
institutions.
 

4. Finally, the experience of this project has proven that strong

indigenous initiative and participation are prerequisites for the success
 
of an institutional development program. Given the insularities that
 
exist among the eight participating countries, the different levels of
 
institutional capabilities, and the inter-island competition for foreign

investment, AID perhaps should not have superimposed a regional approach

to investment promotion with an external agent in the central role. 
A
 
regional approach to investment promotion in the Eastern Caribbean
 
requires a strong political will and commitment to pool resources, to
 
rationalize efforts and to submerge insularity.
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INTRODUCTION
 

SRI International's International Policy Center (IPC) was retained 
by
 

The U.S. Agency for International Development Regional Development Office
 
for the Caribbean to undertake "an evaluation of RDO/C's Project 

Development Assistance Program (PDAP) model." 
 SRI's IPC Director, Paul A.
 

Laudicina, served as 
Chief of Party, assisted by SRI Senior International
 

Economist John A. Mathiesdn. Charles A. Blankstein, of Charles Blankstein
 

Associates (CBA), Was also retained by RDO/C to undertake this effort. 
 His
 

report was prepared separately and issued in concert with the following SRI
 

report.
 

Project work commenced on March 24, 1986, and was completed on May 2,
 

1986. The evaluation team was tasked to:
 

* Estimate the utility and cost-effectiveness of the PDAP model, 
as
 
it evolved in the later stages of PDAP and is expressed in the 
contract covering PDAP II, in bringing about increased levels of 
employment, exports, and institutional capacity; and
 

* Recommend changes in the model or the way the model is implemented 
which may enhance its effectiveness, efficiency, and economy.
 

The SRI evaluation team conducted 
a series of in-depth interviews with
 
AID/Washington 
officials and with executives and consultants from the
 

Washington Office of Coopers and Lybrand, the organization contracted by
 
AID to implement the PDAP project. 
The team also developed and implemented
 

a detailed survey instrument aimed at gauging the opinions of U.S. business
 

executives who either had invested or had at 
least considered investments
 

in the Eastern Caribbean region.
 

The SRI evaluation team travelled to the Eastern Caribbean on April 20
 

to undertake a series of in-island interviews with the PDAP resident
 

advisors, AID officers, island government officials, and foreign and
 

indigenous business persons. Members of the 
SRI team visited Barbados,
 
Grenada, St. Lucia and Antigua. Charles Blankstein visited Barbados, St.
 

Kitts, Antigua, and Dominica. The three person team conducted a total of
 

52 island interviews during the period April 20-29.
 



This evaluation was 
prepared and delivered to 
the RDO/C Mission
 
Director and Staff during the week of April 28 
- May 1. To assist in its
 
final deliberations, the team was joined by 
James Burrows, Contracts
 
Manager, Westinghouse Defense International Marketing Company, who offered
 
the team and AID (courtesy of Westinghouse) valuable advice and counsel 
on
 
investment decision-making issues in the Eastern Caribbean.
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SUMMARY AND RECOMMENDATIONS
 

0 
 The PDAP model, as implemented, has two inadequacies: It has not
 

provided for enough flexibility of program approach among the countries of
 

the Eastern Caribbean, and it has on
focused too much attention investment
 

promotion 
activities before basic policy environment and infrastructure
 

questions were addressed.
 

* The commitment and level of energy of the PDAP field staff is 

noteworthy. The resident advisors are engaged in an aggressive investment 

promotion campaign, often against difficult odds. 

* By the objective performance standards established for PDAP I and 

II, the program has fallen far short of job/investment/export creation 

targets. The contractor would not appear to be able to meet these goals by 

the contract completion date even if a contract extension option is 
elected.
 

* The employment target established for PDAP is judged to be overly 

ambitious, and in its pursuit of this elusive target, the contractor has 

missed opportunities to focus greater attention addressing more
on 


fundamental investment climate needs.
 

* PDAP's weak central management allowed a number of personnel and
 

project administration problems to divert project staff attention and
 

energies unnecessarily. These problems seem to have been solved.
 

* The Washington investor search program is in need of substantial 

upgrades, some of which have been initiated following recent changes in 

PDAP management. Clearly, this program has not generated a sufficient 

number of serious investor leads to meet the overall employment target
 

established for PDAP despite funding commitments dramatically higher than
 

originally budgeted.
 

0 The investor survey conducted as part of this evaluation confirms 

that investment decisions in the Easter Caribbean are based largely on 
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investment climate and infrastructure variables and -- at best -- can 
usually only be "facilitated" by the kinds of activities PDAP has 

undertaken. 

Recommendations
 

1. RDO/C should continue its commitment to a series of innovative and
 

aggressive programs aimed at generating employment and exports through the 
stimulation of private sector growth in the Eastern Caribbean region. The 

Mission should understand that demonstrable progress has been made over the 
last few years in improving host government receptivity to and capabilities 

for generating private 
sector growth. However, substantial additional
 
external assistance is needed in order to achieve reasonable, objective
 

measures of success.
 

2. The evaluation team recommends certain changes in the PDAP model
 
which provide for a more individually-tailored program approach to each
 

country in the r~gion. 
 These program redirections should allow for
 
significant 
variations in budget, personnel and task assignments by
 

country.
 

3. In general, the evaluation team finds the greatest island program
 
needs to be in the area of institution building and policy reform. No
 
amount of investment promotion activity or 
funding can overcome fundamental
 
investment climate and infrastructure constraints. Therefore, future RDO/C
 

efforts should be heavily oriented toward helping to shape more attractive
 

investment environments before committing substantial additional funds to
 

investment promotion-activities.
 

4. The evaluation team strongly recommends that before any PDAP
 
program adjustments or restructuring are implemented, individual 
 and 
independent investment climate assessments should be undertaken for each 
country. These assessments should detail each country's investment 
assets
 
and liabilities, as well 
as analyze the country's policy environment and
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institutional capabilities and needs. The country should
assessments 


provide RDO/C with a benchmark and blueprint from which an effective
 

private sector development plan can be structured.
 

These investment climate assessments should also provide the basis for
 

a policy dialogue and orientation program with local government officials,
 

many of whom need to gain a better comprehension of how the private sector
 

works, its potential for offering collateral development benefits, and what
 

the fundamental prerequisites are for private sector growth.
 

5. PDAP or any successor program should be relieved of the kind of
 

overly ambitious employment creation targets under which PDAP has labored.
 

The evaluation team has found no reasoned 
basis for the PDAP jobs target
 

and does not believe any such basis can be developed until detailed
 
individual island assessments are undertaken. After such assessments are
 

completed, specific country targets can and should 
be developed to guide
 
future investment promotion efforts.
 

6. The increased program emphasis on institution-building and policy
 

dialogue should allow for a reduction in the number of resident island
 

advisors. The evaluation team believes that in most cases the
 

institution-building/policy dialogue functions 
can be accommodated through
 

more active reliance on short term but regular increments of technical
 

assistance. Direct investment promotion assistance, the other hand, is
on 


more likely to 
demand an island presence. However, the evaluation team
 

does not believe PDAP resident advisors should be acting indefinitely as
 
surrogates for local government investment authorities. Hence, this
 

evaluation's recommended emphasis on institution.-building is a necessary
 
ingredient to transferring the resident advisor promotion functions 
to
 

viable government institutions.
 

7. The Washington investor search program warrants a detailed review
 
and assessment, with more 
effective targeting of promotion techniques and
 

analysis of the cost effectiveness of various promotion activities. In
 
light of the increased emphasis recommended on institution-building, the
 

evaluation team concludes that a plan must be developed to transfer the
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program to the E.C. governments for their direct use and management. If
 

such a plan for easy transfer cannot be developed, then given the high cost
 
associated with this activity, the evaluation it
team concludes that 


probably should be replaced by a different and local lead
 

generation/investor assistance activity.
 

8. The PDAP planning, reporting and management information system
 

requires substantial improvement. Careful attention must be paid to the
 
development of detailed country action plans tailored to the findings of
 

the island investment assessments. Definitional and time series reporting
 

deficiences must also be addressed. Specific 
and realistic contractor
 

performance targets must be established and monitored closely in order to
 
control program performance and budget allocation priorities.
 

9. Additional industry-specific and business-related technical 

assistance is required in the E.C. This will assist indigenous private 

sector development, and offer industry information and advice to 

prospective foreign investors. Such assistance should also help host 

governments and their promotion officials understand and be responsive to 

investor needs. RDO/C should utilize such technical assistance on short
 
term assignments to guide effective promotion activities.
 

10. The evaluation team leaves to RDO/C the question of whether or not
 

the lengthy and costly learning experience of the contractor over the life 
of PDAP is worth retaining because of operational efficiences developed by 

PDAP over time. The team notes that even if RDO/C decides to retain and 
extend the Coopers and Lybrand contract, PDAP is likely to be subject to a 

number of routine staff changes in the next six months which will require
 
the current contractor to recruit and provide orientations for new
 

personnel. 
 Given this fact, and the nature and extent of program
 

modifications recommended for Washington and the field, the evaluation tema
 

concludes that RDO/C could find reasonable justification either to retain
 

and task the current contractor or meet the Mission's needs in this program
 

area through other mechanisms.
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UTILITY OF THE PDAP MODEL
 

The success of any funded activity should be evaluated on the basis of
 

its performance in reaching determined objectives within the context of 
real world conditions, opportunities and constraints. The performance of
 

PDAP will be reviewed later in this report. However, 
it is also often
 
useful to assess the relevant merits of a program's strategy and approach
 

in view of other, comparable efforts. The SRI evaluation team has examined
 
the investment promotion activities of about 
twenty developing countries,
 

and hence has covered nearly the entire range of investment promotion
 
"models." This section compares the operational mudel of PDAP (in
 

organizational and functional terms) with 
 those of other promotion
 
programs, in an effort to reach a determination of the utility of PDAP
 

versus other approaches.
 

Any conclusions drawn from the following discussion 
 should be
 
conditioned by several caveats drawn form SRI's 
earlier examinations of
 

investment promotion programs. First, the "fundamentals" of local business
 
conditions are by far the most important determinants of new private
 

investments, and not even the best possible promotion effort 
can succeed
 
when fundamentals are not conducive to new ventures.
 

Second, there is no single, "best" 
approach to promotion, since each
 

program should be molded and adapted to meet local conditons. An approach 
that succeeds in one area can fail in another. Finally, although promotion
 

efforts have been in operation since the 1950s (Ireland) and early 1960s
 
(Taiwan), the preponderance of promotion activities date 
back no earlier
 

than 1980. As a result, until recently there has been no conventional
 
wisdom on how best to proceed. Investment promotion per se has in large
 

part been experimental, and should be addressed as such.
 

Based on the SRI evaluation team's extensive interviews, there appears
 
to be no uniform, generally accepted definition of the PDAP "model," and
 

this fact alone has given rise to misperceptions and operational
 

complications concerning the program. Although PDAP has evolved over time,
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as a Starting point the current PDAP II model can 
be described as an
 

organizational framework and 
a set of functional tasks. The organization
 

is as follows:
 

1. 	A set of resident advisors located in 
the following
 
sites: St. Vincent (1), St. Lucia (1), Dominica (1),

Antigua (1), Montserrat (1), St. Kitts (1), Grenada (3),
 
and Belize (1).
 

2. 	A team leader resident in Barbados.
 

3. 	 A Washington-based investor search group, consisting of
 
three full-time professionals and several consultants,
 
with representation in the Far East.
 

4. 	Administrative 
 support for the team leader, each
 
resident advisor, and the Washington-based operations.
 

The functional activities of the 
project team fall into two general
 

categories:
 

A. 	Investment Promotion: This includes investor search,
 
standard promotion activities, and investor assistance,
 
and is carried out by all groups of the overall team.
 

B. 	Institutional Building: This relatively new activity is
 
conducted primarily by the resident advisors, 
 and
 
consists of assisting public sedtor promotional entities
 
and private sector companies operating in the region.
 

Beyond this "lowest common denominator" description, perceptions
 
concerning the PDAP "model" vary among those familiar 
with the program,
 
ranging from an approach ("to assist private investors in the region"), to
 
a contractual arrangement ("use of a consulting firm for outreach 
and
 

investor services").
 

These variations and the 
amount of time given to defining PDAP lead to
 
two conclusions by the SRI evaluation 
team. For purposes of program
 

clarity and unformity, it would be useful for Coopers 
and 	Lybrand, RDO/C
 
and 	AID/Washington to agree upon a brief definition/description of the PDAP
 
effort. For example, a senior Coopers and Lybrand official told the team,
 
"If 	you find out what the PDAP model means, please let us know." The
 
differing perceptions of the PDAP model have complicated program review and
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probably have retarded appropriate pro,-am improvements. More attention
 

should be applied to the actual operations ard performance of the PDAP
 

project itself.
 

Unique Aspects of the Program
 

The organization and operations of PDAP vary considerably in 

comparison to other investment promotion programs examined by SRI. These 
unique characteristics are described below, as are brief comments on the
 

relative advantages and disadvantages of these factors.
 

1. Multipurpose Activity: Since its inception, PDAP has 
combined
 

several functional roles within the rubric of a single contractual
 

arrangement. Initially, PDAP was intended to provide project
 

identification and development as well as investment promotion
 

services. In recent years, the 
PDAP staff has been charged with
 

both promotion and institutional development. In most countries,
 

investment promotion and services are 
the sole objective of the
 

promotional agency. The advantage of the PDAP approach is that it
 

employs scarce professional resources (where few are locally
 
available) for 
a variety of aid-related tasks. The disadvantage
 

is that the ultimate mission of the project team is mixed, leading
 
to lack of clarity on priorities and evaluation criteria, 
and an
 

inadequate skill mix for certain assignments.
 

2. Full funding by an External Source: The PDAP program is financed
 

solely by an external donor, AID, Donor assistance of various
 

magnitudes can be found in many developing countries (e.g.,
 

Jamaica, Egypt, Costa Rica, Panama, Kenya, etc.), 
but in most
 

cases the majority of promotion funding has been provided by the
 
host country governments. The potential advantage 
of the PDAP
 

approach is greater operational control by AID. On the other
 
hand, this approach 
is relatively expensive, and does not ensure
 

an ongoing commitment toward the program by host country
 

governments.
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3. Multinational Promotion: PDAP undertakes to promote private 

investment simultaneously in a 
large number of small national
 
entities. Most 
if not all other promotion efforts are oriented
 

toward attracting investment to a single site. 
 The clear merit of
 
PDAP is that it achieves economies of scale and permits a degree
 

of promotion in each area 
that might be prohibitively expensive on
 
an individual country basis. However, the approach does 
dilute
 
financial and professional 
resources, and necessarily leads to
 
competition among advisors and host countries for 
investment
 

prospects identified by the common promotion effort.
 

4. Managed 
 by A Well Known Firm: A number of consulting
 

organizations have entered 
into contracts to provide technical
 
assistance and other services 
to promotion agencies. However,
 
PDAP is unusual in that 
the program itself is heavily identified
 

with Coopers and Lybrand. Very few business executives
 
interviewed were familiar 
with "PDAP," but most recognized the
 
involvement of Coopers and Lybrand. 
 In addition, the entire
 
program is managed by the contractor, whereas in other instances
 

the promotion agency 
is run by a host government or other local
 
entity. The possible advantages of PDAP are use of the
 

contractor's international network, recognition 
by prospective
 
investors, and management capabilities. On the other 
hand, the
 
PDAP program has little identity of its own among investors beyond
 
that of the role of the contractor itself.
 

5. Operated by Expatriates: The 
PDAP effort is staffed largely by
 
expatriates. 
 In other programs, expatriates may be used in an
 
advisory capacity, but seldom 
become integrally involved in
 
day-to-day operations. As mentioned by 
some business executives
 
interviewed by the evaluation team, PDAP advisors 
are seen as
 
providing "independent" advice since 
 they are not island
 
nationals. However, the 
use of foreigners potentially poses a
 
lack of authority and linkages with host governments. Investors
 
often prefer to deal with promotion agencies which represent
 

official perspectives and authorities.
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6. 	Inverted Management Structure/Lines of Authority: In the case of'
 
most if not all promotion agencies, management authority is sited
 

in the host country, to which branch offices at home and abroad
 

report. In PDAP, the structure is reversed: In-country advisors
 

report to a regional base, which shares management responsibility
 

with a foreign base. It is not clear whether there are any
 

advantages associated with this structure. However, local
 

advisors may not have sufficient authority to operate effectively,
 

or, 	local advisors -- who perform the majority of the level of 

effort -- may operate as they so choose with only minimal guidance
 

and 	oversight by the offshore management centers.
 

The 	Model in Practice
 

The foregoing discussion reviewed the relative merits and
 

disadvantages of 
 the PDAP model from a conceptual or theoretical
 
perspective. For purpose this evaluation, however, is
the of what 


important is how the model "performed" in practice. To a certain extent,
 

the question of whether or 
not 	the model per se has served well or poorly
 

breaks down to semantics, and depends on "the view of the beholder." In
 
addition, a reviewer should distinguish between the validity of the model
 

on the one hand, and the administration of the model by the contractor on
 

the other. That is, if objectives have not been met, is the model itself
 

"flawed," or has it simply been inadequately applied?
 

The SRI team concludes that spendinj an inordinate amount of time and
 

effort, either to arrive at an elegant formulation of the model and judging
 

it on that basis, or to distinguish in detail between the model and its
 

application, would be unproductive exercises. There are no comparable
 

models in existence against which to 
judge the PDAP approach. Therefore,
 
the evaluation team will focus on the actual performance of PDAP, and will
 

reach conclusions as to how and to what extent PDAP should be in
changed 


light of that assessment.
 

Overall, PDAP represents an innovative approach to investment
 

promotion, and is well-adapted to meet the unique circumstances of the
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Eastern Caribbean. PDAP provides a series of more 
or less uniform services
 

to a set of small but independent countries. These services would be
 
prohibitively expensive if extended on 
an individual island basis.
 

While the model's uniform treatment of islands may be justified from a
 

management, equity, or political standpoint, it gives rise to a fundamental
 
flaw in the PDAP approach. That is, each island specific and
has needs 


opportunities, and should be addressed individually. Some require more
 
policy reform than promotion, some more institution building than policy
 
reform, etc. The extent to which the model superimposes a common program
 
"template" over the entire region in effect 
may skew levels of activity
 

away from needed efforts.
 

In practice, a certain amount of program flexibility has been extended
 
to individual island advisors, thereby overcoming rigidity model.
in the 


However, 
the emphasis of Coopers and Lybrand management and AID on job
 
creation has forced most if not all advisors to spend most of their time on
 
investment promotion, since performance is judged on the basis of new
 
investments and jobs created. As a result, despite the greater emphasis
 
placed on institution building in PDAP II, the 
advisors have by-and-large
 
been forced to concentrate their efforts on "chasing jobs." 
 The
 

model-induced emphasis 
on job creation has therefore led to far less than
 
required attention to improving the policy climate 
and preparing local
 
agencies to assume functions now performed by PDAP advisors.
 

The PDAP notion of utilizing a central investor search resource 
(based
 
in Washington) is a unique aspect of the model, and 
in theory makes sense.
 

Despite a naturally expected degree of competition among islands 
and
 
advisors for investor leads generated (a possible model "fault"), the
 
evaluation team was convinced that potential investors were given objective
 
advice and were not directed toward particular sites.
 

As will be discussed later in this the
report, however, evaluation
 

team was not convinced that in execution the investor search activity 
has
 
been of sufficient use to 
justify its cost. Certain segments of and
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individuals associated with 
the search program aiave been more effective
 
than others, but the totality of the effort has not 
generated a sufficient
 

number of serious investment leads.
 

A peripheral but important component of the PDAP model, as 
proposed by
 
the contractor, was the international "network" of Coopers and Lybrand
 
offices throughout the United States and overseas. In practice, this
 
network has been 
of little material assistance to the PDAP effort.
 
However, the evaluation team feels that no 
firm of this type should expect
 

to receive active cooperation from affiliates and branches that do not
 
benefit directly. In addition, affiliates should be expected to be loathe
 
to refer their clients to PDAP opportunities, lest their clients'
 
experience in the Eastern Caribbean 
cause frictions with the existing
 

relationship between Coopers and Lyhrand and its clients.
 

A final noteworthy component of the PDAP model is central contractor 
management. As envisioned, the PDAP approach would leave management of 
a
 
complex project to the contractor. As is discussed later in this report,
 

personality conflicts and questions over internal control over the project
 

led to lack of coordination and direction. For example, little effort was
 

made by the initial Barbados team leader to engage the Washington-based
 

search activity into the overall effort. These and 
related problems have
 
until recently undermined the model's management approach and objectives.
 

Overall, the PDAP model is essentially sound from a conceptual
 

perspective. It has evolved over time 
in the programmatic sense that
 
demands on the project 
team changed both formally and informally. Some
 

deficiencies in performance can be traced to the model itself (e.g., 
the
 
emphasis on job creation rather than 
on policy dialogue or institution
 
building, or 
the requirement that island advisors play multifaceted roles
 

for which they may not be qualified or inclined to perform). However, a
 
considerable degree of the 
problems encountered must be ascribed to
 
contractor performance. For 
 example, the lack of appropriate and
 

contractually required reporting 
on program activities in the past
 
inhibited the capability for review and correction by Coopers and Lybrand
 

management or for oversight by AID.
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The evaluation team reviewed
has the PDAP model requirement for a
 
resident advisor on 
each island. The central question posed should not be
 
whether or not the model requires one advisor each island.
on rather, the
 
issue should be, what do the individual needs of each island demand? With
 
an 
answer to this question in hand, appropriate staffing assignments can 
be
 
determined accordingly. 
 In the opinion of the evaluation team, certain
 
functions, e.g., institution building, easier
are to accommodate with
 

regular non-resident technical assistance.
 

Investment promotion activities per se are more difficult 
 to
 
accommodate 
without resident advisors. However, team
the notes that some
 
islands in the region (e.g., St. Lucia) should 
be ready to graduate from
 
the resident 
advisor program and institutionalize this function in the
 
appropriate local government 
structure. All resident advisor 
promotion
 
activities should be aggressively oriented to achieve this 
same functional
 

transfer.
 

This evaluation recommends a number cf changes in the PDAP model, both
 
in the role and priorities of the PDAP advisors and 
in their interaction
 
with the investor search program. 
 The question of the utility of the PDAP
 
model really turns 
on semantics. The evaluation team leaves to RDO/C the
 
issue of whether or not the 
 model changes suggested constitute a
 
fundamental critique of the model, or 
are simply a call for adjustments
 
which can be accommodated within the PDAP model framework.
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PDAP RESULTS TO DATE
 

In its scope of work, the evaluation team was asked to assess the 

performar'-e of PDAP in terms of investment and job creation, export
 
development, and institution building. This evaluation has been hampered
 
by a poor contractor reporting system which has only in recent months
 
undergone considerable change and improvement. The subject of the
 

reporting system is dealt with in greater 
detail in the companion report
 

prepared by CBA.
 

For purposes of this report, however, several points are relevant. No
 

systematic reporting of PDAP quantitative outputs was in force through PDAP
 
I and much of PDAP II. Island advisors were not asked for actual figures
 

in their monthly reports to the Barbados team leader, and advisors did 
not
 
review reports issued to RDO/C or AID/W. 
 Most reviews were descriptive in
 
nature and contained few statistics to track over time. Actual employment
 
figures were seldom if ever documented, but estimates were used in their
 

place. Definitional problems have not been dealt 
with effectively, as is
 
detailed below. However, the evaluation team notes that periodic reports
 

have improved dramatically in frequency and quality over the past few
 

months.
 

Employment Creation
 

PDAP I was administered with a target of generating 3,000 
job
 

opportunities by the end of the contract period (a three-year period ending
 
September 1984). An evaluation completed in September 1983 noted that at
 

that time, had a key role in 13
PDAP played promoting new enterprises
 
accounting for 226 jobs but expected 
to employ 1,986 individuals when in
 
full operation. The SRI evaluation team has current employment figures for
 

eight of the 13 firms, which represent a total of 1,117 less than those
 

projected. Therefore, as best as can be calculated in the time provided to
 
the evaluation team, the actual job creation figure 
for the 13 firms is
 

about 869, rather than the 1,986 projected. An evaluation conducted in
 
1983 concluded that the 3,000 job target was "far too modest."
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In its proposal for the follow-on contract to PDAP I, Coopers and 
Lybrand stated that by mid-1984, their PDAP team had assisted 
19 private
 
sector projects, and that "on the basis of the 
current plans of the
 
entrepreneurs concerned it is expected that 
these will provide more than
 
4,000 new jobs in the 
region by the end of 1985." At least 3,000 further
 
job opportunities were expected by Coopers and Lybrand in the region in the
 
foreseeable future. The proposal 
focused on job creation "estimates"
 
rather than actual job opportunities created by PDAP I. However, regarding
 
the performance of PDAP I, Coopers claimed that "Each of these (19) private
 
sector projects cited was 
wholly the product of the PDAP assignment." The
 
proposal went on to 
state that the primary quantitative objective of PADP
 
II would be the generation 
of 15,000 jobs "broadly based in agriculture,
 
agri-business, manufacturing, tourism and service activities."
 

The evaluation team was 
provided with a list of investments promoted
 
under PDAP I and II, including current and forecast employment. While the
 
team acknowledges that this 
is a working rather than final document that
 
has not been verified, it is the only such document 
that could be used in
 
fulfillment of the scope of work. Therefore, the following analysis must
 
be read in the context of the problems associated with using this PDAP
 
document.
 

The PDAP "success list" includes 67 investment projects. Since some
 
of these 
ventures are in a start-up phase, no employment figures are
 
listed. The total current employment figure by Coopers and Lybrand 
shows
 
that 4,196 job opportunities were cre-.ted. Assuming that these jobs 
were
 
in effect at the end of 1985, this figure corresponds to that presented in 
the Coopers PDAP II proposal.
 

The evaluation team asked investors (in the United States and in the 
E.C. region) to indicate their current employment rolls. As might be
 
expected, particularly given the cyclical nature of many of the businesses 
involved, labor forces have fluctuated. 
 Some expanded and some contracted.
 
Overall, on the basis 
of those firms contacted (by far not the entire
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list), a downward adjustment of 308 jobs -- consisting of 400 job losses 

and 92 job gains -- results in a total of 3,888 job opportunities 

associated with PDAP I and II. 

However, this latter figure includes two enterprises whose actual
 

investment predates PDAP I (Pico of St. 
Vincent and St Vincent Children's
 
Wear), even though according to some PDAP was instrumental in keeping the 

enterprises viable. These two enterprises consist of 280 full-time 
employees and 1,200 cottage workers. When combined, these 1,480 jobs
 

account 
for 35 percent of .the Coopers and Lybrand total (4,196) and 38
 
percent of the adjusted total (3,888). If one were to apply a "strict
 

constructionist view" that the the should
job rolls of firms not be
 

credited to PDAP, then the adjusted job creation figure drops to 2,408 from
 

3,888. The evaluation team is not prepared to reach a conclusive
 

determination as whether not firms beto or these should included as PDAP 

successes, since the team did not have time 
to pursue the issue. However,
 

one can 
question the inclusion of 1,200 cottage industry jobs as equivalent
 

to full-time permanent employment.
 

The development of a more comprehensive job performance evaluation
 
would require time and effort well beyond the scope of this evaluation.
 

Overall, the PDAP program has 
assisted in promoting investments which have
 

created new jobs in the region, and a number of enterprises currently
 

starting-up will lead to new job opportunities. However, job creation 

performance is clearly likely to fall well short of the 15,000 proposed 

target for PDAP 1 and II. 

Investment
 

To the best knowledge of the evaluation team, neither PDAP I nor PDAP 
II had quantifiable investment targets (either in numbers of investments or
 

total capital employed). Investors have been loathe to provide figures on
 

capital investment, and so the evaluation team cannot provide this data.
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The number of new investments promoted/created by PDAP I and II falls
 
in the range of 65-70, some of which are in pre-implementation phases. 
 The
 
evaluation team notes 
one definitional problem 
-- should subcontracts be 
defined and reported in the same manner as direct investments or joint
 
ventures? For example, four of the 
ten success cases 
listed for Antigua
 
are in effect separate subcontracts extended to the same 
firm. In one
 
sense these include separate promotional campaigns, but 
in another sense
 
they only represent separate trade opportunities for the same local firm.
 
Overall, fifteen of PDAP's 65/70 successful "investments" are described 
as
 
subcontracts. 
 The evaluation team 
believes that subcontracts should be
 
listed separately, but the overall investment 
success list should be
 
expanded 
to take this and other definitional questions into adequate
 

consideration.
 

Export Expansion
 

No data was provided to the evaluation 
 team on export growth
 
attributable to the 
PDAP activity. Exports 
on each of the islands have
 
both expanded and contracted in recent years, but largely as 
a function of
 
international commodity 
 prices and demand 
 for their traditional
 
agricultural exports.
 

Each of the PDAP investments is, however, 
export oriented, whether
 
through agricultural and manufactured 
goods sales, service exports, or
 
tourism. 
 The program has apparently held well 
to its objective of
 
promoting non-traditional exports.
 

Institutional Development
 

Although in-island advisors 
have focused their efforts largely 
on
 
investment promotion, a fair 
 level of effort has been expended on
 
institution building, especially in the 
PDAP II era. A new investment
 
promotion entity has been 
assisted by PDAP in St. 
Vincent and Grenada, and
 
various forms of assistance have been provided 
to other host-country
 
agencies charged with 
investment promotion. These have included numerous
 
forms of technical assistance extended by PDAP/Barbados.
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The evaluation team fully agrees 
with the PDAP II shift of emphasis
 
toward institutional development, and further believes the 
 shift of
 

emphasis has not been adequate. That is, many of the promotional agencies
 

are in an early development phase and require considerable technical,
 

material and manpower forms of assistance to help them mature.
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INVESTOR SURVEY RESULTS
 

A major component in the examination of any program aimed at providing
 

assistance to the private should be
sector feedback from those firms that
 
participated or 
were somehow involved in the program's activities. As part
 
of its scope of work, the evaluation team was asked to 
interview executives
 
from ten firms considered to be PDAP "success cases" (defined as having
 

committed to invest and as 
having received official investment approvals),
 
and from eleven firms which were "vigorously pursued by PDAP staff but did
 
not invest." The evaluation team decided not only to survey all of these
 
firms, but also 
to discuss the PDAP program with each of the 69 "success
 

cases" identified by PDAP (expanding on the sample size of ten firms 
to
 
include the entire universe o. successes).
 

To carry out this task efficiently and 
within the time and budget
 
constraints of the evaluation, the 
team decided to prepare a formal survey
 
instrument and administer the questionnaire by telephone. A copy of the
 
questionnaire is appended this The
to report. evaluation team also
 
interviewed about 15 executives of firms now operating in the region during
 
the team's in-country research effort to confirm and add to 
information
 
gathered in the United States.
 

The following section reviews the responses given in the team's
 

telephone survey of investors, supplemented by comments offered by
 
in-country investors. Quantitative figures will 
be given where possible,
 
but due to the variability of forms and
investment experiences (e.g.,
 
failed enterprises versus profitable ventures, small agribusiness concerns
 
with three employees versus 100 employee electronics companies, etc.) the
 
most appropriate presentation is a qualitative summary of responses to 
 the
 
questionnaires. Some of those interviewed provided full responses 
to the
 
questionnaires, whereas others 
gave only partial responses. A number of
 

investors asked that their replies remain confidential.
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Quantity of Responses
 

The evaluation teari sought to contact each of the 69 investors listed
 

as success cases, using telephone numbers listed on separate, printout
 
"contact sheets" provided by Coopers and Lybrand. Of this total, the
 

evaluation team was able 
to collect full or partial responses from 27
 

firms. Of the remainder, 22 contact sheets had no telephone number listed
 

on the firm, seven firms had their telephones disconnected (some had
 
perhaps relocated), and there was no answer at one telephone listing. For
 

the remaining 12 firms, the principal executive was either out 
of town or
 
otherwise unable to be contacted. The evaluation team made repeated
 

attempts to reach firms with 
numbers listed, but did not have sufficient
 
time to pursue all those firms which did not have numbers listed on the 

contact sheets. The team is confident that the sample reached is 
sufficient for purposes of this report, that the executivesand interviewed 

represent the most active investors in the Eastern Caribbean region.
 

Of the 27 firms surveyed, 17 had ventures currently in operation, and 

6 firms were in various pre-implementation phases. Of the remainder, two 

enterprises had failed, one was in the process of disinvesting, and one
 

claimed to have no current or planned involvement.
 

The following discussion reviews the investor survey responses,
 

consistent with the topics listed in the appended questionnaire. The
 
evaluation team would like to stress that not all issues were covered 
in
 

each interview, and that in some cases key executives have left the company
 

in question, resulting in responses given by individuals not intimately
 

familiar with the firm's experience. Notwithstanding these normal survey
 

idiosyncrasies, the team is confidei t that the results reflect an accurate
 

overview picture of corporate views.
 

History of Involvement
 

Asked why their 
 companies had explored offshore investment
 
possibilities, most executives ascribed their search to some combination of
 

two basic objectives -- to diversify sources of supply, and to deal with 
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competitive conditions home abroad.
at or Rationales cited include the
 
need for low cost labor, "economic factors," and fears of trade
 
restrictions on imports from other 
sources of supply (e.g., 
the Far East).
 

Countries considered as investment sites generally included several or
 
all countries in the Eastern Caribbean region, neighboring countries (e.g.,
 
Haiti, Jamaica, Dominican Republic), Mexico, and in 
some cases countries in
 
the Far East (Taiwan, Singapore, Hong Kong, etc.). Most firms had no other
 
offshore facilities, with certain exceptions; some electronics 
and apparel
 
companies had ventures or subcontracts in the Far East, Mexico, or 
other
 
countries in the Caribbean.
 

In response to the question of how they had become interested in the
 
Eastern Caribbean as an investment site, several executives mentioned that
 
they had been approached by PDAP personnel, primarily at industry trade
 
shows. However, most claimed to 
have sought out information on the region
 
on the basis of their own investment research. The economic factors most
 
often cited as attractive were low cost labor, proximity to the United
 
States, and the fact that the 
countries were English-speaking. Few
 
executives in the States much
United placed emphasis on the absence of
 
quotas or CBI trade preferences. However, in-country managers claimed that
 
U.S. 936 tax code provisions, 807 trade provisions, tariff preferences or 
lack of quotas are critical to the viability of their operations, and that
 
any adverse changes in these policies would very clearly jeopardize their
 
presence. As expected, very 
few firms placed a high priority on host
 
country investment incentives. This 
finding is consistent with SRI's
 
experience elsewhere.
 

Turning to factors in the
negative region's investment climate, no
 
consensus 
emerged. Concern was expressed in some cases over poor
 
transportation links, lack 
of factory space a dearth
and of middle
 
management (primarily technical) expertise, 
as well as over general
 
political stability. 
 In-country managers interviewed focused on practical,
 
operational problems. 
 These include the absence of adequate factory space,
 
lack of adequate access to utilities (electricity, water, and telephones),
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delays over investment approvals and necessary licenses, and inadequate
 

transportation. In many cases, these start-up concerns were allayed 
over
 
time for existing investors, but continue to vex new, incoming firms.
 

Most executives interviewed were attracted to the region in general,
 

and were directed toward their ultimate investment sites through a variety 
of means. The usual course of decision-making included the firm's own 
initiation of general interest, 
a degree of U.S.-based research and
 

evaluation, one or more 
site visits, and an eventual decision to proceed.
 
The PDAP investor search staff was involved in the initial stages in about
 

one half of the cases, but investors generally agreed that if PDAP did play
 

a role in the investment decision, it was the resident advisor 
activities
 

that were of central importance.
 

Investment-Related Information
 

Of the 26 firms interviewed that claimed a presence (in the past or
 

currently) in the 
region, 14 wee cited as direct investments, 8 as
 
subcontracts, and 3 as joint ventures. As is often the 
case with start-up
 

enterprises, the corporate nature of the venture 
can evolve over time or
 
even take on the characteristics of several activities at the same time
 

(e.g., a firm can have a direct investment and a joint venture
 
simultaneously, or a subcontract can 
shift to a direct investment).
 

The activities of the firms surveyed are distributed throughout the
 

islands relatively evenly, thereby 
giving a fairly uniform geographic
 
distribution. The product lines involved generally fall into one 
of three 

categories -- electronic components, apparel, and agribusiness. Most of 

the latter ventures are located in Belize. As noted previously, 17 of the 

27 firms are now in operation, 6 are in a pre-implementation phase, and the 

rest either failed or were never implemented. 

The evaluation team asked respondents to list the current employment
 

of their ventures. Of the total, 5 firms claimed to 
have no employees;
 
these were either project failures or ventures now starting up. Four
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executives, primarily in firms with subcontracts in the region, had no 
idea
 
of how many employees were Several
involved. respondents gave estimated
 
ranges of employment, since their work is cyclical.
 

With these caveats in mind, the total jobs accounted for by the
 
investor survey was between 1,098 1,183 full-time employees and
to 1,200
 
part-time cottage workers. Of 
this total, St. Vincent Children's Wear
 
accounted for 200 full-time employees and all of the 
1,200 cottage workers
 
cited. While assisted in start-up phases by 
the PDAP program, this
 
investment predates the initiation of the PDAP program, and therefore it is
 
problemmatic whether or 
not it represents 
a PDAP success case. Removing
 
this component 
from the totals leaves 898 to 983 full-time jobs and no
 
cottage industry jobs accounted for by the firms surveyed. However, the
 
evaluation team notes that less than one 
half of the PDAP investment
 
success cases were covered in the survey.
 

Most investors interviewed were loathe 
to provide figures on 'their
 
capital invested, and/or not of
were sure these figures. However, they
 
ranged from a low of no 
funds employed (primarily subcontracts) to a high
 
of U.S. $500,000. 
 In most cases, capital investment consisted of small
 
amounts of inventory (components) and production machinery.
 

Most of the larger firms have employed an expatriate manager, resident
 
on-island, to oversee their operations, especially in start-up phases.
 
Others rely on local 
managers (particularly in sub-contract 
situations)
 
with periodic visits by expatriate managers and technical personnel. 
 Since
 
cost factors are centrally important 
to the viability of ventures, and
 
since expatriate housing and living costs are 
high in the region, most
 
firms seek to recruit local technical/managerial personnel if 
at all
 

possible.
 

Role/Activities of the PDAP Staff
 

Most of the investors interviewed claimed 
to have first come into
 
contact with U.S.-based PDAP personnel primarily via contacts at trade
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shows. While some had communicate4 with Coopers and Lybrand staff in the
 

early years of PDAP, the majority of the firms surveyed felt that initial
 

contact was in 1984 or thereafter.
 

Nearly all executives did receive written materials on 
the investment
 

climate in the region from the Washington office of PDAP. About one half
 
of those interviewed judged these materials to be 
adequate, but some
 
suggested that they were too general to be of much use or were only good
 

introductory pieces.
 

The evaluation team could not 
establish any pattern of experience for
 

other forms of assistance provided by PDAP. Some indicated that no
 
additional help was provided (nor asked for), others
whereas stated that
 

PDAP staff extended site visit assistance, arranged meetings, gave
 
additional information, etc. With respect to in-country assistance,
 

investors interviewed noted a wide variation of experience from island to
 
island, which was to a large extent dependent on the energies and
 
capabilities of the individual PDAP advisors.
 

The majority of executives surveyed described PDAP assistance 
as
 
either "sufficient to their needs" or "timely and relevant," although
 

some listed "modest" or "negligible". Very few respondents had any 
comments regarding the professional capabilities of the Coopers and Lybrand 

staff.
 

Most investors were positively impressed with the assistance provided
 
by PDAP, 
including the provision of local contacts and information on
 

operating conditions, offering 
unbiased opinions on local companies, and
 
hosting investors on reconnaissance tours. Again, the comments varied by
 

island.
 

Negative impressions regarding PDAP personnel were limited. Several
 

investors claimed 
that they were misled into thinking PDAP advice was
 

consistent with official government policy, only to was the
find this riot 
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case. Others wished the Washington staff or island advisors had more
 
business experience and could pass on 
 more specific information on
 
operating conditions and regulations.
 

The major recommendation for improvement in PDAP services 
voiced by a
 
number of those surveyed was for more detailed, industry-specific and
 
island-specific information. They agreed that what they had 
received was
 
useful, but was insufficient to the overall investment decision process.
 

Conclusions
 

Most companies had no basis for comparing PDAP services with those of
 
other promotion agencies, since few had "shopped around" extensively. Of
 
25 respondents, 16 claimed 
that they would have invested in the region
 
regardless of the 
PDAP presence and assistance. Six investors stated they
 
would not have invested in the region without PDAP, and 
three had no
 
opinion. In the view of the evaluation team, this response should 
be
 
expected, 
for several reasons. First, it is the investment climate
 
fundamentals that 
drive any ultimate decision rather than 
promotional
 

programs, whether good 
or bad. Second, few investors will admit (even if
 
it is true) that an external agent such 
as PDAP played an overriding role
 
in their decisions. Finally, there are 
many factors that contribute to
 
investor 
 decisions, including overcoming obstacles as 
 they arise.
 
Therefore, it is impossible to investor
say whether interest would have
 
been maintained if such obstacles were not addressed effectively.
 

Most survey respondents concluded operating in
that conditions the
 

region have essentially met their expectations. Some have experienced
 
better than anticipated conditions, whereas have
others encountered
 
unexpected problems, particularly relating to U.S. trade policies 
and
 
practices (e.g., adverse classification of production items, taxes 
on value
 
added, etc.). Nearly all those questioned plan to maintain their
 
investment indefinitely, and hope to expand operations. 
 A select number
 
have terminated their operations or plan to disinvest in the 
near future.
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The survey of those companies which were vigorously pursued but did
 
not invest provided results consistent with 
the survey of success cases.
 
These firms did not invest, however, due to a perception that operating
 
conditions (factory space, infrastructure, etc.) did not meet minimum
 

requirements.
 

Overall, the investor 
survey confirms several conclusions reached
 

independently by the evaluation 
team. Investment decisions were made on
 
the basis o." fundamental conditions 
in the region's investment and policy
 
climate, as should be expected. Investors were much more interested in 
discussing these factors, both positive and negative, than reviewing the 

contributions provided by PDAP. 

The PDAP effort, identified by most 
as Coopers and Lybrand, was
 
generally positively viewed, and the assistance provided to investors 
was
 
considered helpful, although responses ranged 
 from "negligible" to
 
"critically important." The latter 
referred particularly to assistance
 

offered by resident island advisors.
 

Finally, from a broader CBI perspective, the majority of opinion among
 
investors is that the Eastern Caribbean region has considerable long-term 
investment potential. Some islands are ahead of others in terms of 
infrastructure availability and technical capabilities, but all could
 
become attractive investment sites 
over time if appropriate strategies 
are
 
designed and administered 
to overcome physical bottlenecks and improve
 
attitudes, policies and institutional structures 
which in combination form
 

the local investment environment.
 

-27­



INVESTMENT PROMOTION COST EFFECTIVENESS
 

The ultimate measure of the performance of investment promotion
 
activities is the number and size of 
new investments/exports 
in the host
 
country and the number of jobs generated from these investments. There is
 
no practical 
ex post facto method to determine the relative impact of
 
promotional efforts on investment 
decisions as distinct from the general
 
investment climate or 
other factors. Most corporate officials would
 
necessarily downplay 
the importance of investment promotion, since they
 
would prefer to conclude that the investment decision was made on the basis
 
of an 
objective assessment of host country conditions. (See the preceeding
 
investor survey section of this 
report for a more specific reading of the
 
factors investors credit for their investment decisions 
in the E.C.
 

region).
 

Attempts to trace 
the causal factors of the decision process prove 
to
 
be difficult since entrepreneurs base their decisions 
on assessments of a
 
complex mix 
of objective and subjective criteria. The credit 
that can be
 
legitimately ascribed 
to investment promotion activities is sometimes
 
substantial, other 
times minimal, but usually incidental to an investment
 

decision.
 

Despite these difficulties, the cost effectiveness 
 of investment
 
promotion activities can and should be monitored 
and tested on a regular
 
basis in order 
to allow for program corrections intended to increase the
 
yield of the promotion function. Since promotion programs seek to generat.
 
and sustain investor interest, and since new investments create economic 
gains, it is possible at least in a notional sense to measure the benefits 
and costs of any investment promotion program as whole,a as well as a 
number of components within it.
 

Promotional efforts have both quantifiable costs and benefits. The
 
benefits sought are increases in employment, capital invested, levels of 
foreign exchange savings/earnings, etc. On the other side of the ledger, 
costs can be measured in terms of the budgetary outlays incurred 
in
 
promotional efforts. 
 Over time, therefore, one can calculate the overall
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benefits derived from new investments (e.g., number of new jobs created
 
times the average prevailing wage rate), and compare the benefits to the
 
costs of promotional efforts. The chart the following page, drawn
on 
 from
 
SRI's investment promotion assessment for AID/PRE, 
illustrates how these
 
cost/benefit factors might be disaggregated.
 

The evaluation team has not been able 
to identify any systematic or
 

rigorous attempt by PDAP to evaluate the cost/benefit effectiveness of its
 
various promotion efforts over the course of PDAP I and II. 
 Therefore, the
 
team has for purposes of this evaluation had to rely on data bases which
 
are not well defined sufficiently to support a detailed analysis.
 

In addition, as stated elsewhere in this report, 
the evaluation team
 
believes the target for PDAP was
jobs set the program unrealistically
 

ambitious given the region's infrastructural and investment climate
 

constraints. 
 Such overly ambitious targets invariably lead to aberrations
 
in program emphasis. Quoting from SRI's 1984 investment promotion study
 

for AID/PRE:
 

Although some form of cost/benefit calculation would
 
establish a degree of accountability on the pert of
 
promotion agencies, it might also create certain problems.

First, it assumes that promotion agencies are principally
 
responsible for new investments or lack thereof. . . . even
 
the efforts of well-managed promotion agencies can be
 
stymied by a poor business climate or bureaucratic inertia.
 
If unrealistically high expectations are set 
 for
 
performance, the promotion agency might end up spending more
 
time promoting success 
 than promoting the investment
 
climate. While performance targets represent a useful
 
technique for monitoring promotion programs, they should be
 
managed carefully to avoid situations in which quality would
 
be sacrificed for quantity.
 

In the view of the evaluation team, the PDAP program to a large extent fell
 

into this trap -- with PDAP personnel becoming bound to unrealistic job 

targets. 
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PROMOTIONAL ACTIVITIES INVESTOR ASSISTANCE INVESTMENT INCENTIVES 

COST CATEGORIES: 
Advertising 

Seminars 

Missions 

Brochures 

Sector Surveys 

Feasibility Studies 

Counselling 

Foregone Tax Revenues 

Grants 

Subsidies 

Training Programs 
Direct Contacts 

BENEFITS: 
Investor Inquiries Increase in Investor Investment Approvals 

Interest 
 Employment/Income
 

Foreign Exchange Earnings
 

Tax Receipts
 

Capital Formation
 

COSTS AND BENEFITS ASSOCIATED WITH INVESTMENT PROMOTION ACTIVITIES 



From September 1981 through February 1986, PDAP I and II actual
 

expenditures totaled $11.8 million on 
a budget of $11.5 million. PDAP II
 
actual expenditures currently are running at 78 percent of budget with 47
 

percent of the project performance period having elapsed.
 

Of the totals, 
PDAP II U.S. costs appear to have already exceeded the 

contract budget (Budget - million; ­$1.3 Actual $1.4 million), whereas
 
the in-country advisor activity is spending down at 
a rate just over budget
 

(55 percent of the budget has been expended and 47 percent of the project
 

period has elapsed).
 

It would seem, then, that 
as in PDAP I, the U.S. project costs have
 
consistently outpaced budget -- dramatically at almost the halfway point of
 

the PDAP II contract period. 
 These costs appear to be almost completely
 
attributable to the Washington investor search prograr. This program's
 
expenditures represent 27 percent of PDAP II total expenditures to date. 
Allowed to spend through the scheduled end of the PDAP II performance 

period at the actual rate recorded thus far, the investor search program is 

projected to cost in excess of $3 million -- a cost overrun rate consistent
 

with PDAP I investor search overrun (290 percent or $1.5 million versus 

$374,000 budgeted).
 

Since the contractor does not disaggregate PDAP staff time allocations
 

by functions (i.e., percentages of time spent on investment promotion
 
versus institution building versus policy dialogue, etc.), it is impossible
 

for this evaluation team to provide a finely drawn assessment of project
 
costs by function. However, one can assess 
the yield of the Washington
 

program by disaggregating the total n..mber and 
source of investor contacts
 

recorded by PDAP Washington since the inception of PDAP I.
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PDAP I AND II Investor Contacts
 

Source 
 Total Number Percent of Total
 

Trade Shows 
 1,807 
 27
 
Desk Research/Mailings 
 1,604 
 24
 

Seminars 
 970 
 15
 
By Subcontractor 
 502 
 8
 

Dept. of Commerce 
 276 
 4
 
PDAP Advisor 
 270 
 4
 

PADP Contact/Unknown Source 
 264 
 4
 
Advertising/Articles 
 261 
 4
 

Other 
 220 
 3
 
Unknown 
 205 
 3
 

OPIC 
 103 
 2
 
C&L Office 
 76 
 1
 

AID 
 60 
 1
 
Total 
 6,618 
 100
 

Assuming the data is correct, approximately 21 percent (1,366) of the
 

total PDAP contacts were sources outside 
of PDAP itself. Therefore, one
 
can conclude that PDAP has by 
its own reckoning generated approximately
 

5,252 investor leads in approximately four and 
one half years of operation.
 

Of these contacts, PDAP cit.es 
69/70 success stories (presumably
 
investment commitments), two additional 
 investments planned, four
 

investment expansions, and 95 "hot" prospects. 
 Of the 6,618 contacts,
 
1,930 leads resulted in some 
PDAP follow-up interaction, presumably based
 
on company interests expressed. These follow-ups 
led to 253 island
 
visitations reported, 
and 69 or 70 investment commitments, ultimately
 

yielding a PDAP estimate of 4,196 
new jobs created (a figure analyzed
 

elsewhere in this report).
 

If these investment promotion activities were 
to be placed within the
 
framework of the SRI investment promotion pyramid model, one can get a 
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better conceptual sense of how well each promotion process has helped 
lead
 
toward the achievement of PDAP's Job creation figure.
 

On the basis of these figures, the evaluation team observes that 29
 
percent of all prospective investor contacts 
led to PDAP servicing of
 
follow-up inquiries (1,930). Approximately 13 percent of those who had 
follow-up contacts 
(253) actually visited the Eastern Caribbean, 69 of whom
 
invested or made commitments to invest but might not have actually invested
 
yet, yielding 4,196 jobs.
 

PDAP INVESTMENT LEAD PROGRESSION
 

No o
 
Jobs
 
4196
 

No. of 
Investments 

69 

No. of 
Country Visits
 

253
 

No. of
 
Investor Follow-up
 

1930
 

No. of
 
Investor Contacts
 

6618
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The evaluation team is impressed that 27 percent 
of all prospective
 
investors who visited the islands actually committed to invest, and that 29
 
percent of all 
contacts generated actually sought follow-up information on 
the region. The team is less impressed with the total number of contacts 
made over the life of the PDAP program and the cost -- $2.9 million ($1.5 
million for PDAP I and $1.4 million 
for PDAP II) -- associated with 
generating those leads. 

Approximately two-thirds (4,391) of all PDAP investor contacts can 
be
 
credited to three activities: 
 trade shows - 27 percent; desk research/ 
mailings - 24 percent; and seminars - 15 percent. Assuming the accuracy of 
these PDAP-ge-erated numbers, it suggests to the evaluation team that these 
programs should be analyzed further and redesigned or improved in order to
 
increase significantly the number of investor contacts.
 

Also, on basisthe of the PDAP promotion pyramid established, once 
serious investors are brought to visit the region, the success rate is
 
quite high (27 percent), even if the average number of jobs per investment 
is relatively small (61).
 

The evaluation team questions the validity of reviewing in greater 
detail the implications of these 
 statistics for cost effectiveness
 
insights. There is reason 
 to believe that these numbers -- which were 
generated specifically at the request of the evaluation team -- might not 
represent a completely accurate picture of PDAP Washington promotion
 
activities. 
 Should this program continue, substantial attention should be
 
devoted to generating the kind of statistical base and review mechanisms
 
which arc essential to effective program direction and oversight.
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PDAP MANAGEMENT
 

Virtually everyone interviewed by the evaluation team faulted the
 

contractor for weak project management, especially in the PDAP I and early
 
PDAP II years. 
 PDAP suffered from a series of project personality
 

conflicts and Coopers and Lybrand affiliate which
rivalries apparently
 

diverted contractor energies and attention.
 

It is arguable that to some extent these difficulties were inevitable,
 

given the management structure established from the beginning of PDAP I.
 
Inasmuch as RDO/C contracted with Coopers and Lybrand's Washington office,
 

whose senior management was ultimately responsible for project oversight,
 

but required central project management in Barbados with a project leader
 

from Coopers and Lybrand's London affiliate (and a mixed team of resident
 
advisors from Coopers and Lybrand Washington, its overseas affiliates, and
 

subcontractors), the system was inherently subject to a series of
 
centrifugal forces. However, these management stress points should have
 

been evident to both Coopers and Lybrand and AID, and system safeguards
 
should have been implemented to minimize difficulties and/or deal
 

effectively with problems as they arose.
 

These management weaknesses 
were, in the opinion of the evaluation
 

team, chiefly responsible for some of the early performance problems of
 

various resident advisors who were 
judged to be poor candidates for their
 
assigned island posts. In addition, design and implementation problems
 

associated with the Washington investor search program also suffered from a
 
lack of effective and knowledgeable management guidance. Similarly, the
 

contractor reporting system and inadequacies in data generated by the
 
Coopers and Lybrand management information system all could and should have
 

been addressed early on 
in the PDAP project by a more earnest contractor or
 
zealous oversight activity, report. Nonetheless, the current PDAP field
 

organization has begun to generate the kind and volume of data essential to
 
more effective contract administration and oversight.
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The evaluation team notes that most 
of the management inadequacies
 
cited have been addressed by RDO/C and the contractor alike. The team is,
 
of balance, quite favorably impressed with the energy and commitment of the
 
current roster of resident island advisors and their team 
leader in
 
Barbados. 
 In addition, the evaluation team applauds recent changes in the
 

management of the investor search program.
 

In short, the current PDAP management structure should be capable of 
executing the kinds of project redirections recommended in this report,
 
assuming increments of external assistance 
for certain designated tasks,
 
and 
a rigidly adhered to project performance reporting system. However,
 
should RDO/C decide that a different contract structure is warranted, the
 
evaluation 
team is confident that th2 program recommendations contained in
 
report could be accommodated with 
a different management structure.
 

A central contract management question before RDO/C should be whether
 
or not the lengthy and 
costly learning experience of the contractor over 
the life of PDAP is worth retaining because of operational efficiencies 
developed by the PDAP team over time. The evaluation team notes that even 
if RDO/C decides to retain 
and extend the Coopers and Lybrand contract,
 
PDAP is likely to be subject to a number of routine staff changes in the 
next six months which will require the current contractor to recruit and 
provide orientations for new personnel. Given this fact, and the nature 
and extent of program modifications recommended for Washington and the
 
field, the evaluation team concludes that 
RDO/C could find reasonable
 
justification to 
either retain and task the current contractor or meet the
 
Mission's needs in this program area through other mechanisms.
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PDAP COUNTRY REVIEWS
 

The SRI evaluation team reviewed and experience and status of four of 
PDAP's eight target countries -- Grenada, St. Lucia, Antigua, and St. 

Vincent. In addition, Charles Blankstein examined St. Kitts, Dominica, and 

Montserrat, which are discussed in the CBA report. 

While not formally required 
under the scope of work governing this
 
evaluation, the folowing country 
reviews were prepared due to the team's
 
belief that the true impact of the PDAP activity can be assessed accurately
 

only from an individual country standpoint. In addition, these reivews
 

provide the opportunity for island-specific observations on institutional
 
development related to investment promotion, and for general
 
recommendations. The brief comments which follow 
were based on an
 
extremely limited amount of field research (less than one day per island),
 

and thus in no way should be construed as comprehensive assessments.
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GRENADA
 

The case of Grenada is 
unique among PDAP countries in several
 
important respects, and hence PDAP activities in Grenada should be cxamined
 
with the following characteristics in mind.
 

" 	Grenada was late to enter 
the PDAP program, having been
 
added only in the 
winter of 1984. Therefore, any
assessment of results on Grenada should be conditioned by

this limited gestation period.
 

* 
The Grenada program consists of three resident advisors,
 
as opposed to only one advisor in each of the other PDAP
 
countries.
 

* 	Grenada has a resident AID Mission, whereas all other
 
PDAP countries have no AID presence.
 

* 	Economic and political developments in Grenada are, in
 
comparison with other PDAP countries, of relatively high

interest to the United States and U.S. officials, thereby

adding an additional layer of complexity to PDAP and
 
related assistance programs.
 

The PDAP program on Grenada 
was inaugurated in the winter of 1984.
 
The first resident advisor, Russell Muir, operated in Grenada from that
 
time until he left in mid-1985. In various 
stages throughout 1985, the
 
single advisor was replaced by 
a team of three new advisors, each of whom
 
plays a separate and distinct role in Grenada.
 

1. One advisor, Michael 
Dyson, carries out functions comparable to
 
those of individual advisors 
in 	other PDAP sites. He seeks out
 
investor prospects, hosts incoming investors, arranges appropriate
 
meetings, and provides a range of pre-start-up investor services.
 

2. A second advisor, James Haybyrne, was seconded from Coopers and
 
Lybrand's Washington office to the PDAP project for the expressed
 
purpose of working on strategies for the divestiture of government
 
enterprises. His recent work has 
concentrated on efforts to
 
divest government-owned and operated utilities.
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3. 	The third advisor, Roy Clarke, serves as an advisor to the Grenada
 
Industrial Development Corporation a recently
(IDC), established
 

government entity organized to promote investment and administer
 

approvals for investment incentives. Clark's role is to provide
 

technical assistance to the IDC, and also to carry out an
 

institutional development program.
 

The 	IDC was established by an Act of Parliament in February 1985. It
 
is 	a statutory body with direct reporting responsibilities to the Minister
 

of Finance, Trade, Industrial Development and Planning, a position
 
currently held by the Prime Minister. The has a broad mandate
IDC to
 

"stimulate, facilitate and undertake" actions necessary 
 for the
 
establishment and development of industry in Grenada. Although charged
 

with a wide range of functions related to investment promotion and
 
assistance, the IDC to date has focused its efforts 
on reviewing and
 

approving applications for investment incentivej.
 

The 	IDC is described by all those interviewed as a "fledgling"
 

organization currently in a developmental stage. The current staff
 

consists of 13 individuals, including six professionals (two investment
 

promotion officers, two project officers, and a manager and assistant
 
manager for industrial estates). 
 The 	IDC's Manager has recently resigned,
 
and a new Manager is currently being recruited. The Chairman of the IDC's
 

nine member board is Mr. S.H. Graham. Members of the IDC's Board are all
 
drawn from the private sector, and represent various interest groups within
 

the private sector. 
 While the IPC reviews and provides recommendations on
 
applications for investment incentives, ultimate approval authority rests
 

with the Cabinet.
 

From a conceptual standpoint, apart from the application review role
 

of the IPC, the ultimate functions and goals of the IPC and PDAP are nearly
 
identical. Both to Grenada as an
seek promote investment site and to
 
provide 
a range of investor services. In practice, the "investment
 

promotion" PDAP advisor most often serves the role of developing investment
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leads, hosting incoming investors, and providing information and procedural
 
advice to investors. In his absence 
or during busy periods, he is
 

"backstopped" by the advisor resident in the IPC.
 

The results of the PDAP program to date have been modest 
 in
 
quantitative terms. Identified "success cases" only
include a renovated
 
hotel (previously employing atout 250 construction workers, and currently
 

about 100 as hotel staff) and an apparel firm employing about 75
 
individuals. 
 However, a number of large pharmaceutical firms are in
 

various start-up phases or are actively considering investment.
 

The lack of tangible program results can be attributed to a number of
 
causes such as 
lack of factory space, underdeveloped infrastructure (e.g.,
 
inadequate access to water and electricity), policy constraints, poor
 
transportation links, investor over
and concerns long-term political 

stability. Many of these constraints have been addressed vigorously over 
the past two years, to the point where the current promotion advisor 
suggests that investment prospects now being discussed could to thelead 


creation of 1,000 additional job opportunities within a year's time. The 
PDAP team on Grenada has concentrated its efforts on tourism and light 

manufactoring as investment targets.
 

Neither the PDAP team nor the IPC has had more than a marginal
 

involvement in the development of government policies that directly affect
 
the investment climate. Neither had an 
input in a recently implemented
 

change in fiscal policy which was based largely on a U.S.-funded consulting
 
activity. The PDAP team does maintain working 
relations with the local
 

which an
AID Mission, takes active interest in PDAP activities.
 
Historically and to this time, the nature and effectiveness of PDAP/Mission
 

relationships are dependent upon and vary according to the individuals
 

involved.
 

Despite the absence of measurable results, the evaluation team
 

observed clear progress in dealing with infrastructure constraints,
 

institution building, and changing attitudes toward investment.
private 


Given the 
short span of time allotted for in-country interviews, however,
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the team was unable to reach any determination on the extent to which these
 
improvements can be attributed to the PDAP presence. 
 In addition, it seems
 
clear that e considerable proportion of foreign prospects 
have been
 
attracted to Grenada as 
a result of both U.S. 936 tax provisions and high
 
level executive interest within the firm, rather than on economic
purely 


grounds. As 
a result, the future of new ventures in Grenada is vulnerable
 
to changes in 936 provisions and possible reductions U.S.
in government­

inspired executive interest in the island.
 

The development of specific recommendations for the PDAP activity on
 
Grenada is well beyond the scope of this project, and should be the result
 

of a detailed investigation of constraints and opportunities. However, a
 
few general courses 
of 	action appear warranted to the evaluation team.
 

* 	The PDAP investment promotion/assistance presence in
 
Grenada should be retained until IDC has developed a
 
sufficient institutional capacity to carry out these
 
functions.
 

* 	Since all three current advisors report directly and
 
individually to team it would
the Barbados leader, 
 seem
 
advisable in the short-run to appoint one of the three
 
Grenada advisors as local team leader. This could serve
 
to coordinate island activities 
more efficiently and
 
avoid overlapping communications.
 

* 	Considerable efforts should 
 be made to develop and
 
improve the IDC's institutional capacity. The evaluation
 
team doubts that substantial progress can be made in
 
improving the 
 IDC under the current IDC management
 
structure.
 

* 	Assuming that appropria-t changes can be instituted in
 
the IDC, a clear strategy should be articulated for
 
transferring to IDC functions currently carried 
out by
 
PDAP.
 

e 	 In an interim period, the functions of the three PDAP
 
advisors could be collapsed into one position sited
 
within the IDC.
 

-41­



ST. LUCIA
 

The PDAP activity in St. Lucia is distinct among that of other
 
countries in the Eastern Caribbean in that the PDAP advisor operates along
 
side a well-established investment promotion agency, the National
 
Development Corporation (NDC). Therefore, the role of PDAP 
was to
 
supplement rather 
 than inaugurate promotional activities and resources
 

applied to meet that objective.
 

PDAP efforts on St. Lucia got off to 
a slow start due to considerable
 
divergences of opinion and operating style between first
the advisor,
 
William Adler, and local authorities. 
 After about one year, Adler was
 
replaced by Andrew Proctor, 
the current advisor, who has been in place for
 
about three years. Working relationships have 
improved markedly between
 
PDAP and the NDC, and all individuals interviewed hold a high regard for
 

the current advisor.
 

The advisor's activities largely parallel those of the NDC, an
 
industrial promotion 
agency that has been in existence since 1974. The
 
NDC's origins have been traced to an initiative of the Caribbean
 
Development Bank to create similar institutions throughout the region. 
The
 
NDC appears to be the only such institution to have taken hold and
 

developed.
 

The N.;C reports to the Minister of Planning. Its functions include
 
investment promotion and the administration of industrial estates. 
 The NDC
 
consists of three divisions overseen by a General Manager.
 

* 	The Investment Promotion Division 
includes two promotion

officers located St.
in Lucia, and one officer who
 
maintains a promotion office in New York City.
 

* 	The Engineering and Estates Division consists of one
 
ejigin.-r, two engineering technicians, and two estate
 
inspectors.
 

* 	The Accounts and Administration Division includes three
 
professionals.
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With respect to engineering and estates management, the NDC designs,
 

constructs, and factory The oversees
maintains shells. 
 NDC some 6,000
 
acres of land in the Vieux Fort 
area, the target area for the government's
 
promotional activities. The investment 
promotion division maintains the
 
New York office, 
attends trade shows, conducts direct mail campaigns,
 
organizes advertising, and prepares and distributes short videocassettes on
 
the investment climate to potential investors. 
 The NDC recently undertook
 
the placement of a two page advertisement in the Wall Street Journal 
(April
 
9, 1986), and the evaluation team feels that this effort 
was highly
 

professional.
 

In addition to standard promotion activities, the NDC also provides
 

assistance to incoming investment prospects. 
 The NDC not only hosts
 
visitors, but 
also extends help in dealing with government agencies,
 
preparing applications, understanding procedures, etc.
 

Since he was in the Far East on an 
investment promotion tour (funded
 
sources
by local rather than PDAP), the evaluation team was not able to
 

interview the resident advisor. 
 However, all those interviewed (government
 

officials, representatives from the Chamber of Commerce, and 
private
 
investors) offered 
 a common view of the advisor's activities and
 

usefulness.
 

The majority of the advisor's efforts have been allocated to
 
prospective investor identification, promotion, and assistance. The
 
advisor has worked closely with the NDC in participating in trade shows and
 
other promotional efforts, hosting incoming investors, 
 providing
 
information and assistance, and arranging appropriate meetings. 
 Often the
 
PDAP advisor would be initial
the on-site contact 
for incoming investors,
 
and eventually would 
introduce these executives to relevant promotional
 
officers in the NDC. In addition, PDAP brought 
in an external consultant
 
to assist in the development of an industrial estate in Vieux Fort.
 

As elsewhere, the quantitative results of PDAP on 
St. Lucia have been
 
marginal. Several apparel, plastics and electronics firms have inaugurated
 
operations with the help of PDAP, but some have encountered major problems
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(primarily relating to reduced orders 
or government policies), thereby
 
leading to fluctuations in output and work forces employed. 
 However, with
 
the growth of the Vieux Fort industrial estate (and free zone) and the
 
introduction of new forms of manufacturing (e.g., electronics) with
 
potential spillover effects, one could conclude that St. -- underLucia 

certain conditions -- could experience something of a "take-off" period of 
non-traditional manufacturing.
 

Several foreign investors state that PDAP's off-island investor searcn
 
program (primarily trade shows) was instrumental to their location
 
decision. 
 NDC officials also appreciate leads generated by the PDAP
 

program, but are not aware of how these leads 
are generated.
 

The evaluation team concludes that the 
resident advisor has been
 
actively and productively augmenting the professional resources of the NDC,
 
and the PDAP program has produced 
a small number of invesror prospects that
 
have come to fruition 
on St. Lucia. In addition, PDAP has extended
 
financial resources for promotional activities beyond the means of the NDC.
 
PDAP has not contributed materially to institutional development, basically
 

because a strong institution is in place, and according those
to 

interviewed has not been substantively engaged in policy dialogue
 

activities.
 

In the view of the evaluation team, the PDAP program on St. Lucia 
could effectively easily from directand shift a advisor presence on the 
island to other forms of technical and financial support for the NDC. The 
NDC apparently has the institutional capability and manpower resources to
 
carry out most PDAP functions, but claims to lack the resources to conduct
 
promotional activities. 
 The NDC would like to retain access to the PDAP
 
investor search activity, although in practice 
even this function should be
 
transferred to the NDC. There was no opposition voiced to the possibility
 
of having no new advisor to replace the current advisor, although the
 
latter's energy and contributions have been highly appreciated.
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ANTIGUA
 

In Antigua, the PDAP resident advisors have operated to date in
 

something of a vacuum with respect to local institutions and capabilities
 

for investment promotion. However, there are clear indications that a new,
 

government sponsored investment come fruition
agency may to 
 in the near
 

future.
 

The initial resident advisor, Jane Booker, served for about 
three
 

years on Antigua. Upon her assumption of the role of team leader in
 
Barbados in late 1985, she was replaced by Mary Lou Schram, who had
 

previously worked in the PDAP investor search program in Washington. The
 
initial advisor was first located physically within the Antiguan Ministry
 

of Economic Development. 
 Due in large part to office deficiencies, she
 
eventually relocated the PDAP office in a separate space shared with the
 

Antiguan Chamber of Commerce, with which PDAP works closely.
 

The role of the PDAP advisor has been divided between 
a wide range of
 
activities, including assistance foreign promotion fielding
to missions, 


inquiries of prospects, hosting incoming investors, arranging meetings,
 
etc. In terms of division of labor, the PDAP function generally
 
concentrates on identifying and hosting investors. a certain point, the
At 


Ministry of Economic Development takes over to administer investment
 

applications and approvals and the provision of fiscal incentives.
 

The PDAP advisors on Antigua have developed good working relations
 
with government agencies, including easy 
access to high level officials.
 

The advisors have not, however, been directly involved in policy reform,
 
but rather have concentrated on breaking down barriers existing between the
 
public and private sectors, which have been considerable in recent years.
 
An aura of distrust has existed between the public and private sectors, due
 
largely to concerns over actual or eventual political power of various
 

coalitions. The PDAP presence is not 
viewe as a "private sector
 

organization," but rather as an agency trying to do a job, and has thus
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earned the trust of both 
sectors. The advisor's efforts to host incoming
 

investors, smooth out red tape problems, and act 
as a "wet nurse" to new
 
enterprises is seen as beneficial to all.
 

Antigua has no operational industrial development corporation or
 
board, although enabling legislation has been 
on the books since 1954.
 
However, based on work by a private (non-PDAP) consultant 
to the Minister
 
of Economic Development, a proposal has been placed 
before the Cabinet to
 
approve an invigorated industrial development corporation/board. The
 
proposed role of the new entity will be 
to analyze investment proposals,
 

manage industrial 
estates, provide extension services, and carry out
 

investment promotion activities. The agency's board of directors 
will
 
include wide public and private sector representation.
 

The quantitative results of PDAP on Antigua have been modest, and from
 
a definitional standpoint have been 
overstated. Specifically, four new
 
ventures listed as "success cases" by Coopers and Lybrand 
are in fact four
 
separate subcontracts to the same electronics firm. 
 The total employment
 
generation figure for the four new "investments" is 100 jobs, whereas the
 
electronics firm currently employs a total of 55 workers. 
The current jobs
 
listed for another electronics firm is 130, whereas actual employment is in
 

the 75-100 job range.
 

The PDAP investor search activity 
has provided leads for subcontracts
 
by the previously mentioned electronics firm, and this was described as a
 
valuable marketing service for which the investor would 
be willing to 
pay 
some 10-15 percent of contract values. In addition, the PDAP resident 
advisor has assisted local firms in their strategic plans and in securing 

financing. 

As in most cases, the advisors have focused their efforts at hosting 

incoming investors and providing follow-up services to existing firms. 
Little attention has been given to institutional development, in part due 

to the absence of a local investment promotion organization. The advisor 
has not been actively involved in investment policy reform, and the policy 
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climate is described as relatively unchanged in recent years. However,
 

those interviewed noted a pro-private enterprise shift in government
 

attitudes.
 

The evaluation team feels that a continued PDAP presence 
on Antigua is
 

warranted, but that the attention 
of the advisor should be shifted
 

radically to institution building, particularly in efforts to encourage and
 

accelerate the development of an industrial development corporation/board.
 

The local advisor should probably be assisted by external forms of
 

expertise and technical assistance, perhaps on a periodic basis, along the
 
lines of PDAP assistance provided in St. Vincent.
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ST. VINCENT AND THE GRENADINES
 

St. Vincent and the Grenadines labor under the most distressed
 

macroeconomic conditions of the Eastern Caribbean region. 
 The lowest per
 
capita income (U.S. $760) and the highest unemployment rate (45 percent) of
 
the region, along with 
the E.C.'s highest birth rate, have subjected the
 
government to tremendous financial pressure.
 

PDAP's early involvement in St. Vincent was constrained by a political
 
environment unfavorable 
to private sector developmeiit. The first PDAP
 
advisor, Stuart McIntosh, was assigned to St. Vincent in 1983 from C&L's
 
London affiliate. Given the relatively unfavorable investment and
 

political variables during the advisor's early tenure, most of his efforts
 
reportedly were devoted to undertaking investment promotion activities
 
quite independent of the St. Vincent Development Corporation (DEVCO), with
 
marginal demonstrable success at new investment and job creation.
 

DEVCO was officially formed in 1973 with a very broad mandate aimed at
 
"facilitating, stimulating and undertaking the 
development of St. Vincent
 
and the Grenadines." Nonetheless, DEVCO has until recently been almost
 
exclusively preoccupied with its development banking responsibility.
 

PDAP retained C. Anthony Audain in October 1984 to undertake a special
 

six month assignment aimed at reorganizing DEVCO. While many of Audain's
 
recommendations have been
reportedly implemented, his fundamental
 
conclusion that DEVCO be devolved 
 of its non-industrial development
 

functions (e.g., development finance, tourism, and housing) has yet to be
 

implemented.
 

DEVCO's 
board consists primarily of private sector representatives.
 
However, the Permanent Secretary of the Ministry of Trade and Industry also
 

sits on the DEVCO board. Board decisions are taken by a majority vote with
 
the Chairman casting the deciding vote 
in the event of deadlock.
 

The DEVCO Chairman reports to the Finance Minister, who currently also
 
holds the position 
of Prime Minister. Investment applications, however,
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are reviewed by the Minister of Trade and Industry, and are sent to the
 
Cabinet for approval. DEVCO, therefore, has little direct formal
or 

authority over investment approvals. This structure obviously limits
 
DEVCO's effectiveness as an investment development institution.
 

DEVCO's budget is also fundamentally constrained inasmuch as the
 

corporation is to be self-financed through interest paid on its development
 

loans, and through rent payments on industrial estate leases. Since DEVCO
 
is judged to have a very poor loan collection record, and since St. Vincent
 

suffers from inadequate DEVCO-financed factory space, the corporation
 
budget has been only large enough its
to defray salary expenses for staff
 

of five professionals.
 

structure of main --The DEVCO consists three divisions Industrial 
Estate Management (with responsibility for the construction and management 
of factory space); Investment Promotion (a function performed by default to
 
date by the PDAP resident advisor); and Development Banking (an over­
whelming DEVCO preoccupation with apparent poor effectiveness). In
 

addition to DEVCO's General 
Manager, the corporation's professional staff
 

consists of one industrial development advisor, one industrial development
 

officer, one loan administration officer ad one accountant.
 

Inasmuch as DEVCO devotes little attention to investment promotion
 

activities, these functions command the nearly full-time attention of 
the
 
PDAP advisor. In order to address St. Vincent's institution building
 

needs, the PDAP program has retained Mr. Darcy Boyce as a consultant one
 
week per month largely to assist in implementing the Audain DEVCO
 

reorganization study.
 

Despite St. Vincent's poor macroeconomic performance, it does offer
 

the lowest labor costs in the region. The minimum wage is U.S. $0.63 per
 
hour for male workers 
and U.S. $0.48 per hour for female workers.
 
Nonetheless, effective investment promotion and 
resultant job creation is
 

constrained 
by a lack of factory space. The modest additional factory
 
space expected to be completed by mid-year is already slated 
for full
 
utilization by the 
 expansion of existing investor operations. St.
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Vincent's 
largest employer, St. Vincent's Children's Wear, will occupy
 
20,000 square feet of the 30,000 square feet of new 
factory space, enabling
 
it to increase its 
current full-time work force of 190 by as much as
 
another 200 jobs, as 
well as to more fully utilize or expand its current
 

cottage worker force of 1,200.
 

It should be noted the PDAP's employment figures for St. Vincent are
 

heavily skewed by current 
employment figures for the two 
investors whose 
operations predate the PDAP program (PICO -- 80 current jobs, and St. 
Vincent's Children's Wear - 190 current full-time jobs and 1,200 cottage 
jobs). The evaluation team also 
questions the legitimacy of PDAP
 
enumerating the 1,200 cottage industry jobs in the 
same manner as full-time
 
employment. Correcting for these two 
factors, PDAP's employment generation
 

success has been quite meager.
 

The evaluation team concludes that 
these results cannot be expected to
 
improve until Vincent
St. solves its infrastructure problems, especially
 
the lack of available factory space, and 
improves its investment promotion
 
institutional structure. Therefore, the PDAP program should, 
in the
 
opinion of the 
evaluation team, severely restrict its investment promotion
 
role and be 
relieved of meeting established joL 
creation targets. Rather,
 
its primary focus should be on institutionalizing investment promotion
 
functions in DEVCO 
 and reforming the government investment policy
 

environment and structure.
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APPENDIX
 

Company: 

Executive:
 

Telephone:
 

SURVEY QUESTIONNAIRE FOR PDAP INVESTORS
 

I. 	 Introduction: We are conducting an evaluation of the AID
 
sponsored program to 
stimulate private investment in the

islands of the Easte.'n Caribbean. This so-called PDAP program

is managed by the accounting firm, Coopers and Lybrand. 
 We
 
understand that 
your firm has undertaken an investment in 
the
region. We would like 
to ask you a few questions to verify
 
your firm's involvement in 
the region, and how your interest
 
evolved.
 

II. History of Involvement
 

1. 
 What caused your company to begin to explore offshore
 
investment possibilities?
 

2. 	 What countries did you consider?
 

3. 
 Do you have other offshore operations?
 

If so, where?
 

4. 	 When did you first become interested in the Eastern
 
Caribbean as an investment site?
 

5. 	 By what means 
did you hear about the Eastern Caribbean as
 
an investment site?
 

6. 	 What 
factors attracted you initially to consider investing
 

in the Eastern Caribbean?
 

Low cost labor
 

Stable government
 

Proximity 
to U.S.
 

CBI preferences
 

No quotas
 



Investment incentives
 

Other:
 

7. 	 Are there factors which initially caused some concern as
 
possible investment problem areas?
 

Small labor pool
 

No techn./middle management
 

Strong unions
 

High wages
 

Poor transportation
 

Lack of factory space
 

Other:
 

8. 	 Were you attracted to the region in general, or any

particular island?
 

If you were attracted to the region, how were you directed
 
to your eventual site?
 

9. 	 How would you describe the development of your interest in
 
the investment site?
 

II. 	Investment-Related Information
 

10. 	 What is the nature of your investment?
 

Industry:
 

Direct investment, joint venture or contracting:
 

Location:
 

Product Lines:
 



11. How would you describe the current 
status of your project?
 

Pre-implementation phase:
 

Start-up phase:
 

Fully operational phase:
 

Other:
 

12. What 
is the size of your workforce?
 

Currently:
 

Projected:
 

13. Approximately what are 
the numbers of employees in the
 
following categories?
 

Production workers:
 

Supervisory/Mgt. staff:
 

14. What is the 
amount of capital invested?
 

Currently:
 

Projected:
 

How would you describe the form of your capital invested

(e.g., plant and equipment, financial, etc.)?
 

15. 
 Did your investment require the placement of 
one or more

expatriates at 
the site?
 

Did this effect your investment decision?
 

16. When did or 
will your investment become fully implemented?:
 

V. Role/Activities of Coopers & Lybrand (PDAP) Staff
 

17. 
 When did you first become acquainted with Coopers & Lybrand
 

staff? 

Who?
 

18. 
 Did you receive written materials (brochures, etc.) 
on
investment prospects and procedures?
 



If so, 
how did you obtain these materials?
 

Were these materials adequate to your needs?
 

If not, why rot?
 

19. 	 What kinds of assistance, if 

Coopers staff?
 

Additional Information:
 

Site Visit Assistance:
 

Meetings Arrangements:
 

Approvals Assistance:
 

Other:
 

any, did you ask of the
 

20. 	 Among the four following categories, how would you describe
 
the assistance provided to you?: Timely and relevant,
 
sufficient to your needs, modest assistance, or negligible?
 

21. 	 How would you characterize the professional capabilities
 
and business acumen of the Coopers staff?: Highly

professional, adequate for your needs, or inadequate?
 

22. 	 Were you positively impressed with the abilitiesi
 
attitudes, and levels of interest of the Coopers staff?
 

23. 	 Did you have any negative impressions of the Coopers staff?
 
If so, please explain:
 

24. 	 In what ways do you feel the assistance provided to you
 
could be improved?
 



25. 
 Has the Coopers staff provided you with post start-up

assistance? 
 At whose initative?
 

What forms of assistance?
 

V. Conclusions
 

26. 
 How would you compare the investment promotion and support
activities provided by Coopers with those you have
 
encountered elsewhere?
 

27. Upon reflection, do you 
feel your firm would have invested
in the Caribbean Basin regardless of the presence of the
Coopers staff and 
its assistance to you?
 

In the Eastern Caribbean?
 

Was it essential to your investment decision?
 

28. Have your expectations concerning the 
operating conditions
 
for your venture been met?
 

If not, how have operating conditions been either better 
or
 worse 
than you expected?
 

29. Does your firm plan to maintain its investment in the
region indefinitely? 
 If not, how long do
 you think the venture will be maintained?
 

30. 
 Is your company considering any business expansion in the

region? 
 If so, 
please discuss.
 

31. Compared to your company's other overseas 
investments would
 
you regard your operation in 
the Eastern Caribbean as:
Highly successful, moderately successful, marginally

successful, or unsuccessful?
 

nV
 



PART I - THE SCHEDULE 

Section C, Description/Soecifications/Work Statement
 

STATEMET OF 14ORK 

1. The Scheme
 

On September 28, 1981 the AID Regional Development Office/Caribbean
 
(FRDO/C) located in Barbados initiated the PDAP Project through a US$4.9
 
million contract with Coopers & Lybrand (C&L) to provide three years of
 
technical managerial, and administrative services to assist the governments
 
and private sectors of the Eastern Caribbean to identify, design, and 
implement development projects which promote productive exployment. his 
contract called for the assignment of five long-term resident advisors to the 
LDC islands (St. Vincent, St. Lucia, Dominica, Antigua/Montserrat, St. Kitts)
of the Eastern Caribbean with team leader resident in Barbados; up to 180 
person-months of short-term technical assistance, supporting the resident 
advisors in their project identification and design work; a one-man, 
three-year investor search operation in the contractor's Washington, D.C. 
office, disseminating advice on the availability of investment opportunities
 
to U.S. and other free world business coamunities; and administrative support
 
for the team leader, each resident advisor, and the Washington-based
 
operations. End of project results were expected to include five new 
development projects in each country (two for 14ontserrat) totalling at least 
$30 million and generating at least 3,000 jobs, and a series of sector or 
policy studies for the participating countries. 
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A nunber of factors came to bear upon the success of the program:
 

a. Significant differences between the islands in the original group of
 
PDAP countries, a situation complicated by the inclusion of Belize in 1982 and
 
of Grenada at the beginning of 1984;
 

b. The many areas of competition between the islands, evident in the
 
development of competitive projects operating in the Caricom market, the OECS
 
industry allocation scheme, and the view taken of the PDAP countries by

foreign investors;
 

c. Tie absolutely small size of the private sector in each of the
 
countries concerned, and the focus of private sector activities on
 
import/export and other commercial activities rather than manufacturing;
 

d. The inexperience inmanufacturing of local entrepreneurs who seldom
 
sold outside the Caricom market. Where companies were able to develop a
 
viable business on the basis of the Caricom market along, it 
was generally as
 
a result of the protection offered by tariffs and other barriers to
 
international trade, and remained constrained by the small size of the Caricom
 
market;
 

e. The embryonic level of deve]opment of many of the private sector
 
institutions and associations in the region, and their limited capability to
 
respond to the needs of their membership; and
 

f. The surprising degree of isolation, both in physical terms and from
 
the flow of ideas, which private sector companies in the Eastern Caribbean
 
experienced.
 

As the contract was carried out, Belize and Grenada were added to the list
 
of recipients;- work quantities within the contract were increased; and the AID
 
private sector strategy began to focus on the creation of employment and
 
exports, with earlier public-sector and institution-building objectives

superseded by technical directions driving PDAP towards the promotion of new
 
private investment and offshore contract work. 
With this shift of focus it
 
was possible for PDAP to help fulfill wider RDO/C policy objectives intended
 
to encourage Caribbean governments and public sector institutions to recognize

the benefits of a more active and successful private sector.
 

In late 1984, after a formal competition, Coopers & Lybrand was awarded a
 
follow-on contract (PDAP II) which will run through October, 1987, with an
 
optional extension through 1989. PDAP II follows substantially the final form
 
of the first contract, continuing the model of resident advisors on
 
participating LDC islands (now six), 
the team leader in Barbados and the
 
Washington-based investor search which now has a staff of three full-time and
 
several consultants plus representation in the Far East and Europe. PDAP II
 
intensifies the focus on the creation of employment and exports, and
 
resurrects the goal of developing indigenous institutions able to carry on an
 
effective investment promotion operation after PDAP is completed. Specific

outputs called for in PDAP II are the creation of 12,000 jobs in three years;
 
an expansion of extra-regional exports in traditional and non-traditional
 
products; and the establishment of local private, public, or mixed
 
institutions to foment employment throu h the mobilization of private sector
 
forces. 
The total cost of PDAP from 1987 will exceed US$13 million.
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2. Results to Date
 

PDAP resident advisors have been working with the public and private

sectors of each of the LDCs and while each advisor has a slightly different
 
role, the PDAP presence is important in the investment promotion efforts of
 
each country. The resident advisors are linked with the investor search at
 
trade shows, business seminars and conferences, industry-specific promotional
 
tours, and by contact with the C&L client base. As an extra-contractual
 
benefit, PDAP's local presence and knowledge have facilitated the overall AID
 
program in these islands. However, investments have not been attracted at a
 
rate sufficient to yield the agreed employment and export targets.
 

An independent evaluation in September, 1983 presented this general

conclusion: 

"We consider PDAP a promising approach to investment promotion, well 
adapted to the special needs of the small islands of the Eastern Caribbean 
and Belize. Alternative approaches are theorectically possible but in the
 
real world of these islands and Belize, there does not appear to be any

viable alternative, at least in the short run, to a team of resident
 
advisors hooked into an international promotion network".
 

At this point, two and one-half years later, RDO/C wishes to re-examine
 
this conclusion. Acknowledging the negative features of this region --
most
 
notably infrastructure shortfalls, especially in factory space and electric 
power, and transportation costs -- and the difficulties these pose for 
investment attraction, RDO/C wishes to evaluate the validity of the PDAP model 
in its Eastern Caribbean setting. This will necessarily call for evaluation
 
of the performance of the C&L in implementing the model, although that
 
exercise is secondary to the purpose of evaluating the model itself.
 

3. Scope of Work 

a. Purpose
 

The purpose of this evaluation is twofold:
 

i) To estimate the utility and cost-effectiveness of the PDAP 
model, as it evolved in the later stages of PDAP and is expressed in the 
contract covering PDAP II, in bringing about increased levels of employment, 
exports, and institutional capacity; and
 

ii) To recommend changes in the model or the way the model is
 
implemented which may enhance its effectiveness, efficiency, and economy.

Recommendation of "no change" or "termination" may also be presented. 

b. Tasks
 

In evaluating the performance of the contractor in the execution of
 
PDAP, the contractor will examine the PDAP management structure and
 
operational procedures. This examination should include, but need not be
 
limited to, the following:
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i) Examine the working relationships between the C&L's Washington

office, the resident advisors, the team leader's office in Barbados, and RDO/C;
 

ii) Assess the performance of management in integrating field and
 
U.S. based activities, supervision of project personnel, and cost control;
 

iii) Appraise the content and usefullness of the C&L's reporting and
 
documentation to AID.
 

The contractor will examine performance in investment project

development and investor search, includ'-- but not limited to the following
 
lines of inquiry:
 

i) The number of investment prospects brought to the negotiation or 
approval stage; 

ii) The effectiveness of the investor search system in identifying
 
prospects for local investment; and
 

iii) The appropriateness of the investments realized to each
 
country's economic development.
 

The contractor will also examine performance in institution-building,

in this instance the process of creating and/or strengthening local
 
capabilities in investment promotion. This inquiry should focus on the PDAP
 
II period, look to the training and technical assistance provided in each
 
country, and should appraise the capability and potential of the local
 
organizations assisted.
 

These examinations will be carried out through reviews of
 
documentation in Washington and Barbados, and interviews in the U.S. and the
 
Eastern Caribbean with a wide range of individuals and organizations involved
 
in PDAP.
 

The contractor will interview: individuals in AID/Washington who
 
participated in the conceptualization, initiation, and implementation of PDAP;
 
AID/W staff presently interested in PDAP; Coopers & Lybrand/Washington staff
 
and consultants involved in PDAP; U.S. companies which used PDAP assistance
 
and located in the Eastern Caribbean; U.S. companies which used PDAP
 
assistance and did not locate in the Eastern Caribbean; and Eastern Caribbean
 
businessmen and government officials; and will investigate such other sources
 
of information relevant to international investment promotion in the Eastern
 
Caribbean as they consider necessary. The names of individuals, companies,

and government offices with whom interviews may be requested will be provided

to the Contractor by RDO/C. RDO/C also will provide the contractor with
 
copies of the investment promotion and export development (IPED, Project

538-0119) project paper, which includes a history of PDAP, the evaluation of
 
1983, and the RFP of 1984 containing the scope of work for PDAP II. The
 
Contractor will have unrestricted access to RDO/C files on PDAP.
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In evaluating the effectiveness of the PDAP model in the Eastern
Caribbean, the contractor should compare and contrast it with other models,
and examine the relative benefits and costs of PDAP versus other approaches

taken in high-unemployment, distressed areas that need investment capital as
well as jobs; and should reach a judgement as to the degrees to which C&L's

performance allowed for the realization of the job creation and export

creation effects that the PDAP model could provide.
 

Findings will cover the performance of the C&L; the exogenous

conditions bearing on the possibilities of success; the theoretical potential

and the realized results of the PDAP model; and such other findings as the
 
contractor considers relevant.
 

Recommendations may touch on changes in the model or in the way the
model is implemented, e.g. the basic methodology, the C&L management, staff

and assignments; 
interaction with AID; and other recommendations the
 
contractor considers relevant.
 

While a consensus of findings and recommendations would be

persuasive, it is not required; 
individual and dissenting opinions will also
 
be welcome.
 

4. Schedule
 

The evaluation will be carried out in three stages by a team of three

consultants, two of whom will be provided by SRI International. Coordination
with the other team members will be the responsibility of SRI International.
 
Implementation will be during the period from March 31 through May 2
 
approximately as follows:
 

a. March 31 - April 18, ten working days.
 

The team interviews AID, Coopers & Lybrand, and businesses in the 
United States as described above.
 

b. April 21 - 26, six working days.
 

The team travels to Barbados; plans and carries out such field
investigations throughout the PDAP islands as are deemed necessary; and
 
prepares a memo summary of preliminary conclusions and recommendations.
 

c. April 28 - May 2, five working days. 

The team delivers memo to RDO/C; discusses with RDO/C their

preliminary conclusions and recomrnendations; and delivers the final report to

RDO/C on May 1, departing on May 2. 

5. Report
 

The report will present the consultants' findings as to the utility and
cost-effectiveness of the PDAP model in bringing about increased employment,

exports and institutional capacity; and their recommendations as to change in
the model which may enhance its effectiveness, efficiency, and economy.
 

-7­



The following report format is suggested: 

a. Executive Summary 

Purpose of the evaluation, 
recommendations. 

evaluation methodology used, findings, and 

b. Execution of the Evaluation
 

The scope of work, the evaluation tean and their qualifications, and
 
how the evaluation was done.
 

c. Findings and Recommendations
 

Detailed review of findings and recommendations. This also will 
include a discussion of factors found to be critical to PDAP's success; 
lessons learned; and the consultant's impressions of the development impact, 
potential and realized, of PDAP. 

End of Section C
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EXECUTIVE SUMMARY
 

The 
"PDAP" program Is the centerpiece of the AID Regional Development Office/
Caribbean private sector development program. 
PPAP is intended to stimulate

employment, exports, and private investment by 
means of promotion by a U.S.
contractor of 
investment in the region and by developing the capability of
Eastern Caribbean (EC) public and private sector institutions to generate

employment.
 

The PDAP program 
involved two projects: the Project Development Assistance
Project or "PDAP I* (originally authorized with $4.6 
million LOP funding in
December, 1980) and its 
follow-on Investment Promotion and Export Development
Project or "PDAP IT" ($8 million LOP authorized in 1984). The two PDAP
projects have been implemented under separate contracts with Coopers and
Lybrand each following full competitive procedures. 
The current contract will
 run out of funds about 16 months before its estimated completion date of
October 31, 1987. Expenditures recorded as of February 28, 1986 equaled

$11,838,178.
 

While the project has promoted some investment and employment, it has fallen
far short of its objectives in all 
areas. The defects in the implementation of
this project are significant not only because of 
the intrinsic importance of
PDAP in the Eastern Caribbean Regional program but also because the 
PDAP
experience illustrates a number of problems associated with AID programming to
promote private enterprise; USAID management of contractor operations 
in an
environment of declining staff levels; 
and the costs imposed by rigid

procurement procedures.
 

Presenting the findings of this evaluation poses a dilemma for the writer.
There are valuable lessons to be learned in the fine grained detail of the
project, the subtle interactions of project components 
in implementation, and
the effect of perhaps unintended practical constraints placed on AID managers
by the current environment of regulations and policy. But communicating fine
grained detail however pregnant with potential interest and utility presumes
much with respect to the reader's patience. Further, PDAP presents some unique
problems. It is a very complicated program. The inadequacy of data on what
has happened in the project and why has 
impeded evaluation. (Indeed, the
failure of the contractor to comply with its undertakings with respect to
management information is considered to be a critical defect in project
implementation.) The conjunction of complexity and poor data 
invites excessive
explanation and extensive use 
of the subjunctive mode. Thus 
it is difficult to
be simultaneously precise and concise 
in this document. As the writer must
often elect relative brevity, he 
would welcome the opportunity to support his
findings and conclusions in more detail well
as as to correct any errors.
 

(("-l
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Major Findings
 

A. Progress Toward Project Objectives
 

PDAP has two major objectives: generate employment and develop capacity in the
 
Eastern Caribbean country public and private sectors 
to generate employment.

These objectives were specified in the contractor's technical proposal and
 
incorporated into the contract:
 

Jobs: 19,000 by October 1987 (7000 attributable to PDAP I, 12000 to PDAP ")

Institutional develotnl: "effective local development agencies in each Cf
 
the participating countries by the end of the program"
 

1. Em21 meniSeneration
 

Assessing performance in the employment generation area is complicated by pocr

data and confusing claims. The contractor claimed as of May 15, 1986 the
 
following "employment generation...which (has) resulted from PDAP promotional
 
and follow up activities":
 

current employment ........ 3668
 
forecast employment ....... 7565

"past peak" employment ....5598
 

These figures are subject to serious question on a number of grounds:
 

1. The causal connection between contractor activity and investment, while
 
clear in a number of cases, is doubtful in many others. (Of the 25
 
respondants to a SRI survey of all 70 PDAP "success" claims, only 6
 
indicated that PDAP was crucial to the investment decision. Sixteen of the
 
25 said the investment would have been made without rpgard to PDAP's
 
efforts. In depth interviews by CBA in the islands corroborate SRI's survey

findings and suggest that only investors considering their first overseas
 
investment find PDAP essential.)
 

2. The number of jobs attributable to PDAP investment promotion activity
 
seems to be overstated. Under the contractor's single function measurement
 
approach, marginal PDAP ccntributions are translated into major employment

creation achievements. For example, the contractor has claimed credit for
 
some 1400 jobs in St. Viiv'-ent (equivalent to 38% of 3668) in connection with
 
a firm whose investment predated PDAP. 
 (PDAP may well have rendered useful
 
post-investment assistance to the investor, but the claim of 38% of total
 
project employment creation for post-investment services which the invest:r
 
might well have sought elsewhere if PDAP had not been available seems
 
questionable.)
 

3. The contractor aggregates different kinds of jobs in a single

"employment generation" figure. 
 Many jobs generated are by definition
 
temporary, such as construction jobs or work on specific contracts. Other
 
jobs are variable in duration and income, such as cottage industry

activities. Some investments are candidly characterized by their owners as
 
temporary operations. The "quality" of a job in terms of permanance,

income, training, and other factors makes a difference. The contractor has
 
not recognized the difference by generating relevent data.
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4. Since the contractor failed to collect and maintain data on on-going

employment in the past, "past peak" employment is difficult to assess.
 
Possibly more useful information such as total payrolls or work days in jobs

generated by PDAP was not collected.
 

5. The contractor's employment forecasts have been consistently unrealistic
 
since the inception of the project.
 

Quantitative targets were not set for numbers of investments as such. 
 As of
 
April, 1986, the contractor claimed seventy "successes" (defined as commitments
 
to invest or to subcontract with EC firms) over the life of the PDAP project.
 

It seems clear enough that the employment generation target was too high. The
 
contractor apparently thought it understood the investment problem well enough

to promise what it could not in fact deliver. Unfortunately from a
 
developmental point of view, it is not clear what the contractor has learned
 
about the investment problem to improve its performance and to help the West
 
Indians learn how to promote investment after PDAP ends.
 

2. Institutional develo2rmeLt
 

The PDAP project contemplated and the contract specified a wide range of
 
activities to be carried out in the islands 
to improve the environment for
 
private enterprise. The term "institutional development" is used in this
 
report to refer not only to building the capacity of 
local public and private

agencies as such to carry out employment generat!ng promotional activities b-t
 
also to refer more generally to encouraging improvements in the business
 
environment through improved policy, infrastructure, and services.
 

Individual island advisors have provided "institutional development" services
 
over the life of the project. The impact of these services is difficult to
 
specify much less quantify, but clearly some of the advisors have had a
 
positive effect on local business environment. Unfortunately, formal
 
systematic efforts at institutional development coordinated with local
 
government agencies and RDO/C did not take place. There seem to be two major
 
reasons for this. First, the contractor failed to carry out its obligations

with respect to development of acceptable CAPs (and thus management control and
 
understanding at both contractor and RDO/C levels as well as local government

coordination was undercut.) Second, th balance of direct contractor promotion

with institution building contemplated by the PDAP II contract was apparently

abandoned albeit informally in order to lay heavy stress on direct contractor
 
investment promotion.
 

Failure to sustain a project-wide, vigorous, and systematic effort at
 
institutional development has had serious consequences. The goal of
 
establishing "effective local development agencies in each.. .country... by the
 
end of the program" to carry on PDAP's functions cannot be achieved within the
 
contract term much less within the funding remaining. Worse, PDAP's high-cost,

low-productivity, expatriate staffed investment promotion system is unlikely to
 
be either sustained by the EC countries with their own financial resources or
 
replicated by them with their own people.
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3. Concluslons with re_2pect to 
 2rre s s toward -21rect obiectives
 

The contractor lost sight of the institutional development objectives of the

project in its efforts to pursue its self-proposed but wholly unrealistic
 
employment generation goals. Little has been done to prepare West Indians to
 
carry on the work; the project has not developed methods of promotion

appropriate for use by EC institutions; and AID has learned little to
 
illuminate future efforts at investment promotion to generate private 
sector
 
employment generation. Futhermore, direct employmenL generation results have

bpen, at best, unimpressive 
- and there has been no dividend in information to
 
help understand why results were limited.
 

Quantitative measures of performance and cost effectiveness of project

performance are seriously hampered by the poor data base developed by the
 
contractor. The deemphasis of institutional development, and therefore of

benefits which might have been generated thereby, places the entire burden of

the cost of the project on employment generation. The analysis in the text of

this evaluation (based on the contractor's claim of 3668 jobs created) suggests

a project cost per job promoted of $3544; an aggregate annual payroll generated

of about $4,500,000, and aggregate life of jobs promoted payroll of about
 
$13,000,000, roughly in the range of total project cost. 
 Other approaches and

varied assumptions could generate figures significantly higher or lower. The
 
key point with respect to cost-effectiveness is that 
if the project generates

only job creation benefits rather than substantial institutional development

benefits as well, short term expatriate service costs tend to overwhelm
 
employment benefits. The higher the 
ratio of expatriate to local personnel,

the more that tendency is reinforced. It is difficult in retrospect to

identify a set of assumptions which would have justified the approach the
 
contractor took given the resources available.
 

B. Project Design
 

Most projects encounter difficulties in implementation. Once the development

problem to be addressed is understood and appropriate mechanisms and resources
 
are provided to address the problem, the key factor in design is to 
assure that

the project is to provide 
a means to monitor what is happening in the

implementation process and why (an information system) and a method for guiding

activity and making changes to adjust to emerging requirements, problems, and

opportunties (a management control system). 
The PDAP project concept seems to
 
have met these requirements.
 

Major features of the PDAP project design include:
 
-full time advisors resident on each of 
seven Eastern Carribean islands
 
-a Washington based staff to 
carry out investor search and information
 
services
 
-the contractor's project manager based in Barbados 
to facilitate management

of field personnel and access to the assisted countries and RDO/C
 
-a management control zystem based on an annual Country Action Plan (CAP)

for each island to provide:


-direction and documentation of resident advisor activity;

-analyzed and agreed upon understanding of local constraints,

objectives, and strategy;

-specification of policy and resource commitments of EC governments;

-variation in country programs and flexibility for PDAP within broad
 
project framework to tailor operations to unique needs of each country.
 

-an information sysi.em to provide contractor and RDO/C management with
 
timely data on 
inputs, outputs, and indicators of project achievement
 

/
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The original project design appears to be sound. 
 The project as a whole
 
contemplated a reasonable balance of short 
term (direct Job creation) and
 
longer term (institutional development) benefits. The information and
 
management control systems which were 
called for by RDO/C, proposed by the
 
contractor, and contracted for would be reasonable and adequate for the task 
-

had they in fact been implemented. The project permitted the flexibility

needed for any redirection required. 
 In short, the design was reasonable. The
 
problems of this project rtsulted from faulty implementation, not project
 
design.
 

C. Implementation of Project Components
 

There are a variety of implementation problems of varying degrees of

significance in the PDAP project. Two are 
crucial because they obstructed
 
implementation problem recognition and correction:
 

Failure to implement an adequate information system
 
Failure to develop Couptry Action Plans complying with stated requirements
 

1. Information system
 

The information system called for under the 
contract to support monitoring and
 
management control of the project is seriously flawed. Tests of system's

capability failed to produce accurate and timely information on project

performance, impact, 
and costs. Data on many important characteristics of
 
project performance and experience was not gathered at all. 
 Thus effective

monitoring, self-correction within the project, and learning from PDAP
 
experience have been hindered.
 

2. Country Action Plans
 

The key to project management in the PDAP design Is the annual Country Action
 
Plan. Developing the plan is a primary responsibility of the island advisor.
 
It includes the advisor's scope of work; identifies industrial policy problems

objectives and strategies; provides a vehicle for policy dialogue with 
island
 
government and private sector interests; 
 specifies government and private

sector commitments of personnel and other resources; 
training and technical

assistance services required; budgets required; and achievements expected. The
 
CAPs are to include "frameworks for change and institutional
 
development...specific to local conditions".
 

The contractor's performance in development of 
these crucial CAP documents has

been unsatisfactory. Indeed, RDO/C has 
never accepted any proposed CAP. While
 
draft CAP submisssions for 1986 were apparently taken seriously by the
more 

Contractor than the 1985 efforts, they still 
fall far short of the project's

CAP concept.
 

The CAP ties together project strategy, advisor activity, local private and
 
public sector commitments, use of project resources, higher management contrcl,

and RDO/C monitoring. Absent this strategy and coordination mechanism, it is

hardly surprising that progress toward project objectives was limited.
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3. Investor search and 
information services
 

Several problems are 
noted with respect to the Washington-based Investor search
and information effort. 
 The search operation made 6618 
Investor contacts which
led to visits to the region by 253 potential investors of which 70 made
commitments to invest 
or contract. 
 A report by SRI International suggests that
the 
large number of contacts and relatively few visits and investments implies
ineffective targeting of promotional effort. 
 Costs of this operation were
estimated to run approximately $IO0,000 per month. 
 This kind of operation is
unlikely to be maintained by EC governments after PDAP financing ends. 
 The
.project has not 
trained a significant number of West 
Indians to do investor
search work. 
 Nor has it developed an "appropriate technology" of 
investor
search for EC use 
or explored with EC governments a post-PDAP approach to
promotion which strikes an acceptable balance between regional and individual
island interests. 
 In short, the PDAP investor search scheme 
is an expatriate
operation with little 
or no 
effort to define a technically feasible and
politically acceptable post-PDAP approach to 
the problem.
 

Information services provided by the contractor's Wshington staff have provided
useful services to PDAP advisors and through them to some 
U.S. investor and EC
private sector clients of PDAP. 
As investor search and information are
overlapping staff activities in 
the current PDAP operation, it is impossible
distinguish costs and benefits of 
to
 

search and information services. 
 This
approach presumably contributes efficienc'es to the contract but 
it may also
lock PDAP into a high cost institutional arrangement which may be 
inappropriate
for post-PDAP infor'>ation services activity.
 

4. Island Resident Advisors
 

Generally speaking the resident advisors are 
dedicated, intelligent, hard­working, well 
liked by their clients, and reflected well on RDO/C and the USG.
While a few individuals hired did not 
meet the demands of the job and were
replaced, the island advisors have 
functioned well individually and, through
extensive networking among themselves and with Washington, as a group. 
 In
short, in the absence of sound management direction to carry out 
the project as
designed, the field people did a good job of making themselves useful and some
did an outstanding job of "free-style" investment promotion.
 

Advisor activity was heavily focused on 
assistance to 
foreign investors.
extent of 
incidental institutional development 
The
 

services rendered varied from
island to island according to the skills and 
interests of the advisors and
receptivity of local people. 
 Apparently, institutional development and "policy
dialogue" matters were 
not addressed systematically on any island.
 

It is not clear that the current island advisor model with 
its intense
networking, disinterested promotion of the region without regard to 
island of
residency, and level 
of credibility to 
foreign investors will be applicable to
future West Indian promotion efforts even if some 
level of inter-country
cooperation is feasible. 
 Like investor search, the expatriate island advisor
model 
of regional promotion may have very limited relevence to 
a post-PDAP

environment.
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5. Contractor Manaqement
 

Contractor supervisory management has been faulty with respect to:
 

1. assuring sound implementation of management procedures called for in the
 
project, specifically:
 

a. the annual Country Action Plan;
 
b. the project monitoring system; and,
 
c. the form, utility, and timeliness of reporting
 

2. maintaining effective managerial relationships between levels
 
within the contractor organization;
 

3. assessing and assuring the efficiency and cost effectiveness of investor
 
search and information services;
 

4. providing and assuring compliance with contract provisions, AID
 
regulations, and overall project objectives as reflected in project
 
documentation.
 

As a result of these problems, questions have been raised concerning a number
 
of issues including the appropriate management structure for the project, the
 
relationship of the contractor home office with the 
team leader in the field,

the elimination from contract implementation of subcontractors proposed as
 
institutional development experts, the related capture of level 
of effort and
 
related overheads in project funding, and related organizational issues.
 

Clearly any management scheme for the project should incorporate provision for
 
compliance with AID regulations. But it is by no means clear that tighter

headquarters control would have led to a more developmentally oriented strategy
 
or greater knowledge and sensitivity to local West Indian needs and concerns.
 
This evaluator would argue that the overriding management problem is the need
 
to make the project development-oriented rather than expatriate performance

oriented. 
This may require a somewhat different mix of knowledge, experience,

and skills than the project has incorporated.
 

6. Conclusions on Components
 

The energy, intelligence, and skills of staff helped to mitigate the effect
 
internal disputes, audit problems, and the weakness of contractor management

understanding of the significance of institution building in the project.

Nonetheless. the developmental aspects of the project were seriously

constrained in order to focus efforts investment promotion
on - a strategy

which would have been questionable even if it had been successful in rapidly

generati'ng a great deal of investment and employment. In fact, it was not
 
notably effective.
 

The project should help to develop methods and organizations to carry out
 
investment promotion after PDAP ends. Direct promotional efforts by contractor
 
staff should illuminate the road the West Indians 
must pursue, not substitute
 
for local initiatives.
 

q'9,
 



9
 

D. Why was project implementation unsatisfactory?
 

There are a multiplicity of subtly interacting factors which may have

contributed in various degrees to 
disappointing results 
in PDAP to date, among

them:
 

-the contractor commited to an unachievable employment target and then

distorted the program In 
a vain effort to produce a large number of jobs
 

-serious problems of 
field compliance with AID regulations were discovered
 
in an internal audit - as a result:
 

-management attention was 
focused on compliance issues rather than
 
project performance
 

-the center of gravity of contractor management shifted from a Barbados
 
based team 
leader manager with extensive experience in the EC to the

contractor's Washington office where understanding of the project may

have been limited
 

-possibilities for internal 
self-correction of the project's defects
 
became more difficult 
in a charged corporate environment while
 
management focused on non-substantive issues"
 

-the pattern of 
subcontractor participation in the project was changed

resulting in a loss of development experience and influence on 
the
 
contractor:
 

-institutional development subcontractors originally proposed by the
 
contractor were 
largely eliminated from project implementation
 

-subcontractors which were 
used were for the most part firms either
 
affiliated with or heavily dependent for business 
on the contractor
 

-failure to implement the CAP process properly had the practical effect of
eliminating the necessity 
to test the contractor's approach against the
realities of country reactions and thus also weakened the 
influence of West
 
Indians on project strategy
 

-the approach to gathing information for monitoring purposes failed to
 
identify emerging problems
 

-contractor management apparently believed in all good faith that project

performance was going well 
apart from the audit problem
 

-the distribution of personnel in the project tended over time 
increasingly

to 
reflect contractor and Washington search staff and decreasingly people
with different backgrounds such as people 
from other firms, people with
development backgrounds, and people with more experience generally
 

-the corporate culture of contractor and internal behavioral 
imperatives may

have tended to encourage activities which were counterproductive to

achievement of some project objectives
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After the fact, one might question why RDO/C did not take action to correct the
 
situation sooner. Again there are many interacting factors which obscured the

situation and made the effort to 
"work through the problem" with the contractor
 
a reasonable management decision even when viewed 
in retrospect.
 

-information coming to RDO/C from the contractor was optimistic albeit
 
inaccurate
 

-extremely heavy staff workloads did not allow the 
time to investigate the
 
situation adequately
 

-personnel changes resulted 
in a loss of institutional memory and to some
 
degree "wiped the contractor's slate clean"
 

-the audit problem and related internal contractor managemnent issues became
 
a primary focus of attention - in consequence, the nearby black cloud of the
 
audit obscured from RDO/C's vision the larger, but 
more distant grey cloud
 
of weak performance
 

-some decisions were made which were 
entirely reasonable in isolation but
 
did not get the desired results (specifically, RDO/C decided in the fall of
 
1985 not to insist on 
revised 1985 CAPs but rather directed the contractor
 
to focus on preparing acceptable 1986 CAPs in a timely manner 
-

unfortunately the 1986 CAPs also unacceptable and still
were 
 not approved as
 
of this writing)
 

-the alternative to working through the problem with the contractor was 
to
 
reprocure ­ a costly effort which would lose whatever momentum the project
 
had
 

-the contractor's performance appeared to 
improve at least somewhat in early
 
1986
 

Declining staff ceilings and increasing program levels mean as a practical

matter that missions must increasingly depend for implementation and oversight

in development operations on the 
knowledge, experience, and professional skills

of contractors. If the 
necessary development skills and orientation are not
 
available, it is difficult for AID field staff to compensate. Even when
 
serious performance defects are recognized, the difficulties posed by the
 
procurement system 
in effecting change are a compelling constraint against
 
resolute managerial action.
 

E. Recommendations
 

A number of detailed recommendations have been presented in separate memoranda
 
generally in the 
context of current operating constraints. The following

statement of recommendations is intended to address a few key 
issues in a
 
broader perspective.
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I. The PDAP "model" as designed provides a sensible overall 
structure for the
pursuit of project objectives given the peculiarities of the Eastern Caribbean
situation. Needed improvements 
in the design can be accomplished within the
existing project structure. There seems to be 
little reason to terminate the
project and many 
reasons to continue 
it assuming improvements in effectiveness
 
and cost efficiency which appear to be within reach.
 

2. The PDAP "model" as implemented by the contractor 
lacks a sense of
development orientation. 
 It has become largely expatriates doing things for
West Indians. If the project had had the 
massive employment generation effect
the contractor promised, the benefits might have justified the heavy expatriate
personnel costs experienced. While reasonable people 
can differ about how Ruch
employment was generated and how much 
is fairly attributable to PDAP staff, it
is clear that the employment impact has been limited 
in many respects,
institution building has been minimal, and the 
cost has been very high.
"Milking the pyramid" of 
investor leads for residual benefits while
fundamentally rethinking and redesigning the 
project rather than continuing
with the operation more or less as is 
may be worth considering.
 

3. Whether a major or minor redesign is undertaken, a strong orientation toward
institutional development and post-PDAP approaches 
to investment promotion by
West Indians would seem appropriate. The project should be 
used as a vehicle
develop methods and organizations appropriate
to for EC implementation after
PDAP even if those methods and organizations do not appear to be the most
efficient in the short 
run. The current configuration of contractor personnel
and services may not be optimal 
for meeting EC post-PDAP requirements.
 

4. The investor search and information probably should be completely redesigned
and perhaps disaggregated. Investor search will 
probably change a great deal
post-PDAP. There 
is at best only a small likelihood of an integrated regional
promotional effort surviving PDAP because the national 
interests of the
countries diverge. 
 If there is any chance of a regional program, it should be
tried now and not left to 
post-PDAP negotiation. 
 On the other hand, an
information service will 
be needed post-PDAP in 
any event. A regional service
for information support might well 
be acceptable. If so, a transition to a
lower cost, more permanent arrangement than PDAP contract staffing should be

initiated as soon as possible.
 

5. Local people should take as
over 
 many island representative tasks as 
soon as
possible. At a minimum, West 
Indians should participate in activities such as
information functions, networking with other 
islands, direct support to
visiting investors, and helping to 
identify and change obstacles to private
enterprise. Training West Indians should be 
a central, not a periphral
 
concern.
 

6. Str-ict contractor compliance with project 
information and control mechanisms
(such as the management information system and the 
CAP process) should be
enforced as vigorously as compliance with Travel 
Regulations.
 

7. The ultimate idea of the 
project is 
to encourage private enterprise in the
EC. It would seem that more 
local private sector participation could be
encouraged in the PDAP process at several levels. 
 Local people could be
encouraged and assisted to 
provide pre- and post investment services. 
Heavier
emphasis could be placed on promoting subcontracting with local firms at the
expense, if need be, 
of marginal foreign investment promotion efforts. 
ost Perhaps
important, encouraging public-private sector dialog in all 
EC countries
 
2_cild be desirable.
 



Evaluation of the Project Development Assistance Program (PDAP)
 

A. Background and Relationship of This Report to the SRI Evaluation Rep:rt
 

The Project Development Assistance Program (PDAP) (Project #538-0042) 
was
 
originally authorized 
in 1980 with the primary objective of improvingthe.
 

ia i asrpt"-iveofr "capac-ityof -the' small Eastern Caribbean, count,-:by means of expanding their development project des!n-. and implementat:zr

capabilities. During the implementation of the ini:ial proj;ect (PDA? :). th­
program took or, a investment promotion emphasis. PDAP II (Project #528-,!E.S

which was authorized in August, 1984 reflected the evolution of the proaram

into one 
generally promoting employment creation through direct investment
 
promotion and institution building with a view to transferring investment
 
promotion capabilities to EC countries. the
Coopers and Lybrand was prime

contractor for both PDAP I and PDAP I. 
 This evaluation focuses on events in
 
PDAP II. -However, for many purposes it Is impossible to disaggregate the
 
activities, benefits, and costs of PDAP I and PDAP IT. 
The distinction is
 
explicitly indicated where the' context is not clear.
 

Charles Blankstein Associates, Inc. (CBA) was contracted by RDO/C (Contract

#538-0119-C-00-6026) to participate with Stanford Research Institute (SRI) 
 -

an evaluation of the PDAP program (AID Project Number 538-0019). A three
 
person group composed of Paul Laudicina and John Mattison, of SRI and Charlec
 
Blankstein cf CBA examined various aspects of the project a five week
over 

period from March 31 to May 3, 1986 including a two week period In the Eastern
 
Caribbean.
 

CBA focused on AID documentation, interviews of AID/W and RDO/C personnel,

acquisition and analysis of 
contractor data and other information outputs, anA
 
in the Eastern Caribbean (EC) concentrated on St. Yitts, Dominica, Monserra:.
 
and joined SRI for interviews in Antigua. SRI focused on a survey of PDAP
 .success story" contacts, examined data on 
Investor search activity, addressed
 
comparisons with other investment promotion programs, and, in the EC,

concentrated cn Granada, St. Lucia, Antigua, and St. Vincent.
 

After five days of country visits, a preliminary memo of findings and
 
recommendations was prepared by SRI after intensive discussion among the three
evaluators. At that point, the evaluators appeared to be agreement on 
major

findings and recommendations.
 

The SRI Final Report was prepared without CBA participation. The SRI report: is
 
largely consistent with and reflects incorporation cf CBA views as of the
 
preparation of the preliminary findings memo. However, the SRI report does n:
 
address certain evaluation issues and there are certain unresolved differencez
 
in viewpoint between SRI 
and CBA on final findings and recommendations. CBA
 
consulted with appropriate RDC/C officials who recommended that CBA invoke tne
 
"individual and dissenting opinions" clause of the 
CBA scope of work. CBA
 
prepared a brief memo identifying differing views followed by an interim
 
memorandum dated May 16, 1986 incorporating CBA's preliminary findings and
 
recommendations. RDO/C retained CBA to 
do further work relating to this
 
evaluation and project redesign. Portions of the work called for under a
 
supplementary scope of work were prepared and submitted to 
RDO/C during a
 
second trip to the EC June 2 to June 13, 1986.
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This report incorporates the several elements of the 
CBA scope of work and
 
presents the material in standard AID evaluation form. Additional supporting

materials are available in files.
 

PDAP is 
a complicated program with a rich but troubled experience. Reasonable
people can and do differ in their interpretation of that experience. As this

evaluator's knowledge of the 
facts and understanding of the process evolved,

certain interacting and repetitive factors undercutting project performance
were identified. 
 These factors emerged as themes underlying and critical to

the implementation process and therefore central 
to the findings of the

evaluation. These themes are 
stated here to facilitate reading of this report

and to clarify the evaluator's viewpoint:
 

1. information - the lack of systematic knowledge of the problems the

project sought to address and what was happening in and as a result of the
 
project
 

2. management - a lack of systematic definition of what what the project

sought to accomplish, what 
was being done, and what the project was
 
actually accomplishing
 

3. failure to comply with the formal system 
- departures from contract,

regulations, and other applicable documentation without following

appropriate procedures
 

4. cost-effectiveness - failure to relate the 
cost of services to benefits
 
generated 
in the short run and failure to design services which could be

incorporated into West Indian institutions and thus generate benefits in
 
the longer term
 

Every effort has been made 
to be fair and balanced in the assessment of project
performance. However, the picture that emerges 
is not a positive one. Further,

the lack of data which confronts the evaluator at every critical point compels

a choice: either accept, 
in effect on faith, that good things have happened

and more good things will h~Ppen in the future 
- or appear to be negative about

virtually all aspects of the project and therefore not fair and balanced.
 

This evaluator believes that under PDAP financing a number of individuals have
performed a number of useful services. But viewed as a "project', an organized

effort to achieve specific demonstrable objectives, PDAP implementation has
 
been deficient.
 

Given the "project perspective" of the evaluation and a perhaps unavoidable

negative tone to the analysis, it appeared desirable to incorporate a statement

of the contractor's claims of project accomplishments without comment. This
material 
is presented in Annex 5 (generally "institution building" activity and

Annex 4, item 6 (employment generation).
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B. Definition of the "PDAP Model"
 

When the SRI-CBA evaluators first met with the contractor's management grour.
we asked, "what is the PDAP model'? 
 They told us that they could not say wh;z
it is, that different people have very different views as 
to what the "PDAP
model" is, and that contractors would bepleased if-we, -the 
e
 
t e1t17 what the "PDAP model " 
 is. In related comments, contractor
representatives suggested that AID had often changed direction 
in the progr-a'
and added activities not 
strictly related to project objectives which had maie
implementation more difficult 
 as
(as well increasing the rate of expenditure

under the contract - the "burn rate"). 

The foregoing suggested that specifying what the "model" 
is and how it becare
that way was a matter of more 
than merely semantic significanCP. As the
evaluation evolved, 
it became apparent that the 
project's difficulties did n::
stem fro.m a failure of AID to have or the contractor to grasp a vision of
project concept. Thus, this writing will focus on 
the
 

operational issues.
However, fcr various purposes, it may be useful to 
present a shcrt statemen-.
the "PDAP model" here. 
 An overview of the statement of work cf the PDA? 
IT
implementation contract 
is set out In Annex 2.
 

The "PDAP model" is a program of U.S. contractor-based (as distinguished f!-:­local government agency-based) assistance 
to both private and public sector=
island economies combining on-site technical and promotional as!lstance with
International 
investor search and promotion.
 

Components of PDAP in its 
current form are:
 

1. Country representatives stationed on 
individual islands 
with broad-L__:=
local responsibility for assisting in promotion, formulation, and
implementation of policies, projects, advisory services, and 
investment;
 

2. Management of operations 
in the Eastern Caribbean based it Barbados
including oversight of island representatives, coordination with AID and
regional development organizations, information gathering, and reporting;
 

3. US-based international investor search, 
investment pr~motlon, and
information service utilizing the 
contractor's established 
internationa:
 
network;
 

4. Institution building in private and public sectors to 
assure local
capability to carry out PDAP functicns when the project terminates;
 

5. Annual Country Action Plan 
(CAP) for each island to provide:
 

-management control and documentation of resident advisor activity.;
-shared understanding of local constraints, objectives, and strateg:.­-a mechanism to facilitate appropriate strategic variation in ccunt:w.
programs and operating flexiblity for advisors within a broader
 
project framework; and,

-specification of policy and 
resource undertakings of island
governments, AID, and 
to extent relevent other organ:*zations in priv' e
 
sector and region.
 

6. Emphasis on the objective of private 
sector employment generation whi*e
recognizing and supporting a public sector role 
in creating the policy

framework and infrastructure required 
to permit broad private sector
participation.
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C. Findings: Progress Toward Project Objectives
 

In the early stages of this evaluation, it was suggested that many of
difficulties encountered by the the
PDAP progran were a:tributahle 
to a lack c'
clarity in AID's project policy aggravated by a tendency of FDO/C managers
change their minds with respect totheirobjective .... Exarlina-t-i-on- ofcontracior's technical th.....propcsal
proposal's content suggests 

and the contract which incorporates much of ~that the contractor undertook to perform servicea 
-­

with a view toaccomplishing certain results the prospects 
for which proved
be exaggerated. 
 The contractor's undertakings are 
addressed 
in some detai:
the relationship of promise and performance affects many dimensions of
project. There the
were in fact changes in PDC/C's profect policy.
changes Most of the
involved adjustments to the differences between what the contractor
promised and what 
it could deliver.
 

I. 
Project Purposes and Contract Objectives
 

The purpose of the PDAP program is to 
increase employment in the Eastern
Caribbean by means 
of direct investment promotion by a U.S. 
contractor and
institution building through which EC countries develop the
capability to generate employment including 
indigenous


investment promotion functions
performed at 
the outset by expatriates 
 (see Annex :, "Evolution of the PDA
Model"). Th.s 
is a classic approach to development projects
expatriates perform currently needed tasks 
in which
 

and slmultaneously "work
out of themse.'eZ
a job" by developing capacity within local 
*nstitutions to perform t-:e
tasks.
 

The contract objectives were szsted in PT No. RDO'C 84-1 (June 25, 
:98) a­
fc1l ows:
 

(1) Develop private business opportunities and private investments which.
result in expansion of 
the tourist industry, new or
particularly for export markets, and 
improved production,


increased private sector 
invclvemen:
in the development of industrial 
and other produ:tive infrastructure; a..
(2) Improve governmental capabilities .inthe attraction of 
foreign
investment and in supporting private sector led 
industrial growth (PFP, :4) 
In addition, the RFP indicated that:
 

"specific, realistic indicators of achievement 
of... general objective!
will be included in the Contract"...(T)he Proposal 
should suggest
indicators such 
as (several noted 
in the RFF) or others the Proposer may
consider valid and realistic, against which the Contractor's performance

may be evaluated".
 

The contracter responded to 
the RFP with a technica: proposal on July 27, ':4.
-The proposal states that:
 

"...quantitative indicators of 
success employent and other econom:c
development goals will 
need to be assessed in relation to the overall
commitment by RDO/C of financial 
resources 
to the PDAP Follow-C.
and the proportIon of project resources which are 
Proje...


likely to-be devoted
the 
institutional development objectives of the program...(wo-: 
on
institution building) diverts project 
resources 
from direct investment
promotion activites which could create employment opportunities 
in the
Immediate future. Our technical approach attempts 
to balance these cverall
(ie employment creation and 
institution building) goals of 
the program.
(Proposal, p 23)
 

:i( 
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The proposal (page 25) goes on to lay out a "balanced" program which include
 
ar,cng its "Primary Goals:
 

"...the creation of 15,00 new jobs over'the life of the project...(t)

should be stressed that these jobs will be additional to the approximately
.............4 0 ,_j obs ,-ands,,,, i ob...oppo r-t'u n-1--&.i e --whi ch--ar e =.I '
!ke.!y- : o- h v e --be e .- cr e a te ,-,.- .........
 
PDA? T by the end of 1985;" (Proposal, p 25)
 

....expand export e_:rn,*ng- at a rate sufficient :. exceed the deter-c'a- -. 
in term- of :,rade, dei-1gnated :.n U.S. dollars... 

"Because of the importance of assuring a viable lcoal 
institutiona
 
capabilities (sic), it will be a quantitative objective of 
the PDAP Fc.o'-
On prcject to establish effective local development agencies in each of -­
participating countries by the end of the progra-.. 
 Where the agenc:es
operate with government support, significant links with and support by :he 
private sectr should be established. 

"Success in expanding the at;.ities cf local institutions :o underta':e
 
sc.e, and eventually all, activities funded under the
of the PDAP !I 
contract is more difficult tc quantify.. .However, cur experience on PDA" 
'has already demonstrated that training by demonstration and encourageme.­
through success are strong factors at work in shaping attitudes of 
governments and other dornor agencies towards the long-term value of 
locl
 
institution-s properly staffed and equipped carry out
to these activ:':es.
 

"...it will be necessary to propose a framework for change and
 
institutional development which 
is specific to local condti.cns...to a;.':4
the imp.osit-on of 'standard' solutions across the board without regari-­
local conditions and sens:*tA-ties
 

(The proposal goes on to 1i. several support'.in; objectiveS at page 2:.' 

The contract (Contract 9536-0000-0-00-4:14, effective date Nover.ber :, 19S4)
incorporates this. language virtually word for word In the Statement of Work:.
 
Appendix A, pages 1-2). The contract estimated com-'eticn date is October 2',

1987. The contract provides 
for a option extending the ccmpe-:icn date tc
 
October 31, 1909. In the event the option is exerci-ed, the em.plcyment

generation goal = increased by 3000 jobs t 22,0CC The goes on
contract 

incorporate extensive excerpts 
from the proposal concerning methodology,

monitoring, and reporting. 

These substantive undertakings appear a'ong with ".evel of Effccr provisionsz

in Article IV (page 3) which, amcng other things, call 
for 458 person month- o-f
 
professional direct labor distributed 239 months to 
:nvestment prnot: cn, : .

months months tc institutional development, and 99 .:nths to p.-cject Monictrn
 
and coordination.
 

.the rate of person-months per -a in pursuit of the
year fluctuate 


technical objective provided such fluctuation des not result .n the 
utl za tion .f the total person-months of effort prior to the expir-ticn of 
the term (of the contract)...(the) contractor may make shifts from onecategory of -ego-mance in the performae off th-he wort"effort to another 


The methodology cf approach undertaken by the contractor is desacribed at len:h 
i... the contract (see Annez 2). The contractor thus would seem to have been 
given objectives, an agreed approach and level of effort, and fl'e.:bilty w:thn 
,hat framework to pursue the objectives. 

http:support'.in
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2. Progress Toward Employment Generation Objectives
 

Assessing performance in the employment generation area 
is complicated by poor

data and confusing claims. Rather than gathering data concerning employment

levels, fluctuations, and benefits, the contractor has relied on 
a single

function approach to employment performance measurement. The measurement is
 
simply, "jobs".
 

The contractor claimed as 
of May 15, 1986 the following "employment

generation.. .which (has) resulted from PDAP promotional and 
follow up
 
activities" (see Annex 5):
 

current employment ....... 3668
 
forecast employment ...... 7565
 
"past peak" employment.. .5598
 

The contractor 15,332 jobs 19,000 job goal with 15
is thus short of its months
 
and no funds remaining in its contract.
 

Dismissing the employment goals as wholly unrealistic (as they long since
 
should have been), there remain serious concerns about what in fact has been
 
accomplished. The contractor's employment generation claims are 
subject to
 
question on a number of grounds:
 

1. The causal connection between contractor activity and 
investment, while
 
clear 
in some cases, is doubtful in many others. SRI conducted a survey of
 
all 70 firms identified by the contractor as PDAP "success" claims. Of the
 
25 SRI was able to contact, 6 indicated that PDAP was crucial to their
 
investment decision. 
Sixteen of the 25 said the investment would have been
 
made without regard to PDAP's efforts. (SRI Report, p 20 et seq.)
 

Personal interviews with investors and managers by CBA in the 
islands
 
corroborate SRI's survey findings. 
 It apears that the only investors which.
 
found PDAP essential to were
their investment decision firms considering

their first overseas investment. Those with experience in overseas
 
operations welcomed the convenience of PDAP assistance but indicated they

would have made the decision to invest in the absence of PDAP.
 

2. The number of jobs attributable to PDAP investment promotion activity
 
seems to be overstated. Under the contractor's single function measurement
 
approach, even marginal PDAP contributions pre- and post-investment are
 
translated into major employment creation achievements. For example, the
 
contractor has claimed credit for 
some 1400 jobs in St. Vincent (equivalent
 
to 38% of 3668 total employment) in connection with a firm whose 
investment
 
predated PDAP. (PDAP may well 
have rendered useful post-investment

assistance to the investor, but the claim of 38% 
of total project

employment creation for post-investment services which the investor might

well have sought elsewhere if PDAP had not been available seems
 
questionable.)
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3. Tile contractor aggregates different kinds of jobs in a single

"employment generation" figure. 
 Many jobs generated are by definition
 
temporary, such as construction jobs or work on specific contracts. Other
 
jobs are variable in duration and income, such as cottage industry

activities. Some investments are candidly characterized by their owners as
 
temporary operations. A number of PDAP "success stories" are already out
 
of business or in% the process of disinvestment (SRI Report, p 21). The

.quality" of a job in terms of permanance, income, training, and other
 
factors makes a difference. The contractor has not recognized the
 
difference by generating relevent data.
 

4. Since the contractor failed to collect and maintain data on on-going

employment in the past, the claim of "past peak" employment is difficult to
 
assess. An annual fluctuation to a peak level of employment in an ongoing

business is different from a firm that employs 100 people for several
 
months and then fails. Once again, the data is not helpful. Informaticn
 
which might have been more useful such as total payrolls or work days in
 
jobs generated by PDAP was not collected.
 

5. The contractor's employment forecasts have been consistently
 
unrealistic since the inception of the project (see generally Annex 3).
 
Apparently, "forecasts" are essentially unanalyzed suggestions of
 
possiblilities for the future by company officials.
 

The contract did not set quantitative targets for numbers of investments as
 
such or for amount of investment. As of April, 1986, the contractor claimed
 
seventy "successes" (defined as commitments to in ,est or to subcontract with EC
 
firms) over the life of the PDAP project. Apparently, some fifteen of the
 
PDAP success claims are subcontracts rather than "investments" as such.
 
Promotion of subcontracting by EC firms is strongly endorsed and probably
 
shobld have been emphasized considerably more than it was. But employment
 
generated through a subcontract should not be categorized as a "job" equivalent
 
to a "job" in a workplace created by new investment in a plant.
 

The contractor apparently thought it understood the investment problem well
 
enough to promise what it could not in fact deliver. Unfortunately from a
 
developmental point of view, it is not clear what the contractor has learned
 
about the investment problem to improve its performance and to help the West
 
Indians learn how to promote investment after PDAP ends. It is not clear what
 
the employment generation target should be. Project data apparently is
 
insufficient to analyze the characteristics of what and how employment was
 
generated in order to define targets better.
 

In retrospect, it appears that the job creation goals proposed by the
 
contractor and incorporated in the contract were at all relevent times

"unrealistic". There 
seems to be little reason to believe that these job
 
creation goals can be met in several years much less the one year remaining in
 
the contract term even assuming additional funding is provided.
 

(.\
 



19
 
The problem of unrealistic employment generation goals appears to have
 
significance beyond the mere correction of optimistic expectations. The goals
 
apparently had important operational ramifications. It is not cleai at this
 
point how competitive proposals with more modest employment generation claims
 
might have fared against the contractor's proposal had its proposal called for
 
say 4000 jobs by mid-1986. it seems clear, however, that the pursuit of t
 
high employment goals resulted in a strong budgetary emphasis on generating
 
investment leads and related services at the expense of institution building
 
activity.
 

The failure to reexamine and adjust the goals to more realistic levels
 
-contributed to continuation of a strategy aimed at unattainable results. There
 
may have been a relationship between the contractor's failure to develop a
 
sound information system and carry out its obligations for management decision
 
.making under the Country Action Plan system and the failure to correct the
 
targets. But at some point it would seem that the contractor would become
 
aware that progress in employment generation was far short of expectations. It
 
is difficult to undeL'stand why the contractor did not approach RDO/C to seek a
 
formal revision in the contract. (In fact, the contract was amended three
 
times, each time solely to add funding.)
 

3. Institutional develo2ment
 

The PDAP project contemplated and the contract specified a wide range of
 
activities to be carried out in the islands to improve the environment for
 
private enterprise (Contract Statement of Work, Appendix A, pp 4-5, 7-10). The
 
term "institutional development" is used in this report to refer not only to
 
building the capacity of local public and private agencies as such to carry out
 
employment generating promotional activities but also to refer more generally
 
to encouraging improvements in the business environment through improved
 
policy, infrastructure, and services.
 

In order to evaluate the scope and quantity of non-investment promotion

services provided under the PDAP contract, the contractor was asked for data
 
on various activities including training, technical assistance, policy inputs,

promotional materials, and so forth. (The data requested was data proposed by
 
the contractor and required by the contract to be maintained for project
 
monitoring purposes.) The data provided by the contractor is reproduced in its
 
entirety in Annex 5.
 

It was not possible to evaluate these contributions in isolation. It does
 
appear that many of these activities involve contributions which would be
 
useful to individual recipients. However, systematic identification, planning,
 
and delivery of required services apparently did not take place. Advisors
 
apparently responded to requests or offered services in areas of personal

interest or expertise. As indicated by the materials in Annex 5 and
 
corroborated by comments of West Indian officials, PDAP tended to "retail"
 
services rather than to improve the capability of local institutions to access
 
and provide such services to others in the future.
 

The contractor made clear that institutional development activities were
 
deemphasized and attention was focused on investment promotion. But it is
 
difficult to specify the extent, reasons for, and effect of the contractor's
 
withdrawal from its proposed "balanced" program. In approaching these
 
questions, institutional development activity is considered from two
 
perspectives: first, services provided by individual island advisors as part of
 
their ongoing local activity; and, second, "institutional development" services
 
performed by subcontractors.
 

'I.
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Resident advisors have a unique opportunity to provide "institutional
 
development" related services in each of islands and all have made some
 
contributions in this area. The amount of time devoted to such services cannot
 
be estimated. However, it seems to be agreed that the level of effort
 
distribution for direct professional labor provided for in the cont-act
 
(Article IV p 3) - 239 person months of investment promotion and 120 person
 
months of institutional development - was not approached. Advisors have helped
 
improve the capability of pre-existing local agencies (eg. St. Lucia and
 
Dominica) and assisted in establishing new agencies (eg. Belize and Grenada).
 
The impact of these services is difficult to specify much less quantify, but it
 
seems clear that advisors have had a positive effect on local business
 
environment.
 

What seems to be lacking in particular is a formal comprehensive or systematic
 
effort at institutional development coordinated with local government agencies
 
and RDO/C. *Thus, while PDAP advisors have "done good things", opportunitieE
 
for local participation and development have been lost. While a few islands
 
have moved ahead in the promotion field, the attention of other-EC governments
 
has not been addressed to the post-PDAP period. This may complicate rather
 
than help promote effectiv2 cooperation in investment promotion between the
 
Eastern Caribbean countries in the post-PDAP environment. It is not easy to
 
develop cooperation in investment promotion among the small EC states which are
 
in significant respects in competition with each other. But at least the
 
effort should be made.
 

Perhaps more significant than the institution building efforts of the
 
contractor's resident staff is the question of subcontracted institution
 
building services. The technical proposal describes (pp 67-75) and the
 
contract statement of work incorporates (Appendix A, pp 7-10) an elaborate
 
program of institution building and training involving, in addition to the
 
contractor's field and Washington staff, a number of resources including
 
subcontractors Development Associates, Inc. and Burson-Marsteller, It appears
 
that institution building activity by non-Coopers and Lybrand resources was not
 
systematically encouraged, planned, or supported. To the contrary, substantial
 
contract commitments to institution building by subcontract were not carried
 
out. For example, the Development Associates subcontract for institutional
 
development related services was budgeted at $448,000 but only $19,000 was
 
expended. Total expenditures for "non-advisor instituzion building" as of
 
February 28, 1986 was $65,300.
 

Whatever the reasons may have been for focusing contractor staff on investment
 
promotion rather than institution building, the commitment to non-staff
 
institution building of only $65,300 out of expenditures of $5,255,000 (as cf 
February 28, 1986, Annex 4, item 3, p 2) seems difficult to explain ­
especially given the interest expressed by West Indian officials in institution
 
building and training.
 

Failure to sustain a project-wide, vigorous, and systematic effort at
 
institutional development has had serious consequences. The goal of
 
establishing "effective local development agencies in each...country...by the
 
end of the program" to carry on PDAP's functions cannot be achieved within the
 
contract term much less within the funding remaining. Worse, PDAP's high-ccst,
 
low-productivity, expatriate staffed investment promotion system is unlikely to
 
be either sustained by the EC countries with their own financial resources or
 
replicated by them with their own people. Thus it is not clear what would be
 
transferrable to EC agencies in an institution building effort even if it
 
begins immediately.
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4. Conclusions with res2ecttoprogress towar2KRKiect oblectives
 

The contractor seems to have lost sight of the institutional development
 
objectives of the project in its efforts to pursue its self proposed but wholly
 

While project documentation and
unrealistic employment generation goals. 

contract clearly viewed institution building and the development of local
 
capacity to take over investment promotion functions as of equivalent
 
importance to generating employment, contractor management focused heavily on
 

promotion at the expense of institution building activity. Institution
 
building activity seems to have taken place primarily where agencies and strong
 
West Indian leadership existed anyway.
 

On balance, it would seem that little has been done to prepare West Indians to
 

carry on the work. The project has not developed methods of promotion
 
appro priate for use by EC institutions. AID has learned little to illuminate
 
futu.-e effc..ts at investment promotion to generate private sector employment 
generation Futhermore, direct employment generation results have been, at 
best, u impressive - and there has been no dividend in information to help 
understdrnd why results were limited.
 

Clearly, the contractor lacked an overall management commitment to and strategy
 

for institution building. Draft 1986 CAPS assert a hightened concern with
 
institution building without, as of this writing, a clear concept or
 
methodology. It is unlikely that adequate local capability will be in place in
 
any EC country by the end of the current contract much less an effective
 
program for regional cooperation in investment promotion.
 

D. Findings: Project Design
 

The PDAP project design - including advisors resident on each island, a
 
Washington-based staff to carry out investor search and information services,
 
and project mangement based in Barbados - on its face seems to be a reasonable
 
approach to the development problem addressed. The plan was funded generously
 
and adequate flexibility is provided.
 

Even the best designed projects encounter unforeseen difficulties in
 
implementation. Thus good project designs incorporate provisions to deal with
 

emerging realities. This project is provided with an information system to
 
provide contractor and RDO/C management with timely data on inputs, outputs,
 
and indicators of project achievement. It is also provided with a management
 
control system based on an annual Country Action Plan (CAP) for each island to
 
provide:
 

-direction and documentation of resident advisor activity;
 
-analyzed and agreed upon understanding of local constraints, objectives,
 
and strategy;
 
-specification of policy and resource commitments of EC governments;
 
-variation in country programs and flexibility for PDAP within broad
 
project framework to tailor operations to unique needs of each country.
 

While there are problems with the detailed design of several components which
 
will be noted in the neyt section, it appears that the overall design of the
 

original project was sound. The project contemplated a reasonable balance of
 
short term (direct job creation) and longer term (institutional development)
 

information and management; control systems which were called for
benefits. The 

by RDO/C, proposed by the contractor, an,| contracted for would be reasonable
 
and adequate for the task - had they in ,:act been implemented. In short, the
 
design was reasonable. The problems of t:his project resulted from faulty
 
implementation, not project design.
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E. Findings: Implementation of Project Elements
 

There are a variety of implementation problems of varying degrees of
 
significance in the PDAP project. Two were crucial because they obstructed
 
problem recognition and correction:
 

Failure to implement an adequate information system
 

Failure to develop Country Action Plans complying with stated requirements
 

1. Information s~tem
 

The management information system called for under the contract to support

monitoring and management control of the project is seriously flawed both with
 
respect to the implementation of the system which the contractor undertook tc
 
develop and with respect to the adequacy of the design of the system to
 
generate necessary infor-mation.
 

The contractor proposed to RDO/C to establish:
 

"...a computerized Project Monitoring Matrix which will maintain up-to-date

records of invoiced expenditures, current and projected inputs to specific
 
areas of operational activity, and resultant outputs...(T)he PMM would
 
include, but not be limited to, the input, outputs, and associated
 
indicators displayed..." (in an exhibit which is reproduced in Annex 2 of
 
this report). (Technical Proposal pp 26-27 and Exhibit I, "Project

Management Matrix').
 

This scheme was incorporated in the contract statement of work (Appendix A, p
 
13).
 

Tests of information system capability in the evaluation failed to produce
 
accurate and timely information concerning project performance, impact, and
 
costs. There seem to be two separate systems, a billing system and a
 
substantive information system or "PMM', which do not deliver separately or
 
together the information which RDO/C sought.
 

The first test involved a request for routine information on budget and
 
expenditure by function (eg. island advisors, investor search, institution
 
building/training, administration etc.); by expenditure category (eg. salaries,

equipment, travel, etc); by year; and by location (Annex 4, item 1). After
 
several weeks of effort involving, the evaluators were told, considerable
 
reconstruction of figures "by hand", data broken out by function and by project
 
as of February 28, 1986 was telexed to Barbados (Annex 4, item 3). When it was
 
indicated that it would be necessary to have some basis for examination of
 
costs of island residencies, the PDAP Barbados office offered to prepare, again

"by hand", a summary of advisor costs by island. The table prepared in April,
 
1986 (reproduced in Annex 4, item 5) was based on costs from October 1984 tc
 
NovemberL_1985. Presumably, these five month old figures were the best data by

location available in the project manager's office.
 

The foregning management information problems are reflected in the standard
 
invoice system (the summary form of which is reproduced in Annex 4, Item 2)

which is prepared by expenditure category (viz salaries, consultants, overhead,
 
travel, etc.) but apprently also cannot generate:
 

"up-to-date records of invoiced expenditures, current and projected inputs

(in) specific areas of operational activity, and resultant outputs..."
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The Project Monitoring Matrix should generate substantive information in
 
computerized form to monitor project activity:
 

The PMM would include, but not be limited to, the input, outputs, and
 
associated indicators displayed.. .(in Exhibit )"
 

The system was tested by an inquiry using the identical language of Exhibit
 
of the proposal (Annex 4, item 
1, page 4). The result was the production,

apparently "by hand", of nine pages of narrative material (Annex 5). 
 This
 
material does not provide data for a management information system required to
 
track the project in terms called for by the contract. At a minimum, the
 
system failed to relate budget to expenditure by activity much less by

performance indicators. In lieu of a system the product of 
which managers

might grasp with relative ease, the contractor produced extended narrative
 
material relevent to the project but not organized to facilitate management cf
 
thz project.
 

The project called for information in form and content useful for monitoring
 
and management. It 's understood that the installation of the system such as
 
it is was delayed which may account for these issues not having been raised
 
earlier. But it is not clear how the contractor intended to meet the
 
information requirements of the contract.
 

Turning from the question of whether the contractor met minimum standards of
 
compliance with the contract in the information area, there is a broader and
 
more troublesome problem. Data on manyimPortant characteristics of- 2r!t2ec
 
performance and experience was not_2athered at all. Thus effective monitoring,

self-correction within the project, and learning 
from PDAP experience have been
 
hindered.
 

The contractor seemingly failed to understand the significance of and to
 
collect information relating to a wide range of direct and indirect benefits of
 
the project beyond "jobs" such as payrolls, exports, training provided,
 
government revenue generated, other local 
value added factors, secondary

employment generation, the location and permanence of employment, and other
 
qualitative impacts of the project. The information system apparently does not
 
distinguish between permanant 
factory jobs and less than permanent work such as
 
that generated under subcontracts, construction jobs, cottage industry work,

and agricultural labor. Information on the characteristics of firms assisted
 
is not maintained. In consequence, it is not possible to consider on the basis
 
of experience what types of enterprises and what characterisitics of investcrs
 
are indicative of favorable outcomes for the island, the workers, and the 
lc=al
 
business community.
 

It should be noted in passing that forecasting of employment generation has
 
been notably weak throughout the history of the project (see Annex 4 Sec a).

Inspection of Progress Report employment generation forecasts raise questions
 
concerning the quality of information flow to RDO/C managers.
 

It is not clear whether the defects in the information system reflect merely a
 
distorted short term management focus or whether it is symptomatic of deeper

lack of understanding of 
the problems being addressed. Clearly the information
 
system lacks a developmental orientation in which learning to do better is an
 
integral part of 
"doing". The system lacks the kind of integrated, functional,
 
quantitative, concise characteristics that RDO/C sought - and might reasonably
 
have expected to get - from a "Big Eight" accounting firm.
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2. Country_.Action Plans
 

The key to project ranagement in the PDAP design is the annual Country Action
 
Plan for each island. The CAP system was established to deal with a number of
 
project management and strategy requirements including control of levels of
 
effort in different activities, assurance of appropriate flexibility and
 
variation in project activity on the islands,
several facilitation of local
 
government participation (including identification of commitments of local
 
resources), budgeting, and estimation of expected results.
 

Developing the plan is a primary responsibility of the island advisor. The
 
annual CAP is to include the advisor's scope of work; identifies industrial
 
policy problems, objectives and strategies; provides a vehicle for policy

dialogue with island government and private sector interests; specifies

government and private sector commitments of personnel and other resources;

training and technical assistance services required; budgets required; and
 
achievements expected. The CAPs are to include "frameworks for change and
 
institutional development...specific to local conditions" (Contract Appendix

A,p2) and "...be subject to host country and RDO/C approval" (p7)
 

RDO/C did not approve 1985 CAPs and has not approved 1986 CAPs to date because
 
they fail to meet standards set out in the PDAP II contract statement of work
 
(Appendix A, p 3,7). 1985 CAPs were submitted late and not promptly reviewed
 
by the then encumbant RDO/C project manager who was departing post. In the
 
fall of 1985, the 
new project manager, noting the anomaly of requiring revision
 
of 1985 CAPs with only a few months left in the year directed the contractor to

focus its attention on preparation of sound 1986 CAPs in a timely manner.
 
Unfortunately, the 1986 draft CAPs submitted 1986 were
in February, also
 
unsatisfactory.
 

Failure to implement the CAP system properly is a significant contributory
 
cause of project implementation problems. 
The contractor apparently now takes
 
the CAP exercise more seriously than previously. But much work remains on
 
current year drafts to meet basic contract requirements much less fully to
 
utilize the management potential of the CAP procedure.
 

The contractor's performance in development of 
these crucial CAP documents has

been unsatisfactory. The CAP ties together project strategy, advisor activity,

local private and public sector commitments, use of project resources, higher

management control, and.RDO/C monitoring. Absent this strategy and
 
coordination mechanism, it is hardly surprising that progress toward project

objectives was limited.
 

3. Investor search and information services
 

The Washington based investor search and information operation is intended tc
 
reach out world-wide for investment prospects, direct their interest to the

Eastern Caribbean, and provide a range of pre-investment services which assist
 
the investor in reaching a decision to commit to one of the EC islands. The
 
operation involves staff, consultants, and subcontractors. Investor contacts
 
are pursued 
in a number of ways including trade shows, mail, advertising,

articles, and follow-up on a large number of contacts generated by outside
 
sources (including AID).
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Investor search has cost $3,095,061 life of project through February, 1986 and
 
has dealt with 6618 investor leads of which 5252 were generated internally by
 
the project (SRI Report, p 32). The search operation and all other sources
 
have apparently led to only 253 potential investors visiting the EC, 70
 
.successes" (defined as decisions to invest or subcontract) and jobs (3668, the
 

contractor's May, 1986 estimate). Current search operations under PDAP II
 
were estimated to run approximately $100,000 per month. The original PDAP II
 

three year budget figure of $1,208,000 has been exceeded with $1,522,000
 

expended as of February 28, 1986. Questions have been raised concerning the
 

efficiency of the operation, its cost-effectiveness, and whether an approach of
 

this kind is relevent to operations which might be maintained by EC governments
 

after PDAP financing ends.
 

It is difficult to comment on questions of efficiency because the data does not
 

relate 'inputs', such a contacts from trade shows or AID offices, to
 
intermediate "outputs' such as visits by potential investors to the EC or tc
 
ultimate 'outputs" such as commitments to invest or contract. (Some data
 
derived from the contractor's data base is presented in Annex 4. Arguably the
 
data suggests a declining marginal utility of promotional effort and
 
expenditure but nothing c~n be determined with assurance from the data
 
provided.) The SRI report suggests that the large number of contacts and
 
relatively few visits and investments implies ineffective targeting of
 
promotional effort. (See SRI Report pp 33-40)
 

The question of cost-effectiveness is difficult to address not only because of
 
paucity of grist for internal analysis but also because comparisons with
 
programs of other countries is difficult. The nature and cost of investment
 
promotion programs in other countries vary widely. An effort is made to deal
 
with the issue in quantitative terms in section G.
 

In any event, neither quantitative assessment or qualitative 'fine-tuning' cf
 
an expensive investor search operation staffed by non-West Indians is the
 
crucial problem. Rather, the crucial problem would seem to be developing an
 
effective and cost efficient investor search approach appropriate for post-PDAP
 
implementation by EC agencies. This seems essential to achieving PDAP project
 
objectives however short term job creation objectives may be redefined.
 

PDAP has not trained a significant number of West Indians to do investor search
 
work. Nor has it developed a 'appropriate technology" of investor search for
 
EC use or explored with EC governments a post-PDAP approach to promotion which
 
strikes an acceptable balance between regional and individual island
 
interests. There are elements of the search activity which would seem to
 
relate well to a lower cost, less expatriate-oriented post-PDAP concept such as
 
Carlson Associates, Inc. very productive work in the electronics sector. Bu:
 
Carlson's success has not been replicated and little or no effort has been made
 
to define a technically feasible, politically acceptable post-PDAP approach.
 

Information services provided by the contractor's Wshington staff have provided
 
useful services to PDAP advisors and through them to some U.S. investor and EC
 
private clients of PDAP. As investor search and information are overlapping
 
staff activities in the current PDAP operation, it is impossible to distinguish
 
costs and benefits of search and information services. This approach
 
presumably contributes efficiencies to the contract but it may also lock PDAP
 
into a high cost institutional arrangement which may be inappropriate for post-

PDAP information services activity. If the investor search operation were
 
changed, alternative approaches to accessing information probably can be found
 
or established at a relatively modest cost.
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4. Island Resident Advisors
 

Generally speaking the resident advisors have been dedicated, intelligent, hard­
working, well liked by their clients, and have reflected well on RDO/C and the
 
USG. While a few individuals hired did not meet the demands of the job and
 
were replaced, the island advisors have functioned well individually and,
 
through extensive networking among themselves and with Washington, as a group.
 
In short, in the absence of sound management direction to carry out the project
 
as designed, the field people did a good job of making themselves useful and
 
some did an outstanding job of 'free-style" investment promotion.
 

Adviscr activity was heavily focused on assistance to foreign investors. The
 
extent o incidental institutional development services rendered varied frol
 
island to island according to the skills and interests of the advisors and
 
receptivity of local people. Apparently, institutional development and "policy
 
dialogue" matters were not addressed systematically on any island.
 

It is not clear that the island advisor model with its intense networking,
 
disinterested promotion of the region without regard to island of residency,
 
and level of credibility to foreign investors is relevent to future post-PDA?
 
West Indian promotion efforts. Like investor search, the expatriate island
 
advisor model of regional promotion may have very limited applicability to a
 
post-PDAP environment.
 

Data on costs of island residencies are documented in Annex 4, item 5. The
 
unburdened costs (salary, fringe, secretarial services, communications, rent,
 
travel, but not overhead) of operating island residencies with single
 
representatives appear to vary between $150,000 and $200,000 per year. This
 
seems reasonable for an effective island representative. However, any suppcrt
 
system would add overhead burden to these costs in one form or other - although
 
it may be possible to provide support with a burden rate below the 100% range.
 

Cost efficiency questions may indeed be raised if these costs are attributed
 
solely to PDAP investment promotion benefits. Maintenance of an island
 
representative primarily to provide support to potential investors seems
 
difficult to justify on most if not all islands. A strong case can be made for'
 
maintaining island representatives but concentrating more effort on institution
 
building and training counterparts and considerably less on direct investor
 
support. Perhaps th. scope of the advisor's job might be extended beyond
 
current PDAP responsibilities to include a more general role of promoting the
 
utilization of resources available through other RDO/C development projects.
 

5. Contractor Management
 

Contractor supervisory management has been faulty with respect to:
 

1. assuring sound implementation of management procedures called for in the
 
project, specifically:
 

a. the annual Country Action Plan;
 
b. the project monitoring system; and,
 
c. the form, utility, and timeliness of reporting
 

2. maintaining effective managerial relationships between levels within the
 
contractor organization;
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3. assessing and assuring the efficiency and cost effectiveness of inves:or
 
search and information services;
 

4. providing and assuring compliance with contract provisions, AID
 
regulations, and overall project objectives as reflected in project
 
documentation.
 

Beyond the obvious problems are a number of other questions concerning

management decisons which can 
only be raised, not answered. For example,

significant shifts in subcontracting plans apparently took place as reflectej

-in *he following data. Two characteristics of 
this shift invite inquiry:

first, the relative increase of flow of project 
funds to the contractor and :ts

affiliates at the expense of proposed subcontractors; and, second, the
 
.reduction in institutional development activity which, under proposal 
and
 
budget, was to be contracted out to 
firms presented as specialists in their
 
fields.
 

Subcontractors 
 Variations between:
 
Budget/3 years Actual a/o Variaticn


Subcontractors Proposed 
 per contractor Feb 2 8 . 1986
 
by_Contractor -------


Louis Berger 638,771 139,286 499,495
 

"Public Relations subcontractor"? 120,000 51,985 68,C:5

Burson-Marsteller 
 (11,605)

Caribbean Business Development (24,900)

R.A. Hilliard Associates 
 (15,480)
 

Development Associates, Inc. 447,936 19,251 428,695
 

Subtotal 
 1,206,707 210,522 
 996,185
 

Subcontractors affiliated with or
 

do ngiOO business with contractor
 

Coopers & Lybrand Canada 
 3,438 3,438

Coopers & Lybrand Barbados 
 545,281 545,29I

Coopers & Lybrand Hong Kong 
 53,394 53,394

Coopers & Lybrand Belize 
 5,177 5,17

Robert Carlson Associates 


from proposal and budget. 


100,543 171,332 70,789 

.Subtotal 
Total Variation (these cases only) 

100,543 778,622 678,C-9 
$1,674,2-4 

These are selected items and may not reflect the overall picture of variaticns 
They are presented here solely to raise questions


which cannot be addressed in this evaluation. Total variations appear to be a

relatively high percentage of overall project funding. 
 Expenditures paid tc
 
(the listed) contractors proposed by the contractor were about 17% of funds

budgeted for them. Conversely, payments to C&L affiliates and Robert Carlscn
 
Associates (which firm, it is understood, does all its business with Coopers

and Lybrand) exceed budget by some $675,000.
 

The comments are not intended to criticize the services obtained. Mr.

Carlson's efforts, for example, 
have been outstanding. The issue is compliance

with the 
contract and with the procedures which contractors are expected to
 
follow when the incidents of implementation indicate 
the need to make changes
 
in plans.
 



28
 

Granting that the contract gives the contractor broad latitude to:
 

.make shifts from one 
category of effort to another in the performance of
 
the work' (Article IV C, p. 3),
 

the contract also indicates that:
 

Without the prior written approval of the Contracting Officer, the
 
contractor may not exceed the dollar costs for any individual line item by
 
more than 15% of such line item.. .(with exception of fee, overhead, and
 
G&A) (Contract Article VII A, p 4.)
 

From the substantive perspective, there is some quantum of change which
 
requires formal application for approval by RDO/C and appropriate recognition

in the contract file. It is understood that the contract was amended three
 
times, each time solely to add funds.
 

It is not possible in this evaluation to arrive at any conclusions with respect
 
to the following questions: At what point during project implementation should
 
changes from project plans and budgets suggest a need to apply to RDO/C

formally for approval? Does it change anything if the contractor is
 
responsible for developing a project management information system to help

track project expenditures for use by AID managers - and has not as yet done
 
so? Would an analysis of a formal application for project implementation

changes have resulted in RDO/C being better informed or informed earlier of
 
emerging problems? What is the effect on the integrity of the procurement
 
process if subcontractors proposed in competition cain be effectively eliminated
 
in implementation?
 

Because of staffing limitations and program levels, AID units must depend more
 
heavily than in the past on the knowledge, skill, and professional objectivity

of contractors who undertake to manage large scale opertaions such as PDAP. It
 
is not wholly clear that RDO/C expectations in this regard were met.
 

As a result of these problems, questions have been raised concerning a number
 
of issues including the appropriate management structure for the project, the
 
relationship of the contractor home office with the team leader 
in the field,

the elimination from contract implementation of subcontractors proposed as
 
institutional development experts, the related capture of level of effort and
 
related overheads in project funding, and other management organizational
 
issues.
 

Clearly any management scheme for the project should incorporate provision for
 
compliance with AID regulations. But it is by no means clear that tighter

headquarters control would have led to a more developmentally oriented strategy
 
or greater knowledge and sensitivity to local West Indian needs and concerns.
 
This evaluator would argue that the overriding management problem is the need
 
to make the project "development-oriented" rather than 'expatriate performance

oriented". This may require a somewhat different mix of knowledge, experience
 
and skills than the project has incorporated.
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* Implementation Dynamics 
- Why PDAP Went Astray
 

:onsiderable emphasis was placed 
in project design on monitoring and control of
he project. Yet PDAP drifted off course 
and the extent of the difficulty was
.pprently not fully appreciated in 1985. 
 Why were these implementation
.roblems not identified and corrected? 
 Several explanations were suggested but
 
,ere found wanting.
 

'irst, it seems clear that the project was not simply ignored by RDO/C. A
:hange in project managers in 1985 may have resulted a hiatus
in in detailed
 
,versight. But once on board, the 
new project manager appears to have
iaintained normal project management cognizance. He made regular calls 
on PDAP
-2presentatives in the islands. were
Reports received and reviewed. Contact
ias maintained with the PDAP/Barbados office on a regular basis, Oversight was

Lot perfunctory as reflected in the refusal 
to approve CAPs for failure to meet
'equirements. Apparently, an effort 
was made to work with the contractor which

;ab going through painful internal administrative reviews and personnel

;hanges. Perhaps a more severe management approach might have been beneficial
 
)ut the approach taken does not seem unreasonable.
 

econd, much was made of the 
impact of "personality conflicts" between the
;ontractor's Washington office and 
its previous team leader, a British national

ith extensive experience in the region. A number of problems relating to
:ompliance with AID regulations during this individual's association with the
)roject have been addressed elsewhere and need not be considered here.


3resumably, the contractor's manager in Barbados participated in the

:ontractor's overall management deficiencies. But it is difficult to assign

3ignificant weight to consequences of "personality" issues. The problems

ippear to be much more structural than personal.
 

A third consideration was probably real enough but its effects seem to have
)een overstated. The problems generated when the dispute erupted between the
:ontractor's Barbados 
team leader and the Washington office did obscure for a
time RDO/C's vision of the emerging performance issues: in effect a large black
=loud nearby obscured a much larger cloud on the horizon. Among other effects,

he dispute:
 

-absorbed a great deal of contractor staff energy;
 

-perhaps caused contractor staff to "hunker down" and "do their job" as

they saw 
it rather than providing feedback on operational problems which

might not have been well received at the time;
 

-perhaps restricted contractor staff feedback to 
AID lest constructive

criticism reflect badly on the contractor in a time of corporate trouble;
 

-focused RDO/C attention on the dispute rather than operations.
 

The foregoing considerations may throw some light 
on the timing of corrective

action taken by RDO/C. But they do not explain - much less are they the
-

underlying problems.
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6. The skill mix and experience of contractor personnel changed. The
 
techniques of using the search/Information machinery became a key project

skill while operating experience in business, development, and the region

declined in relative importance in the recruitment process. Perhaps

reflecting the perceived importance of the Washington based machinery and
 
perhaps reflecting other internal imperatives, island advisor positions
 
were filled with members of the contractor's Washington staff. The
 
personal experience and skills of these new advisors may have tended to

focus their attention, once they arrived in the field, on investor suppcrt

rather than institution building, policy environment, and broader
 
developmental concerns. (This is not a criticism of the advisors who were,

in the absence of more effective management direction, doing the best they

could according to their background and experience. However, it is
 
possible that people with more experience in the region, or in development

operations generally, or less tied to the contractor's Washington operation

might have raised questions about the cost effectiveness of the strategy

and time distribution being implemented.)
 

7. Participation in the decision making process by Eastern Caribbean
 
government and private sector people was not encouraged to the degree

desirable in a project explicitly involving institution building. Thus
 
another dimension of feedback and correction was limited.
 

All these factors interacting tended to limit constructive communication
 
between levels of the contractor organization and between RDO/C and the
 
contractor's Washington office. Further, new contractor personnel had a
 
narrower base of experience base than their predecessors which restricted their

ability to 
contribute to a critical examination of project performance. These
 
developments took place at about the time 
that a serious internal examination
 
of cost efficiencies and possible declining marginal returns of the 
investor
 
search operation might have been in order.
 

RDO/C management recognized that the project was experiencing difficulties.
 
But it is not clear that the extent of implementation deficiencies were
 
recognized. Staff was carrying very heavy workloads and could not put in time
 
needed for an in-depth assessment of the situation. 
 Project reporting

continued to show (albeit inaccurately) progress in investor search and job

creation. Informal information sources were focused on issues which had to
 
await the passage of time for resolution. Termination of the contractor while
 
supportable in light of what was understood implied attendent losses of
 
personnel and investment. Thus management faced a dilemma of accepting

serious program losses by terminating and initiating a reprocurement or risking

further losses if the contractor was allowed to but failed to work out its
 
problems.
 

All these factors contributed to the project tending to drift free of its
 
mandated management controls and away from its stated objectives. Some of the
 
very factors which contributed to the contractor's performance problems partly

obscured RDO/C's perception of the nature of the problems involved.
 

0 
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G. Cost Effectiveness of the PDAP Model
 

Cost effectivness cannot be measured without accurate data on project
benefits. 
 A theme of this evaluation has been the paucity and 
inaccuracy of
information available for program management and evaluation. 
The efforts in
this section to quantify cost effectiveness of the project and major project
components must be recognized as 
very rough estimates based on inadequate data
and therefore subject to question. In particular, the inability to specify

project employment benefits and to 
attribute those employment benefits to PDAP
I or PDAP II has frustrated relating recent costs 
to recent benefits.
 
Notwithstanding these problems, which ought not be 
allowed to shield the
contractor from an effort 
to examine project performance closely, some general

conclusions can be suggested pending contrary evidence.
 

1. Assumptions and Data Sources
 

The following data sources and assumptions are used in this section:
 

1. Data on budget and expenditures as of February 28, 1986 for PDAP I,
PDAP II, and total by function and expenditure type is accepted as provided by

the contractor's Washington office 
(Annex 4, items 3 and 4).
 

2. Supplementary data on 
costs of island residencies provided by

PDAP/Barbados is accepted as provided (Annex 4, item 5).
 

3. 
The April, 1986 contractor detailed invoice provided by RDO/C
reflecting expenditure. 
in PDAP II as of February 28, 1986 is a supplementary
 
source (Annex 4, item 2).
 

4. The contractor's May employment 
census reflecting 3668 current
employees is accepted as an average level of PDAP generated employment

(Annex 4, item 6). Employment claims included within this figure 
which were
questioned in Section C 2 are 
in effect accepted on the assumption that some
portion of the contractor's 'forecasts" of additional 
employment generated by

prior expenditure 
will in fact take place.
 

5. Institutional development was 
not systematically pursued under the
project and associated costs are quite low relative 
to investment promotion.

Institutional development benefits cannot be 
separately identified. Therefore,
for.purposes of the analysis, all project 
costs are considered to be costs

associated with benefits of the generation of employment.
 

6. Employment benefits are 
dealt with in terms of estimated aggregate
payroll generation rather than "jobs'. 
 As the limited data available
 
necessitates heroic assumptions, the assumptions are specified here 
to
 
facilitate 
substitution of better numbers for recalculation:
 

a. The average job generated under PDAP pays $.85 per hour

b. The average work year equals 
1440 hours (36 weeks times 40 hours)

c. The average annual income of PDAP generated jobs equ,.ls $1224 (1440


hours times $.85 per hour)

d. The average annual aggregate payroll of PDAP generated jobs


employment (3668) times average 
is
 

income 
($1224) equals $4,489,632 or $4,500,000.
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e. The aggregate value of a "job" should reflect the expected duration of
 
the job. Some may last for some time (albeit with different incumbants).
 
Others will terminate quickly. (The termination phenomenon should be
 
distinguished from seasonal and other fluctuations above and below the 3668
 
level). Again there is no data. Necessarily, the analysis is highly
 
speculative but the values assigned are an attempt to reflect observed data.
 

The SRI Survey sought to contact each of the 69 investors listed as PDAP
 
.success stories" and did contact 27 of which 17 were currently in operation,
 
6 in pre-implementation phases, two had failed, one was disinvesting, and one
 
indicated no current or planned activity. Most "success' cases which SRI was
 
unable to contact were apparently no longer in business. On this basis, the
 
only data available, one-third of ventures that were "success stories" at any
 
time remain active employers. A high termination rate seems reasonable given
 
the nature of construction, "labor-sharing" contract, and agricultural
 
enterprises. If it is assumed (generously) that the average life of a job is
 
3 years and the average annual income is $1224, then the aggregate life of job
 
income of an average job would be $3672.
 

2. Overall Estimates of Costs and Benefits
 

a. As of February 28, 1986 the contractor had billed RDO/C $11,838,178 in
 
the PDAP program. PDAP I and PDAP II gross project costs per "job promoted"
 
(total jobs in May, 1986 /total expenditures a/o February 28) =
 
$11,838,178/3668 = $3227. If expenditures by May are estimated at $13,000,000
 
promotion cost per job equals $3544. (Promotion costs appear to be higher per

job in PDAP II than in PDAP I, but the benefits of the two projects cannot be
 
effectively separated.)
 

b. The aggregate payroll generated (assuming three year life of job tiles
 
$1224 per year = $3672, times 3668 jobs) equals $13,468,896 or $13,5)0,000.
 

3. Costs and Benefits of Components
 

a. Costs of Island Residencies
 

PDAP II - Island representation operations, all islands (unburdened ie
 
direct costs not including overhead, G&A, and fee): (average monthly costs
 
of salary + fringe + allowances + house rent + education allowance + storage+
 
travel/perdiem + communications + office rental + secretary multiplied by
 
twelve months all divided by total PDAP II expenditures)=
 

$1,621,447/$5,255,049=30.9%
 

PDAP II - Island representation operations (unburdened) on Antigua, Belize,
 
Dominica, St. Kitts, St. Lucia, and St. Vincent (Grenada omitted as special
 
case) (same basis of calculation as above for named posts) =
 

$60,691 x 12 = $728,298; $728,298/$5,255,049 = 13.9%
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PDAP I and PDAP II per job cost of island residency by island based on
 
4/25/86 Justis/Booker telex and May employment survey:
 

Island PDAP I PDAP II 
 Total Pro9raM Jobs calaimed CostLob
 

Antigua 
 332136 205655 $537791 273 $1970

Belize 326485 
 197018 523503 
 357 $1466
 
Dominica 406060 204329 
 610389 88 $6936

Grenada 92513 324698 
 417211 267 $1563
 
Montserrat 
 42565 42565

.St. Kitts 
 542122 169850 711972 420 $1695
 
St. Lucia 627233 386095 1013328 389 $2605
 
St. Vincent 434733 178120 
 612853 1874 $327
 

'Total 
 $4469612 3668 $1219
 

b. Cost of Washington Investor Search Operation
 

PDAP II - Washington based investor search operations (investor search
expenditures/total expenditure)=$1,522,265/$5,255, = 29%
0 49 of PDAP II project

costs. Even if half of all 
claimed jobs (3611/2=1806) are attributed to this
operation exclusively, the investor search operation cost per job promoted

would be $843, 
a high cost for EC countries to sustain after termination.
 

c. Cost of management
 

Taking overhead, G&A, and fee as 
the cost of management, the following
 
calculations suggest a relatively high price for results obtained.
 

1. PDAP II - Cost of management not including Barbados ((overhead+G&A+
 
fixed fee)/total expenditure)= $1,598,710/5,255,049=30.4%
 

2. PDAP II - Cost of management including Barbados ((overhead+G&A+fixed
 
fee+Barbados office)/total expenditure)= $1,855,522/5,255,049=35.3%
 

These figures imply a management cost per job generated of $506. 
 This would
 seem to have some significance 
in the context of redesign. A substantial
investment in institutional development would seem ap2iori to 
be a feasible

alternative to a program the management of which has generated the amount and
 
quality of employment experienced by PDAP.
 

d. Conclusions on Cost Effectiveness
 

Given the data available, any calculation of "cost-effectiveness" would be

speculative and perhaps misleading. 
However, pending the availability of

*better data, the 
following general observations seem reasonable:
 

1. 
Overall costs per job and per dollar of payroll generated seem high and not

sustainable by EC countries after the project ends.
 

2. The investor search operation in Washington is not likely to be sustained

by the EC countries post-PDAP, seems costly per Job, and per dollar of payroll

generated.
 

3. Island advisor burdened costs are 
high if the only benefits considered are
investor support. However, recasting the island advisor role could generate

broader benefits to EC countries and RDO/C at no increase in cost.
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4. Contractor management is very expensive given the results obtained. Other
 
approaches to maintaining island residencies may be 
more cost effective.
 

It should be noted that the PDAP program may have generated significant direct
 
and indirect benefits which cannot be 
specified because of lack of data. 
 For

example, the employment generation figure of 88 for Dominica does not reflect
 
the significant impact generated by a PDAP promoted !investment in 
an isolated
 
area of southern Dominica. Jobs created but subsequently lost may leave a
 
legacy of training and experience which make the work force more attractive for
future investors. The experience under the 
project does not necessarily

indicate that investment or employment promotion 
is not a good idea. It may

well suggest that 
low cost and locally managed techniques may make more
 
economic sense 
than high priced expatriate staffed operations.
 

H. AID Management Issues
 

This project presents several fundamental management issues related to three
 
perceived trends in AID operations:
 

I. 
Declining staff ceilings available for project oversight and management

relative to size and complexity of projects
 

2. Increasing rigidity of the procurement system making it less an
 
instrument of management and more an obstacle to effective implementation,

utilization, and, when desirable, reprocurement of services
 

3. Increasing dependence on contractor professionalism, candor, skills,

experience, and willingness to conform to AID values
 

1. Staff Resources for Implementation
 

RDO/C management of the project presents superficially an easy target for

criticism for all the reasons the
various contractor is criticized. But the
 
time and work pressures 
on RDO/C direct hire staff were at all relevent times
 
extremely heavy. The mechanisms designed to assist the monitoring process were
 
not implemented. 
 Emerging problems which might have been identified earlier
 
were not spotted in the turmoil 
of more pressing contractor problems. Thus
 
PDAP demonstrates again the consequences of thinning ranks of AID project

implementors while increasing portfolios and complexity of projects.

Ironically, the original PDAP model 
was itself an artifact of insufficient
 
direct hire and PSC ceilings. In another era, the contractor's island
 
representatives might well 
have been USAID personnel.
 

2. The Effect of the Procurement System on Management of Project
 
Implementation
 

The PDAP II contract was negotiated after a complete competitive bidding

procedures in which the contractor proposed an elaborate program to 
be
 
accomplished and an array of prime and subcontract 
resources to carry out the

work. The proposal was incorporated in great detail in the contract. The
 
reality of performance was 
far from the promise. The contractor apparently
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viewed the contract language as having little significance beyond definition of
the lvel of effort for which AID would reimburse. RDO/C also apparently
viewed the 
contract language as 'having little else than hortatory effect beyond
the level of effort provisions. Further, the cost in time, 
loss of momentum,

and possible further complications arising from any reprocurement seriously

inhibited RDO/C management in considering alternatives when the depth of 
the
 
problems of the PDAP project emerged.
 

If the detailed statement of work has 
no binding effect, what has the

competitive procurement been about? 
 If the competition had tL 1o with the
 resources offered rather than the work 
to be done, why can a prime contractcr

change the resources 
offered without approval let alne rebidding? If the
contract has little more than level 
of effort consequences, why should AID
impose upon itself highly complex reprocur'ement requirements? Why in any event
should AID's own regulations operate as 
a shiela to protect a successful bidder
from the appropriate consequences of deficient implementation? Does the
procurement system really require these results 
or have AID officers become so
innured to managerially counterproductive corLsequences of interpretations of
 
procurement regulations that they do not fight the battles anymore?
 

The procurement system imposes significant burdens 
on AID. But once the "up
front" cost5 are paid for 
a given procurement, it is 
not clear why the systen

must become an obstacle to change when poor, performance suggests that change is
 
appropriate.
 

3. Inc-easing AID Dependence on 
Contractor Conformity to 
AID Values
 

A major consequence of shrinking AID staff 
resources for implementation

oversight is an 
increasing dependence on contractors to conform to AID

requirements and values with minimal 
AID staff oversight. Commonly, AID
projects are implemented by contractor employees who have 
in fact absurbed much
of AID's 
"culture" through extensive AID and development experience. Typically

such people are temporary employees of consulting firms which are primarily in
the business of servicing AID requirements. Such individuals may be to 
a
significant extent 
"adjuncts" of AID, sharing AID's "corporate values and
culture", and 
viewing their long-term interests in terms of association with

AID, not necessarily with the 
firm which is providing the paycheck in the
current assignment. Similarly, the small consulting firms which commonly
provide such services are in a sense "adjuncts" of AID, are familiar with AID's

needs, and are very much dependent on AID business.
 

The professional behaviors of people trained for and experienced 
in accounting

and certain types of business consulting may be quite different from the
professional behaviors of people trained for and experienced in 
traditional AID
development work. A "development person" might 
tend to be more oriented toward
such activities as trying to understand the broad range of effects of

intervention, more concerned with developing a local capability rather 

an
than
accomplishing specific tasks one's self, 
more concerned with procedures whether
formal or informal that assure AID approval and understanding of what is going
on, more 
open to experiment and consideration of redirection of strategy and
tactics. 
Someone whose background is that of selling and producing defined
consulting report deliverables might be more 
oriented toward "bottom-line"
 concerns and measurable performance standards rather than vague notions such as
'institution building", more concerned with doing one's 
own job than exploring


how other's objectives might be served.
 

/ 
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PDkP Is a project implemented by a firm and by individuals who, for want of
 

better description, tend would probably identify themselves as "bottom-line"
 
oriented. Generally speaking, the firm's employees on the project see their
 
probable long range interests in terms of the employer, not the employer's
 
client. The firm and Its employees may have a stonger short run bottom line
 
orientation than a firm which is largely in the business of servicing AID.
 

Performance under this project may suggest that capturing the benefits of
 

"bottom-line" oriented incentives for AID may be more complicated than merely
 

contracting with "bottom-line" oriented firms.
 

One might speculate concerning the effect of internal corporate culture on some
 

of the incidents of implementation. For example, the contractor's poor
 
information system performance cannot be explained in terms of lack of
 
expertise in the field. The redirection of the flow of project resources
 
through the contractor and its staff and away "other participants" cannot be
 
explained as financial or mangerial incompetence. The foregoing is not an
 
allegaticn of possible deliberate wrongdoing by the contractor. It is a
 
suggestion that firms have complex and powerful internal systems designed to
 
guide employee behavior toward corporate objectives. The effects of such
 
incentive systems are not necessarily consistent at all tirnes with AID
 
objectives.
 

AID staff needs to know more about how a contractor's internal incentive system
 
can directly or indirectly provide a inducements to achieve particular outcomes
 
of interest to AID. Aligning AID objectives and contractor incentives may
 
require a good deal of thinking at substantive and procedural levels.
 

In any event, AID staff accustomed to managing "development" projects
 
implemented by "development" people sharing a "development culture" should be
 
aware that there may exist other, perfectly legitimate, but different
 
approaches to operations. Expectations of "like-kind" behavior may have
 
affected both RDO/C and contractor people in this program. Indeed, it may be a
 
common Issue in loosely controlled operations in which functions normally
 
performed by AID staff are performed by contractor employees. It may be useful
 
for AID to consider how its institutional needs can be addressed when
 
contracting with firms with strong internal cultures and incentive structures
 
which are not necessarily designed to promote behavior thought desirable by
 
AID.
 

I. Conclusions and Recommendations
 

A. Performance
 

1. The contractor did not fully implement the project as described in the
 
project paper and in the contract much less contribute to an improvement in the
 
design of the project on the basis of implementation experience. Crucial
 
functions which were specified as such in key documentation (such as the CAP
 
process and management information) were implemented poorly. Lack of
 
appropriate information and sound planning led inevitably to other
 
implementation problems. Thus Contractor management performance has been
 
inadequate to meet AID needs and requirements.
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2. RDO/C appears to have been too lenient in project oversight. RDO/C

apparently did monitor the project and was aware of emerging problems.

However, It may have failed to recognize the depth of the problems perhaps in
 
part because of Inadequate reporting and 
in part because RDO/C attention was
 
focused on one particularly disturbing problem: internal contractor disputes

and related audit issues. It can be 
argued that RDO/C should have taken more
 
severe action against the contractor. However, the decision to work through a
 
major prob'.em with a wounded contractor rather than to take more drastic action
 
does not seem unreasonable given the alternatives.
 

3. The underlying problem seems to be the contractor's failure to understand
what its job is in an AID operational setting. The contractor 
in a development
 
project must understand what it is doing, whether the project 
is effective,

and, if the project is not effective, notify AID and help develop better
 
approaches. In significant respects, this contractor failed to 
do so.
 

4. Structural characteristics rather than personalities 
seem to be the more
 
significant causes of problems 
in the project. Virtually all the problems of
 
the project appear to be controllable with the obvious exception of the
 
inherent difficulty of employment generation in the Eastern Caribbean.
 

5. The energy, intelligence, and skills of contractor staff helped to 
mitigate

the effect internal disputes, audit problems, and the weakness of contractor
 
management. The institutional development aspects of the project were
 
seriously constrained in order to focus efforts on investment promotion - a
 
strategy which would have been questionable even if it had been successful in
 
rapidly generating a great deal of investment and employment. In fact, it was
 
not notably effective.
 

B. Redesign
 

1. A distinction can and should be 
drawn between defects in the "PDAP model*
 
(ie 
 the project design) and defects in contractor i-r2lerentation of the lmodel.
 

2. Some components of the PDAP model need to 
be redesigned; specifically,
 

a. The investor search and information probably should be completely
 
redesigned.
 

b. The role of the island representative should be redesigned by expanding

substantive responsibilities for other RDO/C private enterprise activities
 
and turning over to local people insofar as possible tasks such as direct
 
support to visiting investors.
 

3. The PDAP "model' provides a sensible overall structure for the pursuit of
 
project objectives given the peculiarities of the Eastern Caribbean situation.
 

.Needed improvements in the design can be accomplished within the existing

project structure. Improvemerits in effectiveness and cost reductions appear to
 
be within reach.
 

4. The communication and control mechanisms of 
the model (such as the
 
management information system and the CAP process) are extremely important and
 
need to be emphasized in future PDAP operations.
 

5. The CAP framework offers a useful and non-controversial framework for a
 
thorough review of project objectives island by island. Engaging local public

and private sector people in 
the CAP process will help assuage concerns about
 
"AID telling us what we need without asking us our views' while helping to
 
develop more effective local strategies.
 

http:prob'.em
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6. The project should help to develop methods and organizations to carry out
 
investment promotion after PDAP ends. Direct promotional efforts by contractor
 
staff should illuminate the road the West Indians must pursue, not substitute
 
for local initiatives.
 

7. Participation in the design and implementation of the project by EC private
 
and public sector has been inappropriately limited. The management of the
 
project has emphasized performance by contractor staff. Some East Indians
 
believe that AID and the contractor have failed adequately to consult on EC
 
views of what is needed and how needs should be met. The CAP procedure calls
 
for such EC participation but the failure to achieve a broad-based sense of
 
participation with the beneficiaries of the project is more than a procedural
 
defect. Any data gathering and analysis process should deeply involve the East
 
Caribbean private and public sector. The proposed new emphasis on institution
 
building would gain both credibility and effectiveness by such EC
 
participation.
 

J. Lessons Learned
 

1. Sound operational data and management information is essential to project
 
implementation. How the information is gathered, analyzed, and presented is
 
crucial to effective implementation and AID oversight. In this case, the
 
contractor's implementation of the project management and impact information
 
system was key defect in an expensive, relatively low-payoff project. The
 
information system was not narrowly conceived in project design. But in
 
cperation it was apparently not used to track the reality of operatiorns and to
 
test the validity of project design and implementation procedures. The further
 
that AID staff is removed from day to day project operations, the more
 
important accurate management information becomes.
 

2. Assumptions about the skills and reliability of contractors should be
 
tested from time to time. Even a "big eight" accounting firm might not, in a
 
given case, do a satisfactory job in management information support, for
 
example.
 

3. The private sector is good at what the private sector is good at. AID must
 
assure itself that private incentives are aligned with AID objectives before it
 
can expect to reap the benefits of private enterprise efficiencies.
 

4. Investor decis'ons on offshore investments are influenced primarily by
 
local policy envirqnment, infrastructure, and to some degree local social and
 
economic conditions rather than promotional skill as such. Different
 
potential investors have different requirements. Investment promotion projects
 
should attempt to assure that the national policy environment as well as
 
institutional, private sector services, a-d infrastructure considerations are
 
minimally acceptable to potential investors before heavy promotional
 
expenditures are undertaken. Thus in some cases "step-wise" programs which
 
seek to build on existing strengths and changes governments are willing to
 
undertake may be more efficient than "across-the-board" promotional efforts.
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5. Projects which 
involve new substantive 
areas or apply new techniques may
involve 
a higher degree of uncertainty than traditional AID operations.
Similarly, projects blessed with enthusiastic support at the 
USAID staff level
may suffer a countervailing disadvantage of less 
than fully objective project
monitoring. In such cases, there may be a role for an 
intermediate level
evaluation between normal 	 of
implementation oversight on 
the one hand and large
scale, expensive formal evaluations on the 
other to assist management in
maintaining perspective and control 
on project performance.
 

6. RDO/C operates in a complicated environment with complex projects, a
relatively small 
staff, and an array of contractors some
understand what AID expects of them and others, such as, 	
of whom thoroughly
 
apparently, the
contractor 	 PDA?
who either do not 
understand the subtleties of AID culture
it difficult to respond to 	 or find
it because of internal 
corporate imperatives. The
PDAP model reflects a number of good but not perfect compromises needed by
RDO/C to deal 
with its staff and budgetary limitations. 
 To the extent that
RDO/C (and AID generally) relies 
on contractors to carry out 
functions that
involve broad field responsibility, the following must be 
assured:
 

Staffing key contractor positions with people who understand AID's needs

and culture very well;
 

Strict adherence to project mechanisms designed to provide understanding,
flexibility, change, and consultation 
- such as the CAP activity in PDAP
 
Serious attention to what information should be gathered, how, by whom, and

for what purpose.
 

Exchange of information within the 
AID system as 
a whole concerning the
quality of 
contract performance. 
 (The PDAP contractor, we 
are informed,
has received additional AID business 
in part on the basis of what was
understood to be 
its sound performance in PDAP.)
 

8. Many contractors are engaged simultaneously in implementing existing
contracts while seeking new business. 
 Under such circumstances, complete
objectivity in assessing current performance problems is 
a burden not all
contractors can be expected to carry.
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ANNEXES
 

1. Evc, uti n of the FDAP Model
 

PDAF I was designed in 1980 to meet AID's percepticn of a nt-ed tc, improve thef:reign assistance absorptive capacity of the sriall Eastern Caribbean :c,utltr 1eSby means ,-,f expanding their devel,.-prient pr,-,ject design and irplersentati,,n
capabilities. Unli0e larger ,-,-,untries, staff was not available in the EC
g',vernnr-erits to rmanage a rajo:,r itnflux ,z'f develoc'prent fundi ng. In the past,USAID staff personnel often perforned irpcrtant aspects of the functio n ,:'fproject design and develcprent suppo,rt to,hi,st :ountry gcvernriients. He,wever,by the time that the :DO/C. prcgrar, was building tc'ward its rezentthis kind high level-,o:f AID ro'l e c f was c,ut c:f the question fc,'r varic'us reascns includi -.­staffing c,:nstrai rits, the srall and isolated c:uLtry sites in the EC:, andheavy in fusio', ns of devel,:prent assistance which 
the 

were to be managed. F*DO/Ctherefore began tc, explo,re the idea ,f ':ctntratcor provided project designassistance o-n 
 site in the regic , a kirid of "Super-co.tnsultant" concept unde­which a cc,ntractc,r enpipl ,yee located on itndividual islands wCuld provide 1,,:ca
a range cif ranagerial and tec:hnical services as well as prc.,vide access to- ct*."­1:itnds o:f specialized technical assistance services throLUgh sub-,contra,-ts: 

"In sur, F'DAP pers':,nnel will serve at once as develcprent planners
ard.. development brokers" (PID, p 17, 

The project paper carried this ccncept thrc,:ugh while fc,,zusitna sorewhat r,,cre
than the PID -n empi cyriient creation and private sectcr 
cncerns.
 

During PDAP I ir-iplermientation, an erphasis cn epl oyrent creation thro,ughinvestment 
prc'c'c, tion developed. AID's expectaticns f', r itnvestment driveremployment grew, fueled by optiristic reporting and c,'rnents 
in a 1983evaluation. 
 The August, 1984 PDAF II F'roject Paper reflects this "organicshift in ermphasis during the first year of operation" (FPP p 4) and states,"...the feasibility and effectiveness ofsee no the PDAP miodel is demo:cnstrated.equally effective alternative We 
pror,,tion in these 

to the PDAP appro,ach fcr investrentcountries." (PP p 5) 

In supp,-,rt c:f its ccn'luSi cns, the -Prject Paper cites contract, r successclaims yet to be realized as 
cf this writing, April, 1986. (For exariple,contract, ther's May 31, 1984 "Investrent P'rojects Negotiated Or In Place" repo:'rtcites "current (erplcyment) plans of investors" t'o be 4185 and "PrcbableExpansion Plans by Dec 1985" 
 to be 3236, a total eripl yr,,ent effeCt expected
within 19 r,,onths of 7421. A May, 1986 survey of erplc'yrenft generated byu theprcojec:t ':lair,,s 3668 employed, 
a clair,, the validity ':f which is questii, ned.Apparent pr',gress as reported to, AID in 1984 seered to, justi fy a major newinfLUsi,otl 'f AID funds which was provided in PDAF' il, authorized ,o'n August 3(",

1984.
 

The FDAF II F:FF was answered by the FDAF 1 ,-.,ntractc,r, CIc-,pers and Lybrand,with a pro:,posal defining 15,000 jobs as a primary goal. This figure ccn forrieJroughly tc, anl utnsupported erpl,'yr,,ent generati,':n estirmate in the F'DAF' Ievaluat i ':'n. We dc- not kn', w what ','ther propcsers sugQested that they co:uldac'crplish were they awarded the FDAF II c',ntract. But the c'rbination 'o'f
experience under PDAF' I, a wcrld-wide cffice netw:r[, tic. start-up c:sts c:rdelays, and the prorise of 
12, (000 to 15, 000 new jobs in additio n to the 7, ('("jobs expected tc, be generated by FDAF' I must have miade a favcorable irmpressio..on RDO/C: officials involved in the procurer,,ent process. Cc:pers and Lybrand
was awarded the FDAF' II ccontract.
 

During the '-ourse ':f the evaluation it was suggested by the contractor thatpo:'licy changes had made A.Dthe irmplerentati 'n task, mc're diffi cult. Perhaps this 
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was so and perhaps in a degree greater than other 
AID contractors experience in
other situations. We were unable to confirnm that what appeared to us to be trercre important irmplerm'entation problems experienced by the contractor 
were
aused by AID. 
 To the :ontrary, our impression is that activities called fc"
by AID did fall 
within the scope ,o-f the prograrm and the contract.
 

While the FDAP II 
FF and subsequent RFF 
did er,phasie employment creatin

through investment proro.tioen, 
the broader FDAP c',oncepts incorpor ating
institution building and "...(creating) policy envirnrents attractive t:,
productive invetrents...,, for 
exarples, were n'ot eli,minated from'r "the
rmcodel". AID do:cumentatin reflects rmre of 
a 
pro-gram balance than expenditL.'

data and cur understanding cf 'perations ex.perience under 
the pro,'ject.
 

With respect to AID c-hanging 
its mind over the curse of the pr gram to-, the
contractor's detriment, prcjec-t doc'umentation indic_-ates 
m-ore ,consistency tha­.expe,-ted 
in RDO/C's articulation of 
the PDAF rodel concept going ba'ck to, theoriginal FID in June, 1980. 
 The major changes reflected in do:cumentation fr­the crigina1 FDAF c-'-oncept 
to the FDAF II design were: 

1.Establishrent cf local institution building as a primary objective (asdistinguished fro-,m 
relying r-re ,on regi,-onal institutions);
 

. A sharp increase in employrent goals from 
3000 t,_- 1500' and, related
thereto, the articulation of a 
shift fror "investor search" 
to "irvestr-­prorotion", a r.re 
aggressive appr,-,ac-h t,-, erplcyment generation;
 

2.An emphasis on internal tracking and 
ronitoring prcject activity at theinput and output levels t,-, enable AID management to determine the prcgre-­
and utility of the pr-ject - perhaps refle,-ting an AID cc ncer.about confirring the su,-esses c-laimed t', 
 date.
 

On paper, the major change in the "odel is" I 'ocal institution buildi ng (whia:.arguably was 
implicit in signifi,-ant 
ways in the first FDAF r'odel). Asrelatively little institution building was done in 
implementing PDAP II, 
it
would no,'t seer, 
to be a major cause ,-,f diffi,-ulty. Th'ere is a 
heavier emphas:s
in FDAF II on aggressive pursuit of investors, but this does not ,-constitute afundamental change in 
the model. Better 
management inforr,ati,-,n does not
'constitute a 'changein the "mcdel" in any way but rather merely "tightening'

i mplement at i on.
 

In contrast to, pr'o,ject do-cumentatio n, there seer, to' be differing re-l,1ecti-: .
by participants concerning when and the degree to which FDAF shifted in
emphasis 
from assistance t'_' island public and private enterprise to 
prcm',-tic,.
of private f,-'reign investment. 
 This shift was recommended in the August, 101
evaluati,-on and irplementatio-,n was initiated during FDAF 
I. Perhaps the "shia'­did affe,-t performance '-'f FDAF' I. However, the current FDAF conept as state:above appears to have been settled and ,clearlyarticulated in the FDAF IIprcject paper, ,-ontra,-tcr te'-hni,-al proposal, and co,ntract 
scope 'of wo-,rk 
d'ocu rent at i on. 

Absent further evidence, the contracto r's suggestion that perf'-rmance pr,_ble:­in FDAF II were caused o:r cntributed to, by RDO/C managerent o:f the pr,-ject
seems difficult to 'co:nfirr. To:, the contrary, it could be argued that RDO/:'relian,:e on the c-:ntra,-to:,r's reporting and overall 
management o:f the project
ccntributed to or 
permitted serious ir,,plementatio:n problems to,emerge. Wetherefore prelirinarily conclude that the "PDAP model" as expressed in pr:,je:­d'cumentatio,n and as briefly summarized above fairly defines the project
evaluated, and that it is 
to w
 

fair to,evaluate the contra,-tcr's perforr,,an,,e o-,n t-+
basis of its co,-ntractual undertakings. 

\4V
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Z. Features o'f FDAF' II Contract 

"I OBJECTIVES OF WORI 
PERFORMED UNDER THE CONTRACT
 

"A Primary Objectives:
 

"...contribute significantly to, the generation of productive employrment
the espansi:,n of productic, aid

for extra-regional export. 
 Specifically, th'
goal of this contra,:t is to:
 

"I. '@O .c'b '120 0ner0ate0.15C) ')during three year ::,ntract term and 2:X)
more if option is exercised)...additional 
to, the apprcxirmately 7,0'0 
,jot
and job opportunities which 
are likely to have been:created by PDAF by tre 
end of 1965... 
"2. Expand ext ra-reg iona 1 exp,-rts in both tr adi t ional and non-t radi ti z,:nal
 
2rc, ,.ts.. (at a rate sufficient to:, exceed the deteriorati:n in 
terms of
trade, designated in U.S. dollars...
 
"3. _U~at teaability_,:,f pub i,': se,:t or i nst ituLti,:,ns t,:cir pl ementerP 1o:yrent gener ati,:,n gr,-, rarI L and assist ag r o:ori ate private sectorinstftutioinsasc :i at ion and i ndi vi dual firms in uJPgrading their
 
capability 
 in the field o~f er,,l:y,,ent generatjcn. Because cf the
importance of assuring viable lc-al 
institutional capabilities...assist

establish effective local 

t: 
development agencies in each of the participat:..gcountries by the end 
o:f the prcgram. " (Emphasis in original) 

"B Supporting Objectives
 

"1. ... increase contributi,n ... to, ecconormic base.. .by the local and fo'reicn ­
,ownedprivate sector... 

"-. ...
achieve significant diversification of the econcomi,- base...
 

3. .. .by working closely with the public sector, encourage a range cofpublic sector po,licy initiatives designed t:, encourage lc,:al 
and foreign

private investment''
 

'II METHODOLOGY
 

A. Resident Advisors"
 

1. prepare country action plans

2. identify/implem~ent viable emplo,
yrment generating projects
3. assist prcoject design, presentation, and implementation

4. assist 
in project c:ntract negcotiatio,n and fcllowup
5. assist with market, 
technology, and lo gistical info~rrmation6. promcte linkages with 
local and fcoreign private sector 
groups and
 
inst i t ut i ons 
7. participate in investrent 
prm,oti n 
(trade shows, seminars etc.)
S. advise on plicy relating to do,
mestic and fo'reign investment and 
private sector develo'pment

9. assist 
plannning and r,anagemient oof 
industrial infrastru,-ture

10.devel, p awareness 
:f public sector officials

11.assist 
in pror,,mtion participation in training and conferences
 

http:0ner0ate0.15
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"B. 	 Investr,,ent Prormotion": (country pro,,,otion and country spe:ific pr ortct:.' 

1. 	 F'ror,,motional events 
2. 	 FPeferrals fror agencies and organizations 
3. 	 Media relatio, ns and advertising 
4. Desl research and r,,ailings
 
5 Support for cco:rmplerentary institutions
 
6. 	 Strategi: follo w-up and rarketitng attention tco prospects
7. Developrent and depl,-,yment cof support systen, (as des,-ribed in pr':.po_- :.
and country/region l pr orot i onal mat er i al s 
8. 	 Strategic targeting of itndustries and comrpanies
9. Wcrk: with institutions and organizati ons to imrprove training
1').F'rroote introdu:tion of technological irproverents in EC industries
11. Assist local ranufacturers to access tec:hnical and 	 business inforrati.-. 
12. Frovide informiation on U.S. quota regulations 

"C 	 Institution Building' 

1. 	 Formal training (in crporates C&L proposal by reference)
2. 	 Practical application of forral training
3. 	 Assurption of activities by country institutio,ns 

"III Project Managerent 

"F.. 	.Frcject Monitoring and Managerent" 

1. 	 "...irmplement a -corputerized Project Monitoritng Systerm (PMM) which :.-:
raintain up-to-date records of invoiced expenditures, current an.d pro iected
inputs to specifi'c areas o:f operatio-nal activity, and 	 resultant outputs...' 

2. 	 "...specific PMM inputs, outputs and associated indicators will be
deterrined on the basis o'f Country Action Plans... and quarterly plans for
 
investrent prorotion... '
 

"C. 	 Project Reportinrg 

"...quarterly reports..." 

IV "Article IV - Level of Effort 

"a... level o:f effo,rt... 782 perscn-rmn,:ths of direct labor 

"estimated co'rpo:sition... 

I. F'rcfessi,-nal Person MonthE 
Invest rent Fr crct i :n 23?
Institutio nal Development 120 
F'rocject Mnitring/Coordination 99 
Total 458 

2. 	 Ncn-Fr,:,fessi onal
 
Hc're Office 
 36
Field 288 
Total 
 324"
 

No changes in contract cobligations from tho,'se outlined abo,ve have been
incorporated in the contract. The contract was amended three times so'lely fc 
the purpose of adding funding. 

\q'i
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4. Analsis of available data on contractor per foorooaace 

I ntrodu:tion: The Information Problem 

The weakness of the reporting systen, and problems with 
data generated by the
contractor's management 
in fo:rr,,ation system 
are major problems in evaluating
this project - as well as a significant performance shortfall. For purposes ofthis writing, we must simrply take the data as supplied, cm:,ment here only
selecztively on its applicability for 
pro ject evaluation purposes, and note
various internal in:onsistencies. A telephcone survey of all 
"success sto:,ry'
clients was ::,nducted by SRI 
and its results are incorpcorated in their report.
 

D:ubtless o:bjecticons 
can be raised concerning the selection and 
interpretation

of this data. 
 We believe that the data is seleczted and treated fairly, but
freely concede the possibility of 
erroneous selection and analysis. Once
ag-in, the major problem of the evaluaticon and one of 
the key problems of theproject is data. The c:ontractor does not appear to have thought through what

data is needed to manage the project, how to obtain it, and how to 
use it.
 

Eno,ouraging the development process - whether in the publi-
 or private sec:tor
is an experimental enterprise. 
 The process derands that attention be paid

understanding the environrmrent 

to
 
into, which an i nterventicn is r,ade and that the
intervention process be observed in order, 
first, tormanage the process as
effectively as possible and, second, to learn from the process so that the


activity can be done better here or 
elsewhere in 
the future.
 

The FDAF Froject has not advanced the state of the art because infor'qaticon hasnot been maintained con the various activities and their results in ways which
permit knowledge to be built. 
 There are a 
lot of good anecdotes in the FDAF
 
program. 
The data is difficult to, verify.
 

It is curious that a project managed by a 
"big eight" accounti firm is
weakest precisely where one might expect 
it to be strongest: in the gathering,
r,anager,,ent, and 
use of data. The FDAF II project paper, the RFF, the technical

proposal, and the contraczt all 
address the informaticon proble. Performance ,o-ninformatio:n systems apparently fails to meet the rinimurm requirerments calledfor in the coontract. 
 But apart from contractual obligations, the contractor
with its inforrmatio n expertise and field experience sho:ould have been worki ng
with AID to 
improve the project's info,rmation and "learning". It should havebeen c:onerned with how knowledge of how to: do the job could be transferred to:,
local people. 
 That transfer was a contrac:tual obligation. The contraoctor's

approac-h to the projeoct 
d'oes no:t appear to, be that 
of a developrment oriented
 manager o:f AID develozpment funds. 
 To date little has been learned, little
 
transferred, m.uch expended.
 

In this sec-tiozn 
the following data is considered:
 

a. Jobs created and fo'recast enmployrent
 
b. "Suc,-ess story" data
 
C. Fro:,motio:,n activity data 
d. Sources of leads 
e. C:ntractor client and office participation
 

The survey o,f investors and field interviews tco be presented in the SRI Reprt
addresses PDAP client views and provides some cross check o:,n other data.
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a. Jobs Created and Employment Forecasts 

It is not possible to present firr, figures on jobs created. The need for this 
category of info:rmation was clearly established in project docurentation. 
Developm,',ent of hard data on employrent was not er,,phasized in imriplementation. 
Apparently, the first attempt by C&L t,-o present current actual emhploy,ent was
 
not m~ade until this evaluation was scheduled.
 

The April, 1986 briefing docurent presented to,AID and the evaluators 
,:cntaini g the :ur rent employment figures is, in many respects, not cnsistert 
.with current figures. Nor is it regularly c nsistent with underlying "su::ess 
story" files fr,:,r, which we understand that some of the current employrment data
is derived. On the basis of field interviews, CBA believes that the problem is 
one of poor rep:,rting and in formatio n management rather than :,ne :,f intentional 
overstating :,f jobs by field representatives. H:w.ever, there is n:, tracking of 
ermplo yr,ent results in the island offices. Field advisors apparently were not 
trained or directed to address employment data problems. I am further info'rmed 
that reporting by Mr. Gallagher was done personally by him rather than through 
a systeratic data colle:tion process. 

One problem running through the data is the difficulty of determini g what is 
being reported. Apparently, until the February, 1986 FDAF Progress Report, the 
c:ontractor was reporting two classes cof forecasts (viz, current plans and 
expected expansions) rather than actual jobs. The following table surmarizes
 
erployrent data reported since 1984 in the C:ntrat,:or's Frogress Reports (1-4)

and compares the latest (2/28/86 and May sumrrary) "current employrment" and
 
"fo:rc.ast empl:yrent " figures (5 & 6):
 

Contractor 1 2 3 54 6
 
Feport Date: 3/31/84 5/31/84 3/31/85 7/15/85 2/28/86 
5/86
 

Current Plans 3155 4185 
 4425 4675
 
Pro,bable+ '85 2666 3236
 
Probable+ '86 
 3336 3436
 
Total 5821 7421 7761 111
 
+ Pr oduct i on 

Sharing 145 1112
205 1212
 

Current jobs 
 4015 4165 3668
 
Forecast jobs 
 6100 8298 7565
 

The current emplo yrent figure of 4165 presented by the contractor to AID and
 
the evaluato,rs in the April, 1986 briefing materials was analyzed 
in the SPI
 
Repor t. 

The date .. ilable in Washingtcn does not provide a basis fo,r qualitative 
analysis of emploiyrent generated such as characteristics of temporary
er,,ploym'ent (eg construction and cottage labor) and continuity of sub-contract 
work. It is also not p:ssible con this data to com~e to any conc lusions o:ri 
questions such as whether the jobs wculd have been created withc ut PDAP 
intervention. However, many in vesto:,rs reported that they would have invested 
without FDAF. Only first time investors indicated that FDAP was essential to 
their decision. C,-,nversely, it is also not possible to determine whether and 
to what degree jobs that PDAP might have ,-reated were "lost" fo-r reasons 
inherent in lical conditions. It would have been useful to have detailed 
infiormation on "losses" as well as "wins" to help sharpen future efforts and,
perhaps, f,-,cus gcovernment attention on constraints subject to, their control. 

\7,) 
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The cont actor apparently uade tio efffort has been rmade t:, exar,ine secondaryef fects of This aermply:,ynent. is seriCus or,'ission. For exam'ple, it wculd cto, this evaluator that the fifty real permanent jobs properly attributed to, 

er, 

FDAP ef forts in the aloes pro,ject in rural sc'Luthwest Dcrii ni ca has si ani fi car:beyond the tlurm',ber ,:,f jo,bs created as such. Thus a single minded focus cn the"jobs created" nurmber rm',ay have ,:'verlc:oked po:,tentially very irp,:,rtant pr oje,:t

benefits.
 

Evern assuring that 4165 is a reasctnable ,:lair,, cof current ermpl,,yr,,'ent, ,:,,rpar::,t
a:If the 4165 figure with past prcgress rep.:rts :f "c'urrent plans" and probab"4e..parsi, 'ns refle,-ts both the optinisrr, of ,-c ntracto,'rthe and th.. diffi-u]ty Cfbringing expi,tati,,ns to, reality. In the May, 1984 Frcgress Report, the:,--ntractor indicated 4185 "current plans" jcobs and 3236 additicnal j,-,bs"pro-bable" in 1985, a total of 7421. Query whether FDAP II would have beenapprcved in its current forri, and funding level had AID ruanagerient expected 4.165
jobs :reated by May, 1986. 

b. Success stcory data 

An exari naticn of 69 "success stozry" files shows ,co,'nsiderable variation in thequality c:f repc rting. It does na:at appear that the caontractor assured theavailability and quality aof saught AID thedata by f':,r agency's raanagerentpurpa--e it- this data category. On the other hand, succ:ess stoary data iscoll lected for activities- dating back to, early 1982. Rep:rting ri'iight well nthave been eruphasized early in the prcject. " i 

The prcject database, "Status VI - Hot/SUCaeSS Codes", refle:ts the fallowin: 
i n f :r ma t i cn: 

"Lurrent haato' 95
 
"Su::e ss" 
 70 
"Used t', be hct" 226 

If the 24% historical recrd a:f tosu'-,:esses suLz,-esses plus "used to:, be ha-,t"ha-,lds, 23 ht:urrently prospects will becanrme "successes". As tcted above,
"SUCeSS" is na-,t necessarily equivalent 
 ta-a eri'pl ayrient generatioan and not all"real sucacesses" generate significant eripla-yrnent or even stay in business. 

The contractc, 'cOuts pr,-,spectr a as a "success" if and when a potentialinvestor "rmakes a ,-:,rm,,itent" to: inIvest. As noted above, inadequate data itnthe underlying files rmake it im-,possible ta-, get a sense O:f current status (wit:;the unfortunate excepticn ',lte which is experiencing "severe financial crises,and another labor- pr,-:blems :). The issue here is not that allnot "succ'esses'succeed but rather the inadequaa:y ' f in formatio n cn whicah an oabjectiveassessraent c:f prcgra'i bethe can rade by managementt, rLlCh less by eval uat-,rs ina few days 'of wo,rk. The contracto,r does no,'t appear to have thaught throughsuch questi:ans s, "what are the dir,,ensi-,ns ':f "success" which the projectshould pursue?"; "h-,w can data be gathered and used to, help differentiate th­types of projects t,-, pror'icte extent ,-c'riitmentand the 'caf that FDAP shauld 
under tak;e-." 
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c. F'rorotio:n activity data. 

Considerable data has been maintained :n promo,':,tiocnal acztivity as reflected in

the folloswing table: 

Line Item 3/31/84 5/31/84 3/31/85 7/15/85 2/28/86
 

Conta,:ts 4886 	5086 
 6190 6400 

Further interest 3410 3580 

7496
 
3910 4850

Fc'Isi cwup 1019 	 1128 1505 12C5
"Hot prospects" 68 51 54 45Trade 	 shows 24 26 53 53
 
Seminars 
 14 15 22 22Mass Mailing 18 18 21 21Articles/ads 
 15 21 
 32 32
 

Useful additional 
data categries generated under 	"Status III" refle,-ts
pro:,spect visits to: , the Eastern Caribbean (presum'ably cunmlative
1966). Prspect visits are ccnsidered a crucial 
as cf April


facto:r in cbtai ning investc­
crmi t ,en t s: 

1. Plannin- to, visit - 107 
2. Visited regio:n once 213 
3. 	 Visited region
 

mocre than once 
 40 

(Query:. Dozes this mean that 253 prspects visited the island! yieldingsu.ccess" sto-ries which 	 the £?in turn generated 3668 j:bs? How is a visitatio, n by afir 	 Lready active in the islands treated?) 

d. Scurces ,;,f leads 

(This 	area is analyzed in the SRI 	 Repcrt) 

Data base Status V categcries indicates how prospects were identified: 

A. Desk researczh/mailings 1604 
B. Identified by subctract,r 	 502 
C. Trade shcw 1807 
D. C&L 	 Office 76 
E. OF'IC Referral 103 
F. DOC 	 Referral 276 
G. FDAF adviscor 270 
H. 	 Frospect ccnta:ted F'DAP
 

sozurc e un kno-wn 
 264 
I. Seminar 970
 
J Adverti serents/arti cles 
 261
K. Un kn own 205 
L. Other 220 
M. Referred by AID 60
 

Tct al 6617 

(One AID officer indicated that the figure 60 for AID referenczes isunquestionably incorrect as he 	 believed that he personally had made about thatmiany references in a one year perio,d and that he knows that other AID office'shave also, made numero,us references o:fpotential investo,rs to 	the contractr., 



49 

e. Cooper and Lybrard Offi,-e and C'lient Participation 

The data base indicates c,:ntac:ts with 201 U:..L clients (StatLs IV ­not ':lear how rFlany C). It ;­becarie clients 
as a consequen:Celeads are licted cf PDAP c:'ntac ts. Only 7:av generated by C&L offices. 
RDO/C expectation of PDAF
:apit !lizing :,n C:.L' s worldwide networl. of offices shc,
uld be e.ariin,,d

greater depth. 

at
 

f. [Duality cf CI:L resp:nse t:, investor inquiry 

AID officers reported investor dissatisfaction ,:,n tlUrferctUs ':ccasiCr4 with t -i
qual ity Of cont ractor response t.o, inqui 
r ie
 



SEND VIA TELEFAX
 

April 14, 1936
 

To: 	Robert Justis
 
Coopers & Lybrand
 

A NFrom: Matty MathiesonV.Ft 
SRI 	International 


As we discussed, attached is a list of categories on which 

we would like additional information. One set involves budget/ 

financial data for the PDAP program. The other is related to 

program outputs. 

We would appreciate it if you would supply this information 

to us by the end of the week. If you have any questions, please 

give me a call. Thanks.
 

cc: Charles Blankstein
 



4. INDIVIDUAL SUBCONTRACTORS 

LOUIS- ERGER I,899,763 824,798 638,77i 139p286 

ROBERT CARLSON ASC. 123t593 100,543 1719332 

CEO ACCESS PERSONS 308,600 

S. WINKELMAN 1,L07 

J. THOS. MALATESTA 57t781 

PUBLIC RELATIONS 120,00 

BURSON-MARSTELLER 11,605 

CARIS. BUSINESS DEVELOP. 24,900 

R.R. HILLIARD ASSC. j5,480 

MR. ROY CLARKE 87,724 

C+L CANADA 25,157 3,438 

C+L BARBADOS 488,592 545#281 

C+L HONG KONG 55,586 53,394 

C+L LONDON 9,233 

C+L PARIS 17,265 

C+L SINGAPORE 18,584 

C+L TORONTO 2,984 

FREE ZONE AUTHORITY 2?,7857 

GENERAL CONSULTANTS LTD. 16t112 

MARTIN HERMAN 77,77i 1,470 

TAM CHUNG-CHEONG 3,08 

WALLACE EVANS+PARTNERS 21t764 

WASH. CONSULT. + MGMT. ASSC. 491118 

C+L BELIZE 67,604 5,177 

IBERC 679808 62,489 

DEVELOPMENT ASSOCIATES 133,768 4479936 19,251 

STATE OF FLORIDA 46,088 

- -!) 



5. PERSONNEL BY CATEGORY, INCLUDING DIRECT LABOR, FRINGE, OVERHEAD,
 

TRRVEL, PER DIEM + OTHER ALLOWANCES
 

A. INVESTOR SERRCH/PROMO 373,956 194599196 1i86,4i7 1#426,761 

MGMT (BROWNY PAZMANY) 38,738 38324 

ALL OTHER iti48t466 it288,437 

B. IN-COUNTRY ADVISORS 29952,553 39278,694 3,532,689 it948,984 

MGMT (BARBADOS) 589,4±2 232,654 

RLL OTHER 2,76i,282 i,708i330 

C. ADMIN./CLERICAL 176,528 223,237 199,800 174,528 

6. BY FUNDING CATEGORY
 

A. DIRECT LABOR + FRINGE
 

(EXCL. SUPS.+CONSULTS) 732t462 i,234,87G i,302,314 i9048,696
 

B. TRAVEL 279,848 392304 382,3i8 268t987
 

C. MATERIALS, SUPPLIES
 

(EXCEPT COMPUTERS) 48,80 11,329 5,000 259297
 

D. COMMUNICATIONS 57,608 227,172 115,880 288,898
 

E. CAPITAL EQPMT (COMPUTERS) 599 27,808 85,129
 

F. OVERHEAD + G+A 909,718 i,524,889 i,673,2i3 1,336,129 

NOTE: WASHINGTON DOES NOT RECORD ADVISORS' TIME BY THE ITEM NO. 2A 

CATEGORIES REQUESTED: I.E., PRIVATE SECTOR PROMOTION, INSTITUTION 

BUILDING, AND INTERNAL REPORTING AND DEMONSTRATION. PLEASE TRY TO 

CONVEY TO EVALUATORS YOUR KNOWLEDGE OF HOW ADVISOR TIME IS DIVIDED 

UP, ALTHOUGH THEY PROBABLY HAVE A FAIRLY GOOD SENSE OF THIS BY NOW. 

REGARDSf
 

2329 COLYRSCL W2
 

448241 C-L INT
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COMPANY/NAME OF ADVISOR 
MONTHLY 
COSTS*(1) 

PER DIEM/ 
TRAVEL 

COMMUNI-
CATION (2) 

OFFICE 
RENTAL SECRETARY TOTAL 

ANTIGUA 

BARBADOS 

BELIZE 

DOMINICA 

GRENADA 

ST KITTS 

ST LUCIA 

ST VINCENT 

11,855.51 

13,778.47 

11,731.32 

10,159.72 

14,400.15 

10,661.60 

10,204.95 

11,647.84 

11,718.92 

1,159.93 

3,595.65 

1,091.54 

1,245.77 

293.23 

107.77 

843.06 

3,170.25 

2,032.53 

608.33 

2,027.15 

236.22 

254.58 

800.00 

-

836.35 

963.21 

786.57 

800.00 

1,000.00 

250.00 

260.00 

600.00 

-

400.00 

350.00 

300.00 

450.00 

1,000.00 

-

1,125.00 

875.00 

-

500.00 

1,125.00 

875.00 

14,873.77 

21,401.27 

13,309.08 

13,045.07 

16,968.38 

10,769.37" 

12,784.36 

17,256.30 

15,713.02 

TOTAL 106,158.48 13,539.73 6,512.41 3,960.00 5,950.00 136,120.62 

(1) Monthly costs include Labor, Post Differential/Allowance, House Rent, Education Allowance, 

Storage 

(2) Communications include: Telephone, Telex, Postage 

Note: These figures are averages based on a thirteen month period - October 1984 to November 1985 

ik 
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EMPLYMEW FIGURES
 

Iay 15, 1986 

The attached tables provide a breakdown of employment generation in 
countries covered by the PDAP program which have resulted from PDAP 
promotional and follow up activities. 

A PDAP generated investmnt is defined in two ways: 

- W-ien the coqrpany's investment in the region/country was
 
a direct result of PDAP promotional activity
 

- Mien PDAP, usually the field advisor, provided
 
substantial assistance in the decision-making process

of a company, or where PDAP played a major role in 
successful implementation of the project.
 

The type of investment varies, from wholly owned subsidiary to joint 
venture to subcontract. In the case of subcontracts, the company name 
provided on the table is the name of the U.S. firm, rather than the name 
of the local firm.
 

The employment figures are broken down by country and by company.
Information is provided on current employment (as of May 15, 1986), 
forecast employment, and past peak emTployment. Past peak figures were 
compiled to capture the normal employment fluctuations which occur in any 
business and to provide a more accurate employment count. Forecast 
employment is based on company projections provided to PDAP advisors. 

The job breakdown for all countries are as follows: 

- Current : 3668
 
- Forecast : 7565
 
- Past Peak : 5598
 

The average employment, taking the average of current, forecast, and past

peak, is approximately 5610. This figure reflects most closely the 
employment impact of PDAP generated investments. 



The employment figures relate to dire4=t labor employment and do not 
include managerial employment, nor an# indirect employment in other 
economic sectors generated from PDAP nvestents. this indirect effect, 
while not quantified, has been substantial. %Furthermore, the list does 
not include subcontracts which invollv d trial runs for a period of less 
than one month. It is estimated that there have been at least 15 such 
trial runs, employing approximately 0 people. 

The type of job also varies, from pe nent to seasonal, to cottage to 
construction. All jobs, however, art4directly generated by the 
PDAP-genera ted investment and reflec4 the unique employment requirements 
of the particular investment. 



5
Annex 

Information Syster,,: Project Managerrient Matrix and Performance Data Fesp:nse 

Iteri 1 - Froject Management Matrix as proposed (Technical Proposal, 27 ff) 

Ite,, 2 - Request for inforration in PMM categories 

Iten, 3 - Contractor response to PMM informiation request 



0 . -PDAP Ma.L-~ w .w 
PMM= WACD 'T FATUIZ 

PMwo 

1. Advilsor.elated&dyg.v1Wre1 ted Activitiel 

u mber of Priate Sector Projects Identified . mber oftes created 
In Mri-bsifnes Industry, torim ard mervicm. 

. umber and types of new Investmen t projects neptiatedu mbr of Lnrestant Prpects asvIced b tIl one 

and Implemented
and Corresponderce 

u ota ot Implentation of prilcaly-nortited projects 

. r ot evd t of crsttti wdadevelopert outputs (see 

below) 
* Types of' intrsrtrwt.re Constraints Identified 

2. !stltutlnjuildln -4 Trainming (includes r*es2lts Ofand solutions i.alme'ted 	 coz­rnPlit provicoc by av.Lsors a well as other, prorah 


nent)
 
Nuber and types of invatawt prctlOn Octivitim
 
condvcted . Ite Sector
 

umnber and types or wssstwce to LIm nt invwtamnt 
pojects - umber of jobs created by exlsting firm 

Nber and types or productIon-arhsarrg opportunities - Value at invutment In neV or expanded plant froc 

Coortirated With local businesels5 prd ction-sharing/oLnt vemntu.re projects 

Level o aLsistnce in tririn needs Identification 	 - umber and value ot no producta exported and nuzber 
of and Iilmentation rMV sa.*eta penetrated 

- Pumber ft existingt ir erpandi into no product
?Mgt It.Aon-J .gl. ll Tr-a . and number af locally-owned firm created for 

productlbn tor export 
Priva'te S-toer 

Increase In volume and types of pL icipation by-. VoUMe And types Ot a.slstLn-e provideQd to local 
invest ent 	 bUiness Assocliaos and indivI.Cual In Lnve.t.%tbusiness associations In export and 

and export prc tion activitiesprcwtlon 

and - Increase In number or traind suervisory and
-h~er and types af torml trairng program 

production persnelnumber o p&..tcipeits 

. Wber and types of tech;.ic.l asls.ance provided - Deonstrable hLanes in 1CLo CCoa.-.les' w sent 
beavior and mas uLI.le Increase In efricitery a..­

to individua emanties 	 " 
cot-etitivenesi resulting from: zroved c .rng, 
production ad inventory control systec. 

- umber Of participants In prcwtionLal events In U.S. 	 Public Sector 

- Do streble €thw4am in attitues, behavior, and
Puiblie Se tor 

policies toward private sector, locra and foreign 

- umber and type a forl policy Inputs provided to 
- Improvements In supporting mnt5tuLrv, includr14

goverruent 


- Vol"ue and types of Informu. assistance provided to
 
- Incurese In e iciency In review, approval, and In­

industril developent Institution.s ir-comtry 
plmntation of foreign ivestmnt projects 

- N~ber and types ot tormI traning prgi in in 
- Incrsase in volu-me ot and pa-ticipation In oft-lan,

vestment protion In U.S. 
pr tional activities and improvements in formal 
structwvre 

- Ndber at' partcipan's in on-tile-job trann in U.S. 
- Increase in n,.umber o quaZifled Invetaent prospects, 

- Donor tirancin obtained ftr support of prtional 	 investmnt, and job crtior. fr protion
 
activities
Institution 


Int..enat lonal Investwnt Nr tion
 
3. Inter.tonal Investment Prmotion 

Umber of new indusries targeted 
new and hot prospects ,aWntalnedr Average nuber ot 

umber and type at sear-ch and contact activities 	 Number af productlon-aP.aring opportunities reterrvd 
to "dvisorsarranged and conducted 


i.ber of potential prospects Identified and contacted uUmber of potential Ilnv.stors visit4 region
 

imber of favorable rferewc* in media
*Mbsr and type o follow-up 

. Umber o invesments Implmented and jots created - Telephoned cnta:ts 
resulting fr pr~ontion activities 

- Perbo meetins
 

SuIrber of prodction-sharini opportunities Identi ied
 

umaber and type of modia contects
 

* Level o Input to on-the-job wd roma training 

Level o input to -mintaln spport system (Database
 
and pr otion.L! materils)
 

http:vemntu.re
http:intrsrtrwt.re
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Please provide the following information on PDAP operations:
 

1.. 	 Volume and types of assistance provided to local business
 
associations in export and investment promotion.
 

2. 	Number and types of formal training programs and number of
 
participants.
 

3. 	Number and types of technical assistance provided to
 
individual companies.
 

4. 	Number and type of formal policy inputs prcvided to
 
government.
 

5. 	Volume and types of informal assistance provided to
 
industrial development institutions in-country.
 

6. 	Level of support for on-the-job and formal training.
 

7. 	Level of support to maintain support system and promotional
 
materials.
 

8. 	Number and value of new products exported and number of and
 
implementation new markets penetrated.
 

9. 	Increase in volume and types of participation by business
 
associations and individuals in investment and export
 
promotion activities.
 

10. 	 Increase in number of trained supervisory production
 
personnel.
 

11. 	 Demonstrable changes in local companies' management behavior
 
and measurable increases in efficiency and competitiveness
 
resulting from improved costing production and inventory
 
control system.
 

12. 	 Demonstrable changes in attitudes, behavior, and policies
 
toward private sector, local and foreign.
 

13. 	 Improvements in supporting infrastructure, including
 
private-sector financed industrial estates.
 

1A-Averaue_number of new and hot prospects maintained.
 

'N
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INFORMATICN R2UES BY PDAP EVAIAIATICN TEAM
 

1. 	 'VWUMEAND TYPES OF ASSISTANCE PROVIDED TO LOCAL BUSINESS ASSOCIATIONS
 
IN EXPOR AND INVESTMENT PtOMYTICN
 

Belize - Daily, PDAP Belize works with local business associations 
(BEIPU). Nearly all of the advisor's work with institution building has 
been directed toward the establishment, funding and implementation of this 
unit. PDAP and the unit are usually viewed as one. Quantification of
 
this close and integrated working relationship is very difficult. The 
PDAP advisor is based in the BEIPU office.
 

Antigua - The PDAP Advisor is based in the offices of the the Chamber of 
Comerce and as such, the advisor works closely in every way with the 
Chan-ber. Specific programs have been - October 1984 Investment Mission to 
Rochester New York, 1983-1985 participation in the C/CAA Miami Conference 
on the Caribbean, production of a economic video promoting investment into 
Antigua, production in 1984 and 1985 of an Antigua and Barbuda's
 
Investment Guide.
 

Grenada - Major support was provided to the CHamber of Commerce in 
preparation of participation in the Miami Conferece, including audio 
visuals and promotional materials. On site consultation by three PDAP
 
advisors at the Miami conference regarding future parts cipation in the 
Miami Conference and improved preparation. PDAP has providing indepth
 
consulting advice to the Grenada Hotel Association.
 

Dominica - The Advisor sat on the steering committee for the CARIHEX 
exhibition which was held in Barbados in July 1985. In this show, a 
number of regional manufacturers displayed their products. 

-SL 	 ~-'-'C- c xd C J- to UZA 'J*a-- E4C 4-'y C 

2. 	 NUMBER, AND TYPES OF FORMAL TRAINING PROGRAMS AND NUMBER OF
 
PARTICIPANTS
 

Belize - Florida Department of Commerce Training Program for the new BEIPU 
Board of Directors (three from private sector, two from public sector) in
 
Florida for one week. Visited State of Florida officials as well as field
 
personnel involved in local investment promotion efforts. The program was 
very highly evaluated by the participants. Set the stage for the 
institution building process that has taken place since the establishment 
of 	BEIPU. PDAP has also been involved with missions to the Far
 
East/Europe and the U.S. whereby the process of investment promotion, as
 
developed by PDAP was learned first hand by the participants.
 

Dominica - PDAP will sponsor the participation by the General Manager of
 
the iDC in an Arthur D Little Training Course.
 

- i­



Antigua - Antigua has no investment promotion unit as such. Rather, 
investment promotion has been carried out by an informal group composed of 
representatives of the Manufacturers' Association and the Chamber of 
Commerce. In 1983, PDAP organized a five city investment promotion tour 
in the United States, where representatives of both organizations 
participated. In May, 1985, PDAP sponsored the participation of Antigua's 
New York UNIDO representative in an investment promotion seminar held in 
Puerto Rico, organized by FtMENTO. In 1985, Antigua appointed a trade and 
investment officer to its embassy in Washington, D.C. He works closely
 
with the Washington, D.C. investment promotion staff and has attended one 
trade sho with them. 

Grenada - PDAP sponsored participation for members of the Board of 
Directors of the IDC in our program with the Florida Department of 
Commerce. This course was a one week tour of four Florida cities,along 
the same model as the training conducted for Belize. 

St. Vincent - PDAP provides financial assistance in the salary of the 
General Manager of DEVO. PDAP sponsored his participation at the May, 
1985 Investment Promotion Seminar held in Puerto Rico, sponsored by 

3. NUMBER AND TYPES OF TEHICAL ASSISTANCE PROVIDED TO INDVIDUAL 
OMPANIES
 

In every country PDAP has devoted considerable resources to providing 
technical assistance, on a request basis, to local companies. These 
requests generally fall into the following categories: 

i) information 
ii) market contacts 
iii) production assistance
 

On average, approximately 50-75 such requests are serviced every month. 

Belize - Three companies received technical assistance in the form of 
feasibility studlies under PDAP I - two of these, Quality Poultry Products 
and Belize Timber, have been funded for $1.5 million and currently employ 
100 people. Three garment operations received technical assistance 
resulting in two contracts to produce garments under 807. PDAP has also 
acted as a liaison between other technical assistance program and 
individual companies, making companies aware of other assistance which is 
available such as International Executive Service Corps, Center for 
Industrial Development, Caribbean Project Development Facility, and VITA. 

-2­



Antigua - Electronic Technology International received technical 
assistance on a number of occasions from PDAP's electronics industry
specialist, Mr. Bob Carlson who helped them analyze their manufacturing
costs in order to bid correctly on potential subcontracts. PDAP financed 
one month's assistance by the International Executive Service Corps to a 
garment company, CANAM.
 

Grenada - PDAP has assisted a number of companies. They are: 

Ramada Renaissance Hotel - valuation, financial forecast and 
assistance with investor search which resulted in an $1 
million investment to rehabilitate and expand the hotel. 

Grenada Telephone Company - financial analysis for
 
negotiation of contract with Cable and Wireless. 

Grenada Electricity Services - valuation, sources of 
capital analysis, asset inventory, and ongoing investor 
search.
 

Grenada Bank of Commerce - Valuation, prospectus, strategic 
plan, investor search. 

GYS Machine Shop - valuation, recommendation for disposition 

to Cabinet 

Carpentry shop - divestitutre plan recommendation to Cabinet. 

DECO Industries - financial forecasts for bank application for 
factory shell financing under the IPIP Program. 

GRENTEX - financial plan for joint venture. 

St. Vincent - PDAP subcontractor, IBEIC, provided assistance to Jacob Ash 
and company on quotas and other customs information. PDAP conducted a 
market feasibility study of the arrowroot industry and provided a short 
term technical consultant to help the industry. 

St. Kitts - Martin Herman, a PDAP subcontractor, provided technical 
assistance to a local garment company, Sun Island, on how to bid on 
potential subcontracts. PDAP did a feasibility study for Leeward Island
Shrimp Company. For MKK Garments, PDAP provided technical assistance on 
manufacturing procedures. C&L's National Tax Group provided tax advice to 
several companies establishing operations in St. Kitts. 
In Nevis, PDAP recruited a consultant to assist in the organization and 
start up of a privately held bank. 
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Dominica - PDAP financed a short term study to assess the feasibility of 
growing fresh herbs for export and conducted a market feasibility study of 
aloe vera. PDAP finarned a marketing trip for Tropicrafts, a local 
handicrafts company, and provided assistance to several potential
electronics subcontractors on quotations. 

4. 	 NUB AND TYPES OF FORMAL POLICY INPUTS PRVIDED TO GOVENMhE=r. 

Belize - Policy advice has been provided by PDAP on: written investment 
code, written criteria for evaluating concessions, lifting price controls 
on beef, creation and delegation of responsibility for investment 
promotion to the Belize Export and Investment promotion unit. 

Antigua - PDAP is engaged in an on-going dialogue on the need for an 
investment promotion organization. 

Grenada - Continuous policy advice is provided by PDAP on fiscal 
:hnentives, land acquisition and other areas related to tourism and 
manufacturing. PDAP was instrumental in government decision to remove the 
five percent tax on IPIP loans (factory building construction). 

St. Kitts - PDAP has been involved in policy discussion on port charges 
and on the creation of an investment promotion institution. 

Dominica - PDAP financed, at the request of Government, a feasibility 
study for a free zone to be located at Melville Hall Airport. The Advisor 
has a background in forestry and has provided a number of policy inputs on 
the development of Dominica forestry reserves. In PDAP I, the advisor 
participated ext.-nsively in discussions on the banana industry. 

St. Vincent - PDLP wrote the industry section of the three year Government 
Development Plan. 

St. Lucia - PDAP provided a consultant (from Louis Berger) to develop and 
inplement an industrial free zone at Vieux Fort. 

5. 	 V LUME AND TYPES OF INFORMAL ASSISTANCE PROVIDED TO INDUSTRIAL 
DEVELOPMENT INSTITUTIONS IN-COUNTRY 

Belize - PDAP has worked with the DFC on their Lady ville Industrial 
Estate Program - all three 6,000 sf shells are currently occupied. 
PDAP works informally with the business community to get them to think 
more in terms of production, processing and marketing export products, 
in contrast to trading mentality. 
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Antigua - As stated before, there is r investment promotion entity in 
Antigua, but rather the function is carried out by an informal group of 
private sector individuals with final responsibility resting with the 
Ministry of Economic Development. PDAP in effect, is the industrial 
development institution in the country providing investor search, investor 
servicing, development of promotional materials, follow up and 
irrplementation assistance. 

PDAP has also worked closely in the operation of the Manufacturers 
Association.
 

Grenada - PDAP provides assistance in cbtaining Dun &Bradstreet reports 
on potential investors, as well as conducting project evaluations for the 
IDC.
 

St. Kitts - As in Antigua, the PDAP Advisor is, in effect the invest-mnt 
promotion institution and provides the services associated with that role. 

St. Vincent - With the rejuvenation of DEVCO, the PDAP advisor provides 
on-going advice, and assistance with all aspects of DEVO. 

Dominica - The Advisor is based in the IDC offices and, as such provides 
daily, ongoing informal assistance. 

6. LEVEL OF SUPPORT FOR CN THE JOB AND FORMAL TRAINING. 

In all countries, PDAP maintains a close relationship with the OAS/Skills 
Training Program, which provides entry level and supervisory training for 
new manufacturing enterprises. In Antigua, PDAP helped organize a 
management training courses for supervisors in the electronics industry 

program. IAc ,-L& 'which was conducted by the head of the OAS -- -c.et LC. (-"e- LC * - , l 

Under a subconstract with a St. Iucian-based apparel consultancy firm, 
PDAP has provided in plant assistance to a number of garment companies in 
the participating countries, most recently to PYRAMID Garments in St. 
Lucia and to MKK Garments in St. Kitts. 

In Antigua, PDAP sponsored on the job training for two supervisors of a 
locally-owned electronics firm. The training was conducted at the 
Massachusetts facility of a company with whom the local company was 
contracting.
 

4 / 'C-r' 



7. 	 IZVEL OF SUPPORT TO MAINTAIN SUPPORT SYSTEM AN PROMOTICNAL MATERIALS. 

In addition to PDAP brochures and country fact sheets prepared and used 
chiefly by the Washington, D.C. investor search team, Mary Ramond, a PDAP 
subcontractor provided technical advice to St. Kitts and Nevis in October, 
1985 regarding production of an economic videotape. 

Dominica - PDAP provided funds to print their Investor's Guide. 

St. Lucia - PDAP purchased a videocassette recorder and a slide projector 
for the NDC. 

Antigua - The PDAP Advisor wrote and printed an Investor's Guide in 1984. 
The Guide was updated and reprinted in 1985. The advisor assisted in
 
writing and filming an economic videotape and prepared a brochure for a 
local company, ETI, on their qualifications as an electronics 
subcontractor. 

Grenada - PDAP designed and printed investment guides which were used at 
the C/CAA Miami Conference. 

8. 	 NUMBER AND VALUE OF NEW PRODUCTS EXPORTED AND NUMBER OF AND 
IMPLETATION OF NEW MARKETS PENFIRATED 

Belize - Cucumbers (350,000 ibs) 1985 to New York market. Boxed beef 
(two containers to Barbados and 10 containers to U.S.) in 1985 

Antigua - Electronics ($500,000 - $600,000) beginning in late 1984. 
Waterbed sheets ($45,000) 

Dominica - Aloe Vera, grapefruit segments 

St. Lucia - dive suits, plastic products 

St. Kitts - roses, electronics 

Grenada - garments to the U.S. 

In 1982, when the project started, there were very few exports of 
manufactured goods to the United States. Most trade was regional with the 
majority of sales to Trinidad. PDAP introduced investments have, without 
exception, been export oriented, with the major and usually sole market 
being the United States. In Antigua, electronics are now exported to 
Europe as well.
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9. 	 INZRFASE IN VOLUM AND TYPES OF PARTICIPATION BY BUSINMS ASSOCIATIONS 
AND INDIVIDUALS IN INVESTMNT AND EXPORT PROMOTION ACTIVITIES. 

Belize - PDAP has involved 12 business leaders in the investment/export 
promotion process through local activities and direct participation in 
missions abroad, to the United States, to the Far East and to Dirope. 
Several Belizean companies displayed at USDA show. 

Antigua - Several investment promotion missions have been undertaken by
PDAP on behalf of Antigua. In every case, there was significant 
participation both in the planning and execution of the missions by 
private sector business associations. In addition, PDAP sponsored
participation by Lionel Hurst, Antigua's trade and investment officer in 
Washington, D.C. to the WESCCO electronics show. ETI, a local electronics 
company participated in several electronics shows, courtesy of PDAP. PDAP 
also organized a promotional trip to prospective customers for EI in 
1984.
 

Grenada -Edwin deCaul used the PDAP booth at the Bobbin Show in 1985, as
 
did Jenny Killand, from the Chamber of Commerce.
 

Montserrat - Kenny Cassell attended Electro in 1985 using the PDAP booth
 
as a base.
 

St. Vincent - Jim Lockhart, electronics subcontractor, used the PDAP booth
 
at the Wescon trade show in November 1985.
 
Douglas DeFreitus used the PDAP booth at the International Food Show in
 
San Francisco in 1984.
 

Dominica - Murray Peddada (electronics subcontractor) used the PDAP booth 
at the Wescon trade show in 1985, then visited the Washington, D.C. office 
to work with leads in the data base. 

St Kitts - John Mallalieu, St Kitts Enterprises and his US agent, use the 
PDAP booth regularly at electronics trade shows. Sam Nariani, Sun Island 
Clothes used the PDAP booth at the Bobbin Show in 1985. 

PDAP assisted in organization of St Kitts investment promotion mission to 
Boston in September 1985. A joint public/private sector deligation led
 
the mission.
 

St Lucia - Ed Faber sent electronic samples to be displayed al the PDAP 
booth at the WESCCO show.. 

Two garment companies displayed their products at the Bobbin Show. 

General - PDAP hosted several training sessions for the UNIDO!CIPS 
representatives over the years. Several CIPS representatives attended 
trade shows with PDAP's industry experts. To countries, Grenada and 
Belize participated in the Florida Department of Commerce training.10. 
Increase in number of trained supervisory production personnel. 

-7­
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10. 	INCREASE IN NUMBER OF TRAINED SUPERVISORY PRODUCTION .PERSONEL. 

Belize - PDAP has helped various consultants and the Chamber develop the ,"-i 

PID and PP for USAID Belize's program "Training for employment." A large ,eC 
training program tied in directly with BEIPU as as result of PDAP efforts 
to help train supervisory and production personnel over the next five , 
years. LI. 

Antigua - PDAP sponsored technicians 	 U.S. Helped -..two from ETI to train in * 

organize a supervisory training course for electronics companies. As a 
result of PDAP-generated investments there are probably an additional 15 
-20 	trained supervisors on the island.
 

Grenada - Investments by Ramada, Johnson and Johnson and SmithKline will 
increase the numbers of trained supervisory personnel. 

11. 	 DEDCNSTRABLE CHAK;ES IN ATTITUDES, BEHAVIOR AND POLICIES TOARD 
PRIVATE SECTOR, LOCAL AND FOREIGN. 

The governments of all PDAP countries, with the possible exception of 
Grenada are private sector oriented, with an open attitude toward foreign 
investment and private sector development. PDAP activities have 
sensitized the governmnts to the particular needs and requirements of 
U.S. manufacturers, particularly with respect to incentives, and work 
ethic.
 

12. 	 DEKVSTRABLE CHANGES IN LOCAL COMPANIES' MANAGEENT BEHAVIOR 
AND MEASURABLE INKMEASES IN EFFICIENCY AND CMPETITIVENS RESULTING 
FROM IMPROVED COSTING PRDUCTION AND INVIORY CONTROL SYSTEMS. 

As stated previously, before PDAP most manufacturing exports were destined 
for the Trinidad market. Production efficiency, quality and on time 
delivery were not required for this market. With the shift towards 
exporting to the United States, companies have gradually changed their 
production methods and modes of thinking. This transition has not been 
easy and many corrpanies have simply closed down, rather than make the 
transition.
 

PDAP has worked with many local companies in obtaining subcontracts. The 
companies that have been successful in securing contracts, have by 
definition, had to change their attitudes and competitiveness. 
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Partipation in trade shows and investment missions and the simple 
demonstration effect of PDAP activities has served to expose many 
businesses to new ways of thinking and to new production techniques and 
methods. 

PDAP subcontractors have provided considerable in plant assistance to many 
companies to inprove their production efficiency and controls. In 
addition, success in obtaining subcontracts has resulted in exposure to 
U.S. production methods as U.S. trainers have come to the region to start 
up subcontracts. 

13. 	 IMPROVEMElS IN SUPPORTING INFRASTRUCTURE, INCLUDING PRIVATE SECTOR 
FINANCED INDUSTRIAL ESTATES. 

Belize - Roads, electricity have all improved over the past few years. A 
new airport will be constructed. A private industrial estate is being 
constructed in the northern part of the country. 

Antigua - Antigua was the first country to privatize industrial estates. 
through the assistance of PDAP, government took the decision to allow and 
grant generous incentives to a private sector developer. PDAP also worked 
with USAID to design a financing program for private sector estates -
IPIP. To date, two developers have accessed this financing which is 
available through the East Caribbean Central Bank. 

Grenada - PDAP has assisted in the creation of an Industrial Development 
Corporation and the establishment of a national economic council with 
private sector membership. PDAP assisted in designing the master plan for 
the Frequente Industrial Estate, and provided technical assistance to a 
private sector developer, Edwin de Caul, who will access funds from the 
IPIP program.
 

St. 	Lucia - Considerable assistance was provided in the creation of the 
industrial free zone at Vie ic Fort. in addition, the Advisor has worked 
closely with the government in attempting to resolve another constraint, 
that is the lack of a container port at the industrial area. 

Dominica - PDAP worked with a private developer of inddustrial space and 
conducted a feasibility study for a possible free zone at Melville Hall. 

14. 	AVERAGE NUMER OF HOT PROSPECTS MAINTAINED. 

75 to 110 at any one time.
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