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EXECUTIVE SUMMARY 

This is an evaluation, performed in November 1991, of IESC activities funded under USAlD Morocco's 
Private Sector Export Promotion Project (No.608-0189) covering the period July 1986  to  September 
1991.  

The project had three components, all aimed at increasing exports by the private sector. IESC was 
asked to  address one of those components through a Cooperative Agreement, '...to improve the export 
production and marketing capacity of beneficiary firms, t o  stimulate the development of joint ventures 
between the Moroccan and foreign private sectors, especially the U.S. private sector, and to  develop 
Moroccan private sector export trade, primarily toward North America.' 

The Cooperative Agreement was funded at $4,040,000 to pay for about 1 3 0  traditional IESC 
Volunteer Executive (VE) projects to assist specific Moroccan firms to  expand export production and 
marketing, and also to  assist the Moroccan Government's export promotion agency (CMPE) provide 
services to  the export sector. The project (and the IESC Cooperative Agreement) was amended in 
1989 to drop support for CMPE and instead, t o  inaugurate an independent Trade and Investment 
Services (TIS) program to  generate private sector exports toward North American markets and to 
stimulate joint ventures. AID Washington's Bureau for Private Enterprise contributed $1 66,000 t o  fund 
the ini t~al start-up costs of the TIS program. 

The purpose of this end-of-project evaluation was to  measure the impact of the IESC managed VE and 
TIS programs on increased exports, income, investment, factory level production and plant utilization, 
and job creation. The evaluation was also intended to  provide guidance to  USAlD in structuring a 
follow-on activity utilizing the resourczs of IESC to support private sector development in Morocco 
during the period 1992 to 1997.  

Company data was collected by surveying a sample of 52 clients out of 100  completed VE projects 
and 15 out of the 22 company cl~ents of the TIS program. Company spec~fic performance data was 
also obta~ned from the Moroccan M~nlst ry of  Commerce. 

Findings and Conclusions 

The project has been highly relevant t o  Morocco's needs. The Moroccan policy framework for export 
promotion improved during the life of the project. The project purpose has taken on greater relevance 
as Moroccan exponers come under rncreased pressure to locate and penetrate new markets since they 
will face increased impon restrictions from their traditional markets when the European Economic 
Community is formed, beginning in 1992. 

Except for the project output deallng w ~ t h  lnstltut~onal development of CMPE, all project output targets 
wil l have been achleved by project end The Expon Production and Marketing Assistance component 
of the project probably has achieved at least as much as the original design, amended in 1989, 
intended. 

Impact of the VE Program 

Overall, one cannot draw a positive conclusion about the effectiveness of the VE program. 1 0 0  
American Volunteer Executives have worked with a large segment of the Moroccan industrial producers 
and exponers over the past 5 years. There are a few  outstanding success stories, some with large 
and direct benefits to the firm, and indirect benefits to the economy. But overall impact is not evident 
or statistically verifiable. 

One reason for the less than optimum impact is that IESC management did not exercise adequate 
controls t o  resolve individual problems as they arose. Lack of continuin/ in the IESC management due 



t o  the turnover of six Country Directors in the relevant five year period has had negative effects on the 
program. The lack of continual day-to-day management of an acceptable normal quality is the single 
most important cause of the sub-standard program impact. This has resulted in little follow-through 
on VE recommendations by  the clients. Sound management of these functions might have yielded a 
higher return on the rather substantial USAID investment in this program. 

The problems of IESC program management were the worse confounded because USAlD attempted 
to  overcontrol the management of the activity. USAID's efforts to overcontrol conspired wi th IESC's 
management weaknesses to  diven the creative energies of both away from imponant program issues 
and onto administrative matters. A loss of confidence by each party in the other resulted, causing the 
impact of the project t o  suffer. 

Lack of official organizational status for IESC has not been a major factor in reducing IESC 
effectiveness, although it has added to costs and has caused inconvenience. 

Impact of the TIS Program 

The investment of about $900,000 to date by USAlD to fund TIS for the past 27 months, in addtion 
to  the PRE funding of $ 1  66,000 for stan-up efforts, places this activity among the most effective 
private sector export promotion efforts on record. As of September 30, 1991, TIS can document 22 
exponers who have been assisted in obtaining firm, valid export orders (not all, as yet, shipped) in the 
aggregate amount of S 6,558,333 to the U.S, under this program. 

The survey data suggests that the Moroccan producer perceives TIS' most important contribution was 
the contacts and referrals provided to them to U.S, importerslbrokers and the credibility which they 
der~ved from association wlth TIS in deallng with the U.S. broker. 

TIS c l~ents do not perceive TIS as having played a major role in their investment decisions. But the 
observed reality indicates that TIS has indeed generated new investment by its clients, and seems to 
be close to ach~evrng t w o  joint ventures. We also belleve the new export f lows to the U.S. derived 
from the TIS program are reaching backwards to Impact on other segments of the Moroccan industry. 

TIS IS performing the services and coverlng costs that are characteristic of "entry costs' to  penetrate 
a new market. Only after a suff~crently large f low of product has been established, will the normal 
brokerage commission sustain interest by the broker and TIS assistance will no longer be required. 

It is not clear that client fees would serve any useful purpose for the program. Additionally, it may 
expose both IESC and USAID to claims for damages from dissatisfied Moroccan clients if the fee is 
perceived to place obligations or l~abi l i t~es on TIS for participation in the transactions. 

Recommendations Pertaining to the Remainder of Operations Under the Current Cooperative Agreement 

(a) The current Cooperative Agreement should be revised as quickly as possible to: 

(i) eliminate the spending limit on administrative costs; 

(ii) eliminate the requirement for TIS to charge fees to TIS clients; 

(iii) eliminate restrictions on IESC flexibility t o  resolve VE project problems (i.e., replace 
unsuitable VEs, waive client fees for follow-on VE projects when needed to  resolve past 
problems, etc.) 

(b) Improved accounting systems should be introduced in the IESC Casablanca office so as to  restore 
conf~dence by USAlD that the funds are being used for their intended purposes. 



(c) IESC should immediately take remedial action to improve its management of the VE program before, 
during and after specific interventions. It should: 

(i) monitor projects now being implemented in a more satisfactory manner to get the most 
benefit out of each VE; 

(ii) organize project related information in a systematic manner on its computer facility; 

(iii) pursue its future marketing effons with a view to avoiding the problems identified in this 
evaluation repon; 

(iv) organize a retrospective follow-up effon, particularly for projects completed within the past 
18 months, and take corrective action to ameliorate client perceptions of dissatisfaction. 

(11 TIS should utilize its U.S. link to establish a flow of international market and technology information 
into its Casablanca office, and to distribute such information to the expon community. It might also 
feed back to ~ t s  Stamford office, information about new investments contemplated by TIS clients, so 
that U.S. suppl~ers might be informed and invited to compete for the business. 

Recommendations and Guidance Pertaining to USAlD Plans for the Program's Continuation 
-1992 to 1997 

The structure of the present Cooperative Agreement requires considerable modification to allow for 
optimum employment of IESC resources to meet USAID program objectives. With TIS having shown 
itself to be such a high impact program, 11 should form the central thrust of the new project. USAlD 
should now build around its success. 

The VE and TIS activity should be made to be mutually supponive, and focussed in support of the TIS 
program, thereby enhancing its overall effect~veness. IESC has a talent pool that can serve export 
producers' needs. The varlous IESC services (1.e.. ABLE), when effectively managed and applied in 
concert. can make major impact on the growth of Morocco's private export sector. 

The scale of the lESC operation for the next f ~ v e  years should be reconsidered. It may be feasible to 
expand the program, the staff in Casablanca and Stamford, and bring about a more rapid rate of 
Moroccan expon expansion and venture stimulation. Most likely, the level of funding needed to  
achieve the desired goals within five years will be in the nine to ten million dollar range. 

TIS should not be seen to be a permanent institution, but rather a valid, useful temporary service 
providing information and contacts during the interim period when Morocco's expon sector needs to 
quickly learn how to enter the Nonh American markets. 
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1. PURPOSE AND SCOPE OF EVALUATION 

A full description of the "Scope of  Work" for this evaluation is attached to  this 
report (Appendix A). This section summarizes that document. 

A - This i s  the final evaluation of IESC services in Morocco for the period 1986 to  
1991, funded under Project 608-01 89. It covers the traditional Volunteer 
Executives (VE) Program and the Trade and Investment Service (TIS) Program and 
is intended t o  fulfill the requirements of the USAlD Cooperative Agreement w i th  
IESC, covering the aforementioned period, for an "impact evaluation". 
Additionally, the evaluation is intended t o  provide guidance t o  USAlD w i th  respect 
to  the design of  a follow-on project to  continue these t w o  IESC-managed activities 
for the period 1992  to 1997. 

B - The impact analysis is designed to measure the tangible results of each 
program on increased exports, investment, production, increased factory 
utilization, employment and other registers of performance. A "Firm Level Survey" 
of approximately 5 0 %  of the firms assisted by the VE program and 5 0 %  of firms 
assisted by the TIS program was to have been conducted to  measure such impact. 
Additionally, the evaluation was to analyze Moroccan private sector demand for VE 
and TIS services, company activities traceable to decisions to implement IESC 
recommendations, and to seek to  identify characteristics of firms that benefit from 
IESC interventions. 

C - Comparative statistical analysis of the results of the Firm Level Survey w i th  
Moroccan national accounts stat ist~cs was to  yield information on the discernable 
impacts of the IESC assistance. 

D - The analysis of costs and cost-effectiveness was to  identify w i th  precision the 
total costs of the VE and TIS programs, including the sources of funds and in-kind 
contributions, and measure cost-effectiveness. The evaluation was also t o  
examine the structure of client fees charged for different services and make 
judgements about their adequacy. A best estimate of  benefitlcost ratios for the 
t w o  programs was to be made. 

E - The evaluation was also to describe in detail the step-by-step process of the 
TIS approach to  export and investment promotion. 

F - Finally, the evaluation was to  measure the degree to  which the program has 
achieved the overall objectives of the original project. 

G - Miscellaneous requirements of the scope of work included, 1 )Review new 
Project Paper and suggest new strategies and recommendations as required, 2 )  
prepare a draft AID Standard Evaluation Summary, and 3) update the Logframe. 



II. THE CONTEXT FOR THE PROGRAM - MOROCCO'S ECONOMY. 1986 TO 1991 

The Government of Morocco undertook policy reforms during the early 1980s t o  
shift its development strategy from import substitution and direct public sector 
intervention in the markets, to export-stimulated growth and greater reliance on 
market forces. As Morocco's economic reform program gained momentum during 
the 1980s, so did its export performance. By 1986, exports reached a level o f  22 
billion Dh. By 1990, exports totaled almost 35 billion Dh. ($3.9 billion), 
representing almost a threefold increase over the 1981 export level. The major 
sectors which experienced rapid growth were agro-industry, textiles, 
mechanical/metalurgicals and electric/electronics. 

USAID's program focus on export promotion was based on Morocco's need for 
increased foreign exchange earnings and the consideration that Moroccan exports 
t o  the U.S. represents only 2 %  of its global exports. Morocco suffers f rom a vast 
imbalance of  trade wi th  the U.S. One important guide to  the project design was 
the Coopers and Lybrand study of  Morocco's export manufacturing industry 
(November 1984) .  

The project purDose for Project 608-01 8 9  is "to increase exports by Morocco's 
private sectorn. Its S U ~ - D U ~ D O S ~  for the export assistance component, as amplified 
by Project Paper Supplement No. 1, dated July 1989, is: 

" -  to improve the export production and marketing capacity of beneficiary 
firms; 
" -  to improve the capacity of the Moroccan Center for Export Promotion to  
service private exporters; and 
" -  to stimulate the development o f  joint ventures between the Moroccan and 
foreign private sectors, especially the U.S. private sector, and t o  develop 
Moroccan private sector expon trade, primarily toward North America." 

The project outputs for the relevant components, as revised by Project Paper 
Supplement No. 1, were: 

"1. Management and technical skills will be improved in approximately 
130  firms assisted by the IESC. 

" 2 .  Improved information and services will be provided by the CMPE. 



"3.  Studies and activities supporting export promotion will be undertaken. 

"4. 1-3 joint type ventures completed between Moroccan and U.S. private 
sectors. 

"5. $2-4 million in Moroccan exports developed." 

The table below describes Morocco's industrial sector by size of firm in terms of 
the number of  employees. 

Table 

Industrial Com~anies bv Number of Em~loveeg 
for 1990 

(COLUMNS 4 to 7 in 100.000 DIRHAM) 

1 2 3 4 5 6 7 
#d U L f  Person- Person- Pro- E x ~ o r t -  Invest- 
E m ~ l o v e e ~  Firm3 nel Cost u c t i o n   tio on W 

500 + 69 69304 2393 25296 10254 1465 

Total 5730 4141 12 10917 103582 25742 6556 

Totals may not add due to  rounding. 

As of end 1990, the largest 785 firms (those with more than 100 employees) 
represent less than 14% of the total universe of 5,730 establishments, but employ 
61 % of industrial employees, and contribute 70% to  production, 78% t o  exports 
and 66% t o  investment. By adding the 713 firms with 50 t o  100 employees to  



that group, we have less than 1,500 firms that account for 77% of employment, 
83% of production, 88% of exports and 78% of investment. Clearly, these are 
the firms that offer Morocco the greatest opportunity for fast export growth. 

The project and the IESC Cooperative Agreement, approved in 1986, responded to  
Morocco's new policies for export growth. USAID's current development strategy 
in Morocco continues to support the Government's economic liberalization policy. 
The FY 1992 Congressional Presentation indicates that program resources will 
continue to support activities to strengthen the private sector and enhance the role 
of free markets. 

As will be discussed in our findings of the impact survey, there are strong 
indications that Moroccan producers perceive the domestic commercial 
environment to  be improving. Those exporters who have traditional ties t o  
European markets are also worried that they will be shut out of the European 
Community after 1992 and are searching for new markets, particularly North 
America. This will require new trade links to untested markets and an image of 
reliability as an international supplier. 

The play of  these economic forces has relevance for this project and for USAID's 
export promotion efforts. Moreover, USAID's strategy to direct the larger 
Moroccan f ~ r m s  into the international marketplace, and thereby into a more 
competitive environment than the more protected domestic market (where they 
may have a monopolistic or at least dominant position), probably contributes to 
some important social goals as well. Companies that operate competitively in the 
international markets and derive an increasing proportion of their earnings from 
international sales will be less likely to perpetuate their focus on protecting their 
dominant position in the domestic market. These companies are likely to transfer 
their newly learned international business practices to their domestic operations. 

DESCRIPTION OF IESC ACTIVITIES IN MOROCCQ 

According t o  the Cooperative Agreement, signed in 1986, IESC established a 
modest operation in 1985 to make available to private Moroccan manufacturers, 
access to IESC's pool of U.S. retired executives who offer their services on a 
volunteer basis for periods of one to  three months. The start-up costs for this 
effort were met by A.I.D.'s centrally funded Core Grant, with small contributions 
from USAlD Morocco and the clients who were being served by the program. In 
1985, 19  projects were developed by IESC and approved for USAlD funding. 

I n  late 1985, IESC assigned Boris Sokoloff to  Morocco as Country Director to 
develop a 5-year Cooperative Agreement together with the USAlD Mission, 
covering services for the period 1986 to 1991, as pan  of the Private Sector Export 



Promotion Project. As a result of the IESC link t o  the Export Promotion Project, 
the VE program was focussed on export producers and marketers. 

The Export Production and Marketing Assistance component o f  the project, funded 
at $2.8 million and assigned t o  IESC for implementation, had three distinct pans: 

- A long term export adviser assigned t o  CMPE whose primary objective was 
to  upgrade the capabilities o f  that institution to  promote Moroccan exports; 

- Firm-specific assistance in production and/or marketing, and export 
marketing assistance t o  groups of  firms and associations (estimated t o  total 
1 3 0  programs); and 

- Management o f  an Export Development Fund t o  respond t o  Government o f  
Morocco requests to  USAlD for assistance in specific export development 
activities. 

IESC was selected to implement these activities through a Cooperative Agreement 
that incorporated a number of restrictions on IESC actions requiring USAlD 
concurrence as well as extensive reporting requirements by which USAIDtMorocco 
maintained an unusual amount of control over program implementation. 

In the course o f  project implementation one major design change was made by 
IESC and USAID. After the two-year contract w i th  the long term adviser to CMPE 
expired in 1988,  it was concluded that "...  only a small percentage o f  CMPE's 
effort was actually directed t o  export promotion, due to  the heavy bureaucratic 
burdens which severely limit CMPE's effectiveness.. . .", and that an export 
promotion activity managed directly by IESC without involvement of CMPE would 
be more effective. Therefore, the Cooperative Agreement wi th  IESC was amended 
in 1989  to  discontinue the long-term adviser t o  CMPE, to  add the Trade and 
Investment Service program (TIS] and to provide funding in the amount o f  $1.5 
million for that new activity. The person who filled the position o f  long term 
advlser to  CMPE was placed in charge of the new  TIS operation. 

The original amount provided for the VE program was reduced by $220,000. 
Later, an additional $40,000 was taken from the IESC allocation t o  fund the 
present evaluation. This brought the total funding under the Cooperative 
Agreement to $4,040,000. Finally, due t o  slower than expected implementation, 
total project funding was found to  be adequate to  continue the programs for an 
additional year and the Cooperative Agreement's completion date was extended t o  
June 1992. 



A)  The VE Proaram, 1986 to 1991 

According t o  the Cooperative Agreement, a total o f  approximately 1 3 0  export 
production projects were t o  be completed by IESC during the life o f  the agreement 
in addition to  18  export marketing projects. 

The mid-term evaluation indicated that 7 2  VE projects had been completed as o f  
March 29, 1990.  

As of June 20, 1991,  IESC had billed USAlD for 84 export production and 1 1  
export marketing projects, these having been completed. A n  additional f ive 
production projects were completed by September 30, 1991.  As o f  the time o f  
this evaluation there were about 25  VE production projects that are scheduled t o  
be completed by  June 30, 1992, the end of the Cooperative Agreement, which 
would bring the total number of VE projects t o  approximately 125.  

The annual project levels completed was as follows: 

Year Production Marketing 
projects Projects 

1986  2 
1987  18  
1988  22 
1989  17  
1990  19  
1991 ( to  9 , 3 0 )  11 

- - - -  
Total 8 9  

Total 

See Appendix G for project l i s t~ng.  

This evaluation's "Firm Level Impact Survey" covers a sample o f  5 2  VE projects 
provided to  45  firms. The sample is comprised of :  

food industry projects 
textile projects 
garment projects 
leather project 
paper product projects 
metal works projects 
electrical project 
chemical projects 
miscellaneous manufacturing and trade projects. 



The IESC data on  geographic distribution of  the 84 projects completed 
before June 1991  indicates that: 

56 projects were located in Casablanca or the Casablanca area; 
1 4  were located in Fes and Meknes; 
5 in Tangier, Larache and Tetouan; 
5 in the Marrakech, Agadir and Essaouira areas. 

These data are somewhat deceiving, however, since most large companies have a 
headquarters office located in Casablanca, while the factory, at which the VE 
might have been working, could be located in other cities. Thus, a number of  
projects indicate Casablanca as the locus, while the activity of  the VE was actually 
located elsewhere. 

The explanation o f  methodology for sample selection is included in Appendix B. 

The TIS Proqram, 1989 to 1991 

In August, 1988  AID'S Off ice for Private Enterprise (PRE) authorized a grant t o  
IESC under a cooperative agreement (PDC 001  3 -A-00-8160-00)  in the amount of  
$ 6 5 0 , 0 0 0  to  encourage export and investment activities in four countries. One of 
these countries was Morocco. The PRE grant allowed IESC to  begin mobilizing its 
TIS operation in Morocco even before USAlD Morocco approved the n e w  activity 
funded under its o w n  cooperative agreement. 

The PRE:'TIS grant provided for the cost of a project officer and other off ice 
support activity in the United States. Specifically, money was used t o  cover 
salary, accounting suppon, executive suppon, rent , communication and other 
normal costs associated wi th  operating an off ice in the United States. Funds also 
covered staff travel, promotion, training and US outreach efforts including 
newsletters and articles. The total PRErrlS funds expended by TIS Morocco f rom 
1988 through December 31, 1991 were $1  66,137.47.  

The former long-term adviser t o  CMPE, David Sullivan, was given a mandate t o  
establish the Trade and Investment Service (TIS) based on an act ion plan, 
developed by him in 1988.  It drew upon his and other studies and analyses of  
Morocco's export sector and its potential t o  enter the North American markets. 
Appendix I t o  Mr. Sullivan's Annual Report t o  USAlD dated 1 7  December 1987, 
identifies 1 3  exportable Moroccan products which "... suffer mainly f rom 
inadequate marketing effo n. . . .  (cork, leather products, marble, sardine/mackerel, 
olives, olive oil, tomato paste, pimento, cut  fresh flowers, handmade rugs, 
artisanal, and automobile parts)." The strategy seems to  have been t o  focus on 
the most easily exportable things first, to  bring willing buyer and willing seller 



together, and to  intervene t o  the minimum extent necessary t o  help the seller t o  
meet the buyer's requirements, "close the deal" and go o n  t o  other deals. 

The TIS structure required a small (three professionals) activist unit in Morocco 
balanced by another activist unit in the U.S. ( t w o  professionals), located a t  IESC 
headquarters in Stamford, Connecticut. Both units were managed directly by  Mr.  
Sullivan. These t w o  units act as the t w o  piers of  a suspension bridge, allowing 
rapid traff ic (communications, personnel and sample goods) t o  move in both 
directions. IESC's business support programs (i.e., ABLE), i ts network o f  volunteer 
executives and its access t o  the U.S. private sector, not  only to  manufacturers, but  
also t o  importers and international trade brokers, were used t o  locate the 
technologies, the sources o f  market information and the contacts needed t o  link 
the Moroccan producer or exporter w i th  whatever was needed t o  make him 
capable t o  sell t o  the U.S. markets. 

Based on the work  performed by the CMPE adviser during his assignment in 1986 
to  1988, ten product lines of  the Moroccan private sector were selected for short 
( two-week)  surveys, to identify those companies that could meet U.S. 
specifications and were willing to  adapt their product t o  the market. The surveys, 
staggered during the first t w o  years of the TIS operation, covered the following 
sectors: olives, artisanals, essential oils, processed fruits and vegetables, hand- 
made carpets, tourism, herbs and spices, fresh and frozen seafood, and agro- 
industrial investment. Ten VEs were brought out to  perform these surveys. Each 
looked at about 10 to 1 5  companies in thelr selected sector. In addition, TIS staff  
made contacts wi th  other companies for a total o f  275 companies contacted. 
Each survey was specifically deslgned to  identify the t w o  or three producers that 
were close to  being ready to export, in terms of  their production capability, 
exportability of product line and their attitude. The VEs and TIS used their U.S. 
industry contacts t o  open doors for these Moroccan producers. 

TIS then located five U.S. "marketing associates" (these were U.S. importers or 
brokers who  were actively engaged in the business of  international trade and who  
specialized in the product lines which TIS had identified and tentatively selected for 
concentration) t o  visit Morocco, for the purpose of  exploring the feasibility o f  
buying. The visits of t w o  of these marketing associates were funded by  TIS. One, 
a specialist in freshlfrozen f ~ s h ,  did not make any purchases because U.S. prices 
were lower than those in other markets. The other four marketing associates 
screened those companies that had been identified by the sector surveys, selected 
those that offered the best potential for sustained export production and showed 
them what they had t o  do  t o  export. Deals for trial shipments were made and 
export trading began. 

I t  is interesting to note that the fundamental arrangement between TIS and those 
U.S. experts or marketing associates whom TIS selected t o  visit Morocco was for 



TIS t o  pay only per diem in Morocco and international travel. TIS did not pay fees 
or salary to these persons. Thus, the status of these persons was about the same 
as those of an IESC Volunteer Executive. In a number of instances, TIS arranged 
for the marketing associate's first trip to Morocco to  be made without any TIS 
contribution. Only after the U.S. trader demonstrated that he could make a 
satisfactory program contribution did TIS agree to  designate him as a marketing 
associate and fund the out of pocket costs of the visits. 

In many instances TIS staff had to intervene as a facilitating communications link, 
as well as to  respond to  telex requests from the marketing associates, t o  resolve 
shipping, quality or other problems. A large effort was made by TIS staff t o  
explain market requirements and persuade producers to  invest in new equipment t o  
adapt their product to U.S. specifications. 

The initiative for the TIS operation has always lain with TIS itself. Its staff was the 
generator of interest, by performing product surveys. It sought out the producers, 
and also the marketing associates. 

It is important to understand that screening, selectivity and deal making are the 
underpinnings of the TIS approach. TIS screened Moroccan producers to  find the 
few firms that had the capability to become major suppliers for the U.S. market. 
These firms were then winnowed down by TIS, through trial shipments, until the 
most capable, the ones most willing to invest and adapt to the market needs, were 
l~nked together with the marketing associates that were prepared to move product. 
We may refer to all of  the producers who were invited to  work wi th  TIS as "TIS 
Clients" because they made trial shipments. But they are only clients in the sense 
that they were given an equal opportunity by TIS to make their deal in the 
international marketplace. 

TIS staff does not consider that it has commitments to  "clientsn who did not 
succeed in making a long-term deal or whose trial shipments did not pan out. 
Nevertheless, the TIS efforts do generate demonstration effects and facilitate 
informat~on flows which allow other producers to modernize, adapt to international 
market requirements, and locate buyers in the U.S. (see discussion on impact, 
below). 

Once the f low of goods from a TIS client gets on a firm footing, TIS will withdraw 
its financial support to the marketing associate. That decision is based on the 
volume of goods shipped and the resultant stream of commission earnings of the 
marketing associate, and whether TIS judges these earnings to  be adequate to  
maintain continued marketing associate interest in Morocco's products. 

The key ingredients contributed by TIS to the Moroccan export promotion effort 
are to  identify and then link potential buyers and sellers, and to provide practical 



market information to Moroccan producers which will impact on their production 
process by adapting product to  market need. Additionally, TIS staff acts as an 
expediter to  get Moroccan producers to  perform shipments in accordance with 
generally accepted international trade practices, particularly U.S. practices. 

Another way to  describe the various functions performed by TIS is to  group them 
under the umbrella of "entry costs" for penetration of new markets. TIS provides 
credibility for both buyer and seller to the other party. It reduces the risks for 
Moroccan producers in conducting market searches, trial shipments, innovation, 
etc. associated with entry into the relatively unfamiliar North American markets. 
It encourages export and venture deals to  the point of closure. It reduces the time 
lags for entrepreneurs to export new products that may or may not eventually have 
been exported without the program. 

Initial strategy was to take product lines in which an exportable surplus existed or 
to develop new products that were non-traditional offshoots of traditional 
Moroccan ex,ports (e.g., sliced olives) and therefore were easily understood by 
Moroccan producers. One TlS got a Moroccan anchovy producer to  shift his 
production and sale of  anchovies in bulk to Spain, to producing anchovies in cans 
for the U.S. market, a fourfold higher value added product ($100,000 per 
container). 

As will be discussed in the section below dealing with impact of the program, 
some new investment resulted, and some joint ventures are now on the horizon. 
The product lines which, to date, have succeeded in reaching the trial shipment 
stage are new forms of olives (pitted, black, sliced), olive oil, capers, pickles, 
peeled tomatoes, dried tomatoes, anchovies, wild onions, and pottery. In the case 
of olives, olive oil, sardines and anchovies, some major penetration of the U.S. 
market occurred. 

Climatic conditions in Morocco are similar to those found in southern Spain, Italy or 
California. It is t h e  TIS staff's view that future products to be developed may be 
anything that grows in these areas (artichokes, pimentos, etc.) since Morocco may 
well have a competitive edge. 

Consideration is being given to pursuit of a tourism promotion effort. 



IV. IMPACT OF THE VE PROGRAM 

In an attempt to  discern and measure the impact of the VE program, the evaluation 
effort used three approaches. These were: 

A. Case studies of some particularly successful VE interventions; 
B. A qualitative survey of a large sample (52  out of 89 export production 

projects) of IESC-assisted firms; and 
C. A quantitative statistical analysis of 6 0  IESC-assisted firms. 

These three approaches, which attempted to  identify program impact, were backed 
up by an institutional analysis of the IESC VE delivery system for Morocco, 
including the Stamford and Casablanca based components. 

A. The Case Studies. 

As is indicated in section IV B below, describing our analysis of the sample survey 
findings, about 40% of the 100 completed VE programs might be classified as 
having been successful. The following five case studies fall into that category. 
There may be an additional 35 such success stories among the 100  VE projects 
that resulted from IESC's five year effort in Morocco. 

1. C o m ~ a n v  ABC: Product and Market Develo~ment/Enerqy 
SavinqtNew C o m ~ a n v  Creation 

Since February 1988, Company ABC, a well established wool/wool blends 
manufacturing plant in Meknes, has received four IESC VE missions, including t w o  
visits by the same VE. Assistance was brought in such areas as production 
management restructuring, quality control, product development and energy 
conservation. On all counts, Company ABC provided derived substantial benefits 
which contributed to strengthening its position as one of the leaders in this 
industry in Morocco, as well as boosting its export development. 

A measurable impact is in energy conservation, where the VE's energy audit and 
recommendations led to a 3 0 %  saving on the fuel bill, and a 1 2 %  savings of the 
Company ABC's total energy bill (in constant terms), representing Dh 400.000 
($50,000) per year through direct saving and better energy distribution. 

Numerous suggestions on the production of the operation by the VEs, as well as 
the introduction of a cost-accounting system, investment in new equipment (in 
fact, second hand finishing machinery bought from Europe) led t o  a thorough 
production restructuring. This involved a work-f low reorganization into five 
independent units (Weaving, Spinning, Worsted Spinning, Finishing and 



Maintenance) - independently managed. This rationalization of production had 
another spin off in terms of private sector development and company creation. 
Under VE technical input, Company ABC's maintenance service unit was 
developed into an independent private company, which now is providing 
maintenance service at  large to  the industry. Some of Company ABC's formers 
employees have become partners in the subsidiary. 

Product development of worsted fabric has been significant. The company's 
worsted fabric now represents 4 5 %  of production up from 5% prior t o  the 
assistance. 

The development of higher value fabric has contributed to multiplied exports. 
Company ABC exports are doubling every year, from about Dh. 1 4  million in 1989, 
to  Dh. 3 0  million in 1990, and Dh. 60  million in 1991. Projection for 1992 are in 
the Dh. 100  million range. 

Perfect VE profiles and judicious organization of the VE missions, enabling 
Company ABC to  maximize benefits from the VE, were key elements in this 
success. 

2. C o m ~ a n v  DEF: 

Company DEF, a producer of canned and frozen fruit and vegetables, preserves 
and fruit juices, received IESC VE assistance in 1988. The request was precise: 
quality improvement for its preserves. In addition, Company DEF wanted to  get a 
better understanding of its market position. 

The VE's major recommendations included improved procedures for the use of 
pectin in the production process, improved recipes for the preserves and upgraded 
quality control management and equipment. These recommendations were 
judiciously exploited by Company DEF and progressively introduced. Four years 
after the IESC mission, Company DEF is proceeding to  implement some of  the 
more "expensivew VE suggestions which deal wi th improved plant layout and 
introduction of new  production lines. As a result, Company DEF is modernizing its 
operation. 

The immediate contribution of IESC assistance has been improved quality of its 
jams and marmalade. As a result, Company DEF has gained confidence in the 
quality o f  its products, and is now a leader in quality preserves in Morocco. 
Production has increased from 1400t five years ago to 3000t  in 1991 and 
projections are in  the 50001 range within five years. The reputation of  Company 
DEF's preserves has expanded beyond its borders to  Europe, where a leading 
producer of preserves has recently indicated strong interest in the product. Export 



opportunities have been developed and the beginning of exports is just a matter of 
the firm's marketing strategy. 

Company DEF's management feels that the key factors in the success of the VE 
program were perfect timing, precise definition of VE's task, and close interaction 
with the VE to  benefit from realistic expectations. 

3. C o m ~ a n v  GHI: Product Development/Rationalization of Production 
Market Develo~ment  

Company GHI has been very pleased with its IESC technical assistance and praise 
the excellence of the VE expertise. The mission took place in 1987 and broad- 
scale recommendations dealing with production and marketing have been adopted. 

The firm considers that key inputs from the VE were the introduction of new 
methods of roasting and grinding, improvements of the packaging of their coffees, 
and assistance in improving the production process which is now fully 
automatized. 

IESC VE recommendations have contributed to the firm's expansion through 
product development, quality improvement, reduction of production cost through 
automation and increased market share. Company GHI projects a further increase 
of a 10-1 5 %  share of the Moroccan market for the next five years. Not the least, 
these improvements have contributed to the company's export competitiveness 
and drive. Its exports will begin at the end of 1991. 

Employment has increased in the short term (the number of employees increased 
from 45 in 1987 to 70 in 1991 1, and Company GHl's improved productivity 
resulted in increased turnover as it increased its market share. Company GHI 
projects that its staff should increase to about 200 in the next five years. 

The management remarks that although the VE assistance was technical in nature 
it brought a new dimension and perspective to its operation and outlook and the 
firm is now more self-sufficient. All of these are "necessaryn in the firm's 
expansion. Excellent matching of skills, proper timing of the mission and skillful 
use of VE's advice seem to be key elements of the IESC mission's success. 

4. Companv JKL: Administration Assistance at the Start-uo Phase 

In May 1990, six Moroccan doctors formed a partnership and launched a new 
modern medical clinic in Tangier. Favorable conditions were present, such as a 
promising market with no real local competition and a growing demand for such 



services, a pool of  specialized skills from the European-educated doctors, and 
financing via bank loans. Since none of the doctors had much hospital 
administration experience, they contacted IESC and requested a VE for the start-up 
phase. 

The VE's arrival was delayed until March 1991 because of the difficulty (by IESC 
Stamford) in finding a VE with this type of skills and because of the Gulf war 
which resulted in an evacuation of the IESC VEs from Morocco. The VE's 
assistance was required in various areas of the clinic's administration, especially in 
financial management, clinical performance, training of paramedical personnel and 
patient care administration. 

The VE, who had 3 0  years experience in hospital administration, was extremely 
qualified to face such a challenge. His assistance has been considered immensely 
valuable by the clinic's management. It was particularly critical at this initial stage 
to  set the c l~nic  administration policy on the right path. The management would 
like the same VE to return for a second mission. 

The clinic, which employs 60  persons, has earned a very good reputation and is 
started attracting patients from other areas of Morocco. Some expatriates, known 
to  be particularly discriminating in these matters, are increasingly attracted by the 
clinic's low- cost quality services, especially in laser treatment ophtalomology. 

5.  C o m ~ a n v  MNO: Ex~or t s .  Production and Product Develo~ment  

Company MNO, a manufacturer o f  high-quality cookies, wafers and pastries, 
benef~tted from t w o  IESC VE missions in 1986 and 1987. Company MNO's 
management remarked that they were so pleased with the expertise and assistance 
of their VE, who had 35 years experience at Nabisco, that they requested him to  
come a second time t o  assist in new product development and to  finalize the 
rationalization of production. Further collaboration with IESC has been envisaged 
in the early 1990s. 

The IESC VE's key input was in the area of production. The restructuring o f  
production allowed quality improvement, reduction of energy consumption and 
skills development, through the training of technicians. The second mission led to  
the introduction and development of  five or six new products, improved quality 
control and extension of some product shelf life. Several additional new ideas and 
suggestions were made by the expert in various areas, such as the upgrading of 
packaging. 

Company MNO management considers that the success of these missions owes 
largely to the clear definition of the problems which required IESC assistance, 



allowing IESC to better select the expert. The company was graced with a VE 
with well matched skills for the task. The special human qualities of the VE, who 
was able t o  communicate with the workers even with no French language skills, 
were also highly praised by Company MNO. 

Although Company MNO management did not wish to  disclose any company data 
to  the interviewer, information gathered from other reliable sources indicates that 
Company MNO's production increased from Dh. 35,554,000 in 1986, to  Dh. 
58,755,000 in 1990, exports increased from Dh. 1 1 1,000 in 1986, to  Dh. 
734,000 in 1990; and employment increased from 110  to 151 for the same 
period. 

B. Survev Data Analysis 

As has been pointed out in evaluation reports of other IESC VE programs, it is 
difficult to make accurate determinations of aggregate impact resulting from a 
diverse group of company-specific projects. Some of the survey findings merely 
corroborate findings of other similar IESC programs, but we also gained some 
insight into the effectiveness and problems of the IESC Morocco program. 

The survey revealed that out of  52 export production projects surveyed, 
approximately 2 0  can be considered successful, 17 partially successful and 15 
seriously deficient. The following section discusses the factors most commonly 
raised during the interviews that determine the perceived success or failure of an 
intervention and that are the most cr~tical to impact. Some of these are generic to 
IESC VE programs; other are more specific to the Moroccan context during the 
period of the Cooperative Agreement. 

1. Skills Matchina 

The vast majority of the flrms interviewed were impressed with the level of 
professional expertise and experience of the VEs. Clearly VE expertise and 
experience are a cornerstone of the IESC program. 

It may come as no surprise that the key factor in client satisfaction is proper 
matching of the VE skills to  the specific requirements of the firm. At  least 25% of 
the firms indicated that the VE skills were perfectly matched to  their needs. In the 
majority of these cases, firms had defined precisely their requirements and also had 
realistic expectations about what the VE should bring. 

Despite the generally high level of  professionalism and expertise of the VEs, there 
was some mismatch of skills versus enterprise requirements. There are very few 
cases of complaints about total lack of qualification or incompetence of VEs. 



Most complaints tend to point out that although the VE was specialized in a field 
related to the firm's activity, he was unable to fulfill the particular requirements. A 
case in point is that of a plastics specialist requested to  assist a firm in improving 
its polyurethane foam production. The VE, a distinguished chemist, had only 
marginal knowledge of polyurethane foam production. By the time he had 
acquainted himself wi th the firms needs, his mission time was over. The firm 
manager remarks that the VE's role in solving the firm's production problem had 
been virtually nil. On the other hand, the firm's chemist, who worked closely with 
the VE, argues that he learned enormously from the VE and that this knowledge 
could be useful for the firm in the longer term. 

Another type of complaint (about 10-1 5% of the firms interviewed) is about U.S. 
VE's having too narrowly specialized expertise. In these cases, the firms had 
expected the VE to have a broader business perspective and understanding of the 
firms operation. 

There are two  aspects to this problem. Many IESC clients are considerably smaller 
than the typical U.S. firms from which the VEs came and may have broader and 
more multi-disciplinary assistance requirements. Additionally, firms in developing 
countries have highly centralized management styles, in which the owner-operator 
makes all decisions. The request by such a firm to  IESC may be for a technically 
qualified VE, but the expectation is that the VE's experience will be sufficiently 
broad to fit the management style of the client. 

2. Cultural and Cor~orate Adiustmenr 

Approximately 3O0/0 of the firms interviewed had some kind of complaint about the 
VE's cultural or corporate adjustment. 

Difficulties in understanding the firm's environment and conditions tend to  be more 
commonly reflected in projects with a strong management, financial or marketing 
component than in strict technical projects. Firms remarked that traditional 
financial or general management practices cannot be turned around overnight; 
some of these firms noted that irrespective of the quality of the recommendation 
and principles put forward, more sensitivity to the local conditions and firm's 
resources would have been necessary by the VE to structure the recommendations 
to fit the local cultural setting. This suggests that the VE's time in Morocco should 
not be cut short; rather that helshe be scheduled to remain in Morocco for the full 
three-month authorized period of the assignment. 

Some VEs recommendations require large-scale investment to solve the firm's 
problems, either through acquisition of  expensive equipment or technology or hiring 
of new professional skills. A number of firms felt this type of advice was not 
useful given the scale and/or the limited resources of their enterprise. In the 



projects where such problems were noted, the management remarked that either 
the recommendations would likely remain "lettres mortes" and were therefore 
useless under the present circumstances, or could only be considered in  a distant 
future. The type o f  assistance that is universally praised is practical suggestions 
and ideas allowing the company t o  solve problems and improve performance wi th in 
the resources available. 

Adjustment t o  Morocco's cultural and social environment was reported as 
problematic in  about 2 0 %  of  the projects. Some VEs needed more adaptation t o  
the local manufacturing standards or local market. A few firms remarked that  their 
VEs looked totally disoriented and did not  understand local customs, such as 
observance o f  the holiday "Ramadan". A number o f  firms which have encountered 
this diff iculty suggest that IESC encourage and help the VEs t o  prepare and inform 
themselves about the local cultural and economic environment prior t o  coming t o  
Morocco. T h ~ s ,  they noted, could save considerable time for the VE t o  concentrate 
on the task. 

3.  Timina of the VE Mission/Manaaement Availability 

The survey reveals that proper timing of the VE's mission is a critical factor o f  
success. Most  o f  the success stories in the preceding section seem to  have 
resulted f rom good preparation and organization of the VE mission, both by the 
client and IESC. 

Although it is obvious that the f ~ r m  should plan and organize the mission t o  take 
place at an appropriate time t o  make the best o f  it, it seems that IESC Casablanca 
could be more sensitive to  this issue, since observation reveals that the client is 
often no t  aware of the need to  prepare for the VE's arrival at the t ime of  the 
request. 
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Many firms remarked that their o w n  management availability is critical for the f i rm 
to fully benefit from the VE's presence. A number of projects (about 2 5 % )  have 
suffered f rom improper timing of the VE mission. Either the f i rm was undergoing a 
major corporate or department restructuring or, in other cases, the acquisition by 
the firm o f  n e w  equipment, which required VE technical assistance, had been 
delayed and the VE's mission came too early to  be productive. 

4. The VE's Att i tudelAae 

Virtually all of the firms interviewed remarked that they were pleased w i t h  the 
helpful attitude and dispositions of the VE and, in most cases, the excellent 
personal relationships developed between the VE and his client. A few firms 
(about l o % ) ,  however, were dissatisfied w i th  the leisurely attitude o f  the VE, w h o  
they noted, gave the impression of "vacationing" in Morocco. 



Firms seem to  appreciate the volunteer dimension of the assistance. Seniority was 
not necessarily a negative factor (a few firms remarked that their VEs in their mid- 
seventies were astonishingly dynamic). However, about 15% of the interviewees 
reported that the VE's vitality had been somewhat problematic. Some VEs were 
reported to be insufficiently energetic or motivated t o  face their demanding 
assignment. Several of these VEs were in their mid-seventies, to  late seventies; 
one was 80. 

In contrast, several other firms corroborated this concern in expressing 
spontaneously in the course of  the interview, that they appreciated having 
received a relatively young and dynamic VE. 

5. Lanauaae Communication Problem3 

Special efforts on the part of the VE to communicate in French with the staff and 
workers was highly appreciated. 

Few VEs speak French and most Moroccan-assisted firms, even at the 
management or higher technical level, tend to  have only limited conversational 
English skills. At least 2 5 %  of the firms interviewed had to  hire an interpreter, 
sometimes with mixed results - especially in the case of projects involving highly 
techn~cal subjects. A number of these firms remarked that the lack of French 
language skills by the VE restricted his interaction with employees and workers on 
the factory floor. On the other hand, a few of the managers of assisted companies 
who d ~ d  not speak English tended to  feel "left out" of the dialogue with the VE 
( w h ~ c h  generally took place with the engineer or other professional). 

For about 15% of the interviewees, communication problems with the VE were 
overwhelming and influenced negatively their overall perception of the VE's 
assistance. Some of these firms mentioned that this difficulty would lead them to 
not hire U.S. VEs in the future unless they spoke French. 

6. Increased Interaction With The Firm In The Selection Process: 
IESC Proiect Monitoring 

Nearly 20% of the firms indicated that they wished that they could have been 
more involved in the selection process. Some firms felt that they could not 
sufficiently assess from the resume the VE's skills and their relevance to  the 
specific needs of their enterprise. In a few cases, the VE who had originally been 
accepted by the firm was unable to  come to Morocco and the firm felt somewhat 
"pressed" by the IESC office to  make a decision on a substitute VE with less 
obvious qualifications for the task at hand. 



When difficulties between the client and the VE materialized, clients tended not t o  
complain t o  the IESC office until after the project had ended. 

Although there is implicit provision in the terms of the IESC contract t o  allow a 
firm to  terminate a VE's mission and to  request another expert in case o f  major 
dissatisfaction, the majority of firms surveyed appeared t o  have been reluctant t o  
take such a drastic step. If this "live-with-it" cultural attitude can be generalized to  
Moroccan firms, i t  is suggested that IESC management needs t o  increase i ts 
dialogue wi th  the f irm during the VE's mission. A follow-up call t o  the client about 
10 days after the VE's arrival would be useful to find out h o w  the experience is 
proceeding. 

In addltion t o  such immediate follow-up and possible corrective measures, a more 
systematic follow-up system should be instituted by IESC. Informal contacts are 
already maintained wi th  a number o f  firms. A follow-up visit, about six months 
after the completion of  the VE mission, could be carried out. This would provide 
better assessment o f  the VE's assistance impact and, not negligibly, maintain 
dialogue wi th  IESC clients and enhance IESC's visibility, credibility and market 
potential. The reticence of most firms to  raise what they perceive t o  be delicate 
issues wi th  the IESC could be eased through increased interaction w i th  the client 
and project follow-up. 

7. Mission Duration and Pre~arat ion 

A significant number of firms (about 1/31 remarked that the duration of the VE's 
m~ssion, typically about six weeks, had been too short and that a few more weeks 
would have made the mission more productive. This, it was noted, was even more 
necessary given the VE's need for time to adapt, especially i f  he had no previous 
experience in Morocco. 

It appears that several of the VEs had to  return prematurely to  the U.S., sometimes 
unexpectedly and for personal reasons. 

Several firms (about 15%) wished that the VE had some preparation for his 
mission prior t o  his arrival in Morocco. They suggested that this could be done 
through personal communication wi th  the firm and collection and study of 
background information/documents to facilitate the understanding of  the firm's 
environment and problems. Such preparation would allow more effective use of  
the VE's limited time in  Morocco. 

A few firms also wished to  maintain contact wi th the VE for some kind of informal 
follow-up after his return to  the U.S., but they felt that IESC management was not 
encouraging this. This suggests that some funding mechanism might be usefully 



employed in the next Cooperative Agreement to pay for such follow-up calls after 
the VEs departure, if the VE considered such contacts would serve a purpose. 

C. Quantitative Performance Analvsis of 60 IESC Client Firm9 

It would have been helpful if the management of the IESC VE Program had 
systematically collected baseline data (production, employment, exports, plant and 
equipment values) from the client firm, and had maintained that data in 
computerized data files with ready access and opportunity for manipulation. This 
data bank could then have been updated at the end of the VE's assignment with 
some information concerning the work accomplished by the VE and the 
recommendations for later implementation. Such data would have been valuable 
for systematic follow-up efforts by IESC management. I t  would also have been 
very useful for subsequent evaluation efforts. Unfortunately, that kind of data 
system was not maintained on IESC's computer facilities in Casablanca. 

The client application form for VE assistance does provide data about the firm's 
production and the number of employees, but it was not easily accessible for 
systematic review and compilation. The surveyors did have access to the 
individual project files contsining the application and the VE's final report for those 
f~ rms  included in the sample selected for site visits and management interviews. 

Our survey instrument (see Appendix B) provided for the collection of company 
data on production, exports, employment, ~nvestment and plant utilization over 
time, but there was strong resistance by firms to  divulge such data. 

Fortunately, we were able to obtain company-specific performance data for 
Moroccan firms for the five-year period of the Cooperative Agreement, 1986 to 
1990. To learn something of the overall impact of the VE program, we have 
analyzed the production, export, employment and investment data for 6 0  VE client 
companies (grouped into 10 sectors), and compared the performance of the IESC 
client group of companies with the performance of the comparable industrial sub- 
sector as a whole. The analysis covers the period 1986 to 1990 inclusive. 

Appendix H provides the raw data as well as a list of the names of the 6 0  firms, 
more than half of which were included in our survey sample. For each of the 1 0  
sub-sectors, and for each of the five years covered, it indicates the share that the 
60  IESC-assisted companies maintained of sub-sector production, exports, 
employment, investment and value added. It also indicates the annual growth rate 
for each of these performance measurements, for the sub-sector as a whole and 
separately for the lESC firms included in the sample. 



The sample consists of the following: 

Sub-sector 

Food Industry 
Textiles 
Garments 
Leather 
Wood Products 
Paper Products 
Metal Working 
Electrical 
Chemical 
Ru bber/Plastics 

Number of 
IESC-Assisted Companies 
in Each Sub-sector 

Production of IESC 
Sample Firms as a % of 
Sub-sector's Total 
Production 

Statistical comparisons among this data do not reveal any clearly distinguishing 
characteristics of the IESC-assisted companies, in terms of their performance vis-a- 
vis their sector, to suggest any impl~clt collective impact from the VE program. 
Except for the an Increase for the IESC assisted leather producer, IESC-assisted 
companies increased production at approximately the same rate as their respective 
sub-sector. 

Export share of IESC-assisted companies declined for garments, and for food 
industry; yet increased sharply for chemical, metal working, wood products and 
leather. 

Employment levels increased less than proportionately with production output in all 
sub-sectors as a whole, and also for IESC- assisted companies except for those 
firms in wood products. 

We should caution that the absence of statistically verifiable increases for the 
IESC-assisted firms over those of their respective sub-sector does not prove that 
there was no impact. The firms that sought help from IESC may have recognized 
that they were in difficulty and were losing market share. The aggregation of firm 
data may mask individual achievements (as is shown by the foregoing description 
of a few individual success stories). 



We performed a further analysis of ten IESC assisted firms which our survey 
indicated to have been the beneficiaries of successful VE projects. Five of these 
firms were in the food industry, three firms were textile producers and t w o  firms 
were paper and paper products producers (See Appendix I). We found that 
performance data for the five IESC assisted firms in the food industry showed that 
they increased their market share of production and exports during the period 1986 
through 1990. The IESC assisted firms performance exceeded that of the sub- 
sector as a whole. 

The same is true of the textile industry, although the numbers are not as dramatic. 
The data for the t w o  IESC assisted firms in the paper and paper products industry 
did not reveal any significant improvement in performance over the subsector as a 
whole. 

This analysis would tend t o  corroborate our conclusion that successfully executed 
VE projects do contribute significantly to the client company's performance. It 
strengthens the case for greater effort to be made in the management of the 
program to  support the VE during his!her tenure with the client. 

D. Institutional Analvsis of VE Delivery Svstem 

1. Demand for the VE Proaram 

There is a direct correlation between the IESC marketing effort and the effective 
demand for the program. The greater the marketing effort, the more applications 
for assistance are generated. Appendix J describes the relationship of  completed 
project levels per year (through September 30, 1991 1 wi th the marketing efforts 
that led up to these levels. The data was provided by IESC Casablanca, and is an 
extension of data contained in the Mid Term Evaluation. 

In at least one instance, (SEFITA) the managing director volunteered t o  the 
surveyors that he was disappointed that IESC did not pursue marketing efforts in 
Meknes with greater vigor. SEFITA has applied and used four VEs during the life 
of the Cooperative Agreement and said he would use more if he were reminded 
from time to  time. The issue has relevance because it supports the allegation that 
past marketing efforts were too heavily concentrated in Casablanca. 

The IESC Country Director points out that,.although he agrees that their marketing 
effort should adequately cover other industrial centers, the fact is that much of 
Moroccan industry is located in Casablanca. In many instances, the decision 
makers of multi-establishment companies located elsewhere are themselves based 
in Casablanca. That is indeed the case. 



According to  the Country Director, IESC's future marketing effort should be 
adequate to  reach a level totalling 220 programs during the next five-year period. 
He proposes to reach this level with the following programs: 

cold calls to  target industries; 
follow-up with companies that are invited to attend USAlD seminars 
being held under other programs; 
follow-up with clients of USAID-supported loan guarantee programs; 
contacts with Moroccan business associations; sponsoring of 
promotional activities such as business breakfasts which will provide 
information on new technology and global market trends; 
recruitment of independent marketers in Casablanca and other cities 
to  be paid on a commission basis; 
attempt to  "piggy-back" VE assignments with non-competing firms, 
(use of one VE In Morocco to assist a second company). 

There are other technical and management consulting firms that offer services in 
the local market, but we do not know much about them. However, we gained 
some insight, in the course of the client survey, when we asked whether the client 
would find it acceptable for IESC to invite a local consultant to  join with the VE in 
an assignment. The response by the client was universally negative. Two  reasons 
were given: the client expressed concern that confidential information about his 
company's operations would be made available to his competition when the local 
consultant completed his work (he had no such concern about the VE); and he was 
also convinced that no local consultant could bring an international perspective to 
the assignment, such as that which the VE could bring. 

It is interesting to  note that the French operate a similar program to  the traditional 
VE program. A description of that program is provided in Appendix K to  this 
report. 

2. The Fee Structure 

IESC charges a flat fee to its clients for VE services. That fee is $6,000 for the 
first month and $3,000 for each additional month of the assignment. An attempt 
had been made to charge a sliding scale depending on the size of the company, but 
that approach was found to be untenable because it invited clients to  haggle about 
the fee. 

IESC believes that the fee structure is satisfactory and, on balance, does not get in 
the way of securing clients who may benefit from the program but cannot afford 
it. 



H,owever, we believe that the fee structure acts as a disincentive t o  full utilization 
of a VE tour, which is normally close to  three months in most IESC programs, but 
only about six weeks in Morocco. In light of the information revealed by our client 
survey concerning client dissatisfaction due to short VE tours, and the need for 
VEs to structure their recommendations to better suit the cultural environment, we 
believe the fee structure should remain $6,000 for the first month but should be 
revised to, let us say, $4,000 for the following 60  days, or any portion thereof. 

3. Proqram Phasins. Costs and Ex~endi ture Levels 

The Cooperative Agreement, as developed in 1986, contemplated the expenditure, 
by June 1991, of approximately $2.35 million ($2.8 million total, less about 
$450,000 for CMPE) to  produce 130 VE Export Production projects, 1 8  VE Export 
Marketing Projects and an unspecified set of activities categorized under "Export 
Development Fund". This works out to a $15,878 cost to  the Cooperative 
Agreement per VE project. 

As o f  June 1991, $1,608,236 was expended (including Administrative costs) 
under the Cooperative Agreement to produce 8 4  completed export production 
projects, 11 export marketing projects and some minor unspecified activities under 
the Export Development Fund. The expenditure rate (corresponding to  the 
implementation rate) may have been slower than expected, but the prorata 
program cost for product delivered ( $ 1  6,9281 appears to  be only 5 %  above 
budget. That increase may be due to the shift in billing some costs from the IESC 
Core Grant to the Cooperative Agreement. It may also be due to  the stretching out 
of implementation over six years ~nstead of five years, thereby incurring additional 
operating costs for the Casablanca office for an extra year. 

When we get into the line-item funding subcategories, we have a wide divergence 
between the original budget estimates and the current expenditures. The most 
significant departure from the original (1  986) budget is the allocation of $71 0,000 
for management administration. That line i tem was subsequently increased t o  

$895,000. 

As of June 1991, $1,002,223 has been expended for this category. It is 
estimated that the operating costs for the IESC office in Casablanca runs at 
$20,000 per month. Thus, an additional $250,000 will be required to carry the 
operation for the final year of the Cooperative Agreement, July 1991 to June 
1992. This issue (see discussion under "Accounting", below) has caused friction 
between the USAID and IESC, since the account is overexpended. IESC is able to 
overexpend on line items because it is operating on its advances from USAID. 



The IESC program in Morocco has been managed by a string of Country Directors 
of  short duration, with long periods when the position was vacant. Since the 
departure of  Mr. Sokoloff in late 1986, the position was encumbered by Messrs. 
Kortschak, Brown, Sawtelle, Lansel, and now Dimitri Barton. This lack of 
continuity in the management of this major program has had substantial negative 
effects on the program. 

We note that the Cooperative Agreement provides for substantial involvement of 
USAlD in the operations of this program. Each VE project had to  be submitted to 
USAlD for approval; each project was to have a report submitted t o  USAlD within 
30 days after completion. Funds were restricted to the line items specified in the 
Agreement without flexibility, and the amount allocated for IESC management 
costs was so precisely specified that it impeded sound management. (As will be 
discussed in the following section on accounting, the total funding allocated in the 
single line item for management turned out to be insufficient.) All but the most 
routine program or administrative decisions were to be submitted to the USAlD 
Project Committee for formal review and approval, (e.g., selecting a marketing 
associate for TIS; departure from the stated client fee schedules; purchase of a 
new piece of office equipment). 

In short, it would appear that USAlD intended intensive involvement for itself in the 
admin~strative management of these activities. We question whether these 
controls served program interests. Coupled with the rapid turnover of Country 
Directors, the focus of IESC management appears to have been more on 
responding to the administrative requirements of USAlD than on the substantive 
needs of the program. 

USAlD has important responsibilitres to ensure sound implementation and 
achievement of program objectives. These responsibilities call for mechanisms to  
monitor the direction and effectiveness of the program. However, such detailed 
microcontrol over what seem to be normal operating procedures for IESC 
throughout its worldwide operations, should have been avoided. 

We are surprised IESC did not request that the Cooperative Agreement be 
amended to remove the unworkable elements, when it became clear that they 
were impeding program implementation. 

We suggested earlier that IESC management of  the program was weak in 
monitoring VE programs t o  solve problems that impeded the VE's effectiveness 
with the client. IESC management did not establish a sound baseline data bank on 
its clients, nor did it organize the data in a manner that lends itself to easy access, 
(although, in all fairness, we found no requirement in the Cooperative Agreement 



for baseline data collection, as is called for in the Project Paper). It did not pursue 
its marketing efforts with sufficient vigor in the outlying cities. It did little to  
monitor VE projects during their implementation and almost nothing to  follow-up 
with the client some period of time after the departure of the VE. These are the 
kinds of functions which might have yielded a higher return on the rather 
substantial USAID investment in this program. It also might have avoided the 
unusual number of negative responses from clients which our survey revealed. 

One of the IESC clients that was included in the survey, (Menara Confection) 
raised an issue which may be worth considering on a broader scale. One of its 
companies had excellent experience with t w o  VE projects. In one instance, a 3- 
day consultation in 1989 with a VE persuaded the client to  set up a garment 
factory. Subsequently, he applied for and received a VE to  help rationalize the new 
plant for him. That latter VE experience was unsatisfactory to  him. 

thout pursuing the merits of the complaint, (we are certain there is enough guilt 
go around to all parties), it would appear that a sensible course of action would 
for IESC to provide another VE to the dissatisfied client without requiring a 

client fee. Such action is not authorized under the Cooperative Agreement without 
specific USAlD concurrence. Since the approval procedure is so burdensome, IESC 
never asked. The point is, the factory continues to have production problems and 
a c l~ent  seeks help, IESC management should have the flexibility to take remedial 
action. 

The target of 130 VE production programs and 18 VE marketing programs 
conta~ned in the Cooperative Agreement may also contribute to  a "body count" 
m~ndset by IESC, and place pressure and emphasis on the quantity of VE 
assignments marketed, rather than the quality of the output derived from each VE 
project. This factor, combined with the method by which IESC charges its home 
office overhead (see discussion below on "Accounting"), may also have 
contributed to  the priorities among Casablanca staff which led to  the poor client 
satisfaction responses to  our client survey. 

Our review of the more recent IESC quarterly reports indicates that they are 
thoroughly and thoughtfully prepared to provide USAlD with a comprehensive 
review of events and issues. On the other hand, the analysis prepared by IESC 
and submitted to USAlD in 1990, In support of  the request to  increase the 
management budget, was so inadequate thet it led to a loss of confidence by 
USAID in the managerial capacity o f  IESC. 

The Evaluation Team notes that IESC has established an Advisory Board, 
comprised of Moroccan business leaders who have agreed to provide broad policy 
guidance and help IESC with their business contacts in the community. The Board 
appears to be dormant at this time. Other IESC programs find such a mechanism 



t o  be quite useful. It might be advantageous t o  reactivate the Board and t o  involve 
them more, if USAlD determines t o  continue the program for an additional five 
years. 

We  find that  USAID's efforts t o  overcontrol conspired w i th  IESC's management 
weaknesses t o  divert the creative energies of  both away f rom important program 
issues and onto administrative matters. A loss of confidence by each party in  the 
other resulted, causing the impact of the project t o  suffer. 

5. Program Impact of  IESC Accountincr and Home Office Charaw 

In  the course of  our evaluation, w e  found it diff icult t o  obtain reasonably precise 
accounting information at IESC, in a form that would coincide w i th  AID aciounting 
practices. We  attempted to  understand the total costing of  IESC activities in 
Morocco so as t o  perform benefit/cost analysis of  the t w o  main activities (the VE 
program and the TIS program). We  also sought confirmation f rom IESC Stamford 
o f  our construction o f  the costs (particularly the amount of Core Grant contribution 
used t o  fund Moroccan activities), but w e  were not able t o  secure such 
confirmation. Thus our cost analysis contains estimates made in the absence of  
such confirmation. 

More t o  the point, however, is the current state of  overspending by IESC of the 
adm~n~strat ivelmanagement line i tem contained in the Cooperative Agreement, in 
excess o f  the ceiling imposed by the Cooperative Agreement. This issue has lain 
unresolved since late 1990. A large part of  the problem rests w i th  IESC's inability 
to  satisfy USAlD on the leg~timacy of  its request to  increase the administrative line 
item. 

By rights, IESC could have closed down  its operation when it ran out  o f  money t o  
pay for the administrative costs to  operate the Casablanca office. To avoid such 
an extreme action wi th  the resulting negative program impact, IESC has continued 
t o  overspend. The issue is a sore point between USAlD and IESC and has drawn 
the attention o f  both sets o f  senior professionals away from substantive matters. 
There seems to  be no immediate relief in sight. An outside audit has been 
requested by the USAlD Controller and Regional Agreements Officer. 

We hope an audit wi l l  shed sufficient light on the subject t o  resolve the matter 
quickly, but it seems apparent that the original budget was underestimated (current 
expenditures run at $250,000 per year while the budget estimate is in the 
$1 70,000 range). Additionally, the period of  the Cooperative Agreement was 
extended f rom five years t o  six years, requiring an additional year of  office 
operation which was not budgeted. 



The funding ceiling imposed in the Cooperative Agreement does not seem to serve 
any useful purpose. (No such limit on administrative spending is imposed on the 
TIS program). As will be shown in the analysis of program costs, the overall cost 
to  USAlD Morocco of the VE program is very much in line with the initial budget of 
the Cooperative Agreement. It seems less than purposeful to argue about line 
items, thereby exacerbating the management problems which seem to  be impeding 
program effectiveness. 

The Cooperative Agreement should be amended to eliminate this spending limit. If 
USAlD has reason to  be concerned that IESC funds are being spent on 
unauthorized items, an audit will disclose that and a refund can be subsequently 
requested. 

There is another accounting matter that deserves attention because it seems to  
have a direct effect on program content. Three types of home office costs are 
charged to the Cooperative Agreement for each VE project that is implemented. 
These are the recruitment charge ($2,200),  an overhead charge ($3,105), and a 
field support charge ($800) .  These are fixed fees per VE program implemented. 
We believe this contributes to pressure from IESC Stamford on the Casablanca 
office to sign up as many VE programs as possible, and adds to the pressure 
caused by the targets set in the Cooperative Agreement for a "body count" 
approach. The financial structure encourages quantity and, we believe, works 
against quality. 

The TIS program is charged for actual full costs incurred for services rendered by 
the home office (including a reasonable overhead), not fixed fees. It  pays the 
service costs of the program and then is charged on a marginal cost basis only, 
for additional services rendered. 

We believe this approach would better serve USAID's interests. USAlD would pay 
the annual fixed costs of the program, while all incremental costs would be on a 
marginal cost basis irrespective of  the number of VEs put through the system. If 
USAlD intends to  enter into a new Cooperative Agreement with IESC for the period 
1992 to 1997, during which time it will be paying all costs of the activities in 
Morocco, it may wish to consider such an approach. 

It is clear that improved accounting systems must be introduced in the Casablanca 
office, so as to restore confidence by USAlD that the funds provided under the 
Cooperative Agreement are being utilized in accordance with the intended 
purposes. 



E. Mid Term Evaluation Results vs Current S t a u  

In reviewing the conclusions and recommendations of the Mid-Term Evaluation for 
this project, dated April, 1990, we noted a number of findings concerning 
problems impeding the effectiveness of IESC production and marketing assistance 
and some suggestions for improvement. Our survey results confirm the occasional 
mismatching of VEs to the client's requirements. The English language problem 
persists as does the question of cultural orientation and adaptability of VEs. 

We question the conclusion that an export focus hindered lESC effectiveness. The 
chart appearing in Section II of this report, describing the structure of  Morocco's 
industrial sector, indicates that the 750  firms with employees in excess of 1 0 0  
represent 7 8 %  of export production. IESC's universe of potential clients does not 
seem to be curtailed by the export restriction. We regard tourism as an export 
equivalent. While we do not wish to encourage a too restrictive approach, 
(exceptional cases up to  5 %  of the total activity might be authorized) we point out 
that an export focus would keep the program clear of the risk of assisting a firm 
that m ~ g h t  have a monopoly position in the Moroccan economy. 

We also concur with the finding that lack of  official organizational status for IESC 
has not been a major factor in reducing IESC effectiveness, although it has added 
to costs and has caused inconvenience. On the other hand, placing the project 
under a project agreement with a Moroccan Government agency would also result 
in some problems. Most likely, it would add a level of reporting and would inject a 
ministry into the relatively government-free operation of IESC. We recommend the 
activity be kept outside the framework of a Moroccan Government project, but 
that an effort be made to legitimatize IESC's status. This may require high-level 
representation by USAlD and, perhaps, the U.S. Embassy. 

I 

F. Overall Conclusions of VE Proaram 

The survey results must be considered in the light of a number of cautionary notes. 

In the first instance, surveys of this kind deal wi th perceptions of the company 
spokesperson, not necessarily fact. As we point out in the section on the TIS 
program, the perceptions of the client often diverge sharply from the observed 
reality. Moreover, it mattered which company spokesperson agreed to  see the 
surveyor, and how busy helshe happened to be at the time of the visit. 

Almost universally, we found that the company did not regard the VE as some son  
of messiah, sent to save the company from ruin. Rather, the VE was regarded as 
a resource of varying utility to them, who helped them cope with their problems. 



In a very few instances, the VE's contribution was so outstanding that the client 
spontaneously described it to  the surveyor. 

It appears that IESC VE program impact may, in some cases have been mediocre 
because VE recommendations are often not implemented. We found that 
companies that had recently received VE assistance, tended to  be defensive when 
pressed on the action they had taken to implement the recommendations, often 
arguing that they had not yet had sufficient time to  digest the proposed actions. 
We believe that VEs often propose actions that must be adapted to  the local 
culture, and that takes time. Other recommendations require a substantial 
investment of  funds and companies are reluctant to  admit that they do not wish to  
or cannot make the investment. 

On the other hand, companies that had received VEs in the early period of the 
program often suffered from a fading memory. In one instance, they recalled the 
VE as "someone who came to observe how we work." 

IESC is not solely responsible for the success of a VE's mission. Adequate 
preparation and organization o f  the mission by the client, including a precise 
definition of task requirements and realistic expectations is essential. There are 
also inherent difficulties in the course of providing foreign technical assistance 
(language communication or cultural adjustment problems). 

The length of the VE assignments seem to have been consistently less than desired 
by the client. We question IESC management's decisions to schedule short 
assignments and to allow premature departures on a continuing basis. 

Many of the these difficulties often could have been minimized by good 
management on the part of  IESC, both in the VE selection process and in 
monitor~ng the VE project during and after implementation. For example, language 
communication problems could be minimized if  IESC would enquire more 
thoroughly with the prospective client i f  the firm has sufficient English skills 
capability and if this is not likely to be a major handicap. 

Addressing the concerns of Moroccan firms requires extensive dialogue between 
' 

IESC and the client at every stage of the project, especially in discussing the 
client's specific needs and making him more aware of the realities of the 
assistance program, in monitoring the project during implementation and in follow- 
up efforts after project completion. Regrettably, the survey findings indicate that 
these functions were inadequately performed during the life of the Cooperative 
Agreement. 

In spite of the superior quality of some Country Directors, the lack of continual 
day-to-day management at an acceptable quality is the single most important 



cause of the substandard quality of program impact over the last five years. IESC 
must assure USAlD that it is prepared to hire the necessary long-term sustained 
management to  staff the Casablanca Office. 

The poor showing of impact from the program should be a concern to  USAlD as it 
plans its activities for the next five years. But i t would be incorrect, absent hard 
data on direct impact of the VE program, to  conclude that the project purpose, "... 
to  improve the export production and marketing capacity of  beneficiary firms;" has 
not been met, and therefore to recommend discontinuance of  the program. 

We believe the program's impact was severely impeded by poor management. But 
IESC's basic strengths, its reach into the U.S. business community, its pool of 
VEs, and its demonstrated ability to bring those resources to  bear on international 
development problems (see following discussion of the TIS program) makes it one 
of the few practical resources available to access and strengthen Morocco's 
private sector firms. The challenge for USAlD and IESC is to  find ways to employ 
this resource effectively. 

V.  IMPACT OF THE TRADE AND INVESTMENT SERVICES (TIS) PROGRAM 

A .  Survev Data Analysis 

Of the 22  'TIS "clients" who, as of September 30, 1991, were responsible for 
export orders amounting to $6,558,000, the evaluation team visited 15 firms 
representing $5,824,000 of the total value of export orders placed. 

D 6 .  Proaram Focus 

TIS management drew on the work and analysis performed by David Sullivan while 
he was assigned to CMPE during the period 1986 through 1988. While that work 
is generally conceded to have failed to reach the project's institution-building 
objectives for CMPE, it identified the commodity specific sub-sectors with strong 
export potential. This gave original direction to the TIS program design, start-up 
and initial operation for 1989 through 1991. As was described earlier, certain 
product lines were identified as offering the best potential for rapid export 
increases to  the U.S. market. These product lines were olives, capers, sardines, 
and anchovies. Under TIS, some pilot efforts in peeled tomatoes, pickles, 
garments, leather trunks and anisanal items were also attempted. The data on 
exports achieved (see following table) suggests that the product lines selected 
were the right ones. 



The TIS analytical framework is self adjusting, responding to  market forces by 
utilizing marketing associates as surrogates to  reflect market opportunities. 

C. Demand for Services 

The initiative for the TIS operation has always lain with TIS itself. Its staff was the 
generator of interest, by performing product surveys. It  sought out the producers, 
and also the marketing associates. There may have been a few  occasions when 
there were "walk ins", but these were the exception. On occasion, a TIS 
marketing associate would be directed by TIS to  an export product which was 
ancillary to  his purpose for coming to  Morocco and he would do some extra 
business. In short, TIS did not publicize its services, but rather, selectively sought 
clients. 

Even though TIS was fully funded by USAID through IESC, it behaved as though it 
were a commercial undertaking, dependent on earnings for its survival. By 
pursulng that behav~or, it found ample demand for its services. 

It is difficult to  know for certain whether the imposition of fees, particularly 
deferred fees, would have reduced TIS' effectiveness in securing the willingness of 
clients to work with them. The issue of fees for TIS efforts is discussed separately 
below. 

D. l m ~ a c t  of TIS in Trade Promotion 

In contrast wi th the difficulties of quantifying impact of the VE program, direct 
impact of  the TIS program lends itself to accurate, though simplistic, 
rpeasurement. Export orders to the U.S., totalling $6.5 million during the first 27 
months, are directly attributable to  the TIS operation. Cost of the operation, 
including stan-up, is $896,000 or 14% of export orders. 

As of September 30, 1991, 27 months after the start of the TIS program, TIS can 
document 22 exporters who have been assisted in obtaining firm, valid export 
orders (not all, as yet, shipped) in the aggregate amount of  $ 6,558,333 to  the 
U.S. under this program. 

We have attempted to look behind these numbers to provide us with some insight 
into the issues raised by USAID with respect to  commercial sustainability, 
suitability of fee structures and adequacy to  meet program objectives. 

The table appearing on the next page breaks down the total by producer, product 
and value of orders placed for each quarter of  the 27 month period. The first 



Trade L Investment Bervice (TIB) Clients - Orders Placed 
(All Amounts in $000) 

(Numbers may not add due to rounding) 

INCLUDED I N  1989 1990 1991 
IMPACT SURVEY 3 Q t r  4 Q t r  l Q t r  2 Q t r  3 Q t r  4 Q t r  l Q T R  2 Q T R  3 Q T R  

E T S  AGGOUZAL S A R D I N E S  
SOMACOS S A R D I N E S  

TOPAGRO O L I V E S  * 
AGRALEX O L I V E S  
H U I L E R I E S  O L I V E S + O I L  
R I M  O L I V E S  
S E S T A  O L I V E S  
S O F I A G  O L I V E S  

G L A C I E R E S  ANCHOV I E S  
CONOR ANCHOVI E S  

CONSERVA TOMATOES 
COVEM TOMATOES 
I P H I M  TOMATOES 

SAIMACO C A P R E S  * 
S O F I A G  C A P R E S  * 
TOPAGRO C A P R E S  * 
TOPFOOD 
TROMADY 
RICHBOND 
DELECLUSE 
CMAI  
C A R P E T  MER. 
noussm 
THAMAZUGA 

P I C K L E S  * 
C I P O L L I N I  
T E X T I L E S  * 
LEATHER TRUNKS* 
JEWELRY 
C A R P E T S  * 
CERAMICS 
T H U Y A I T E M S  * 

TOTAL 



column indicates the 15 firms which were included in the evaluation impact survey 
sample. These firms constitute more than 8 8 %  of the total ($6 .5  million) export 
orders written under the TIS program. 

The table describes the range of export experiences among different firms. A t  one 
end of the range are companies like Conor (anchovies), Delecluse (leather trunks), 
and Thamazuga (thuya wood), who have exported so far largely trial samples with 
no repeat orders. At  the other end of the spectrum, companies like Huileries de 
Meknes (olives and oil) and Etablissements Aggouzal (sardines), wi th their repeat 
orders tending to increase, appear to  be in the process of successfully entering 
new markets. 

While the one-time orders should not detract from overall accomplishments of TIS, 
it is the repeat orders that signal the success of a TIS client in making the 
breakthrough into the North American market. These are olives and oil and, 
perhaps, sardines. 

E. l m ~ a c t  of TIS in Investment Promotion 

TIS staff is currently engaged in the promotion of three joint ventures. T w o  of 
these ventures are at a critical point in their negotiations and therefore should not 
be disclosed at this time. In one case the venture is in the field of agro-processing, 
involving new investment in the $1.5 million range with a U.S. company. That 
venture is expected to be concluded, and the appropriate public information 
released, before the end of 1991. 

The second venture (approximately $ 3  million in value), is with a Spanish olive 
producer who has had long relat~ons with one of the TIS marketing associates. 
The high-cost Spanish operation is to be relocated to Morocco so as to remain 
competitive in the U.S. market. The equipment from Spain will be shipped to 
Morocco and used to establish the new operation. 

If either of these t w o  joint ventures are achieved prior to June 30, 1992, output 
target number four of the Export Promotion project will have been met (see Section 
II, above). The estimated cost of  TIS joint venture promotion efforts is under 1 0 %  
($80,000) of  operating costs. 

F. l m ~ a c t  and Client Perce~t ion 

The survey data suggests that the Moroccan producer perceives that TIS' most 
important contribution was the contacts and referrals provided to them for U.S. 
importerslbrokers and the credibility which they derived from association with TIS 
in dealing with the U.S. broker. 



There was also recognition of  the value of follow-up performed by the TIS staff 
and the clarifications resulting from TIS intervention in the communications f low 
between the marketing associate and the Moroccan producer, although there still 
seems to be a naivete or undervaluing of the importance of fully meeting the terms 
and conditions of the sales agreement. Most Moroccan producers believed that 
TIS saved them a lot of time as they climbed up the learning curve in meeting U.S. 
market needs. 

On the other hand, our interviews suggest that, rightly or wrongly, Moroccan 
producers do not perceive that TIS had much effect on their product adaptation 
and investment decisions. They generally played down the importance of that kind 
of TIS impact, stating either that they had already decided to  modernize or t o  
produce a product for the U.S. market, or that the information provided to  them 
by TIS or the U.S. marketing associate was useful to  corroborate their investment 
decision. Even in those cases where ~t was recognized that TIS and the TIS 
marketing associate d ~ d  provide them with assistance, they were not prepared to 
admit that the TIS role was critical to their decision making process. 

This type of client attitude is not as surprising or as negative as it may first appear 
for two  reasons. First, direct contact with the TIS staff is sometimes light, given 
TIS mode of operating behind the scenes to  get business people together to  pursue 
their mutual interests. The fruits stemming from the collaboration of a TIS client 
with a TIS marketing associate therefore may not be attributed directly to  TIS. 
Secondly, if a firm decides to change its behavior or invest following contacts or 
informat~on from an outside service, the firm is acting as an independent decision 
maker and may not attribute the change to an outsider's suggestion. The firm has 
to be responsible for its own decision-making. 

1. Perception of Direct Impact 

One direct impact of the TIS operation on Moroccan production is the shift by ETS 
Aggouzal from production and bulk shipment of anchovies to  the preparation and 
canning of anchovies for the U.S. market, resulting in a fourfold increase in 
product value. This change came about directly as a result of recommendations 
made by TIS staff. Our inspection o f  the plant disclosed that anchovies were 
being prepared for canning and export through the TIS marketing associate, 
although the data for orders placed as of September 30, 1991 does not include the 
first shipment of anchovies from that company. Canned anchovies are a high 
value commodity, at about $100,000 per container load. 

2. Perce~t ion of Indirect. Partial l m ~ a c t  

There is insufficient data to determine the precise amount of investment 
undertaken by TIS clients to meet market needs, resulting from their contact with 



TIS staff and marketing associates. Moreover, it would be impossible t o  directly 
ascribe the cause for these investments to  TIS. As will be discussed below, TIS 
clients do not perceive TIS as having played a major role in their investment 
decisions. 

However, TIS staff has cited specific cases of investment in olive pitting and 
slicing machinery to  meet the new product lines o f  sliced olives for the U.S. pizza 
market. Sterilization equipment to meet U.S.F.D.A. requirements also has been 
purchased by TIS clients. We have also found indications of new packaging 
equipment being ordered, particularly for the production of aluminum and plastic 
containers for sardines and anchovies, to replace tin plated boxes for the U.S. 
market. 

It is especially worth noting, that the first breakthrough to date of the TIS 
operation, Huileries de Meknes, which has received orders through TIS in the 
amount of  $3.3 million for olives and olive oil sales to the U.S., (and estimated 
1992 sales a.t $7.2 million), has a new investment program of over $ 1  2 million 
under way to develop additional capacity for olives and olive oil. At  this time $3.8  
million of the investment plan is already in place; the remainder to  be completed in 
1992. This is a major capacity expansion, including a new pumice plant in 
Marakech ( $ 3 . 6  million), expansion of the existing pumice plant in Meknes ( $ 1 . 3  
million), expansion of the olive processing plant in Meknes ( $4  million), and 
expansion and upgrading of the olive oil plant to produce extra virgin oil ( $ 3  
million). 

Additionally, the new export flows to the U.S. derived from the TIS program are 
reaching backwards to impact on other segments of  the Moroccan industry. 

At the insistence of one of the U.S. buyers, Huileries de Meknes has hired a 
Spain-based olive production specialist to work in their plant one week every two  
months to establish and upgrade its quality assurance unit. The marketing 
associate himself has worked with the company to establish a computerized order 
tracking system. Finally, the president of the company attended the American 
Food Industries convention earlier this year and invited all 250 members to have 
their convention in Morocco in May 1992 at his own  expense. The president told 
the evaluation team that he will underwrite this affair ($500,000) to establish 
Morocco's credibility as a supplier of  agro-based products. 

3. Perce~t ion of Neaative I r n ~ a a  

We should point out that the information gathered through the surveys of TIS 
clients were not corroborated by audits to assure that the data provided to  us was 
accurate. The interview time was short, often interrupted by business conferences 
and phone calls. Many of the responses by Moroccan company executives were 



impressionistic. We are reasonably certain there were cases of memory lapse and 
embellishments of fact. In a few cases the statements of the TIS clients were 
directly challenged by TIS staff. This is normal behavior when large financial 
interests are at stake. We have had to  rely on our own  judgement in evaluating 
the information when there were inconsistencies. In some instances, our findings 
present both sides of the conflicting claims. 

In the course of our evaluation we encountered some direct criticism of TIS by a 
number of clients whom we surveyed. We sensed a wariness on the part of 
several Moroccan producers with respect to the relationship which TIS was 
fostering between them and the TIS marketing associate. The company that 
developed exclusive arrangements between themselves and a marketing associate 
(Huilleries de Meknes and Arguimbau) was quite satisfied. They are planning a 
huge investment to  modernize their plant in the next six months, directly related to  
their new export operation to the U.S.; yet the president of the company 
personally identifled TIS' most Important contribution to  the effort as establishing 
his credibility .with the U.S. broker. However, other clients who had done 
experimental shipments with that same marketing associate were upset that they 
were now cut out of the deal and a bit resentful that one of the largest Moroccan 
producers had preempted the marketing associate away from them. 

Other producers who plan to continue to work with those TIS marketing associates 
but have not entered into any exclusive arrangement seemed to be using a "wait 
and see" approach to determine whether they will continue to have access and be 
able to build confidence in their relationship with the marketing associate on a non- 
exclusive basis. 

In one case the producer (Topagrol told us he did not wish to  have any further 
contact with TIS or their marketing associates because he resented that TIS 
introduced the marketing associates to Topagro's Moroccan competitors after they 
had met him. He also stated that TIS marketing associates were not providing a 
fair price to the Moroccan producer. Topagro claimed he was n o w  selling to the 

U.S. without TIS assistance and had found other U.S. brokers that were not 
associated with TIS who were offering better prices than the TIS marketing 
associates. TIS confirms that it introduced marketing associates to  other olive 
companies but points out that Topagro had failed in a number of trial shipments 
with three of TIS' marketing associates and questions whether Topagro is, in fact, 
n9w exporting to  the U.S. on any continuous basis. 

As is likely to  occur in international trade, there were trade disputes between 
producer and marketing associate over shipments. One producer of canned, peeled 
tomatoes (Iphim) alleged that the TIS marketing associate, due to  improper service, 
caused the firm a loss of $40,000. Another (Conserva) claims that the marketing 
associate rejected his shipments because of price decreases in the market and left 



the producer stuck w i th  product in the U.S. He claims that he was unable to resell 
and eventually incurred a $400,000 loss which has placed the company near 
bankruptcy. TIS staff believes that the producer failed t o  meet delivery terms and 
is wrongly blaming the marketing associate. 

Whatever the merits o f  these cases, it is clear that some legal exposure t o  trade 
claims may result f rom the TIS operation and involve IESC and the U.S. 
Government if it could be established that TIS had incurred some sort o f  obligation 
w i th  respect t o  the transaction. This matter will be discussed below in  connection 
w i th  the question of fees to  be charged by TIS. 

What emerges f rom these company surveys is a picture of a f irm operating under 
new stress; shift ing its focus f rom the domestic market or its traditional European 
market to  a new, untried, more exigent and competitive market. Once an export 
relationship develops, impact occurs throughout the company, but most is not 
measurable until some time later. 

G.  Potential Future Benefits for Future.Monitorinq 

Will the TIS operation have a demonstration effect? One cannot escape the 
conclusion that the answer is in the affirmative, at least to  some degree. The olive 
producer who complains about TIS marketing associates offering lower prices than 
other U.S. brokers, implies that he has made a successful effort to  locate a more 
attractive arrangement to export to the U.S. Topagro's new 12,000 ton plant 
must be benefiting f rom some inputs derived from its trial shipments through the 
three TIS marketing associates, precisely because a number of shipments were 
rejected. Word must be circulating among the Moroccan industry that this effort 
to  penetrate the U.S. market is meeting wi th some success. 

a 

The kiln built by Moussem out o f  local materials (see Section titled "Increased 
Outreach", below), wi th the guidance of  the TIS technical experts, which is 
expected to sharply reduce the reject rate of pottery shipped for export, wil l be 
available as a model for other potters. None of  these are quantifiable, but some 
value should be ascribed t o  these benefits in any cost-effectiveness calculation. 

Was there any impact on  increased employment? In the short run, based on  our 
survey resul!~, it is very doubtful. Export producers must maintain efficient low-  
cost operations to  remain competitive. Our tour o f  the Huileries de Meknes plant 
disclosed the installation of a photo-electric olive sorter which allows t w o  women 
to  do what about 2 0  were doing at a non-automated line. In the medium term, 
when the company achieves an export breakthrough, profitability should lead t o  
plant expansion. New investment in capacity expansion will generate additional 
employment, as is already the case wi th  the Huileries de Meknes olive oil plants. 



The demonstration effect on the competing firms may also lead to  expansion and 
employment generation. Finally, the impact upstream in the production line will 
feel a job creation impact. 

There was evidence that firms like RIM and others were attempting to stretch their 
current production capacity, adding modern equipment (sterilizers, slicers) to  the 
plant to meet U.S. market requirements, to test production for the U.S. market 
next year. A modest increase in temporary employment is expected to  result from 
the need to handle the increased (about 20%)  olive throughput. If successful, they 
had tentative plans for a completely new and larger plant (capacity increase from 
3,500 tons to  9,000 tons) to be built in another location by 1994. That new 
investment would generate considerably more employment. 

USAlD may wish to use this data as a baseline to  monitor future impact on 
employment and also to measure the demonstration effects. 

H. Increased Outreach: Another A ~ ~ r o a c h  to Increased E x ~ o r t s  (Mousseml 

The selection of clients derives, in the first instance, from the TIS strategy and the 
product I~nes which the TIS marketing associates and TIS staff have selected for 
development. Individual client selection is based purely on the TIS staff 
assessment of the firm's willingness and capability to produce and ship for the 
U.S. market. It is a hard-nosed business sense of what will work with minimum 
investment of time and resources. There is no major effort to market TIS services 
and ~nv i te  all would-be exporters to vislt and take up staff time. The sector 
surveys identify the most promising candidates and TIS staff then contacts them. 
While the larger firms enjoy substantial advantages if they are export competent, 
the export dynamic of international competition brings these Moroccan firms out of 
their protected environment. 

Of TIS' 22 clients, we consider all but six to  be in the large-scale sector by 
Moroccan standards. Normally these are the firms that are close to  having the 
greatest potential to perform in the international markets. 

On occasion, an opportunity presents itself whereby a small firm may take the lead 
in establishing conditions for manufacture or assembly of products in a sufficient 
scale to meet international market needs. One of these small-scale companies that 
became a TIS client provides an excellent example of such an opportunity, but also 
describes the difficulties involved, the approach and areas of assistance needed, 
and the time lags required between investment and return, to  obtain export flows. 

Moussem, S.A. is a firm that started operations in 1987 to generate handicrafts 
(artisanal), particularly ceramics, for export. It has 10  employees. The owner, 



Leila Benabdejlil, was educated in the U.S. and subsequently employed by the 
Moroccan Ministry of Tourism. She resigned her position and formed the company 
in 1987. Initial efforts to export to the U.S. failed due to her lack of 
understanding of the trade channels and distribution system for handicrafts, as 
well as the market requirements. 

TIS invited and funded the visits of two  importers, leading to an assessment of 
export potential and diagnosis of the constraints. Moussem was advised to focus 
on production of high-quality ceramics and to introduce modern industrial 
production technology to be used by the local potters. The objective was to 
reduce the U.S. export rejection rate from 85% to something more tolerable. 

TIS succeeded in involving, on a volunteer basis, faculty of Alfred university, the 
leading U.S. institution in ceramics technology, to design a gas-fired kiln built 
entirely of indigenous Moroccan materials. The kiln was built in Sale, funded by 
1-1s as a demonstration unit for potters in Sale and to be available as a model for 
observation and copying by other Moroccan potters. Construction plans and a 
video to help replicate the kiln are available. 

Simultaneously, TIS arranged with IESC VEs and other Alford University volunteers 
to provide training to Moroccan potters with respect to  proper firing techniques, 
glazing and necessary housekeeping in the production process. The kiln is not yet 
in operation; even so, there has been some quality improvement in the output 
resulting from the visits of the buyers. As of September 30, 1991 Moussem has 
received firm orders in the amount of $62,590.62. TIS is optimistic that this 
company can generate signif~cant export flows within the next 18  months. Major 
improvements in Moroccan ceramics production may also result in indirect benefits 
to other pottery centers in Safi and Fez. 

I. Observations Drawn From the Analvsis of TIS Proaram Data 

TIS is not broken and there is no need to fix it. Nevertheless it is always tempting 
to try to devise ways for the TIS program to have even more impact and at the 
same time to reduce the negative criticism which it might incur. This section looks 
into some of the project issues and options which TIS is now facing. 



1. TIS Obliaation Towards Its Clients 

The difficulties described in the preceding section, and the expressions of 
unhappiness by some TIS clients, underscore the inherent difficulties of intervening 
in the private international trading scene. We believe the criticisms indicate that 
TIS is making effective interventions. If TIS were not having an impact, we  would 
not have been greeted with criticism, but rather with benign smiles. 

What, exactly, is the relationship of TIS with its clients? Does TIS undertake an 
obligation to the client, particularly were there to be a written agreement to  pay a 
fee based on performance? If a TIS marketing associate drops a client after the 
client has successfully completed a number of trial shipments, is there an implied 
commitment to  attempt to link the client with another marketing associate in a 
reasonable time frame? 

We suggest that TIS must accept some level of  obligation to its client when it links 
the c l~ent  to a buyer for trial shipments and assists in product adaptation. Absent 
a formal agreement and/or the payment of  a fee by the client to  TIS, the obligation 
is significantly less, and TIS can remain more detached from the transactions. But 
even under these circumstances, there is an implied obligation to  assist the client 
until ~t becomes clear to TIS staff that further assistance will not be productive. At 
that point, TIS should put the client on written notice that it will not be able to 
continue ~ t s  assistance until certain specified remedial actions are taken. 

When TIS identifies a potential export client who is substandard in the company's 
ability to meet international market conditions, it should avail itself of IESC's pool 
of VEs, as well as other sources of technical assistance, to help the client improve 
its production and marketing capabilities. 

2. TIS S ~ i n - O f f  as a Private Tradina C o m ~ a n y  

USAlD has raised the question whether it would be more cost-effective to 
structure the TIS operation in such a manner that, over the next five years, TIS 
would be transformed into a private trading company, to be owned and managed 
by its own  staff. Once the company was operating on a self sustaining or 
profitable basis, there would be no further need for public funding. One of 
USAID'S concerns, that TIS facilitates the f low of public resources to  the large, for- 
profit Moroccan f~rms, would be solved if  the activity were self sustaining. We 
have explored this question and do not believe it is a feasible alternative. 

Elsewhere in this evaluation we argue that TIS is providing the services equivalent 
to "entry costs" required to penetrate the North American markets. These costs 
exceed the funding which can be made available out of payments received from 
the initial trial export transactions, either by the brokerlbuyer (commission) or by 



the producer, who already has cut his price to achieve a transaction in a new 
market where he does not enjoy recognition. If the costs cannot be met out of the 
transactions, we  fail to see how the company can be self sustaining, least of all, 
profitable. 

At best, such a structure would encourage the company t o  engage in the easy and 
safe transactions instead of functioning to  achieve project goals. The objective of 
the TIS effort is to  do pioneering work, much too risky with too much time lag 
between investment and return for a profit oriented trading company. 

We also learned, in the course of this evaluation, that Boris Sokoloff, the IESC 
Country Director who negotiated the Cooperative Agreement in 1986, set up a 
trading company in Casablanca some years ago. He soon discovered that he could 
not make money as an exporter and dropped that side of the business. His 
company is still operating but now concentrates exclusively on imports into 
Morocco. 

We also argue elsewhere in this report that there seems to  be no need to  engage in 
institution-building to leave behind an entity in perpetuity. It would appear that the 
project will have achieved its objectives when a sufficiently large (critical mass) of 
companies have established contacts in the North American markets, are 
recognized as being reliable suppliers and know how to operate therein. It is quite 
possible that this goal can be achieved within the next five years, given the limited 
number of companies that have the capacity to engage in such trade. One can 
debate the time frame needed to do this, but we see no need to create a 
permanent institution. 

3. TIS: Tem~ora rv  Service or Permanent Institution 

The project purpose, "...to develop Moroccan private sector export trade . . .," 
implies both short-term and long-term targets. Economic development 
interventions generally attempt to put in place an institution or service that will 
serve a need or remove an impediment to export growth, and this institution or 
service is expected to remain in place for some extended time period. The TIS 
approach seems quite different. The service is temporary in nature. 

TIS work on olives for some time until the Moroccan olive producers had 
established their credibility and reliability in the North American markets. Then it 
ceases to assist because there is now In place a critical mass of Moroccan olive 
exporrers who know how to  deal in that market. TIS will move on to  another 
product line and perform the same services (costs of new market entry), until that 
product line has also established recognition in the market or failed. Eventually, 
there will be enough successful Moroccan exporters in place who know their way 



around the North American markets and have the needed contacts and recognition. 
At that point TIS services are no longer needed. 

TIS is meeting a portion of the initial "entry costs" of Moroccan producers t o  
penetrate the North American market. There are external benefits which are 
derived by the Moroccan economy from this operation, that would easily justify the 
costs as a one-time subsidy payment. Once the objective is reached, the subsidy 
ends. 

On the other hand, the early and effective success of the TIS pilot operation 
suggests that it may be worthwhile considering a more concentrated, intensive 
operation over the next 5-year period. 

Based on the performance of the past 27 months, and the relatively small number 
of  Moroccan companies of sufficient capability to seriously operate in the 
international markets, it is conceivable that there will be little need for TIS to  
continue much beyond the next 5-year period. If so, there is no need to  work 
towards self sustaining operations for a permanent TIS-type institution. 

4. Cost Recoverv and Client Fees 

If TIS cannot be self-sustaining, should it recover costs through client fees? 

On a few occasions very modest fees have been charged by TIS to its clients 
during the 27-month period of its operations. The IESC Cooperative Agreement, 
amended in July 1989 to include the TIS program, specifies that TIS will generate 
cl~ent fees for venture stimulation through a retainer for services, and export 
promotion through commission payments for export orders obtained by TIS. Due 
to  some administrative delay in obtaining approval of the fee structure from 
USAID, TIS performed these services w~thout  charging any fees, contrary to  the 
requirements of its Cooperative Agreement with USAID. 

The report of the Regional Inspector General for West Africa dated October 9, 
1991, calls attention to  this discrepancy and urges USAlD to  complete the 
necessary steps to allow TIS to  begin charging for services. TIS has proposed to  
USAlD a sliding scale of from 1 Oh to 10% for export orders and a fee for ventures 
implemented based on a modified Lehman formula (6% of the first $2 million; 5 %  
of the next $ 2  million; etc.). 

The Regional Inspector General is quite correct in identifying the discrepancy 
between USAlD directions to IESC, as contained in its Cooperative Agreement, and 
the implementation of those directions. However, it may have been a stroke of 
good fortune for U.S. interests in general that these directions were not 
implemented. 



Several TIS clients told us that they would be wil l ing t o  pay TIS a fee t o  assure 
that the shipments would be properly handled. There is a clear perception that 
payment of  a fee will bring TIS into the transaction and wil l result i n  greater 
protection of the clients' interest. 

I t  is not clear that client fees would serve a useful purpose for the program. In  the 
first place, it may expose both IESC and USAlD to  claims for damages f rom 
dissatisfied Moroccan clients if the fee is perceived t o  place obligations or liabilities 
on TIS for participation in the transaction. Even if there were no legal liability, the 
ensuing adverse publicity might do serious harm to  U.S. interests. In the second 
place, the fee structure would not work well for trial shipments and a deferred 
commission might prove diff icult to  collect, leaving the IESC w i th  delinquent 
receivables. Thirdly, and most importantly, it is not clear that a fee would  serve t o  
improve the workings of the program. The fees collected could not  make TIS into 
a self-sustaining operation, even assuming such a status were shown to  be 
desirable. Nor are they needed to demonstrate client interest. Fees wil l act  t o  
reduce TIS' credibility w i th  both buyer and seller. 

A.I.D. Evaluation Special Study Report No. 71, dated July 1991, titled "Export 
and Investment Promotion: Sustainability and Effective Service Delivery," reviews 
the ftndings of an in-depth survey of  1 0  Latin American export and investment 
promotion institutions. This study offers interesting guidance for this evaluation of 
TIS and for the design o f  any continuation of  the program. Relevant conclusions 
are quoted below: 

"Project designers have been somewhat cavalier in assuming that fees could 
and should be collected to  improve institutional viability and performance. 
The study suggests that fees have a useful role to play but that fees are not 
an adequate source of revenue for sustainability, nor are increased fees 

a necessarily conducive to  promoting better institutional effectiveness .... Fees 
do  not provide an adequate basis for sustainability, however, because full 
cost recovery fees on  customized services would have t o  be unrealistically 
high .... Second, and perhaps most important, pressure t o  generate fees may 
actually interfere w ~ t h  effectiveness. 

- A need t o  generate fees encourages investment promotion 
institutions to  target the easy sectors (e.g., textiles in the Dominican 
Republic), rather than new  sectors on the frontier. 

- Many fee generating schemes would interfere w i th  the institutions' 
credibility as an impartial source of reliable information for investors." 

The relevance of these findings for TIS is that TIS should not be seen t o  be a 
permanent institution, but  rather a valid, useful, temporary service providing 



information and contacts during the interim period when Morocco's export sector 
needs to  quickly learn how to  enter the North American markets. It can do this 
without requiring the payment of fees. Once a critical mass of exporters learn to 
operate in these new markets, and information flows and contacts become more 
readily available, it is assumed increased trade will naturally follow. 

5.  Rationale and Justification for Full-Cost Financinq 

Normal brokerage commission fees for international shipments of the nature 
described here are in the 2-3% range. That fee has been shown to  be inadequate 
to interest brokers in new efforts of market penetration by Moroccan producers. 
TIS is performing the services and covering costs that are characteristic of "entry 
costs". Only after a sufficiently large f low of product has been established, will 
the normal brokerage commission sustain interest by the marketing associate. As 
was the case with Huileries and Arguimbau, TIS funding became unnecessary after 
the f low reached certain levels. 

Market penetration requires the producer to charge below market prices until he 
has become established and known in the new market. In a situation where the 
producer's price is being squeezed, and the broker is not receiving his normal 
return on his efforts, is there room for an additional fee to be extracted from the 
same transaction to repay TIS? I f  there is any hope at all for an additional fee to 
be pa~d,  it probably would not be during the trial shipment period, and probably not 
until atter the first 12  to 18 months of sales. I f  fee charges are determined to be 
an essential element of the TIS operation, some deferral arrangement would be 
needed to make such a fee structure viable. 

TIS is meeting a portion of the in~tial "entry costs" of Moroccan producers to  
penetrate the North American market. There are external benefits which are 
derived by the Moroccan economy from such an operation, that would easily 
justify the small costs involved as a one-time subsidy payment. 

The evaluators recommendation is that TIS is a successful trade and investment 
catalyst and should not attempt to compete with trade brokers. To do so would 
be self-defeating for the project. 

There is no question, from our analysis, as well as those who have been close 
observers, that the TIS program for the past 27 months must be classified an 
unequivocal success. It has already exceeded its project output target for export 
performance by almost 100% and looks like it will easily reach its output target for 
joint venture investment st~rnulat~on. 



Questions have been raised with regard to the continuity of these results over 
time. Is the performance just "a flash in the pan"? How much of the success can 
be attributed to  luck; to the institutional capability of IESC; to the personal 
capabilities and drive of the management and staff? 

The program was designed from scratch and David Sullivan's imprimatur is all over 
it. Much of it was designed around his instinctive business sense, and he has been 
proven to  be correct in many of his judgements. At  the same time, he drew upon 
the strengths and capabilities of IESC and structured the program to  take 
advantage of them. 

We do not believe the TIS program's success is dependent on the characteristics 
of a single individual, but it will require that Mr. Sullivan, or someone wi th  a very 
similar set of  experience, training and business orientation, continue to  provide the 
equivalent quality (and perhaps style) of leadership for TIS. It is also necessary 
that IESC and USAlD continue to provide the flexibility and support that is an 
essential requirement of  this effort. 

The program's format is now established. TIS' recent efforts have laid the basis 
for new activities in tourism, spices and herbs and other areas. Thus a foundation 
is already In place for TIS to continue to support Morocco's export drive, using the 
modus operandi established dur~ng the past 27 months. It is essential that TIS 
operations not be allowed to lapse during any management hiatus. 

J. Overall Conclusions and Recommendations for TIS 

The scale of the TIS operation for the next five years should be reconsidered. It 
may be feasible to expand the program staff in Casablanca and in Stamford, and 
bring about a more rapid rate of Moroccan export expansion and venture 
stimulation. 

One could suggest additional act~vities to be performed by TIS. Normally one 
would expect technical and ~nternat~onal market information to be readily available 
to producers, either through local government channels or through commercial 
information services. Regrettably, this is not the case in Morocco. It  may be 
desirable for TIS to utilize its Stamford link to channel such information into 
Casablanca, and then to disseminate it locally at some nominal charge. 

The TIS Casablanca-Stamford link could also be used to  good advantage to  assist 
TIS clients who are ready to undertake investments for export production to  secure 
information about U.S. technology, equipment and other requirements needed to 
implement the investment plan. This would promote U.S. exports. 



Additionally, USAIDts other projects might be more actively utilized to support 
ancillary activities that would strengthen the Moroccan private sector's capability 
to operate in the international marketplace. English language training, and training 
in international business management are t w o  examples of such activities. 

In this connection, we note that USAlD now has added a new and major 
agribusiness development project to  its portfolio (MAP). It is essential, in 
implementing this new activity, that care be exercised not to  get in the way of the 
TIS program, now that it has demonstrated its effectiveness. It would be a pity 
indeed, if the same Moroccan agro-processors were to be allowed to  become 
clients of  both programs, unless the functions of the t w o  programs were clearly 
separate and distinct. We have not had the opportunity to  review the scope 
contemplated by MAP but suggest that any product line that is being developed for 
export by TIS, be excluded from the scope of the MAP. Alternatively, USAlD may 
w ~ s h  to cons~der IESC as a member of any consortium selected to  implement MAP. 

VI. THE BENEFITICOST RATIOS 

Before venturing into the thorny area of costlbenefit analysis we should point out 
that the TIS program is only 27 months old, hardly sufficient time t o  generate 
consistent results. There are time lags between investment and returns and, 
doubtless, much of the recent investment of  time and resources by TIS is yet to  
yield results down the road. However, USAlD seeks guidance to  determine 
whether to continue the effort and, if so, how best to structure the activity to  
allow 11 to operate most effectively during the period 1992 through 1997 t o  
contribute to program objectives. In light of  the need for some guidance, we have 
performed our analysis even though we are working with less than the desirable 
level of verifiable data. 

We should also point out that the information gathered through the surveys, both 
of TIS clients and regular VE clients, w a s  not corroborated by audits to  assure that 
the data provided to us was accurate. 



A. Jotal Cost of IESC Com~onenu 

On the "cost" side, the data as of June 20, 1991 shows that the following billings 
took place under the Cooperative Agreement: 

CHPE 
TIS 
Export Develop Fund 
Export Uarketing Program 
Export Production Project. 
Uanagenmnt/Admin 

The following additional resources were utilized in connection wi th  these programs: 

Client Contribut ione 
IESC Core Grant Funding 
(emthated) 
PRE Grant for TIS Start-up 

Total Additional Rerourcee 

Total Charged to Coop. A p t .  2,556,242 

Total Coete through June 20, 1991 53,813,534 

Estimates of expenditures for the third quarter of 1991, (through September 20, 
1991 1, provided by IESC Casablanca, are: 

TIS (including the unpaid travel costa) S 130,000 
VE program 12 1,000 
Admin/management coete 60,000 
Client contribution8 (eetimated) S 40,000 

Total third quarter 1991 S 351,000 

Total Reeources through June 20, 1991 3,813,534 

Total through September 20,1991 54,164,534 

I Cost of client contribution is calculated on the basis of VE projects 
completed during the period of the Cooperative Agreement and may not 
reconcile with IESC accrual method accounting system. 

2 IESC Core Grant funding is estimated based on costs which were not 
eligible for funding under USAlD Cooperative Agreement during the 
period July 1986 through May 1991. After that date the IESC Core 
Grant no longer provided any funding for the Morocco program. 



We attribute the total program cost through September 20, 1991  of $4,164,534 
as follows: 

CMPE 
T I S  ( i n c l u d i n g  PRE G r a n t )  
VE Program 
Management/Admin. 

T o t a l  

1. VE PROGRAM COSTS 

We have not  had occasion t o  evaluate the activities of the Export Development 
Fund but, for the sake of simplification, are adding the small amount of that 
program to  the costs of the 1 1  Export Marketing Projects. 

The 8 9  VEs for the Export Production projects ( 8 4  through June 1991  and five 
completed during the quarter ending September 20, 1991  ) plus the 1 1  VEs for the 
Export Marketing projects, totals 1 0 0  VE projects. That averages $ 18,582 per 
typical VE program of six week duration in Morocco (of which the average client 
contribution is 32 .5%) .  The remainder of the cost was funded almost equally by 
the Core Grant and by the Cooperative Agreement. 

I f  the management costs are attributed exclusively t o  VE projects, the total per 
project cost increases to $29,204, including the client contribution. 

Another way to  calculate value (as distinct f rom cost) of the typical VE program 
would be t o  include the value of the volunteer element. There are three elements 
of cost associated wi th  the typical VE project. These are (a) recruitment and 
administrative cost, (b)  travel and per diem, (c)  imputed fee t o  the VE for work 
performed. 

In the case of a typical consultancy without a volunteer element, the recruitment 
and administrative costs normally represent a 75% to  100% add-on t o  the 
consultant's fee. Typical travel and per diem would be only that  which is required 
for the consultant, while the IESC VE program provides travel and per diem for 
both the VE and the VE's spouse. 

A six week consultancy for someone who  has the capability o f  a typical VE would 
cost $469  per day3 for 3 6  working days or $16,884. The administrative 
overhead, at 75% of fee would cost $12,663. Per diem would cost about $5,500 

3 Based on Price Waterhouse audit o f  IESC accounts for 1990 
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and a single round trip business class ticket would cost $3,100. Total cost of the 
six week consultancy would be $38,147. Generally such consultancies would not 
include local in-country support from an office such as IESC maintains in 
Casablanca. 

2. TIS Proaram Costs 

During the initial 27  months of the program (through September 30, 1991), total 
cost of the TIS operation (Casablanca and Stamford) came to $896,366 charged 
to the Cooperative Agreement plus $166,137 charged to the PRE Grant. Of that 
amount, direct cash outlay by TIS to U.S. marketing associates was $42,433 plus 
about $25,000 in travel costs still to  be processed ( 8 %  of total cost). The 1 0  VE 
sector survey costs totaled $54,211. One-time cost of start-up equipment and 
promotion tools to  set up TIS came to $90,582 in addition to the PRE Grant of 
$166,137. The remainder ($684,140)  represents overhead and salaries of the 
Casablanca and Stamford operation. These costs are now running at about 
$38,000 per month, covering activities at the current workload. 

TIS Program Costs 

TIS Harketing Associates 
TIS Associates unpaid travel costs 
10 VE Sector Surveys 
Equipment 
Salaries/Overhead 

Total through September 3 0 , 1 9 9 1  $ 8 9 6 , 3 3 6  

PRE Grant for Start-up 1 6 6 , 1 3 7  

8 

The normal cycle of  TIS assistance usually begins with a sector survey, to  identify 
the opportunities, the constraints and the key producers in a given product line. 
This IS followed by (or may be contemporaneous with] TIS staff locating U.S. 
buyers or brokers to  visit Morocco for exposure and feedback on what it would 
take to penetrate the U.S. market, to identify and build some linkage with the 
producers and to undertake some trial orders. Often, there is need for product 
adaptation, investment in new equipment, absorption of new processing 
techniques and understanding of how the U.S. market works. Samples are 
developed and trial shipments begin. 

The Stamford office works closely with Casablanca in locating U.S. brokers or 
volunteer expens, sources of information, and in performing expediting services 
and problem solving. Stamford also avails itself of the roster of Volunteer 
Executives and utilizes them for work to  be done in the U.S. This channel is 



essential to the TlS operation. The focus of the effort is to generate a sufficiently 
large and consistent f low of product so that further TlS assistance is not required 
and the relationship between producer and importer becomes self-sustaining. 

The outstanding success of the initial 27 month TlS operation is the f low of bulk 
drummed and canned olives and olive oil from Huileries de Meknes through 
Arguimbau. The next likely breakthrough may be sardines and anchovies. TlS has 
invested in a range of other sectors, including tourism, pottery, pickles, capers and 
peeled tomatoes. These have yet to  show any appreciable return. 

If records of staff time spent by TlS for each client had been maintained, we could 
have calculated accrued costs per client. Unfortunately, such records are not 
available. However, we have made an attribution of the approximately $800,000 
in operating costs paid out of the cooperative agreement ($896,000 less 
equipment costs), and conclude that 15% represents costs for work in process 
that did not, as yet, materialize in client shipments (tourism, spices and herbs); 
25% represents cost of work performed that failed to yield results (freshlfrozen 
fish, marble), and 1 0 %  represents effort to  promote joint ventures. Of the 
remaining $400,000, we attribute $1  50,000 to olives and oil, $50,000 each to  
sardines and anchovies, $75,000 to ceramics/artisanal, and $25,000 each to  
tomatoes, capers/p~ckles and miscellaneous. 

Attribution o f  TIS Operating Costs 

J o r n t  V e n t u r e  A c t i v i t i e s  $80, 000 10% 

M a j o r  Breakzhroughs 
O l r v e s  & O l i v e  011 

T r l a l  shipment s tage  
S a r d i n e s  
Anchov ies  
Ceramics/Art i s a n a l  
Tomatoes 
Capere 
P i c k l e s ,  e t c .  

P r e l i m i n a r y  E f f o r t s  i n  Progrees 
(Tou r ram,  S p i c e e ,  e t c . )  

F a i l e d  t o  Y i e l d  R e s u l t e  200,000 2 5 %  

These are only "best guess" est~mates but we believe that a reasonable pattern 
emerges, based on the functions that had to  be performed, and the 27 month time 
period during which the services were performed. That analysis suggests the 
following: 



1 - For successful efforts, we should think in terms of 2 4  t o  3 6  months lead time 
between the beginning of TIS investment in export promotion efforts for a product 
line and the achievement of a sustained f low of exports; 

2 - At least 2 5 %  of the effort will be for unsuccessful ventures; 

3 - The most successful TIS product line (olives and oil), had direct costs of  
$1  50,000 to  generate $4,135,000 in exports over 2-years. Thus, a fee of 3.6Oh 
would have been needed t o  recover only the direct costs during a t w o  year period. 
An additional factor would have to  be added to  recover the pro-rata share of costs 
for unsuccessful efforts and the time value of the funds that were tied up during 
the intervening period between investment and return. 

4 - Ceramicslartisanals still require further effort beyond the $75,000 expended to  
date. If we assume this sector will require the same expenditure level that we 
attributed to olives/oil ($150,000),  a fee equal to 1 O/O would require $1  5,000,000 
in export orders over some period of time to which an exporter is willing to 
commit, to recover only the direct costs of  the promotion effort. 

B. Benefits Derived 

1 - The CMPE advisor's costs yielded very little in tangible benefits for the 
institution-building aspects of the program. Some of the work of the adviser was a 
useful preparation for the TIS operation. 

2 - The direct, short-term benefits of  the TIS program have been calculated in the 
foregoing section at $6.5 million In exports to the North American market. A 
qualifier to  this figure is the question of whether some of the exports were in fact 
a shift of  product from one hard currency market to another. In some instances 
the value added would be a more accurate measure of true benefit. On the other 
hand, these companies overcame the psychological barrier for the first time, of 
shipping to a market that is unfamiliar to them, and which is non-French and non- 
Spanish speaking. 

There are also t w o  possible joint ventures which may be executed before the end 
of the Cooperative Agreement. 

One would have to impute the present value of an uncertain future stream of 
earnings for future exports. The value of the joint ventures which may materialize 
in the near term could also be included. 

TIS catalyzed action which resulted in benefits both to the client and to Morocco's 
economic growth. The indirect benefits, new investment by TIS clients ( $ 1  2 



million in the case of Huileries de Meknes alone) and quality improvements among 
several firms might also be included in the calculation. 

We believe that little purpose would be served by formulating an equation and 
imputing values based on challengeable assumptions for all these factors. 
However, intuitively, using the rule of reason, one cannot escape the conclusion 
that the derived benefits from TIS, compared with the investment of about 
$900,000 to  date by USAlD to  fund TIS for the past 27 months, place this activity 
among the most effective private sector export promotion efforts on record. 

3 - One cannot, as easily, draw the same conclusion about the effectiveness of the 
VE program. One hundred American Volunteer Executives have worked wi th  a 
large segment of Moroccan industrial producers and exporters over the past five 
years. There are a few outstanding success stories, some with direct benefits to  
the firm and indirect benefits to the economy, far exceeding the investment in the 
individual VE program. However, our survey results are skewed towards the 
negative because IESC management did not exercise adequate controls to  resolve 
individual problems as they arose. The problems festered and eventually yielded 
less than optimum results from some of the program's investment. 

Had better management been available, we believe the overall impact of  the effort 
would have been considerably ~mproved, with the result that the program could be 
generally accepted as bearing a satisfactory return on investment. 

It is also not appropriate to ascribe all management costs of the lESC operation in 
Morocco to the individual VE projects. A considerable part of the effort of the 
management staff is business development. This involves contacting many 
companies, diagnosing and defining, with the company personnel, the problems 
that are to be resolved with the aid of  the VE that is to  be recruited by Stamford 
o f f~ce .  That operation alone, has value for the firm, even if no project is executed. 

Is the IESC VE program, as opposed to other sources of technical expertise which 
USAlD may make available for the Moroccan private sector, still a "good buy"? Is it 
cost effective? 

The full cost of the typical IESC VE project, $30,000, is in the ball park range of 
what it costs USAlD to  procure short-term consultants. But we believe IESC offers 
greater value for t w o  reasons. First, AID contractors will deliver a consultant t o  
AID that would normally receive compensation at $300 per day. The market value 
of a typical VE would be approximately $500 per day. Second, the IESC VEs will 
define their scope of work based on their business-minded perception of the 
problem. U.S. Government contracting is fettered with constraints which many 
times distort the definitions contained in the scope of work. Furthermore, the 



public officials responsible for such programs are often too far away from the 
problem to  contract effectively for it with the required precision. 

While it is not possible to  quantify our findings of satisfactory return for the VE 
program's investment in any unequivocal manner, we  believe other evaluations of 
similar lESC programs in other countries with similar conditions come to similar 
conclusions. Our assessment is that the program is of sufficient value to be 
continued, albeit at an improved level of management and focussed more directly 
on support of the TIS program. 

VII. ASSESSMENT OF OVERALL ACHIEVEMENTS TOWARD PROJECT 
OBJECTIVES 

There are strong indications that Moroccan producers perceive the domestic 
commercial environment to be improving. Those exporters who have traditional 
ties to European markets are worried that they will be shut out of the European 
Community after 1992 and are searching for new markets, particularly North 
America. This will require new trade links to untested markets and an image of 
reliability as an international supplier. Our survey of TIS clients, as well as other 
firms, confirms that these concerns are a strong motivator to  them to search for 
new markets. 

The project purDose for project 608-0189 is "to increase exports by Morocco's 
private sectorn. Its sub-~uroose for the export assistance component, as amplified 
by Project Paper Supplement No. 1, is: 

"-  to improve the export production and marketing capacity of beneficiary 
firms; 
"- to improve the capacity o f  the Moroccan Center for Export Promotion to 
service private exporters; and 
"- to stimulate the development of  joint ventures between the Moroccan and 
foreign private sectors, especially the U.S. private sector, and to develop 
Moroccan private sector export trade, primarily toward North America." 

The project outputs for the relevant components, as revised by Project Paper 
Supplement No. 1 dated July 1989, were: 

"1. Management and technical skills will be improved in approximately 130 
firms assisted by the IESC. 

" 2 .  Improved information and services will be provided by the CMPE. 

"3. Studies and activities supporting export promotion will be undertaken. 



"4. 1-3 joint type ventures completed between Moroccan and U.S. private 
sectors. 

"5. $2-4 million in Moroccan exports developed." 

A minor shortfall may have occurred in project output 1 ., in that the number of 
firms directly assisted by VEs may be less than 130. However, the 11  Export 
Marketing Projects were activities involving more than one firm per project. We 
count 89  firms that have received "one on onen assistance through the VE 
program as of September 30, 1991. It may be of greater significance that the 
quality of  assistance received by the firms may not have been on a par wi th  normal 
IESC expectations. 

Project output 2 does not appear to have been achieved. 

It would appear that all three of the remaining project targets have been achieved 
or exceeded.. We believe as much or more than was hoped for by those who 
approved the project in 1986, with respect to  this element of the project and its 
Impact on Morocco's export growth, has been achieved. Morocco export statistics 
are available only for 1990. We believe the 1991 statistics may begin to  reflect 
the Impact of this project, particularly with respect to  exports t o  the U.S. 

VIII. FINDINGS AND CONCLUSIONS: 

A. Achievement of Overall Proiect Objective2 

(1 1 Except for project output # 2  dealing with institutional development of CMPE, 
and a minor (perhaps 10%)  shortfall in the number of  VE programs that were t o  be 
Completed under the Cooperative Agreement, all project output targets will have 
been ach~eved by project end. The Export Production and Marketing Assistance 
component of the project probably has achieved at least as much as the original 
design, amended in 1989, intended. 

(2) The project has been highly relevant to Morocco's needs. The Moroccan policy 
framework for export promotion improved during the life of the project. The 
project purpose has taken on greater relevance as Moroccan exporters come under 
increased pressure to  locate and penetrate new markets since they face increased 
restrictions from their traditional markets when the European Economic Community 
is formed, beginning in 1992. 

(3) The firms that offer the greatest opportunity for fast growth of exports are the 
785 largest firms (those with more than 100 employees) which also employ 61 O/O 



of industrial employees, and contribute 7 0 %  to production, 7 8 %  to  exports and 
66% to  investment. 

B. VE Proaram l m ~ a c t  

(1 ) Over the five year period ending September 30, 1991, the VE program carried 
out 100  VE interventions, of which the firm level impact survey covered a sample 
of 52 interventions for 45 firms. The survey revealed that out of  52 export 
production projects, approximately 20  can be considered successful, 1 7  partially 
successful and 15 seriously deficient. 

(2)  From the firms' perspective, the critical factors in the success or failure of  a VE 
intervention depended on how well the VE's skills matched the client's problems, 
the VE's ability to  adapt to  local situations, successful timing of the VE 
intervention, the level of energy the VE displayed, the VE's ability t o  communicate 
in spite o f  the French language barrier, and the preparation and duration of the VE 
intervention. 

( 3 )  A quantitative analysis of the performanceof 60 IESC-assisted firms, grouped 
into ten sectors was undertaken to compare their performance (measured in 
growth o f  production, exports, employment and investment) wi th the comparable 
sector as a whole. Statistical comparisons among this data do not reveal any 
clearly distinguishing characteristics of the IESC-assisted companies, in terms of 
their performance vis-a-vis their sector, to suggest any implicit collective impact 
from the VE program. However, we performed a similar analysis of performance 
data for ten IESC assisted companies in the food, textile and paper products 
industries, that were classified as having been the beneficiary of nsuccessfuln VE 
assistance projects. That analysis did reveal improvement in the production and 
export performance of the food and textile industry clients that exceeded the 
ayerage for their sub-sectors. 

(41 Overall, one cannot draw a positive conclusion about the effectiveness of the 
VE program. 100 American Volunteer Executives have worked with a large 
segment of the Moroccan industrial producers and exporters over the past five 
years. There are a few outstand~ng success stories, some with large and direct 
benefits to  the firm, and indirect benefits to the economy. But overall impact is 
not evident or statistically verifiable. 

(5) One reason for the less than optimum impact is that IESC management did not 
exercise adequate controls to  resolve individual problems as they arose. The 
problems festered and eventually caused the program to yield less than optimum 
results from some of the program's investment. 



(6) Lack of continuity in the IESC management due to the turnover of six Country 
Directors in the relevant five year period has had negative effects on the program. 
In spite of the superior quality of some of the Country Directors, the lack of 
continual day-to-day management of an acceptable normal quality is the single 
most important cause of the substandard program impact. 

(7) Regrettably, the evaluation findings indicate that IESC Casablanca management 
before, during and after the VE intervention has been inadequate throughout the 
life of the Cooperative Agreement. IESC management of the program was weak in 
monitoring VE programs to solve operational problems that impeded the VE's 
effectiveness with the client. It did very little to follow-up with the client, at some 
period after the departure of the VE. This has resulted in little follow-through on 
VE recommendations on the clients' part. Sound management of these functions 
might have yielded a higher return on the rather substantial USAlD investment in 
this program. It also might have avoided the unusual number of negative 
responses from clients, which our survey revealed. 

(8)  IESC management did not establish a sound baseline data bank on its clients, 
nor did it organize the data in a manner that lends itself to easy access, (although, 
in all fairness, the Cooperative Agreement did not require baseline data collection 
as is called for in the Project Paper). 

(9) There is a direct correlation between the IESC marketing effort and the 
effective demand for the program. IESC Casablanca did not pursue its marketing 
efforts w ~ t h  suff~cient vigor in the outlying cities. 

(10) The IESC method of accounting and charging for home office services in 
support of the VE program results in more emphasis on the number of VE programs 
implemented, rather than on the quality and effectiveness of each project that is 
implemented. 

( 1  1 )  lESC charges all firms a flat fee of $6.000 for the first month and $3,000 for 
each additional month of the assignment. The evaluation concluded that the fee 
structure acts as a disincentive to full utilization of the VE, in that it tended to limit 
the duration of the assignment at less than the full three month period. 

( 1  2) IESC has established an Advisory Board, comprised of Moroccan business 
leaders who have agreed to provide broad policy guidance and help IESC with their 
business contacts in the community. The Board appears to be dormant at this 
time. Other IESC programs find such a mechanism to be quite useful. 

(13) Lack of official organizational status for IESC has not been a major factor in 
reducing IESC effectiveness, although it has added to costs and has caused 
inconvenience. On the other hand, placing the project under a project agreement 



with a Moroccan Government agency would result in different problems and costs. 
Most likely, it would add a level of reporting and would inject a Ministry into the 
relatively government free operation of IESC. 

C. l r n ~ a c t  of TIS Proararn 

(1  1 This activity is among the most effective private sector export promotion 
efforts on record. As of September 30, 1991, 27 months after the start of the TIS 
program, TIS can document 22 exporters who have been assisted in obtaining 
firm, valid export orders (not all, as yet, shipped) in the aggregate amount of 
$6,558,333 t o  the U.S. under this program for an investment by USAlD t o  date of 
$900,000, plus the PRE grant of $1  61,561. 

(2)  The survey data suggests that the Moroccan producers perceive that TIS' most 
important contribution was the contacts and referrals provided t o  them t o  U.S. 
importerslbrokers and the credibility which they derived from association wi th  TIS 
in dealing with the U.S. broker. 

(3 )  There IS insufficient data to determine the precise amount of investment 
undertaken by TIS clients, resulting from their contact with TIS staff and 
associated brokers. Moreover, it would be impossible to  directly ascribe the cause 
for these investments to TIS. TIS clients do not perceive TIS as having played a 
major role in their investment decisions. But the observed reality indicates that TIS 
has indeed generated new investment by its clients, and seems to  be close to  
achieving t w o  joint ventures. We also believe the new export flows to  the U.S. 
derived from the TIS program, are reach~ng backwards to impact on other 
segments of the Moroccan industry. 

(4) There was also recognition of the value of follow-up performed by the TIS 
staff, and the clarifications resulting from TIS intervention in the communications 
f low between the broker and the Moroccan producer. 

( 5 )  The TIS operation probably has a demonstration effect, which may lend itself to 
measurement in the future if adequate records are kept. 

(6)  TIS is performing the services and covering costs that are characteristic of 
"entry costs" to  penetrate a new market. Only after a sufficiently large f low of 
product has been established, will the normal brokerage commission sustain 
interest by the broker. 

(7) It is not clear that client fees would serve a useful purpose for the program. In 
the first place, it may expose both IESC and USAlD to  claims for damages from 
dissatisfied Moroccan clients if the fee is perceived to place obligations or liabilities 
on TIS for participation in the transaction. Even if there were no legal liability, the 



ensuing adverse publicity might do serious harm to  U.S. interests. In the second 
place, the fee structure would not work well for trial shipments and a deferred 
commission might prove difficult to  collect, leaving the IESC with delinquent 
receivables. But, most importantly, it is not clear that a fee would serve t o  
improve the workings of the program. The fees collected could not make TIS into 
a self sustaining operation, as described in the report. 

(8) We suggest that TIS must accept some level of obligation t o  its client when it 
links the client to a buyer for trial shipments and assists in product adaptation. 
Absent a formal agreement and/or the payment of a fee by the client t o  TIS, the 
obligation is significantly less, and TIS can remain more detached from the 
transactions. But some reasonable "good faith" effort to help meet the client's 
needs is required. 

D. USAlD Manaaement of the Proqram 

The problems of IESC program management were the worse confounded because 
USAlD attempted to  overcontrol the management of the activity. This resulted in 
diversion of focus from substantive tasks to  administrative matters, and impacted 
negatively on performance. 

E. G a ~ s  in our Knowledae 

( 1  1 The evaluation team looked closely at the likelihood of increased employment 
derived from export promotion activities and concluded that in the short run, it is 
doubtful that there is a significant impact. On the other hand, the evaluators 
believe that employment would be more likely to be increased over the long term 
by new investment in existing plant expansion, new plant construction, and by 
demonstration effect on competing firms. 

It was beyond the scope of work of the evaluation team to look at the increased 
employment due to upstream impact in the production line. The Moroccan Input- 
output model would give some indication of applicable ratios of upstream 
employment generated from investment in subsectors. 

(2) While the direct correlation between marketing and the demand for the VE 
program would indicate that there is a sizeable unmet demand for the types of 
consultant services offered by IESC, it was beyond the evaluation scope of work t o  
analyze whether VE interventions were in direct competition or elbowing out other 
indigenous consulting firms. Many IESC client firms stated openly that they were 
prepared to  confide their company's internal problems to  a foreign VE and not to a 



local consultant. This further suggests the unique acceptability to the client of the 
IESC VE compared to  local consultants. 

(3) The issue is bigger than the mere question of competition. Supply side 
stimulation, i.e., a donor subsidy to  a single consulting firm like IESC, is justified 
only if there are no or few other possible sources of expertise available t o  
Moroccan firms. If significant sources of competing expertise exist, donor 
subsidies should more appropriately go to  stimulate the demand side. 

Appendix K describes the French program equivalent to  IESC's VE program in 
Morocco. 

F. Recommendations for the Remainder of O~erat ions Under the Current 
Coo~erat ive Aareement 

(1 )  The curre.nt Cooperative Agreement should be revised as quickly as possible to: 

(a) eliminate the spending limit on administrative costs; 
(b)  eliminate the requirement for TIS to charge fees to  TIS clients; 
(c)  eliminate restr ict ior,~ on IESC flexibility to resolve VE project problems 
(i.e., replace unsuitable VEs, waive client fees for follow-on VE projects 
when needed to resolve past problems, etc.) 

(2) Improved accounting systems should be introduced in the IESC Casablanca 
office to restore USAID's confidence that the funds are being used for their 
intended purposes. 

( 3 )  IESC should immediately take remedial action to improve its management of the 
VE program before, during and after specific interventions. It  should: 

(a) monitor projects now being implemented in a more satisfactory manner 
to get the most benef~t  out of each VE; 
(b)  organize project related ~nformation in a systematic manner on its 
computer facility; 
( c )  pursue its future marketing effons with a view to  avoiding the problems 
identified in this evaluation report; and 
(d)  organize a retrospective follow-up effort, panicularly for projects 
completed within the past 18 months, and take corrective action to 
ameliorate client perceptions of dissatisfaction. 

(4) The fee structure for VE projects should be changed to  eliminate the 
disincentive for clients to request VEs for shoner periods of time than needed to  
accomplish the client's objectives. The fee structure should remain at $6,000 for 



the first month but should be revised to, let us say, $4,000 for the following 6 0  
days or any portion thereof, to  act as a disincentive to  scheduling of VE tours that 
are less than three months duration. 

( 5 )  It might be advantageous to  reactivate the IESC Advisory Board and to  involve 
them more in the program, if USAlD determines to  continue the program for an 
additional five years. 

(6) TIS should utilize its U.S. link to  establish a f low of international market and 
technology information into its Casablanca office, and t o  distribute such 
information to  the export community. It might also feed back t o  its Stamford 
office, information about new investment contemplated by TIS clients, so that U.S. 
suppliers might be informed and invited to compete for the business. 

( 7 )  The IESC activity should be kept outside the framework of a Moroccan 
Government project by making future grants directly to IESC Morocco, but an 
effort should be made to legitimize IESC's status in Morocco. 

G .  Key Recommendations for the Proaram's Future - 1992 to 1997 

( 1 )  In l~ght  of our findings we believe the structure of the present Cooperative 
Agreement requires considerable modification to allow for optimum employment of 
IESC resources to meet USAlD program objectives. With TIS having shown itself 
to be such a h ~ g h  impact program, it should form the central thrust of the new 
project. Continuation of the present structure would result in "the tail wagging 
dog". USAlD should now build around its success. 

( 2 )  The VE and TIS activity should be made to be mutually supportive, thereby 
enhancing its overall effectiveness. IESC has a talent pool that can serve export 
producers' needs. The various IESC services (i.e., ABLE), when applied in concert, 
can make major impact on the growth of Morocco's private export sector. 

(3)  The scale of the IESC operation for the next five years should be reconsidered. 
It may be feasible to expand the program, the staff in Casablanca and Stamford, 
and bring about a more rapid rate of  Moroccan export expansion and venture 
stimulation. 
(4 )  The resources of IESC should be structured in an integrated, mutually 
supportive way. IESC should capitalize on the successful operational methods of 
TIS by taking the lead from TIS, and use VE and other IESC resources fully to  
support client companies that are identified by TIS as being close to  the point 
where they can make a breakthrough. Other clients may be found, not related to  
the TIS program, and these should be judged on their own  merits. But the heart of 
the program should be based on the TIS operation. 



(5 )  Contrary to the conventional wisdom, we believe an export focus for the IESC 
activities is useful, if it is not too rigidly applied. It is both an important USAlD 
program objective, and IESC's strong suit. It is a priority of the Moroccan 
Government. The policy framework seems to be improving and forthcoming 
events with respect to the Common Market suggest that there will be strong 
interest on the part of the Moroccan producers to situate themselves in the North 
American markets. 

(6) Once introduced into the U.S. market and gaining recognition for product 
reliability, there is likely to be some vertical integration of producer and distributor, 
as happened in Spain. This may lead to some significant joint ventures between 
U.S. firms and Moroccan firms. IESC can play an important role in promoting 
those joint ventures. 

( 7 )  TIS should not be seen to be a permanent institution, but rather a valid, useful 
temporary service providing information and contacts during the interim period 
when Morocco's export sector needs to quickly learn how to enter the North 
Amer~can markets. 

(8)  The TIS program's format is now established. TIS' recent efforts have laid the 
basis for new activities in tourism, spices and herbs and other areas. Thus a 
foundation is already in place for TIS to continue to support Morocco's export 
drive, using the modus operandi established during the past 27 months. It is 
essential that TIS operations not be allowed to lapse during any management 
hiatus. 

(9)  One could suggest additional activities to be performed by TIS. Normally one 
would expect technical and international market information to be readily available 
to producers, either through local government channels or through commercial 
information services. Regrettably, this is not the case in Morocco. It may be 
desirable for TIS to  utilize its Stamford link to channel such information into 
Casablanca, and then to disseminate it locally at some nominal charge. 

(10) The TIS Casablanca-Stamford link could be used to good advantage to assist 
Moroccan clients who are ready to undertake investment for export production to 
secure information about U.S. technology, equipment and other requirements 
needed to implement the investment. 

(1  1) Additionally, USAID's other projects might be more actively utilized to  support 
ancillary activities that would strengthen the Moroccan private sector's capability 
to operate in the international marketplace. English language training, and training 
in international business management are two  examples of such activities. 



(1 21 To assure USAlD project coordination, it is essential t o  design and implement 
the MAP project so that it wi l l  not  get in the way of the TIS program, n o w  that  it 
has demonstrated its effectiveness. We suggest that any product line that is being 
developed for export by  TIS be excluded f rom the scope of  the MAP. 
Alternatively, USAlD may wish t o  consider IESC as a member o f  any consort ium t o  
implement MAP. 

(13) Based on  the performance of the past 27 months, and the relatively small 
number o f  Moroccan companies of sufficient capability t o  seriously operate in the 
international markets, it is conceivable that there wil l  be little need for TIS t o  
continue much beyond the next five year period. If so, there is no need t o  work  
towards self sustaining operations for TIS. TIS is meeting a port ion o f  the initial 
"entry costs" o f  Moroccan producers to  penetrate the North American market. 
There are external benefits which are derived by the Moroccan economy f rom that 
operation, that would easily justify the costs as a one-time subsidy payment. Once 
the objective is reached, the subsidy ends. 

(14)  The question of whether to  have 220 VE projects over the next five years 
appears t o  be irrelevant. There is no assurance that 220 VE projects wi l l  have any 
more impact on  Morocco's productive sector in the next f ive years than 11 5 
projects had these past five years. What may be more t o  the point is h o w  t o  
utilize the resources of IESC most effectively t o  achieve specific, measurable 
private sector growth targets in Morocco. As suggested previously, the link 
between the VE program and TIS may best serve this end. 

( 1  5)  Based on  past TIS experhence, a planning figure of $ 7  million for f ive years to  
fund the entire activity seems to  be inadequate as a level of resources t o  achieve 
attainable outputs. The following section deals w i th  the organizational structure, 
funding and staffing and may provide some assistance t o  USAID. Most  likely, the 
level of funding needed t o  achieve the desired goals wi th in five years wil l  be in the 
$ 9  t o  $10 million range. Whether it will take 220 VEs or some other number is 
not predeterminable. 

H. A Possible A ~ ~ r o a c h  for the Oraanization of the New Effort. 

Certain organizational restructuring of  the IESC operation for Morocco, for the five 
year period beginning July 1992, is needed t o  accommodate the n e w  emphasis on  
TIS, and the supporting role to  be played by the VE program for TIS. 

USAID should avoid the detailed microcontrol over the normal operating procedures 
for IESC but should exercise its oversight responsibilities through the mechanism 
of periodic comprehensive reviews o f  IESC proposed periodic work  plans. 



Initially, the Cooperative Agreement prepared by IESC for consideration of USAID, 
should specify the detailed work plan to be followed during the first 18 months of 
the five year period (July 1992 to  December 1993). This work plan for the first 
1 &month period will be based on the strategy which TIS is now pursuing; namely, 
to  bring the initial efforts of the product lines which are now the subject of trial 
shipments and broker promotion efforts, to  the market penetration stage. It will 
expand the strategy to  add product lines to the TIS operational focus which the 
sub-sector surveys indicate to  have merit (spices and herbs, tourism, etc), as and 
when IESC believes it to be appropriate. However, there will be a more intense 
pursuit of these product lines which will be made possible by the addition of local 
and U.S. staff, both in Casablanca and in Stamford. 

IESC will continue to submit quarterly reports to  USAID, as has been done in the 
recent past, to  allow USAlD to  monitor progress of the program. If USAlD finds 
reason for concern with the conduct of the program, it will raise such concerns 
with IESC for resolution. If IESC finds that it needs to make significant departures 
from the agreed work plan, it will request USAID1s concurrence to  make such 
departures. 

It is not possible to plan, at the outset, how and at what pace the TIS program will 
operate throughout the five year life of the project. Therefore, lESC will submit to 
USAID, towards the end of the fifth quarter of the project, (September 1993)  a 
new draft proposed work plan for the 1 2  month period beginning January 1994. A 
"full court" hearing will be held in USAlD Rabat during October 1993, attended by 
the IESC Regional V.P. and such other IESC personnel from Stamford and 
Casablanca as are deemed necessary, to consider and review the new work plan. 
Approval to implement the ult~mately jointly agreed work plan will then be given by 
the USAlD Project Manager, together with a commitment for the required funding 
to carry that work plan through its 12 month duration. 

A similar procedure will be followed in September1 October 1994, to  consider the 
draft proposed work plan for the 12  month period beginning January 1995.  

A final draft work plan for the last 18 months of the project life, (January 1996 to  
July 1997),  will be prepared by IESC and submitted to  USAlD in September 1995. 
A similar procedure for review and approval of that work plan will be followed, as 
with the earlier three work plans. 

It is believed that this procedure will allow the USAlD Project Manager to  monitor 
the conduct of the project and will provide a satisfactory mechanism for oversight 
without burdening the project with undue and counterproductive operational 
intervention by USAlD into the administration of the project. Each approved work 
plan will receive funding to carry it through the period of the work plan only. 



I. Proiect Fundina and Staffina. 

The present level of operational funding for TIS ($38,000 per month) is likely to  be 
increased to  $75,000 per month to  allow for increases in the staff of both 
Casablanca and Stamford, to  expand the level of activity for the current TIS 
operations and also to  accommodate the following new or expanded functions: 

Tourism Development; 
Venture Stimulation (including management of a small Venture 
Capital Fund); 
Market and Technology Information Service, (including 
assistance to  TIS clients in locating U.S. sources of 
equipment); 

In addition, $300,000 per year will be needed to supplement client contributions 
for TIS client technology support, (VEs, short term paid U.S. consultants, and, if 
and as needed, non-U.S. consultants, i.e. Canadian or those from Morocco's 
competing supplier countries). 

On the administrative side, funds (estimated at $400,000 per year) will have to  be 
provided to pay for additional accounting personnel, a local deputy director of the 
IESC Casablanca office and, if required, salary for a U.S. Country Director. IESC 
must assure USAlD that it is prepared to hire the necessary long-term sustained 
management to staff the Casablanca office. 

The IESC marketing effort will focus on the TIS operation, to  assure that TIS 
clrents are able to obtain techn~cal assistance to bring them to the point where 
they will be in position to market successfully to the North American markets. 

We do not believe the TIS program structure is unsustainable without the personal 
leadership of its present manager, David Sullivan. But it will require that Mr. 
Sullivan, or someone with a very similar set of experience, training and business 
orientation, continue to provide the equivalent quality (and perhaps style) of 
leadership for TIS. It is also necessary that IESC and USAlD continue to provide 
the flexibility and support that is an essential requirement of this effort. 

The IESC Country Director and h ~ s  Deputy should provide USAlD with regular 
inputs to  guide USAlD on how to support the TIS operation with policy dialogue. 



A Scope of Work 



ATTACHMLNT A 
EVALUATION SCW€ CF WORK 

I. A C T I V I T Y  TO BE. EVALUATED 

The eva lua t ion  w i l l  focus on t h e  a c t i v i t i e s  of t h e  I n t c ! r n a t i m a l  Executive 
S e r v i c e  Corporation (IESC) f m d e d  by an A .  I .D. Cooperat:ive Agreement m d e r  t h e  
P r i v a t e  Sector  Export Prunot ion P r o J e c t  (No. 608-0109)., 

The IESC Cooperative Agreement has a l i f e - o f - p r o j e c t  f i n d i n g  of W,040,000. 
IESC began t h e i r  a c t i v i t i e s  in Cbrocco m d e r  a centra1l.y f m d e d  g r a n t  i n  
S e p t e m e r  1984. In  1986, a f t e r  t k  a u t h o r i z a t i o n  and o b l i g a t i o n  of t h i s  
p r o j e c t ,  f l n d b g  f o r  t h e  IESC Cooperative Agreement war; provided by t h e  
miss ion.  The cur ren t  Agreement wFll t e rmina te  on 3 m e  3 0 ,  19R. The 
Cooperative Agreement covers  two programs: the  t r a d i t i o n a l  IESC program which 
p rov ides  Volmteer  Executives (YE)  i n  expor t  production and expor t  marketing 
a c t i v i t i e s  t o  Wroccan f i r m s ;  and t h e  Trade and I n v e s t n m t  Serv ice  (11s) 
program t o  inc rease  t r a d e  and investment c o n t a c t s  betwem the United S t a t e s  
and Morocco. The VE program has  been i n  p lace  s i n c e  t h e  s t a r t  o f  t h e  
Cooperative Agreement, whereas t k  T I S  progran began in A l y ,  1989. 

11. PURPOSE IT ME EVALUATION 

The planned e v a l u a t i m  w i l l  f u l f i l l  requirements speci l ' ied  i n  t h e  Cooperat ive  
Agreement f o r  an i r r ~ a c t  e v a l u a t i o n  t o  t ake  place  approximately s i x  months 
b e f o r e  the  c m p l e t i m  d a t e  of the  Agreement. I t  w i l l  be the  f i n a l  e v a l u a t i o n  
of  t h e  ICY; Cooperative Agreement m d e r  P r o j e c t  608-0189. I t  w i l l  cover a l l  
a c t i v i t y  during the  ful l  per iod of  the  Cooperative Agreement. 

USNiID/Morocm has decided t o  c m d u c t  t h i s  e v a l u a t i m  atlead of s c h e m l e  
( k t o b e r  199; ins tead  of January 1992) s o  t h a t  informat. im f r m  t h e  e v a l l ~ a t i o n  
w i L ;  d o v e t a i l  w i t h  the  d e s i p  s c h e m l e  of a planned fol.low-on p r o j e c t  t h a t  
w w l d  support  the  IESC VE and T1S programs beymd J m e  30 ,  1992. The Mission 
needs  to have a c a p l e t e d  d r a f t  e v a l u a t i m  r e p o r t  no l a t e r  than Novemer 1 5 ,  
1991 t o  accanrnodate the  planned besip schedule .  

4. R e l a t i n s h i c  t o  Overal l  P r o i e c t  

The P r i v a t e  Sector Export P r m o t i m  P r o j e c t  began in k ~ y  1986 w i t h  t o t a l  
l i f e - o f - p r o j e c t  f l n d i n g  of S?O,OM3,000. The p r o j e c t  c t n s i s t e d  i n i t i a l l y  of 
t h r e e  ccmponents: c r e a t i o n  of a new expor t  c r e d i t  insurance f a c i l i t y ;  an 
expor t  pre-financing c r e d i t  f a c i l i t y  f o r  srrrall and medl.m-sized e n t e r p r i s e s ;  
and the Cooperative Agreement w i t h  IESC. T h e  p r o j e c t  rras subseqbent ly  amended 
on two o c c a s i m s :  f i r s t ,  in J u l y  1989, t h r o u p )  a n  a d d i t i m  of  f l n d s  t o  the  
IESC Cooperative Agreement (adding t k  TI5 program); and second, i n  August 
1990, throu* a r e d u c t i m  i n  the  size of t h e  pre-f inancing c u n p m m t  and t h e  
a d d i t i o n  of a f o u r t h  c q o n e n t  , an expor t  loan g ~ a r a n t y  f m d .  As a r e s u l t  of 
t h e  two a m e n d m t s ,  l i f e -o f  - p r o j e c t  f l n d i n g  was inc reased  t o  $29,400,000. O f  
this t o t a l ,  and a s  s t a t e d  above,  W,Ob0,000 is  f o r  the  IESC Cooperat ive  
Agreement, including an i n i t i a l  $2,800,000 and a sllbserluent n e t  a d d i t i o n  of 
$1,240,000 i n  1989 t o  cover TIS. 



I n  terms of the s p e c i f i c  p r o j e c t  canponents ,  t h e  e s t a b l i s h e n t  of' a  new 
1 .  

i 
autonomous e x p o r t  c r e d i t  i n s u r a n c e  i n s t i t u t i m  w i t h  p r i v a t e  s e c t o r - _ _ _ _  
p a r t i c i p a t i o n  i n  m n e r s h i p  and management h a s  been 1argel .y '  s c r c e s s f u l  , 
r e s u l t i n g  in the t r a n s f o r m a t i o n  o f  the fo rmer ly  g o v e r m m t - & ~ d  f o c i 6 t 6  

1 

Warocaine d lAssu rance  3 1 8 E x p o r t a t i o n  (WID() ( k r o c c a n  Expor t  I n s u r a n c e  I '  
C a p a n y )  Fn to  a  5OX p r i v a t e l y  m n e d  canpany. ! 

I 1. 

The second compcnent was aimed a t  c r e a t i n g  a  f i n a n c i a l  f a c i l i t y  t h a t  would 
p e r m i t  a d d i t i o n a l  pre-expor t  c r e d i t  f o r  e x p o r t e r s  w i t h i n  the c m t e x t  o f  c r e d i t  
c e i l i n g s  and a l l o c a t i o n s  (these have h e n  r e c e n t l y  l i f ' t e c l ) .  This f a c i l i t y  d i d  
n o t  meet i t s  o b j e c t i v e s  and a  p o r t i o n  of' t h e  f m d s  f o r  this c m p c n e n t  were 
reprogramned Fn 1990 t o  c r e a t e  t h e  e x p o r t  l o a n  g ~ a r a n t y  f m d  f o r  s m a l l  and 
mediun e>rportFng f i r m .  That  f m d  becane o p e r a t i o n a l  in J u l y  1991.  

T h e  t h i r d  compcnent, implemented thruu$ t h e  IESC Coopera t ive  Agreement, was 
d e s i g n e d  t o  p r o v i d e  i n - f a c t o r y  a s s i s t a n c e  t o  p r i v a t e  c a n p a n i e s  t o  r e s o l v e  
p r a g w t i c a l l y  v a r i o u s  p roduc t ion  and marke t ing  problems c m s t r a i n i n g  i n c r e a s e d  
e x p o r t s  (VE program) ,  and s&seqvent ly  t o  p r o v i d e  a d d i t i c n a l  d i r e c t  a s s i s t a n c e  
t o  e x p o r t e r s  in a c c e s s i n g  f o r e i g r  markets  and j o i n t  v e n b ~ r e  p a r t n e r s ,  
p r i n c i p a l l y  i n  t h e  k i t e d  S t a t e s  (TIS program).  I t  shou ld  a l s o  be no ted  t h a t  
the IESC Coopera t ive  Agreement i n i t i a l l y  f m d e d  a  l m g - t e r m  a d v i s o r  t o  the 
goverrment-opera ted  C e n t r e  Karocain d e  P r o n o t i o n  des E x p o r t a t i o n s  ( C W E )  
( W r m c a n  Export  P r u n o t i m  C e n t e r )  to a s s i s t  Wroccan  e x p o r t e r s  i n  t r a d e  
p r m o t i m  and i n f o r m a t i m  a c t i v i t i e s .  Huwever, when i t  became c l e a r  t h a t  
b u r e a u c r a t i c  c o n s t r a i n t s  w i t h i n  the C W f  h inde red  i t  f r u n  a c h i e v i n g  i t s  
i n t e n d e d  pu rpose ,  t h e  IESC a d v i s e r  was removed frm t h e  [:WE and r e a s s i p e d  i n  
1989 t o  the newly e s t a b l i s h e d  TIS program. 

8. Find ings  of t h e  Mid-term E v a l u a t i m  

mid-term e v a l u a t i o n  of' t h e  o v e r a l l  p r o j e c t  was c a p l e t e d  i n  Apr i l  1990 t o  
f u l f i l l  r e q u i r m m t s  f o r  a n  e v a l u a t i m  halfway throu* p r o j e c t  
i m p l m e n t a t i o n .  The e v a l u a t i m  made r e c m m d a t l m s  on leach p r o j e c t  
c o n p n e n t ,  i n c l u d i n g  t h e  r e d u c t i c n  of t h e  e x p o r t  p r e - f i n a n c i n g  c m p m e n t  and 
t h e  s e t t i n g  cg of  t h e  e x p o r t  loan  p a r a n t y  f m d .  

a 

Regarding  t h e  IESC Cooper - t i ve  Agreemmt,  t h e  mid-term e v a l u a t i m  focused  on 
t h e  t r a d i t i o n a l  V E  program (TIS had only  j u s t  b e g m  a t  t ~ a t  t i m e ) .  I t  found 
t h a t  VE a s s i s t a n c e  had been provided  t o  a  wide r ange  of  f i r m s .  W s t  
a s s i s t a n c e  was d i r e c t e d  a t  t e x t i l e  manufac t u r i n g  and agr3- indus  t r  i a  l f i r m s  
w i t h  more than  250 employees and g r e a t e r  t h a n  m 10,000,00U I n  t u r n o v e r .  The 
c o r r ~ a r a t i v e l y  l a r g e  s i z e  o r  the f h m s  a s s i s t e d  was mainly due t o  the  e x p o r t  
o r i e n t a t i m  of  the p r o j e c t .  -11 s c a l e  f i r m s  i n  Worocco g e n e r a l l y  do n o t  ' 
have - the  p r o c h x t i v e  c a p a c i t y  t o  respond t o  t h e  r e q u h e m e n t s  of  t h e  e x p o r t  
ma*et$ While the VE program had had a  W e r  o f  s u c c e s s e s ,  t h e  mid-term 
e v a l u a  i o n  was # a b l e  t o  measure the V E s '  impact  on e x p o r t s  e r  s e .  I n s t e a d ,  , 
the VEs had a  s i g r i f i c a n t  i n p a c t  in r e r h c i n g  p r o d u c t i o n  c o s t s o r  
p a r t i c i p a t i n g  f i r m s  and had made t h e s e  firms more e f f i c i e n t  and c u n p e t i t i v e .  ' 



The m i d - t e r m  e v a l u a t l m  i d e n t i f i e d  a nunber of f a c t o r s  whl.ch l im i t ed  the 
success  of the  VE program. These included: 

o O C C ~ S ~ ~ M ~  inproper  matching of YE skil ls  and the i n a b i l i t y  of s m e  
f i rms ,  p r h r i l y  m a l l  s c a l e ,  t o  bene f i t  opt imal ly  from VE 
a s s i s t ance ;  

o f requen t  i n a b i l i t y  of V E 1 s  t o  c rmmnica te  Fn French, and q u a l l y  
f requen t  i n a b i l i t y  of m r a c a n s  t o  c u m m i c a t e  in Engl ish;  and 

o o rgan iza t iona l  problems, including t o o  f requen t  turnover  in IEK: 
top management p o s i t i c n s  in M r a c o .  

The e v a l u a t i m  a l s o  pointed ou t  t h a t  IESC1s e f f e c t i v e n e s s  was l im i t ed  by the  
expor t  o r i e n t a t i m  of the p r o j e c t .  For example, IESC execu t ives  have been 
m a b l e  t o  a s s i s t  f i rms i n  t h e  s e r v i c e  s e c t o r  (such a s  banks, t r a n s p o r t ,  o r  
insurance  firms.) che t o  the  scurce  of p ro j ec t  funding which r e s t r i c t e d  VE 
programming t o  export  a c t i v i t y .  

Under the  cu r r en t  V E  program, f i r m  us ing  IESC se rv i ce s  a r e  r q u i r e d  t o  pay 
f e e s  m d e r  a cost -shar ing mechanism. While t h i s  he lps  ensure  lmg- te rm 
s u s t a i n a b i l i t y  of the  program and is an e s s e n t i a l  element of  d i r e c t  a s s i s t a n c e  
programs f o r  f o r - p r o f i t  fFrms, the e v a l u a t i m  suggested t h a t  t h i s  l imi ted  
I E X 1 s  access  t o  smaller f i rms whu cannot a f f o r d  the  fee schech le .  

Mo the r  c m s t r a i n t  addressed ln the  e a r l i e r  eva lua t ion  was the  IESC's lack of 
o f f i c i a l  o rgan iza t iona l  s t a t u s  i n  Horocco. IESC s t a f f  and ( o c c a s i m a l l y )  VEs 
have to leave the  mun t ry  every t h r ee  months t o  renew v i s a s .  While t h i s  has 
inc reased  c o s t s  s l i c p t l y  i t  does no t  seem t o  have l im i t ed  IESC's e f f e c t i v e n e s s .  

C .  Trade an3 Investment Serv ice  (115)  Program 

I n  1989, the  Cooperative Agreement was modified t o  add the  TIS program. I t  
becane f u l l y  opera t iona l  in Aly 1989. T h i s  program was desicped t o  take 
advantage of  IESC's market c o n t a c t s  and networking p o t e n t i a l  f o r  U.S. 
i n v e s t o r s .  As of June 1991, t he  progran had expended approximately $600,000 
and produced exports  orr3ers es t imated  a t  $5.1 millim. Orders placed have 
l a r g e l y  been f o r  food p r o b s t s ,  such a s  o l i v e s ,  tunatoes and s a r d i n e s ,  b u t  
IESC i s  working m inc r ea s ing  o rde r s  i n  t he  a r t i s a n a l  s e c t o r ,  ammg o t h e r s .  
E f f o r t s  t o  s t imu la t e  U.S. investment i n  Horcxco in the  form of j o i n t  ventures  
have been l e s s  success fu l  but  t h e r e  a r e  a wrrber of n e g o t i a t i m s  i n  p rogress .  

Cur ren t ly ,  the TIS a c t i v i t y  i s  c m p l e t e l y  s lppor ted  by A . I . D .  funds .  No 
cos t - shar ing  f o r m l a  i s  being implemented. However, a s  the  program becmes  
more e s t ab l i shed  and well  knmn ,  i t  m a y  be poss ib le  t o  charge f e e s  f o r  s e t t i n g  
up c m t a c t s  between U.S. and k i roccan  f i r m ,  which would enhance the  
s u s t a i n a b i l i t y  of the a c t i v i t y .  



The c m t r a c t o r  r i l l  f i e l d  a team of two f u l l - t i m e  evaluatolrs,  a s s i s t e d  by 
Horoccan c o n s u l t a n t s  procured l o c a l l y  through s&cmtrac t ( i f  sub-contracting 
i s  permiss ib le  m d e r  t h i s  IQC) o r  o t h e r  arrangements,  who w i l l  be r e s p c n s i b l e  
f o r  t h e  p repara t ion  and c a p l e t i o n  of Vo e v a l u a t i o n  i n c l u d i n g ,  b u t  n o t  
l i m i t e d  t o ,  the tasks presen ted  below. The e v a l u a t i m  w i l l  be r e t r o s p e c t i v e ,  
a s s e s s i n g  accomplishnents to  c b t e ,  a s  we l l  a s  p rospec t ive ,  p rov id ing  
r e c m d a t i m s  f o r  p o s s i b l e  changes in IESC approaches an~d methodologies t h a t  
d g h t  be adopted in the planned f u t u r e  p r o j e c t .  

A. Impact a n a l y s i s  

Object ive:  To analyze in d e t a i l  t h e  inpac t  of both t h e  VE and TIS programs 
upon increased expor t s ,  incone,  investment ,  f a c t o r y  l e v e l  p roduc t ion ,  f a c t o r y  
u t i l i z a t i m ,  and job c r e a t i o n .  What have been the  t a n g i b l e  r e s u l t s  of the  
IESC i n t e r v e n t i o n s ?  Can these  be q u a n t i f i e d  and l i n k e d  t c ~  f i r m - s p e c i f i c  
i n c r e a s e s  i n  e x p o r t s ,  i n c a n e ,  investment ,  product ion,  inc reased  f a c t o r y  
u t i l i z a  ticn, employment o r  o t h e r  r e g i s  t e r s  of  performance? 

Hethodolo : The e v a l u a t o r s  s h a l l  i d e n t i f y  irrpact by exarrlining t h e  e x ~ ~ r i e n c e  
-fT-= o m l v l d r a l  firms a s  a r e s u l t  of IESC a s s i s t a n c e  ( s e e  S e c t i o n  A . l  b e l w ) ,  by 
examining s t a t i s t i c a l  d a b  ( s e e  S e c t i m  A.2 below),  and by c m p a r i n g  the  two. 
D i f f e r e n t  approaches w i l l  be r e q u i r e d  f o r  VE and TIS a s s i s t a n c e ,  given the  
n a t u r e  of  each program. 

Aporoaching t h e  task f run  t h e  i n d i v i d u a l  f i r m  l e v e l ,  the  e v a l u a t o r s  will 
s e l e c t  a s i p i f i c a n t  percentage (approximately 50%) of a l l  f i r m s  a s s i s t e d  by 
tqe  VE and T I S  programs dur ing a l l  f i v e  years  of Lhe Cooperative Agreement. 
The approximate t a r g e t  m e r  f o r  t o t a l  f i rms  wrveyed / in te rv iewed  w i l l  be no 
l e s s  t h a t  60 c m p a n i e s ,  s e l e c t e d  m a r a m  b a s i s .  (For t h e  f i v e  year per iod 
from J m e  1986 t o  J m e  1991 a t o t a l  of 110 t r a d i t i m l  VE a s s i g m e n t s  were 
cunpleted while the TIS program has  obta ined expor t  o r d e r s  f o r  approximately 

' 17 c a p a n i e s  i n  two y e a r s . )  [Xlring the survey in te rv iews ,  the  e v a l u a t o r s  w i l l  
ga the r  i n  fort a t im  on inc reased  e x p o r t s ,  increased f a c t o r y  l e v e l  product ion,  
inc reased  f a c t o r y  u t i l i z a t i m ,  c r e a t i m  of  new jobs and i n c r e a s e d  i n c m e .  

T h e  e v a l u a t o r s  s h a l l  d e s i ~ l  survey ins t ruments  t o  i d e n t i f y  and examine other  
s x r o g a t e  o r  in te rven ing  v a r i a b l e s  in an e f f o r t  t o  t r ack  lESC1s p a s t  and 
p o t e n t i a l  irrpact. The e v a l u a t o r s  s h a l l  m d e r t a k e  a t  l e a s t  t h r e e  a n a l y t i c a l  
approaches: an  assessment of demand f o r  IESC s e r v i c e s ;  an a s s e s m e n t  of t h e  
r e a d i n e s s  o f  a s s i s t e d  f i rm ta act 4n & bas& of rFcr recunmenda t ims ;  and 

.an'assessnemt of a t  what stage in a client m y ' s  e v o l u t i m  IESC's , b I 

assistance i s  most l i k e l y  to  have opt imal  impact. I 
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/ /up .< -, I a. Demnd f o r  Services 

T k  evaluators w i l l  analyze derwnd fo r  xEfC services b y  rimer- or-zequests-f or 
YE andlor TIS a s s L r . e , ' J b  the canversion _-_ r a t i o  _ _ _  o f r e p ~ ~ s t s  v s .  actual  
5ss ls tance  pmvided/by n d e r  of YEIT IS  person Oays of ass is tance  per c l i e n t  
-iCarid-other relevant-hdicators '  of-demand. IESC1s rnar(tetFng e f f o r t s  i n  
mco should be closely analyzed to a s s i s t  in mking-al_assesmentf 
potent ial  m r k e t  demand and the degree t o  which-1fSC.i~ rneeting t h i s  demand. 

K X o r s  a f fec t ing  demand fo r  1 E S c F i c e s s h a l l  be Iden t i f i ed .  Pmong 
f ac to r s  t o  be cmsidered s h a l l  be (1)  IESCts fee  s c h e a l e  and ( 2 )  current  
l imi ta t ions  dJe to  the r e s t r i c t i o n  of IESC serv ices  t o  exporters  only. I I ! 

b. Implementatim of IESC Recmmmdaticns 

The evaluators s h a l l  e x a n h e  m a case-by-case bas i s  cmlany decisions to  
lacnch new a c t i v i t i e s  which a r e  d i r e c t l y  Zraceable  ;td E,'TIS i n t e r  venticns i n  
any f u n c t i m  of the enterpr ise  (organizatbm-md-strategy, production, 
marketing, p e r ~ m n e l ,  finance and adminis t ra t i rn)  and track the inpact of 
these d e c i s i m s  on exports ,  incane, production, plant u t ! ~ l i z a t i m ,  job 
crea t icn  or other variables r e f l ec t ing  IESC performance. For ins tance ,  i n  
management, were new organ iza t ima l  s t ruc tures  put Fnto place based m vE/TIS 
advice 7 In the production department, were new l i n e s  irlplmented saseauen t  
to  the 1 E T  intervention? I n  the c m e r c i a l  department, were new marketing 
s t r a t eg les  adopted based on I E S C  r e c m e n d a t i m s ?  

The evaluators w i l l  describe cwal l ta t ive ly  on a case-by case b a s i s  d e c i s i m s  
t o  change tne conpany's f m c t i m i n g  based on VE in tervent . ims .  (Survey 
reports  w i l l  be inclvded as a n  Mnex to  the f i n a l  r e p o r t . )  They w i l l  then 
a t t m p t  t o  quantify b o b  the cost  t o  the f i r m ,  i . e . ,  the a ,mmt  invested t o  
implement the decision, and  the expected return t o  the firm of implemented 
b t e r v e n t i m s .  The qua l i t a t ive  and quant i ta t ive  i n f o r m t i m  wi l l  be analyzed 
and presented along w i t h  f indings,  conclus ims and r e c m ~ e n d a t i o n s  in the 
e v a l ~ a t i c n  report .  Q E 

c .  Stage of Firm's tEvelopment 
P 

Additionally, t h e  evaluators sha l l  co r re l a t e  I E S C  interventions with F 
performance indicators  by looking a t  lmg-term h i s t o r i c a l  data on a s s i s t ed  2 
companies and  analyzing the trends which my merge .  For example,  when T 

locking a t  the l a s t  ten years of the individual h i s t o r i e s  of IESC-assisted C, 

firms, do these firms tend to display rapid increases i n  exports ,  i n c m e ,  
hvestment ,  productive capab i l i ty ,  Job crea t icn  or other meanhgful variables 
ident i f ied  h the two above exercises?.  

2 .  Conparative S t a t i s t i c a l  Analysis 

I n  order to  compare the performnce of a s s i s t ed  f b m s  and the performance of 
the Mroccan eccnuny i n  general ,  the e v a l u a t i m s  w i l l  look a t  avai lable 
s t a t i s t i c s  and indices f o r  the e m a n y  (and relevant  subsectors)  a s  a whole on 
manufactured exports ,  h c a n e ,  i n v e s t m n t ,  factory level  production, factory 
u t i l i z a t i m ,  and c r e a t i r n  of new jobs. E m m y  (subsector)  performance, to  
the degree possible,  w i l l  be cunpared t o  performance of LESC-assisted 
cmpanies in the relevant subsectors ,  e .g. ,  text i les/garments ,  a g r o - i n c h t r y ,  
e t c . ,  and ccnclus ims w i l l  be drawn re la ted  t o  discernable impacts of the ICY: 
ass is tance .  



B. Costs  and Cost E f f e c t i v e n e s s  

Object ive:  To i d e n t i f y  w i t h  p r e c i s i m  t h e  t o t a l  c o s t s  of t h e  VE and TI5 
p r o g r a m  ( inc lud ing  the v a l w  of volunteered s e r v i c e s ) ,  t o  i d e n t i f y  t h e  
sources  of  f m d s  which cover  a l l  costs, and t o  determine the c o s t  
e f f e c t i v e n e s s  of  resources  expended &r ing  t h e  m r s e  of t h e  f ive -year  per iod 
of  the Cooperative Agreement. 

Hethodolo : For t h e s e  t a s k s ,  t h e  e v a l u a t o r s  w i l l  c c n s u l t  with IESC + represents i v e s  in both  Stamford,  CT (IESC1s U.S. h e a w a r t e r s )  and C b r a c o  
and w i t h  USAID s t a f f  in Horocco. Relevant a u d i t  r e p o r t s  w i l l  be ma& 
a v a u a b l e .  I n f o r m a t i m  r e l a t e d  t o  c l l e n t  c m t r i b u t i m s  w i l l  be incorpora ted  
i n t o  t h e  s u r v e y / v i s i t s  wi th  c l i e n t  c m p a n i e s .  

1. Costs  

T h e  Cooperative Agreement and p r o j e c t  d o c v n e n t a t i m  i n  genera l  focus  l a r g e l y  
on t h e  IESC i n p u t s  f inanced by A I D  and do not  show the complete p i c t u r e  of 
t o t a l  c o s t s  f o r  each IESC program (VE and TIS) .  The e v a l u a t o r s  s h a l l  d e s c r i b e  
a l l  c o s t s ,  broken d m  by program, w i t h  i n d i c a t i c n s  of c o s t  a l l o c a t i o n s  where 
c e r t a i n  c o s t s  ( e . g . ,  management) cover both  programs. A l l  c o s t s ,  inc lud ing  
d i r e c t  and i n d i r e c t  c o s t s ,  w i l l  be i d e n t i f i e d .  For t h e  r e c o r d ,  and t o  
h i w l i p t  the  t r u e  c o s t  e f f e c t i v e n e s s  of  the  IESC programs -- c o s t  
e f f e c t i v e n e s s  d e f i n e d  a s  ach iev ing  des i red  ou tpu t s  a t  min im l e v e l  of c o s t  -- 
t h e  e v a l u a t o r s  w i l l  p l ace  a  value  cn volunteered c o n t r i b u t i o n s  i n  t h e  form of 
IESC volunteer  execu t ives  a s s i p e d  to work m the  VE and/or  TIS programs. 
Average c o s t s  per M o r  TI5 c l i e n t  a s s i s t e d  s h a l l  be  p resen ted  with 
i n t e r p r e t a t i o n s  of  c o s t  v a r i a t i o n s  amcng c l i e n t s  ( e . g . ,  person days of  
a s s i s t a n c e  provided,  o t h e r  s p e c i a l  c o s t s ) .  Relevant c o s t s  w i l l  a l s o  be 
i d e n t i f i e d  by l o c a t i o n ,  i . e . ,  c o s t s  incur red  in Cbrocco alid c o s t s  incur red  i n  
Stamford,  C T .  

2 .  Sources of  F m d s  

The e v a l u a t o r s  s h a l l  l i s t  a l l  sources  of f m d s  t o  cover  tihe i d e n t i f i e d  c o s t s .  
S a r c e s  include ( a )  r e s a r r c e s  a v a i l a b l e  throw t h e  USMD/Morocco funded 
Cooperative Agreement, (b )  c l i e n t  c c n t r i b u t i m s ,  ( c )  in-kind c c n t r i b u t i m s  by 
IESC volunteer e x e c u t i v e s ,  and ( d )  funds  provided by IESC/Stjmforcl -- via 
a c c e s s  t o  A.I.D.'s c e n t r a l l y  f m d e d  gran t  t o  IESC or o t h e r  sources .  

3 .  Cost E f f e c t i v e n e s s  

The e v a l u a t o r s  s h a l l  examine a l l  i d e n t i f i e d  c o s t s  and provide an a n a l y s i s  of 
e f f e c t i v e  u t i l i z a t i o n  of fcnds ,  i . e . ,  whether e x p m d i  t u r e s  incur red  have been 
reasonably  low t o  achieve t h e  d e s i r e d  o u t p u t s  and whether t h e r e  a r e  a r e a s  f o r  
any s i p i f i c a n t  c o s t  r e d u c t i m s  o r  savings .  C l e a r l y ,  t k  advantage of r e l y i n g  
on volunteered resources  i n  the form of t h e  in-kind c m t r i b u t i m s  by vEs adds 
s i p i f i c a n t l y  to o v e r a l l  c o s t  e f  f e c  t i v m e s s .  



4. --, 1 Fees 

The evaluators  s h a l l  examine and describe IESC'S s t r u c t u r e  of c l i e n t  f ees  
charged fo r  d i f f e ren t  services. In evaluators '  judgnmt , i s  the f ee  
schedule f o r  YE assigvnents adequate; i . e . ,  i s  the current  m m t  charged 
reasonable and affordable? mid adjustments be made t o  pennit smaller f i rms 
to  pay a lower fee? Clhat w i l l  the m r k e t  bear? w i t h  regard t o  TIS, where 
there have been no fees  charged to da te ,  the evaluators  stlall inves t iga te  and 
make reccmmendatims m how appropriate f ees  fo r  serv ices  m i $ t  be charged i n  
the fu tu re  and make a judgnent m the degree to which a T:IS program could 
becane self-sustaining. 

C .  Emefi t /Cost  Ratio 

Based m the informatim gathered In the analyses of impac:ts ( b e n e f i t s )  and 
c o s t s ,  the evaluators wUl provide a best  estimate of the bene f i t / cos t  r a t i o  
of the conbined VE/TIS programs i n  h r o c c o  a s  of the da te  the e v a l u a t i m  i s  
performed, as  well a s  B/C r a t i o s  for  the VE and TIS programs by themselves. 
The methodology for  determining quant i f iab le  bene f i t s  f o r  each program s h a l l  
be described. Costs should be ~ d l ~ l a t e d  to  show cases f o r  both " w i t h "  and 
nwithoutn i n - k h d  c o n t r i b u t i m s  by volmteer  executives. 

D. TIS Approach to  Export and Investment Prunot im 

Objective: To describe h d e t a i l  the s t e p b y  s t ep  proces!; t h a t  has 
contributed to the r e s u l t s  of the TIS  Program. Are increased export orders 
inde: the TIS ac t iv i ty  the r e s u l t  of a process tha t  can bc? repl ica ted  and 
sustained i n t o  the fu ture?  For how lmg?  Do what degree has T1S r e s u l t s  to  
bate r e l i ed  m the e f f o r t  of current TI5 s t a f f ?  C w l d  t h i s  s t a f f  be replaced 
w i t h  equally e f f e c t i v e  h d i v i m a l s ?  

Methodolo : The evaluators  w i l l  revi- the project d o c c n m t a t i n  and 7-9 ex m s l v e  y interview those involved with the TIS program to  de l inea te  c l ea r ly  
the process of the TlS a c t i v i t y .  Woxk w i l l  be cmducted tmth i n  Stamford and 
i n  Mrocco. After d e s c r i b h g  t h e  TlS process i n  d e t a i l ,  !:he evaluators  w i l l  
o f f e r  recunmendatims m the ef fec t iveness  of the overa l l  TlS methodology and 
how i t  s m l d  be continued or adjusted assuning that a TIS program w i l l  
cmt inue  to  receive support mder the planned new projec t .  

Based on t h i s  d e s c r i p t i m  and the r e su l t s  of the preceding ana lys i s ,  the 
evaluators sha l l  analyze TIS potent ia l  f o r  generating fee  i n c m e  and the 
long-term c m e r c i a l  v i a b i l i t y  of such a program. If prospects f o r  c m e r c i a l  
sus t a inab i l i ty  a re  pos i t ive ,  the evaluators w i l l  ou t l ine  t h e  next s teps to  
r ea l i ze  t h i s  potent ia l .  The evaluators  w i l l  a l so  examine the investment 
p r a o t i m  s i d e  of the TIS program and recunmend any measures t o  improve i t .  

Section 0 s h a l l  be draf ted  a s  a stand-alme docunent and s h a l l  be t rans la ted  
i n t o  French. 



E. Overal l  k h l e v e n e n t  of Or igFMl  P r o j e c t  Objec t ives  - 
The P r i v a t e  S e c t o r  Export P r a n o t i r n  P r o j e c t  was o r i g i n a l l y  
address  m u l t i p l e  needs of the U J r a c a n  e x p o r t  s e c t o r .  I n  the  

c c n t e x t  of the  o v e r a l l  job t o  be Qne, the e v a l u a t o r s  s h a l l  ana lyze  t h e  degree  
t o  whFch the IESC Cooperat ive  Agreement has succeeded in meeting those  needs.  

Methodolo : The e v a l u a t o r s  s b u l d  use the P r o j e c t  Paper a s  t h e  p r i n c i p a l  + source  ocunent in which the needs o f  the expor t  s e c t o r  were a r t i c u l a t e d .  A 
s m r y  of sane of the p r i n c i p a l  needs i s  c m t a l n e d  Ln Attachment D. 

F. Miscellaneous Reauiranents  

T h e  e v a l u a t o r s  s h a l l  a l s o  c u n p l e t e  t h e  fol lowing m i s c e l l a ~ w o u s  t a s k s :  

0 Review the  sh4rqtm-m the IESC fol low up 
p r o j e c t  and:- any r e c o n m d a t i m s  o r  s t : r a  t e g i e s  a, requ i red .  

- - - Z L n C / - f  / 1 

o Complete the the  s t andard  A . 1  .D. Evaluat ion Sumnary ( t o  be provided 
by USAID/Wrocco) and a t t a c h  a s  an Annex t o  t h l ~  f i n a l  r e p o r t .  

o Update the p r o j e c t  Logical  Frmework and inc lu3e  i t  a s  an annex t o  
the  f i n a l  r e p o r t .  

The e v a l u a t i m  i s  planned f o r  c u n p l e t i m  over a six-week p e r i c d .  About t h r e e  
weeks of t h i s  period wF11 be a l l o t t e d  t o  i n t e n s i v e  f i e l d  work and d a t a  
c o l l e c t i o n .  me e v a l u a t i m  team r i l l  c o l l e c t  the  i n f o r m a t i m  necessa ry  f o r  
the  r e p o r t  t h r o u p  va r ious  methods inc lud ing :  

o Review of s t u d i e s  and l i t e r a t u r e  m Horocco and t h e  Wroccan 
econuny ; 

o Review of  docunents p e r t a h h g  t o  the  p r o j e c t  and t h e  Cooperative 
Agreenent , inc lud ing  p r i o r  e v a l u a t i o n s  and a u d i t s  ; 

I o I n t e r v i w s  w i t h  IESC personnel i n  Stamford,  CT and in Morocco, a s  
well  a s  with USA1D/Horccc~ o f f i c e r s  a s s o c i a t e d  w i t h  the  p r o j e c t ;  

o F i e l d  v i s L t s / s u r v e y s  w i t h  approxi r re te ly  60 Horoccan firms a s  
o u t l i n e d  Ln Sectim IV.A, above. 

USAID/Morocco i s  l o c a t e d  in RaSat and I E X / M r o c c o  i n  Casablanca.  Firms 
a s s i s t e d  by IESC a r e  l o c a t e d  throughout Wormco, i n c l u d i n g  l o c a t i m s  Ln F e s ,  
Agadir and k k n e s .  The c m t r a c t o r  should  be prepared t o  c o o r d i n a t e  t r a v e l  f o r  
team members to d i f f e r e n t  l o c a t i m s  w i t h i n  the a m t r y .  P u b l i c  t r a n s p o r t a t i o n  
( a i r l i n e s ,  t r a i n s ,  h t e r c i t y  t a x i s  and buses)  i s  a v a i l a b l e  a s  a r e  r e n t a l  c a r s .  

The c o n t r a c t o r  s h t u l d  n o t e  t h a t  a six-day working week w i l l  be au thor ized  
under t h i s  w o h  order .  
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The language 01 ~ ~ ~ . ~ s . c e  i n  bbrocco i s  French, which i s  widely s w e n  i n  a l l  
major urban areas .  However, many bbroccans speak l imi ted  French and the 
Moroccan d i a l e c t  of Arabic is  the  p r e d a i n a n t  language. A l l  team members must 
have a minimm French l anwage  a b i l i t y  a t  the FSI S3/R3 l e v e l .  Arabic 
language capabi l i ty  would be useful  but is  not required.  

The contractor  w i l l  arrange f o r  necessary serv ices  of a loca l  W r a c a n  firm or  
individuals  t o  f a c i l i t a t e  the ccnduct of the e v a l u a t i m ,  pa r t i cu la r ly  the 
su rvey /v i s i t s  t o  c l l e n t  conpanies. T h e  loca l  capaci ty thus acquired should 
a l s o  be able t o  t r a n s l a t e  s e c t i m  0 of the Statement of Work of the report  
i n t o  French. 

VI. COWOSITION ff ME NALUATION TEAM 

T h e  e v a l u a t i m  team w i l l  be cmposed of two p r inc ipa l  rn~rrbers, a team leader 
and an expert i n  export p rmot i cn  and pr iva te  sec to r  development. The team 
leader s h a l l  have a record of s a c e s s f u l  pr ior  experience in  cmcfucting 
project  eva lua t icns ,  including work a s  a team leader .  The seccnd individual 
should have relevant s k i l l s  i n  econmics needed fo r  the design and conduct of 
the impact, c o s t ,  bene f i t / cos t  and otner analyses presented in the Statement 
of kork. Both i n d i v i d a l s  should have demcnstrated experience and f ami l i a r i ty  
i n  working w i t h  p ro jec t s  involving pr iva te  sec to r  f i r m  a s  bene f i c i a r i e s .  

VII. REPORTING REQUIREK.fNTS 

A .  Format of the Report 

T h e  evaluat icn team w i l l  prepare a written report  containing,  a t  a minitwin, 
the following sec t icns :  

--Basic Project  I d e n t i f i c a t i m  Sheet ( see  at tached format) ;  

--Executive SurvMry (no more than 3 pages typed s ing le  spaced);  

--Body of the r epor t ,  k A r m w t e t m t  of km-k (with 
separate  a t t e n t i m  paid t o  the IESC VE program and the TIS y r o ~ r a m ) ;  

--A s e c t i m  present i rg  c r n c l u s i m s  and recunmendations; and 

--Pgpendices, including t h e  following: 

o Evaluat im Scope of work; 
o Descr ip t im of evaluat ion methodology; 
o Bibliography 
o Reports of Cal l  
o n . 1 . D .  Evalua t im kmMry Form 
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b.  Work Schedule 

Week One: R i o r  t o  d e p a r t i n g  t h e  Un i t ed  S t a t e s ,  t h e  two p r i n c i p a l  
e v a l u a t i o n  team members w i l l  s chedu le  a  two- three  day v i s i t  t o  IESC 
k a d w a r t e r s  i n  S tamford ,  CT i n  o r d e r  t o  i n t e r v i e w  r e l e v a n t  s t a f f  i nvo lved  
w i t h  the VE/TIS programs i n  Morocco and g a t h e r  d a t a  and i n f o r m a t i o n .  T h e  f u l l  
team w i l l  a r r i v e  i n  Morocco p r i o r  t o  t k  end of week One and r e c e i v e  b r i e f i n g s  
from USAID/Momco, review p r o j e c t  d o c u n e n t a t i o n  and s e l e c t  l o c a l  c o n s u l t a n t s .  

Weeks T r o  t h rough  Four:  [Xlring t h i s  p e r i o d  tPe e v a l u a t i o n  team 
w i l l  conduct a l l  s u r v e y s / i n t e r v i e w s  wi th  IESC-ass is ted  ccfnpanies. C lose  
involvement w i t h  USAID/Morocco s t a f f  w i  11 be sought  t o  i n s u r e  t h a t  p r o g r e s s  
toward meeting t h e  expected  r e s u l t s  of t h e  e v a l u a t i o n  i s  be ing  made. 

Week F i v e :  An i n t e r i m  d r a f t  r e p o r t  w i l l  be s c ~ b n i t t e d  t o  the 
Mission f o r  review and c m n t  a t  t h e  s t a r t  of  Week F i v e .  Based on f eedback  
r e c e i v e d ,  t k  c o n t r a c t o r  s h a l l  p r e p a r e  and s u b n i t  t o  the Mission a f i n a l  d r a f t  
e v a l u a t i o n  r e p o r t  p r i o r  t o  t h e  end of Week F i v e .  

Week S i x :  The f i n a l  d r a f t  e v a l u a t i o n  r e p o r t  w i l l  be p r e s e n t e d  
v e r b a l l y  by t h e  c o n t r a c t o r  a t  a  meeting a t  the USAID/Morocco o f f i c e  d u r i n g  t h e  
f i r s t  ha l f  of Week S i x .  P r i o r  t o  d e p a r t i n g  Morocco, and based on t h e  r e s u l t s  
of  t h e  formal review mee t ing ,  t h e  c o n t r a c t o r  s h a l l  i n c o r p o r a t e  n e c e s s a r y  
changes i n  t he  f i n a l  d r a f t  d a u n e n t  and l e a v e  t e n  c o p i e s  of t h i s  docunent  w i t h  
t h e  Mission.  Subsequent ly ,  a  f i n a l  r e p o r t  w i l l  be prodvc:ed by t h e  c o n t r a c t q r  
a t  i t s  home o f f i c e  a r d  t r a n s m i t t e d  t o  t he  Miss ion  i n  twenty c o p i e s .  T h e  f i n a l  
r e p o r t  s b u l d  reach  USA1D/Morocco r r ~  l a t e r  t h a n  k c e m b e r  1 5 ,  1991. 
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At t a c h e n t  D 

PROJECT BACKGROUEO 

An His to r i c a l  P e r s ~ e c t i v e  

The Pr iva te  Sector  Export Prunotion p ro j ec t  was i n i t i a t e d  i n  May 1986 w i t h  a  
l i f e -o f -p ro j ec t  funding of $20,O(X3,000. The p r o j e c t  comprised t h r ee  major 
c m o n e n t s ;  c r e a t i o n  of a  new export  c r e d i t  insurarrce f a c i l i t y ,  an export  
Pre-financing c r e d i t  f a c i l i t y  f o r  m a l l  and mdiun-s ized  e n t e r p r i s e s  and the  
Cowera t ive  Agreement w i t h  IESC. The p r o j e c t  was l a t e r  modified i n  response 
t o  the recomnendations of a  mid-tern eva lua t i on  and the  Pre-f inancing 
c a r ~ o n e n t  was r e d x e d  i n  s i z e  and an export  loan  guaranty fund was c r ea t ed  

1990). Currently the  Pr iva te  Sector  Export kcmo t ion  p ro j ec t  is  
authorized a t  $29,000,000 and is  due t o  t e rmina te  on A n e  30, 1993. 

o  The oa l  of the pro jec t  is t o  inc rease  t he  export  ea rn ings  of Morocco's + priva e  s e c t o r  f i rms ,  and hence, t o  s t r eng then  Morocco's capac i ty  t o  
se rv ice  i t s  debt and f inance i t s  investments f o r  dev~lopment .  

o  T k  ove r a l l  purpose of the pro jec t  i s  t o  i r c r ea sed  expor t s  by Morocco's 
~ r i v a t e  s ec to r .  

o  b e  p ro j ec t  sub-purpose f o r  t k  export  a s s i s t a n c e  comp5rent i s  
- - t o  i m r o v e  the export production and marketing capaci ty  of 

benef ic ia ry  f i rms ;  
- - t o  inprove the capaci ty  of the  Moroccan Center f o r  Export 

Prunotion t o  se rv ice  p r i va t e  e x p o r t e r s ;  and - - t o  s t imula te  the  develwment of j o i n t  ventures between and the 
Moroccan and fo re ign  p r i v a t e  s e c t o r s ,  e spec i a l l y  t he  U.S. p r i v a t e  
s e c t o r ,  and t o  deve lw  Moroccan p r i v a t e  s ec to r  export  t r a d e ,  
pr imari ly  toward North America. 

Morocco began i t s  push t o  increase  e x r o r t s  a t  the k g i n n i n g  of the  1980s. The 
1970s were cha r ac t e r i z ed  by, a s  i n  mlkh of the Developing W9rid, 
i fwor t - subs t i tu t ion  p o l i c i e s .  A n  e a r l y  major s tep  i n  Moroccan export  
pranotion was t he  e s t a b l i s h n t  of the  Horoccan t r a d e  prcmotion o rgan i za t i on ,  
the Centre Marocain de Promotion des Expor ta t ions  ( C M P E ) .  This o rgan iza t ion  
was s e t  cp concurrent w i th  the  c m r c m n t  of a  s e r i e s  of World Bank 
s t r u c t u r a l  adjustment loan and I .M.F . stand-by agreements, 

Taking i t s  cue f run  the progress made by the World Bank and I.M.F., U .S .A . I .D .  
s t a r t e d  t o  d e v e l o ~  a  p r i v a t e  sec tor  export  promotion e f f o r t .  A lanchark study 
i n  the  p ro j ec t  developrent e f f o r t  was the  U.S.A.I.D./Morocco-financed Coopers 
& Lybrad  study (November 1980) which throughly researched the  export  
manufacturing indus t ry ,  i d e n t i f  led i t s  c o n s t r a i n t s  and q ) p o r t u n i t i e s ,  and 
del ineated a  wide range of possible  pruJec t i n t e rven t  ions .  



The r a t i o n a l e  f  .I.D.'s involvement i n  t h e  expor t  o r i e n t e d  
manufacturing s e c t o r  was based a? a  nunber of f a c t o r s :  

o  I .M.F. / I  .B.R .D. suggested refonns  i n  i n d u s t r i a l  i n c e n t i v e s  had been 
a ~ P m ? n t l y  s u c c e s s f u l  i n  mot iva t ing  inc reased  expor t  p roduc t ion  and 
this success  was p r o j e c t e d  t o  con t rnue .  

o  Moroccan pol icy  makers s e m d  t o  have l i t t l e  a l t e r n a t i v e  t o  an  
outward o r i e n t a t i o n  f o r  d m s t i c  e c o n a i c  growth because domest ic  
growth could not  be fue led  by Morocco dunes t i c  markets.  Outward 
o r i e n t a t i o n  was c r i t i c a l  t o  r a i s e  p roduc t ion ,  inprove c a p a c i t y  
u t i l i z a t i o n  and g e n e r a t e  rrew i n c u r e  and jobs .  

o Analys is  demonstrated t h a t  Morocco's expor t  o r i e n t e d  e n t e r p r i s e s  
tended t~ be t k  most e f f i c i e n t  u s e r s  of c a p i t a l  r e sources  and a l s o  
showed reasonably s t r o n g  l e v e l s  of g r o s s  p r o f i t a b i l i t y  i n  Moroccan 
i n d u s t r y .  

o Expor t -or iented i n d u s t r i e s  appeared t o  have the  g r e a t e s t  p o t e n t i a l  
f o r  near-term job c r e a t i o n .  

o  S m  p r i v a t e  s e c t o r  manufacturers  were a l ready  s i g n i f i c a n t  
e x p o r t e r s  and o t h e r s  were expected t o  respord w . i c k l y  t o  new 
o p p o r t u n i t i e s  a d  inducements i n  t r a d e  p o l i c i e s .  

o  Export was hoped t o  provide  Morocco w i t h  a  ! ;us ta inable  soilrce of  
f o r e i g n  exchange t o  s e r v i c e  i t s  e x t e r n a l  d e b t ,  f i n a n c e  i r rpor ts  and 
investment f o r  long-term d e v e l o p e n t .  

o  Export promot im was a l s o  a  measure t o  correct .  the  legacy of import 
s u b s t i t u t i o n  p o l i c i e s  which, based on t a r i f "  b a r r i e r s  and 
s u b s i d i e s ,  discouraged investment i n  export  i n d u s t r i e s ,  r e s u l t e d  i n  
n m r o u s  i n e f f i c i e n c i e s  and caused i n a p p r o p r i a t e  uses  of s c a r c e  
resources .  

In  t e r n s  of p r o j e c t  i n t e r v e n t i o n s ,  U . S . A . I . D .  se t  i t s  s i g h t s  on s a t i s f y i n g  
f o u r  over-arching needs p r e v a i l i n g  i n  the  c o n t e x t  of M3roccan expor t  
promotion. The f i r s t  p r e v a i l i n g  need was t o  e s t a b l i s h  a  n e w  autonomous e x ~ o r t  
c r e d i t  insurance i n s t i t u t i o n  with p r i v a t e  s e c t o r  p a r t i c i p a t i o n  i n  ownership 
and maregement. T h i s  e f f o r t  has been l a r g e l y  s u c c e s s f u l  a d  has r e s u l t e d  i n  
the  c u r r e n t  day 50% p r i v a t e l y  owned S ~ i 6 t 6  Marocaine d 'Assgrance i 
l ' e x p o r t a t i o n  ( S M A E X ) .  

The second need was t o  f i n d  a  f i n a n c i a l  i n s t m n e n t  t h a t  wolrld penni t  
a d d i t i o n a l  c r e d i t  f o r  e x p o r t e r s  w i t h i n  the c o n t e x t  of r ecen t ly  l i b e r a l i z e d  
c r e d i t  c e i l i n g s .  The p r o j e c t  paper e s t a b l i s h e d  a  p re - f inanc ing  c r e d i t  
f a c i l i t y .  This f a c i l i t y  d i d  not meet i t  o b j e c t i v e  ana funds  were reprogrammed 
t o  c r e a t e  a loan guarantee  fund f o r  m a l l  and medim e x p o r t i n g  f i r m s .  This 
fund was inaugurated i n  Ane 1990. 



W 3 '  over-arching need was t o  provide  o n - s i t e  a s s i s t a n c e  t o  p r i v a t e  
C ~ I , - I ~ ~ G =  t o  r e s o l v e  p r a g n a t i c a l l y  va r ious  p roduc t ion  and marketing p r o b l m s  
c o n s t r a i n i n g  i r r r e a s e d  expor t s .  The response t o  t h i s  need has become t h e  
purview of a t r a d i t i o n a l  IESC Program;the s u b j e c t  of this e v a l u a t i o n .  

F i n a l l y ,  the  f o u r t h  need was t o  a s s i s t  e x p o r t e r s  t o  i n c r e a s e  s a l e s  t o  f o r e i g n  
markets v ia  a resul ts -producing expor t  promotion o r g a n i z a t i o n .  The CbfX  was 
s t a r t e d  wi th  European Economic C o m n i t y - f i n a n c i n g .  The Ir ish Export Board, 
which was t h e  model f o r  t h e  highly s u c c e s s f u l  Hoq Kong Trade and O e v e l m e n t  
C o m c i l ,  corducted a marketing study i n  1982 f o r  t h e  W. During p r o j e c t  
d e s i g n ,  t h e  Mission contenpla ted  ambi t ious  under tak ings  t o  a s s i s t  companies 
i n c r e a s e  s a l e s  overseas .  h, expourded i n  t h e  Coopers & Lybrard r e p o r t ,  was 
a p r i v a t e  t r a d e  corpora t ion  which would buy Moroccan goods f o r  i t s  own account 
and s e l l  them overseas .  A n o t h r  was an a g g r e s s i v e  p r i v a t e  expor t  ccmpany 
which would, f o r  a f e e ,  a s s i s t  c a r g a n i e s  t o  t a k e  on a p p r o p r i a t e  expor t  
markets.  

BEST AVAILABLE COPY 



B Evaluation Methodology 
- VE Survey Instrument 
- TIS Survey Instrument 



METHODOLOGY OF THE EVALUATION 

I. The VE Program 

The impact of the traditional VE program for the period July 1986  through September 
1991 was t o  be measured through a detailed survey of  a large sample (at least 50%) 
of the IESC client firms. A review o f  the list o f  VE projects disc:losed that 8 9  export 
production projects and 1 1  export marketing projects were completed. It was believed 
that the export marketing projects were not conducive t o  survey work because these 
projects usually involved more than one firm. Often the projects were the execution 
of  a series of seminars w i th  business associations. Projects o f  less than ten days 
duration were also eliminated. 

Approximately 7 0  firms remained on  the list. (Some firms applied for and received 
more than one VE project.) These firms were then placed on the list for one o f  the 
survey groups. T w o  local survey groups were recruited in Casablanca, provided wi th  
the survey instrument which w e  had developed, trained in a number of  training 
sessions t o  be sure they understood the methodology, and given .25 t o  3 0  firm names, 
together wi th  the data from the IESC project file t o  schedule appointments for their 
surveyers. One group was able t o  complete 1 8  surveys; the second group completed 
17 surveys. 

All companies that were located outside of the Casablanca area were selected for 
surveys by the t w o  members of  the evaluation team. The remainder of the list of  5 2  
projects (45 firms) was drawn from that list. As a practical matter, the winnowing 
down of the lists was in large measure determined by the logistics and the willingness 
of the client to  meet wi th  the survey teams. 

The survey instrument was heavily weighted towards obtaining quantitative data on  
the firm's performance. See copy o f  the survey instrument attached to  this Appendix. 
Had these data been made available. we  would have had to  draw some inference w i th  
respect t o  the cause-effect relationship o f  the firm's performance and the work of the 
VE. In fact, the quantitative data was rarely made available by the firm. 

As the report indicates, w e  were privileged to  obtain company specific performance 
data for production, exports, employment, investment and value added. This data was 
then aggregated for 6 0  IESC assisted firms by sub-sector and then corr~pared wi th  the 
performance of the sub-sector as a whole. The data covered the years 1986  to  1990  
inclusive. That data is analysed in Appendix H and I of  this report. 

The survey work yielded a reasonably accurate report of  the client's perceptions o f  
the VE project, and allowed us t o  classify the VE projects as "successful, partially 
successful, and seriously deficient." Case studies of five successful projects were 
writ ten up  and included in the report. 



Finally the evaluation team did an institutional analysis of the 1ESC delivery system, 
consulting w i th  IESC staff in Casablanca and Stamford and relevant USAID staff in 
Rabat. Both institutions provided documents which were the source of the project 
cost data used in the report. 

TIS Program 

lESC Stamford and Casablanca staff provided the evaluation team w i th  a list of 22 TIS 
clients and the actual shipments made through the TIS marketing associates during 
the 27 month period of  the project. We then prepared a survey instrument (see 
attached) and selected 15 of these 22 companies for the survey. The basis for 
selection was partly the importance of  the client's performance, partly the desire for 
selection of  diverse product lines and partly as a result of logistrc constraints. All 15 
of the firms selected were personally visited and interviewed by one of the t w o  
members of the evaluation team. 

Limitations of the Analysis 

We should point to some of the limitations of  the study. The most critical is that, w i th  
respect to the VE projects, it is not at all clear that it is possible to  measure VE impact 
by aggregate company performance data. Some VEs perform cliscrete services that 
can be measured in terms of implementation of the final recommendations made by 
the VE to  the client. But whether these actions will show up in the performance data 
of the f ~ r m ,  and further, whether that data can be validly compared wi th time series 
data to establish the VE impact, is doubtful. 

We should also point out that companies tend to  resist providing performance data to  
surveyers. Our efforts were not successful. Were it not for the fact that w e  were able 
to secure company specific data f rom the National Accounts Industrial Survey Data 
Bank, w e  would not have been able t o  meet the requirements of the scope of work.  

We also have some concern that the zealous pursuit of data f rom IESC clients may 
have a negative impact on the program. 



SURVEY QUESTIONAIRE 
IESC (CISE) VOLUNTEER EXECUTIVES PROGRAM, MOROCCO 

(OCTOBER - NOVEMBER 1991) 

A - Basic Data on Company and Technical Adviser program(6): 
Company Name : 

Telephone: 

Address : 

Name of Person Interviewed: 

Posrtion with the Company: 

Were you with the firm when it began operations? 
Were you wrth the firm when it received IESC assistance? 

Frrrn Hrstory: Size of firm: 

Year frrrn began operations in Morocco: Year firm began exporting: 

Is frrm foreign owned, locally owned or joint venture? - 
Acccrdrng to the information In our files we understand that the description of 
ycur firm and your lrne of busrness is as follows: 
D'apreS le dossrer, la descrrptron de votre entreprise et de vos operations se 
resume de la facon sulvante : 

Production Sector: Cost of IESC Program: 

Textiles/garments 
Agro-industry 
Fishing and processing - 

Client cont.ribut ion 
USAID contribution 
Other 

Paper goods 
Chemicals/plastice Total cost 
Other 



IESC SERVICES PROVIDED 

According to our filee the following technical aeeietance was provided to your 
f inn: 
D'apree le doeeier, la deecription de votre entrepriee et de vos operations ee 
resume de la facon euivante : 

Dates Name of VE 

Objective: 

F ~ n a l  Recommendatione of VE: 

Dates Name of VE - 

Objective: 

Final Recommendatione of VE: 



B - Company Performance Data: 
Renseignemente concernant la performance de l'entrepriee : (TA yr : annee 
de debut de l'aeeietance technique) 

(Annual Data) 
-5vr TA vr 1991 + 5  vr 

I - PRODUCTION 
a) product mix (in unite; epecify Standard Induetrial Claeeification codee) 

(Indiquer le code SIC du produit) 

b) Total Production Value 
of whlch: 

coet of imported materiale 
cost of domestic materiale 
coet of purchased eubcomponents 

C) Ident~fy any new products introduced within the past 3 yeare: 

II - EXPORTS 
a) Products (in unite; indicate SIC product codee) 

b) Groee FOB value 

0 import content 
0 de produit importe entrant 
dane la compoeition du produit 

C) Deetination of export6 
by region (0) 

O to U.S. 



(Annual Data) 
2 l u Z  - 1991 

111 - EMPLOYMENT 
a) Number of Employeee 
Factory labor (Ouvriere) 
Administration (Employee / cadree) 

t Total 

b) Salaries Paid 

Factory labor (Ouvriere) 
Administration (Employes / cadres) 

t Total 

C) Number of Shifts (in 24 hours) 

IV - INVESTMENT 
a) Gross Value of factory/machinery 
(at cost; not depreciated) 
Cout de l'usine/equippement 

(cout historique d'acqursition, 
sans a m o r t ~ e s e m e n t / d e p r e c ~ a t ~ o n )  

bi Halor Equipment Purchases Slnce Technrcal Assistance 
Depenses maleures pour l'acqurslt~on d'equlppement depuls le debut de 

i'asslstance technique 

Description 

V - FACTORY UTILIZATION 
a) Customer Rejection Rate 

( $  of production) 
Taux de rebus des clients 

b) Inveetment in RLD 
( $  of production) 

Investieeement en recherche 
et developpement 

C) Energy Coneumption 
(in average month) 
(moyenne/moie) 

Cost 

Cost 
KWH 



d) Indicate any Major Plant Layout Changee Since TA 
Aver-voue effectue dee changemente importante au niveau de l'organieation 
physique de votre ueine depuie le debut de l'aeeietance technique ? 

VI - QUALITATIVE CHANGES IN COMPANY SINCE TA 
CHANCEKENTS QUALITATIFS AYANT AFFECTE L'ENTREPRISE DEPUIS LE DEBUT DE 
L'ASSISTANCE TECHNIQUE 

a) New Technology Acquired or liceneed, or Joint Ventures Undertaken: 
(describe and indicate source and date) 

Acqulsltion / licence de nouvelle technologie ou signature de joint venture 
(decrire et indiquer l'origine et la date) 

b )  Nev Management Systems Introduced (i.e., business planning, cost accounting, 
storage and materials handling, MIS, equipment maintenance, quality 
assurance;) 
:ntroduction de nouveaux systemes de geetion 

C )  N e w  Marketing Agreements 
(describe and lndicate source and date) 

Nouveaux accords de commercialleatlon 

dj Changes In Relatlonehlp Wlth Suppliers 
Changements dans les relations fournlseeure (ex. collaboration avec certain6 
fournlsseurs pour lee alder a amellorer leurs standards de qualite) 

e) Changes in Relatlonsh~p With Customers 
Changements dans lee relatAone clientele (ex. nouvelles facilites de credit) 

f )  Changee in Relationship With Competitor6 
Changemente dane lee rapports concurrence 

g) Value of IESC Assistance to Company 
Avantsgee retiree par votre entrepriee de l'seeietance technique du CISE 

-Positive factors: 

Were the VE's skills matched to your company's needs? 
Adaptation des competence6 de l'expert CISE sux besoine de votre 
entrepriee? 



VE'e generally bring with them knowledge about the market8 and contacte, 
the lateet technology and eourcee of technology, and the production proceeeee and 
practice8 of your international competition. Did your VE have this knowledge? . Which type of expertise did you find most useful? . 

En principe, l'expert CISE apporte une connaieeance dee marchee, 
dee contacte d'affairee, dee technologies de pointe, dee methodee de production 
et dee pratiquee de la concurrence internationale pour un eecteur determine. Eet- 
ce que votre expert CISE avait ce type de competence ? Quel type d'expertiee 
aver-voue trouve le plue utile ? 

-Negative factore: 

Wae there a problem in language communication? What did your firm 
do to overcome the language problem? 

Aver-voue eu des problemee de communication linguistique ? Si oui, quelles 
disposltlons aver-vous prlses pour les resoudre ? 

What difficulties (if any), did you have in negotiating with the IESC 
management? 

Avez-vous rencontre des dlfflcultes dans vos rapports avec la direction du 
CISE? 

- Which two actions or recommendatione made by the Volunteer Executive did 
you flnd to be of greatest value to your company? 

I Quellee sont les deux actlone ou recommendations de l'expert CISE qui ont 
ete les plue utile8 a votre entreprlee 7 

- How did you implement thoee reconunendatione? For example, in management, 
where new organizational structure8 put into place based on VE advice? In the 
production department, were new llnee implemented? In the commercial department, 
were new marketing etrategiee adopted? 

Comment aver-voue mie en oeuvre ceo recommendatione? Par exemple, au 
niveau de la geetion, eet-ce que de nouvellee meeuree ont ete adopteee eur baee 
deo coneeile de l'expert? Au niveau de la production, eet-ce que de nouvelles 
lignee ont ete mieee en place? Au niveau cormnercial, est-ce que de nouvellee 
etrategiee de marketing ont ete adopteee? 



-As you know, the program ie heavily eubeidieed by the U.S. Government. If 
it were neceeeary to increaee the feee, would you coneider it worthwhile to 
participate? What ie the market value of the VE service on a cost per 
day baeie? What ie the normal fee charged by local. Moroccan engineere 
or industrial coneultante who are retained to do similar work? Hae your 
firm retained local coneultante in the last two yeare? If 80, what wae 
the fee per day? 

Comme voue le eavez, le programme est largement subventionne par le 
gouvernement americain. Si une augmentation de votre contribution financiere 
etait requiee, estimeriez-vous toujoure utile de faire appel aux eervicee du 
CISE? A combien eetimez-voue lee prestatione d'un expert du CISE (valeur du 
marche, exprimee en jour) Quel est le cout normal pourdee prestation eimilaires 
par un bureau d'etudes au Maroc? Avez-voue utiliee ce type de eervice au cours 
des deux dernieres annees ? Si oui, quels etaient lee honorairee journaliere ? 

-In retrospect, what would you have changed in your program? 
Retrospect~vement, qu'auriez-vous pu faire pour ameliorer cette 

experience? 

h )  On what do you base your expansion projection for year +5? 
Sur p e l s  facteurs basez vous vos projections d'expansion pour lee cinq 
annees a venir? 



EVALUATOR'S ASSESSMENT 

- DID YOU FIND ANY 'NUGGETS"? 

- Other personal comments: 



SURVEY QUESTIONAIRE 
IESC (CISE) TRADE AND INVESTMENT PROGRAM, MOROCCO 

(OCTOBER - NOVEMBER 1991) 
A - Basic Data on Company and TIS Assistance program(s): 

Company Name: 

Telephone: 

Address: 

Name of Person Interviewed: 

Position with the Company: 

Were you with the firm when it began operations? 
Were you with the firm when it received IESC assistance? 

Firm History: Size of firm: 

Year firrr began operations in Morocco: Year firm began exporting: 

Is firm foreign owned, locally owned or joint venture? 

According to the information in our files we understand that the description of 
your firm and your line of business is ae follows: 

Production Sector: 

Textiles/garments 
Agro-industry 
Fishing and proceasing - 
Paper goods 
~hemicals/plastics 
Olives and oils 
Other 

Cost of TIS Program: 

Client contribution 
USAID contribution 
Other 

Total cost 

IESC SERVICES PROVIDED BY TIS 

According to our files the following technical assistance was provided to your 
firm: 
D'apres le doeeier, la description de votre entreprise et de voe operations se 
reeument de la facon suivante : 

Dates Name of VE 



Objective: 

Approach taken by TIS and your Company: 

B - Company Performance Data: 
Reneeignements concernant la performance de l'entrepriee : (TA yr : annee 
de debut de l'aeeietance technique) 

(Annual Data) 
u 1991 

I - PRODUCTION 
a )  product mix (in unite; epecify Standard Induetrial Classification codee) 

(Indiquer le code SIC du produit) 

b) Total Production Value 
of which: 



coet of imported materiale 
coet of domeetic materiale 
coat of purchaeed eubcomponente 

c) Identify any new product8 introduced within the paet 3 yeare: 

I1 - EXPORTS 
a) Products (in units; indicate product codes) 

b) Groee FOB value 

\ lmport content 
\ de produit importe entrant dane la composition du produit 

C )  Destination of exporte 
by region ( \ )  

% to U.S. 

111 - EMPLOYMENT 
a )  Number of Employee6 
Factory labor (Ouvriers) 
Admlnrstration (Employes / cadres) 

. Total 

b )  Salariee Paid 

Factory labor (Ouvriere) 
Administration (Employee / cadres) 

t Total 

c) Number of Shifte (in 24 houro) 

d) \ Women Factory Labor 
\ Women Adminietration 

IV - INVESTMENT 

(Annual Data) 
TA yr 1991 - 

a) Croee Value of factory/machinery 
(at coet; not depreciated) 
Cout de l'ueine/equippement 



(cout hietorique d'acquieition, 
eane amortieeement/depreciatian) 

b) Major Equipment Purchaeee Since Technical Aeeietance 
Depeneee ma jeuree pour l'acquieition d'equippement depuie le debut de 

l'aeeietance technique 

Date purchased Deecript ion coat 

V - FACTORY UTILIZATION 
a) Customer Rejection Rate 

( %  of production) 
Taux de rebue par les clients 

b) Investment in R&D 
( %  of production) 

Investissement en 
recherche et developpement 

VI - CHANGES IN COMPANY SINCE TA 
CHANGEHENTS AYANT AFFECTE L'ENTREPRISE DEPUIS LE DEBUT DE L'ASSISTANCE TECHNIQUE 

a) - Please tell us something about the operations of your company prior to the TIS 
aselstance. What was the nature of your export effort. What were your major obstacles to 
expcrting, particularly to the U.S. markets? 

8 

b) - What was the origln of your decieion to uee TIS? 

c) - Please tell us what occurred. Specifically, what actions were taken by your company 
and others in the course of the TIS program. How did these actione lead to exporte? 

d) In your opinion, what is the unique contribution made by TIS, that you were not able 
to accomplieh on your own? 



e )  - Do you believe TIS could be structured eo ae to be of greater aeeietance to firms 
like yours? Could you suggest ways for TIS to have been more helpful to you? 

f) - Have you entered into any new overseas marketing agreements? What is their nature and 
duration? What is unique about them? 

g )  - Have you recently acquired new technology for your firm? Please describe. 

h )  - Have you ~ntroduced new management  yete ems or made such organizational changes as 
Lntroduce a quallty assurance department? Please describe. 

i) - Are there any other programs (by the Cov't or by Business Associations or 
international development institut~ons) that are available to you to accomplish export 
grow-th? Do you take advantage of these eervices? 

j ) - Are there sources of commercial, technical and international market information which 
you normally use or to which you can obtain accees if you wish? 

k) - Have recent changes in government policiee and regulations had a major impact on you 
export performance? If eo, describe. 

1) - In your opinion, what are the key obstaclee that remain to your increased export 
performance? Ie financing a problem for your company? 



m) - what is the normal fee charged by local Moroccan engineere or induetrial consultants 
who are retained to do similar work? Hae your firm retained local coneultante in 
the laet two yeare? If 80, what wae the fee per day? 

n) - Do you etill require aeeietance under TIS? If eo, what aeeietance ie still required? 
Ie there a reaeon that your company cannot purchaee the needed aesietance on it8 own? If 
T I S  were to charge eervice fees, what would be your reeponee? 

0) - Impact8 that are external to your company. 
Does the change In your company'e export performance eeem to have an effect on your 
compet ltore? 

Does lt act a e  a demonstration to them of what can be done? 

Has the ?IS effort by your company had any effect on changing government regulations or 
pol lcles? 

Has 1: had an effect In creatlng new Moroccan companies that also produce and export 
slrr,; :ar products? 

Has the new export effort had any effect on your suppliers? 

3 )  How do you forsee your company's export expansion during the next 5 years? On what 
factors do you base theee pro)ectlone? 
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Abdenbi, Louitri 

Al-Mizyen, Amal S. 

Barton, Dimitri 

Brahim, Agouzzal 
M y .  Messaoud Ben 

Brah~m, Boubkry 

Burns, R~chard 

Coyle, Mellssa D. 
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Lakhdar, Abdelghani 

Louraoui, Latifa Essakalli 

Najiya, Filali 

Naolia, Harkett 

LMS Conseil, Consultant en Marketing 

Dallah Group & Albaraka, Regional Manager 

Corps International de Services des Experts, 
Directeur Gknkral 

Les Huileries de Meknes, Persident Directeur 
General 

LMS Conseil, Consultant: en Marketing 

USAID, Chef de la Division de I'Elaboration 
des Projets et du Secteur Privk 

C & M lnternational, Ltd. 

Socikrk de Banque et de Crkdit, Sous 
D~recreur Adjoint Direction de L'exploitation 

Ers Agouzzal & Cie, Directeur Commercial 

Formation - Organisation & Conseil de 
Socieres, Docteur dlEtat en Gestion 

Les Huileries de Meknes, Directeur Financier 

Lorlssement Fondation Hassan II 

Off ice Des Changes, Sous Directeur 

U.S. Department o f  Commerce, Commercial 
Specialist 

LMS Conseil, Cadre Marketing 

LMS Conseil, Marketing 



Sokoloff, Boris Jr. 

Starett, Samuel D. 

Sullivan, David M. 

Taleb-mouh, Ali 

Zouhair, Benabdellah 

International Trade, Investments and Services, 
Inc., President 

U.S. Department of  Commerce, Commercial 
Attach6 

Corps International de Services des Experts, 
Director T.I.S. 

Agouzzal Quartier Industriel Essaouira, Chef 
de Production 

Royale lndustrielle Marocaine Huilerie 
Conserverie dlOlives Fruits et legumes, 
Administrateur 
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PROJECT EVALUATION SUMMARY USAlD MOROCCO PRIVATE SECTOR EXPORT 
PROMOTION - PROJECT 608-0189 

Summary 

This is an evaluation, performed in November 1991, of IESC activities funded under 
USAlD Morocco's Private Sector Export Promotion Project (No.608-0189) covering 
the period July 1986 t o  September 1991. 

The project had three components, all aimed at increasing exports by the private 
sector. IESC was asked t o  address one of those components through a Cooperative 
Agreement, "...to improve the export production and marketing capacity of beneficiary 
firms, t o  stimulate the development of joint ventures between the Moroccan and 
foreign private sectors, especially the U.S. private sector, and to  develop Moroccan 
private sector export trade, primarily toward North America." 

The Cooperative Agreement was funded at $4,040,000 t o  pay for about 1 3 0  
traditional IESC Volunteer Executive (VE) projects to assist specific Moroccan firms 
to  expand export production and marketing, and also t o  assist the Moroccan 
Government's export promotion agency (CMPEI provide services t o  the export sector. 
The project (and the IESC Cooperative Agreement) was amended in 1989 t o  drop 
support for CMPE and instead, to  inaugurate an independent Trade and Investment 
Services (TIS) program to generate private sector exports toward North American 
markets and to stimulate joint ventures. 

Evaluation Methodology 

The purpose of this end-of-project evaluation was to measure the impact of the IESC 
managed VE and TIS programs on increased exports, income, investment, factory 
level production and plant utilization, and job creation. The evaluation was also 
intended to  provide guidance to  USAlD in structuring a follow-on activity utilizing the 
resources of IESC to  support private sector development in Morocco during the period 
1992 to  1997. 

Company data was collected by surveying a sample of 52 clients out of 100  
completed VE projects and 15 out of the 22 company clients of the TIS program. 
Company specific performance data was also obtained from the M ~ r o c c a n  Ministry 
of Commerce. 

External Factorg 

There are strong indications that Moroccan producers perceive the domestic 
commercial environment t o  be improving. Those exporters who have traditional ties 
t o  European markets are worried that they will be shut out of the European 
Community after 1992 and are searching for new markets, particularly North America. 



This will require new trade links to  untested markets and an image of reliability as an 
international supplier. Our survey of TIS clients, as well as other firms, confirmed that 
these concerns are a strong motivator t o  them t o  search for new markets. 

No changes needed. 

Proiect O u t ~ u g  

The project outputs for the relevant components, as revised by Project Paper 
Supplement No. 1 dated July 1989, were: 

"1. Management and technical skills will be improved in approximately 130  
firms assisted by the IESC. 

"2. Improved information and services will be provided by the CMPE. 

"3. Studies and activities supporting export promotion will be undertaken. 

"4.  1 -3  joint type ventures completed between Moroccan and U.S. private 
sectors. 

"5. $2-4  million in Moroccan exports developed." 

A minor shortfall may have occurred in project output 1 ., in that the number of firms 
directly assisted by VEs may be less than 130. However, the 11  Export Marketing 
projects were activities involving more than one firm per project. We count 89  firms 
that have received "one on one" assistance through the VE program as of September 
30, 1991 . It may be of greater significance that the quality of assistance received by 
the firms may not have been on a par with normal IESC expectations. 

Project output 2. does not appear to  have been achieved. 

It would appear that all three of the remaining project targets have been achieved or 
exceeded. We believe as much or more than was hoped for by those who approved 
the project in 1986, with respect to  this element of the project and its impact on 
Morocco's export growth, has been achieved. Morocco export statistics are available 
only for 1990. We believe the 1991 statistics may begin to  reflect the impact of this 
project, particularly with respect t o  exports to  the U.S. 

Q u t ~ u t s  for TlS Proaram 

The investment of  about $900,000 to date by USAID to  fund TIS for the past 27 
months, places this activity among the most effective private sector export promotion 



efforts on  record. As of  September 30, 1991, 'TIS can document 22 exporters who 
have been assisted in obtaining firm, valid export orders (not all, as yet, shipped) in 
the aggregate amount o f  S 6,558,333.76 t o  the U.S. under this program. 

The survey data suggests that the Moroccan producer perceives TIS' most important 
contribution was the contacts and referrals provided t o  them t o  U.S. importerslbrokers 
and the credibility which they derived f rom association w i th  TIS in dealing w i th  the 
U.S. broker. 

TIS clients do not perceive TIS as having played a major role in their investment 
decisions. But the observed reality indicates that TIS has indeed generated new 
investment by its clients, and seems to  be close to  achieving t w o  joint ventures. We 
also believe the new  export f lows t o  the U.S. derived f rom the TIS program, are 
reaching backwards to  impact on other segments o f  the Moroccan industry. 

TIS is performing the services and covering costs that are characteristic of "entry 
costs" to  penetrate a new market. Only after a sufficiently large f low of  product has 
been established, wil l the normal brokerage commission sustain interest by the broker 
and TIS assistance will no longer be required. 

O u t ~ u t s  for Traditional VE Program 

(1  ) Over the five year period ending September 30, 1991, the VE program carried out 
1 0 0  VE interventions, of which the firm level impact survey covered a sample of 52  
interventions for 4 5  firms. The survey revealed that out o f  5 2  export production 
projects, approximately 20 can be considered successful, 1 7  partially successful and 
15 seriously deficient. 

( 2 )  From the firms' perspective, the critical factors in the success or failure o f  a VE 
intervention depended on  h o w  well the VE's skills matched the client's problems, the 
VE's ability t o  adapt t o  local situations, successful t iming of  the VE intervention, the 
level of energy the VE displayed, the VEs ability to communicate in spite of the French 
language barrier, and preparation and duration of the VE intervention. 

(3)  A quantitative analysis of the performance of 60 IESC-assisted firms, grouped into 
ten sectors was undertaken t o  compare their performance (measured in growth of 
production, exports, employment and investment) w i th  the comparable sector as a 
whole. Statistical comparisons among this data do not reveal any clearly 
distinguishing characteristics o f  the IESC-assisted companies, in  terms of  their 
performance vis-a-vis their sector, t o  suggest any implicit collective impact f rom the 
VE program. However, w e  performed a similar analysis o f  performance data for ten 
IESC assisted companies in the food, textile and paper products industries, that were 
classified as having been the beneficiary of "successful" VE assistance projects. That 
analysis did reveal improvement in their production and export performance for the 
food and textile industry clients that exceeded the average for their sub-sectors. 



(4) Overall, one cannot draw a positive conclusion about the effectiveness of the VE 
program. 100 American Volunteer Executives have worked wi th  a large segment of 
the Moroccan industrial producers and exporters over the past 5 years. There are a 
few outstanding success stories, some wi th large and direct benefits to  the firm, and 
indirect benefits t o  the economy. But overall impact is not evident or statistically 
verifiable. 

(5)  One reason for the less than optimum impact is that IESC management did not 
exercise adequate controls to  resolve individual problems as they arose. The problems 
festered and eventually caused the program to  yield less than optimum results from 
some of the program's investment. 

(6) Lack of continuity in the IESC management due t o  the turnover of six Country 
Directors in the relevant five year period has had negative effects on the program. In 
spite of the superior quality of some of the Country Directors, the lack of continual 
day-to-day management of an acceptable normal quality is the single most important 
cause of the substandard program impact. 

(7) Regrettably, the evaluation findings indicate that IESC Casablanca management 
before, during and after the VE intervention have been inadequately performed during 
the life of the Cooperative Agreement. IESC management of the program was weak 
in monitoring VE programs to  solve operational problems that impeded the VE's 
effectiveness with the client. It did very little to  follow-up with the client, some 
period of time after the departure of the VE. This has resulted in little follow-through 
on VE recommendations on the clients' part. Sound management of  these functions 
might have yielded a higher return on the rather substantial USAlD investment in this 
program. It also might have avoided the unusual number o f  negative responses from 
clients which our survey revealed. 

The problems of IESC program management were the worse confounded because 
USAlD attempted to overcontrol the management of the activity. This resulted in 
diversion of focus from substantive tasks to administrative matters, and impacted 
negatively on performance. 

See Outputs section above. This activity was a component of the Export Promotion 
Project. 

See Outputs section above. 



This project focussed on private sector growth stimulation, export expansion, and 
thereby, stimulation of employment opportunities among the export sector. 

Un~lanned Effects 

None are perceptible at this stage. 

Lessons Learned 

"For want of a nail the war was lost." An excellently designed program, utilizing 
outstanding talent from the U.S. business community, failed to impact on the 
Moroccan private producers because the management of the program was poor. 
USAID should not lose itself in the administrative detail of funds management at the 
price of achieving substantive output from the project. 

The TIS program tested a new approach to export development. The pilot effort 
appears to have succeeded beyond the fondest hopes of the original project designers. 
It may well become a model for future activities in export promotion. 



F Revised Project Logframe 



APPENDIX F 

Revised Proiect Loaf ram@ 

The project logframe was originally prepared in January 1986, at the time of approval 
of the original project. When the project was amended in 1989, to incorporate the 
Trade and Investment Services (TIS) component, and to add $1.5 million to the IESC 
Cooperative Agreement, the logframe was not revised. 

The evaluation team has made changes in the logframe, to reflect the current status 
of the IESC component only. We are not in a position to describe the current status 
of other project components. 
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Inc luded  I n  
'Sample Survey 

CMSIJD 
Chems Souss 
ImJSCO 
COCLM 
Confec t o r  
S e f l t a  
CPQl 
Pry- 
Margaf r l q u e  
cwm 
Kc t l n a  
S e f l t a  
Alguebel le  
Barh lno C m f o r t  
I l n p c x f  I c u r l  
C e l l u l o ~ e  rlJ hr r r  
Polymecllc 
1COwa I L  

ngad I r 
Agad 1 r 
Casablanca 
le touan 
Casablanca 
FtaJor c l t l e s  
Casablanca 
Casablanca 
Casablanca 
Casaolanca 
Casablanca 
m @ s  
Casablanca 
Fes 
Ca3ablancr 
Rabat 
Ca~ab lanca  
Casabl arlca 

Corrugaterl c -a r tm3 
Paper h b o x ~ s  
Rug5 
Chemicals 
Garments 
H o l d l r ~ g  C q a n y  
CFernlcal p rod r~c t s  
Trading C q a n y  
t b rga r  l ne  product  l c n  
Phsrmaceu::cals 
%I parkas 
S p l m l n g  arid weaving 
Candle makers 
F l e ~ l b l e  yo lyurethane foam 
Flower C u t t l n g  
mod p u l p  f o r  paper 
Pharamcr~t l c a l s  
Garment m n ~ ~ f a r r t l ~ r l n g  

Mart ln,K. 
Ehtrkart ,J. 
Baunam,A 
Slsselman,S 
Ca lv ln ,J  
Schuet te,H 
Gladstone,S 
Bergeron 
Eanes , K 
fbgemsteln,R 
Russel , J 
r n s 0 n . G  
Sweene y , T 
Smlth, W 
ThorbJorn,S 
Kush?r ,H 
Cro35man,B 

Naldklrch,O 
WI lkerwn,V 
F e t z l g  
Ebanlct  t l  
Orens, 
WcDowe 11 
Kaplan 
Stock 
Hopper 
Wenck ,A 
Cohen,J 
&tler,W 
Chand 
Seldner 
G1 telman 
Beekcr 
K o t t ~ s  
H l l t y  
P e t t m g l l  

L ldumwdla  
1 an* r 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
T ange r 
Marrakech 
Meknes 
Casablanca 
Casablanca 

1l:olalL 
NI\SU)lLX 
YXAlRW 
ScW 
CClC 
Chlmlcolor  
fPEffi 
b u t a  J 
B l s c u l t e r l e  de Mekn&s 
NASCOTEK 
MEN 
Stk  M r l t a l  P l a s t  
Caplam 
Azbane Cosmetics 
BMTr 
Cab le r les  du Maroc 
F lo rasud  
CF EC 
Azbane 

Garment WG 
G a r r w n t / S t o r t  Wear 
Paper Bags/School S t a t l a w r y  
Pharmaceutical? 
O l d e r  o f  Crmnerce 
Pa l n t s  
E l s e n t l a 1  011s 
Yloes 
B l s c u l t s  
Splm lng/Weav I ng  
Garment/M.F.C. 
S t r a t l f l e d ,  Pame l s  
Rcbber /p las t l cs  
Perrunes/counet lcs 

Casablanca 
Casablanca 
Casablanca 
Casablanca 

I r y  toL Ia rch1991:  E V A C U A T I O N  -- N O  P R O J E C T  
I t o  k p t m b e r  1991 

18026 Gyga* ,F R 1 chbond Casablanca 
20070 P1sula.V C l  ln laue  T i na l s  T a n ~ l e r s  

(Corments) 
e c l l c a l  C l l n l c  
Inves t m i t h  19968 Reed, W. A1 ~ a r a k a  - ~ a s i b l a n c a  

20421 Law,€ Ogden m m r e b  
20145 Stevenson,R W l I i W  Labora to l res  Casablanca 
19886 Cglor~e,n SCF ICOTEX Tanger 
20487 Maher ,A Ets.  4gwzza l  4 C l e  Essaoulra 
20860 Cullen,R t k ~ l l l e r l e s  de Wknes Meknes 
20622 Edge,W L l t h o  Typo Marocalne Casablanca 
19724 Dalton,R SOF 1 Casablanca 
19962 kMahon,B WRIPAC Tanper 

/ 20312 Lur le,H h a r a  C r n f e c t l m  Marrakech /I ': CIhrr111:PDPE:8/29/91:2772:00CID:Oa)7C/11-12 

Pl~armaceut lca ls  
Blanket  M.F.C. 
Canned F l s t i  
O l l / O l  lves/Carmed P i c k l e s  

Paper M l l l  
Garments/Spor t s  Wear 



It% Vu lm tec r  Execut lvc 111tervc11t l t r i s  by Year C m p l e t g  
F l rm's L B n u T a c l u r I r l g  Year 
CG3Tcn Gb-sec  t o r  W d  

Volun l e e r  
Execut 1 ve 

No. or 
@1Gees 

Inc luded ln 
Sample Survey 

Terrnord Fabr l c s  
Cares t m a s r  
T lsbrod T e x t l l e s  
WIT Trade M l s s l m  
U l l n r r r o r t  &roc 
COvEM 
o m l u n  &r. de Peche 
c m n  
mlun h r .  de Peche 
CrCP 
Secur I t 
F I C W  
~ J ~ U I P C  

C a r n a ~ d  
m3' 
r l r : m  
IUCAlf x 
H I M 0  
w 
MM I I E X  
Awl 
WI r 
S A W  
I Y C  
~ C U  rPCM 

Fes 
Casablanca 
Casablanca 
Casablarlca 
Casablarlca 
Azzanour 
Tan Tan 
azzenDm 
Tan Tan 
Ken l t r a  
Casabalanca 
Casablanca 
sa le  
Casablanca 
K m l t r a  
Whmed I?  
Cnsablarlca 
C.~sablanca 
K m l t r a  
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 

Text 1 l t? /c lo t~w?s 
Corree/Beveracps 
C l o t l w s / F u r r ~ l s ~ ~ l n g  Errbroidery 
Trade 
Polyuethane form 
Camed/ r rozen roods 
F l e e t / F l s h  processlng 
Carrledi r rozen foods 
r l ee t /F  l s h  processlng 
Cartons and paper 
Garmmts 
F i s h  and r l s h  p r m t s  
Elcctro-mechanlca 1 
& l a 1  cans 
Cartclns and (Japer 
B lup  d m l m  fa l ) r l c s  
G a r w i t s  
Cookies, Wafers h B l x u l t s  
Ca r t a j s  and paper 
Syntheth lc  yarns 
h r o c a n  T e r t l l e  Inds Assoc 
h r o c a n  T e r t l l e  Inds L\ssoc 
F r u l t  and Veg Coop Assoc. 
Mt l  Packaging and P r a  I n s t  
W e c a n l c a l / E l ~ c t r l c a l  Indus t .  

WetacJ~reb 
S/Pr&l t s  dc 
W I T  
AM1 T 
SASW 
F I C W  
Ma t l p l as  
Dc V l n c l  
IRoMA 
SEFITA 
I\LUOA 
Grandes Marque 
FARAH 
lop F o a l  

rahamed ia  
l a  Mer Agadlr 

Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
Casablanca 
W n C s  
rang le rs  

IS Agadlr 
Tanger 
Mar rakech 

Gas cylinders 
F l s h  and l l s h  pror)ucts 
h r o c a n  T e x t l l e  lnds Assoc 
h r o c c u  Trade assoc. Proposal  
F r u l t  and Veg Coop Assoc. 
Cam lng  Manufacturers'  Ass. 
P l a s t l c  covered l a b r l c s  
Garments 
K n l t t  lng/garments 
Yarns 
Garments 
F l s h  c a m l n g  
Garments (Covt unl rorms) 
Cements 

h a w , J  
Lewls ,A 
Mlchaelson,E 
Weher  ,A 
Slms , W 
Wl lder  ,C 
Ger ls ,J  
Landreth,E 
L\rnstrmg,E 
Schwarr,A 
Welner ,I\ 
Lewls,L 
Welner ,A 
Wolner,A 

W k e y  ,O 
Welmer ,G 
(3elnert ,K 
Eanes 
Rtbln,G 

, A 
Davlsm,C 
Mag111 ,D 
Schwarz ,A 

Bo l s  de l1At1as Meknes Wood. wood prothrc t s  
P o l  ymed 1 c Casablanca h a r a m e u t l c a l s  
SAICCWW,S.A. Set t a t  p o l  yurethan I s o l a r ~ t s  
CCPC\RI Casablanca Counetlcs, pharmaceuticals 
c m s e r v e r l e s  de Meknes Wries F ~ l t s  Jams and j e l l i e s  
SIBOS Meknes Garments 
Global  Tradlng Co. I ~ p o r t e r / D l s t  nx lsuner  prods 
SIFAJ Wra lng/packaglng paper 
SEFITA W % s  S p l m l n g  and weaving 
BenJel l o r n  Marrakech I n t eg ra ted  r a l son  production 
Pepelera Tetouan Tetuan Paper 



H Quantitative Impact  Analysis of 60 VE Assisted Firms 



FOOD I N D U S T R Y  

B I S C U I T E R I E S  DE MEKNES 
BIMO 
E T S  AGOUZZAL 
S T E  T O P  FOOD MOROCCO 
AGOUZAL " H U I I X R I E S  DE 
MEKNES" 
LES CONSERVES DE MEKNES 
COVEM 
L E S  GRANDES MARQUE LA 
CONSERVE 
SOUS PRODUIT DE LA MER 
OMNIUM MAROCAIN DE PECHE 
CAFES ENNASR 
MARGAFRIQUE 

GARMENT INDUGTRY 

MAEX 
CONFECTION FARAH 
I C O M A I L  
CONFECTOR 
S I BOS 
D E V I N C I  
VETEMENTS S E C T R I T  
KETINA 

WOOD AND WOOD PRODUCTS 

BONBI NO CONFORT 
S T E  MNE INDUST S T R A T I F I E S  
DECO 
S T E  MAGHREBIME DES B O I S  
L '  ATLAS 
RICHBOND 

METAL WORKINGS 

CARNAUD MAROC' 
METAGHREB 

CHEMICAL I N D U S T R Y  

BOMBINO CONFORT 
COELMA 
SOTHEMA 
POLYMEDIC 
AZBANE EX MF FRANCE 
U N I  CONFORT MAROC "DOLIDOL" 
CHIMICOLOR 
COMARAL 

T E X T I L E  I N D U S T R Y  

S O C I E T E  S E F I T A  S O F I C O T E X T  
MASCOTEX EX ( I N G E T E X )  
TICOMA 
INDUSCO 
TEXNORD 
S T E  S O F T  
T I S B R O D  
ANFATEX 
I B O M A  
MOULITEX 
MAT1 PLAS 

LEATHER I N D U S T R Y  

BOUTAJ 

PAPER AND PAPER PRODUCT 

S A F R I P A C  
CELLULOSE DU MAROC 
CMPE 
CARTONS & EMBALLAGES CHEMS 
PAPELERA DE TETOUAN 
OGDEN MAGHREB 
L I T H O  TYPO MAROCAINE 
CARSUD 
S I F A P  
SOCATRAP 

ELECTRICAL I N D U S T R I E S  

MODULEC 
C A B L E R I E S  DU MAROC 

RUBBER AND P L A S T I C  



MOROCCO - SECTOR GROWTH 
(IESC - Assisted Firms 

INDICATORS (1 986- 1990) 
Compared with Total Sector) 

FOOD INDUSTRY 
INDICATORS IESC- Assisted % of Total % Annual Total % Annual 
- - -- 12 Firms Sector Change Sector Change 

TEXTILE INDUSTRY 
IESC -Assisted % of Total % Annual 

12 Firms Sector Change - 

Total % Annual 
Sector Change .- - 

PRODUCTION 
(DH 1,000) 
1 990 1135108 
1989 887964 
i 988 957729 
1987 887942 
1986 7670 1 6 
EXPORT 
(DH 1,000) 
1 990 723288 
1989 5 1 9275 
1988 489358 
1987 449695 
1986 408209 
EMPLOYMENT 
1990 3495 
1989 3199 
1 988 2924 
1987 3293 
1986 2490 
INVESTMENT 
(DH 1,000) 
1 990 68436 
1989 45637 
1988 27925 
1987 23978 
1986 43298 
VALUE-ADDED 
(DH 1,000) 
1 990 386394 
1989 406968 
1988 39751 5 
1987 383672 
1986 -- - - 

244797 
-- 



MOROCCO - SECTOR GROWTH INDICATORS (1986- 1990) 
(IESC- Assisted Firms Comparedwith Total Sector) 

-- --- - - 

GARMENTINOUSTRY 
INDICATORS IESC- Assisted % of Total % Annual Total O h  Annual 
- - - -  - - 

8 Firms Sector Ch:ic;ye Sector Change I 
LEATHER 

IESC- Assisted % of Total % Annual 
1 Firm Sector Change p~ .. 

Total % Annual - 1 
PRODUCTIOb 
(DH 1,000) 
1990 
1969 
1988 
1987 
1986 
EXPORT 
(DH 1.000) 
1990 
1989 
1 988 
1987 
1986 
EMPLOYMENT 
1990 
1 989 
1988 
1987 
1986 
INVESTMENT 
(DH 1,000) 
1 990 
1989 
1988 
1987 
1 986 
VALUE-ADDED 
(DH 1,000) 
1 990 
1989 
1 988 
1987 
1986 - -. -- - - - 



MOROCCO - SECTOR GROWTH INDICATORS (1986- 1990) 
(IESC- Assisted Firms Compared with Total Sector) 

PRODUCTION 
(DH 1,000) 
1990 
1989 
1988 
1987 
1986 
EXPORT 
(DH 1,000) 
1 990 
1989 
1988 
1987 
1986 
EMPLOYMENT 
1990 
1989 
1988 
1987 
1986 
INVESTMENT 
(DH 1,000) 
1990 
1989 
1988 
1987 
1986 
VALUE-ADDED 
(DH 1 ,W) 
1 990 
1989 
1988 
1987 
1986 - - . - -- - - - - 

- - - - - . - - - 

WOOD AND WOOD PRODUCTS PAPER AND PAPER PRODUCE 
INDICATORS IESC-Assisted % of Total O h  Annl~al Total % Annual 

- -  4 Firms Sector CI Iange Sector Change 
IESC- Ass~sted %of Total % Annual Total % Annual 

10 Firms Sector Change Sector A Change - - -  I 



MOROCCO - SECTOR GROWTH INDICATORS (1986- 1990) 
(IESC- Assisted Firms Compared with Total Sector) 

- 

METAL WORKINGS ELECTRICAL INDUSTRIES - 

INDICATORS IESC- Assisted % of Total % Annual Total 16 Annual IESC - Asslsted % of Total % Annual I - 2 Firms Sector Ch:i:~ge Sector Change I 2 F~rms Sector Change Sector Change -1 Total % Annual 
- - - - - - - - 

PRODUCTION 
(DH 1,000) 
1 990 
i 989 
1988 
1987 
1986 
EXPORT 
(OH 1,000) 
1 990 
1989 
1988 
1987 
1986 
EMPLOYMENT 
1 990 
1989 
1988 
1987 
1986 
INVESTMENT 
(DH 1,000) 
1 990 
1989 
1988 
1987 
1986 
VALUE - ADDED 
(DH 1,000) 
1 990 
1989 
1988 
1987 
1986 

. -- --. - -- 



MOROCCO - SECTOR GROWTH INDICATORS (1  986- 1990) 
(IESC- Assisted Firms Compared with Total Sector) 

s 
- 

CHEMlCAl INDUSTR\) 
INDICATORS IESC- Assisted % of Total % Annual Total % Annual 

. .. 8 Firms Sector Change Sector Change 

RUBBER AN[ P~ASTICS 
IESC- Assisted % of Total % Annual 

1 F~rm Sector Change 
Total % Annual 

Sector Change 

PRODUCTION 
(OH 1,000) 
1990 
1989 
1988 
1987 
1 986 
EXPORT 
(OH 1,000) 
1 990 
1989 
1 988 
1987 
1986 
EMPLOYMENT 
1 990 
1989 
1988 
1987 
1986 
INVESTMENT 
(OH 1,000) 
1990 
1989 
1988 
1987 
1 986 
VALUE-ADDED 
(OH 1,000) 
1 990 
1989 
1 988 
1987 
1986 
- - - - -- - - 



I Quantitative Impact Analysis of 10 Successful VE Projects 



FOOD INDUSTRY 

BIMO 
AGOUZAL "HUILERIES DE 
MEKNES" 
LES CONSERVES DE MEKNES 
COVEM 
CAFES ENNASR 
MARGAFRIQUE 

APPENDIX I 

TEXTILE INDUSTRY 

SOCIETE SEFITA SOFICOTEXT 
TISBROD 
I B O M A  

PAPER AND PAPER PRODUCT -- 

SAFRIPAC 
OGDEN MAGHREB 



MOROCCO - SECTOR GROWTH INDICATORS (1986 and 1990) 
(IESC - A s s ~ s l e d  F ~ r m s  Compared wi lh Total Sector) 

FOOD INDUSTRY 
I I 

I IESC 
ASSISTED 
3 FIRMS - -: 

INDICATORS 

72 0% 25757888 i 32 2% 
1 6% 19483902 

I 

,- % SECTOR O F  ToTALl -% 

1 EXPORT 
1990 163987 650 3% 51 97492 
1986 21057 2463445 

EMPLOYMENT 
1990 
1986 

INVESTMENT 
1 990 36880 
1986 11452 

VALUE -ADDEDI  1 
1990 116151 2 3 x 1  36 9% 

36181501 

MOROCCO - SECTOR GROWTH INDICATORS (1986 and 1990) 
(IESC - Ar rLr led  F i rmr  Compared  wi th Total Seclor) 

TOTAL 
S E E O R  -- 

441 5450 
3205389 

618948 
404992 

1 1252 
101 59 

295575 
82273 

1241847 

-- 800306 

EXPORT 
1990 70032 
1986 651 44 

EMPLOYMENT 
1990 268 
1986 252 

INVESTMENT 
1990 4222 
1986 2022 



J VE Marketing Effort 



IESC HARKETING EFFORT 

19s6 1987 
16 months) 

Telephone Contact 130 220 

Firme Interviewed 7 3 138 

Projects Signed 19 4 2 

Projecte Completed 2 2 4 

Total 

~r to September 30, 1991 



K French IESC Equivalent Program Description 



Tha ?ranch Procrru ECTI (Echancrea at Con~ultation Technicmar 
Intarnation8url 

There are 15 bilateral Senior E:xecutive Programs worldwide. These 
are provided by Australia, Btalgium, Canada, Denmark, Finland, 
France, Germalny, Ireland, Italy, Japan, the Netherlands, Norway, 
the U.K., the U.S. and Sweden. The French ECTI (Echanges et 
Consultation Techniques Internationaux) is one of them. 

The creation of ECTI was sponsored in 1974 by the French 
government. There are however, some operational differences. In 
concept, ECTI1s program is broadly similar to the IESCts. The 
objective of both programs is technical assistance provided by 
retired volunteers executives. 8 5 %  of ECTI retired (or pre-retired) 
Executives are between 55 and 65 years of age. ECTIts geographic 
scope includes assistance to French SMEs (about 113 of ECTI's 
missions). LDCs receive 60% of ECTI missions; and the Maghreb 
countries, abaut 20%. 

The Biannual Seniors Associat.ion Meeting held in Toronto in 
September 1990 provided some interesting comparative figures about 
the major Senior Executive programs. (see following table). 

These figures reveal that: 

1) ECTI is the only Senior Executive Program among the six to 
be entirely self-supporting by members and clients, and receive no 
government support. 

2) It has a relatively large number of experts, 3,974, 
compared with other programs. IESC is by far the largest program 
with 12,438 volunteers; 

3) The number of missions completed thus far for the year 1990 
was 1,823, virtually the same as that of IESC with 1815. 



Comparative ~nformation About nalor Senior Executive Proqrama 
(year 1990) 

I 
Financial Resources 18.000 

(1.000 us $)  
*Government 60 % 
*Grants 4 % 
Members, Clients 36 ? 
and others I 

France 

1.180 t U.K. ""Y CE80 1 NMPC 1 8' I 
Canada Holland Alleaagne 

6.216 2.400 1.900 



The following provides some information about the Morocco 
operation. This is only fragmentary information based on one 
interview with an ECTI representative (the manager of Marocaine Vie 
insurance company), some impressions provided by a few of the IESC 
clients interviewed and a 1987 IESC brochure. 

ECTI has no administrative structure in Morocco, but operates 
through a rather loose network of wrepresentativesu; in particular 
the French Chamber of Commerce, and the Marocaine Vie Insurance 
Company in Casablanca. 

These representatives play a marketing and linkage role with the 
ECTI Paris headquarters which centralizes the administration of the 
program (processing requests from Moroccan firms, etc). 

The Procad- 

The application procedure to receive an ECTI Expert is flexible and 
the first contact by the requesting firm can be done through 
letter, telex, telephone, a visit to ECTIts office in Paris, or 
through the ECTI representatives! abroad. ECTI preselects one or 
more volunteers and submits the candidates to a client for a 
decision. Upon agreement, a contract is signed between the client, 
the volunteer, and ECTI. 

Client Contribution to the 'Volunteer's ExPenses 

ECTIts client contribution, for travel and per diem expenses is 
similar to IESCfs. There is a difference however in terms of travel 
cost, which are obviously less for a French volunteer. Also, it 
appears that few ECTI volunteers bring their wives to Morocco. 

There is a major difference in aclministration of the two programs. 
The client has to pay, directly to the ECTI volunteer, his/her 
travel and per diem expenses. One of the IESC clients interviewed 
which had used ECTI services, remarked that this type of 
arrangement posed some administrative hurdle to the firm. Sending 
an air ticket to France requires justification to the foreign 
exchange authorities. The firm was also concerned about inquiries 
from the tax authorities regarding the per diem expenses which are 
paid directly to the volunteer. 



I ECTI does not require contributilons by the clients for expenses on 
projects which are part of national or international development 

I cooperation programs. Some pro:jects, however, do require client 
contribution in terms of yearly membership. 

ECTI Marketinq 

Based on our interview with the manager of the Marocaine Vie 
Company, (who is also the local ECTI representative) ECTI1s project 
assistance in Morocco appears to be extensive. About 150 projects 
have been completed in 1990. The Marocaine Vie manager stated that 
much of this performance can be attributed to marketing efforts 
such as yearly parties held in Morocco's major cities. The parties 
are widely attended by French representatives, personalities, trade 
associations (such as the CNPF), the French employers associations 
and Moroccan businessmen. There may be some merit to such a 
marketing approach which allows French representatives and Moroccan 
businessmen to meet socially in a relaxed atmosphere. 



L USAlD Morocco Private Enterprise Development Activities 



- Human resources development and improving the capability of 
indigenous training institutions to respond to the needs of 
the private sector width better trained professionals 
capable of managing Xorrocan agribusiness and with more 
efficient and effective agribusiness related applied 
research and outreach services. 

- Promoting greater risk taking on the part of firms during 
the intital phases of ncw product or market development, 
and strengthening research and development that supports 
agribusiness, through a Promotion and Investment Fund. 

Further information on this project may be obtained from the 
USAID Office of Agriculture and Natural Resources (Tel 07 
76.22.65). 

V. Human Resources Developme& 

While USAID has provided training opportunities in the U.S. for 
Moroccans for many years, training efforts are now being 
increasingly directed towarc]. meeting training needs of the 
private sector. The Traininq for Development Proiect ($28 
million, initiated in 1991) will provide Master's level and short 
term managerial and technical training in the U.S., and short 
term managerial, business a,nd English language training in 
Morocco, for about 15,000 participants. The majority of 
participants will come from the private sector. The project will 
also provide direct assistance to Moroccan training and 
educational institutions, including many which are privately 

, owned, to improve management and other business related education 
and training in Morocco. 

Further infomiation on this project may be obtained from the 
USAID Off ice of Population ancl Human Resources (Tel 07 76.22.65) . 

V I .  Privati eation 

USAID is assisting the Ministry of Economic Affairs and 
Privatization to implement its program of privatizing 112 state 
owned compa:nies, banks and hotels. A long term advisor and 
short-term technical assistance and training are being provided 
through the International Privatization Group led by Price- 
Waterhouse. 



V I I .  Enerm Conservation 

The Eneray Demand Manaqement F1roiect ( $ 5  million, initiated in 
1988) assists firms in reducing energy costs through energy 
audits, seminars and the establishment of a Moroccan private 
sector capacity in energy auditing and conservation. 12 firms 
have received energy conservation auditsto date and 81 companies 
have participated in training workshops and seminars. 

Further information on this project may be obtained from Projet 
Gem (Tel 07 75.56.47). 

VIII. Otheh ~ c t i ~ i t i e 8  

The Economic Policy Analysis Sup~ort Proiect ($8.6 million, 
initiated in 1985) is strenqthening GOM capabilities in the 
development, appraisal and implementation of market oriented 
reform policies. This projec't has supported the USAID efforts 
in financial market reform and privatization. Among the many 
other areas which have received technical assistance are price 
deregulation, the informal sector and trade liberalization. 

The Develo~rr~ent Studies and Technical S u ~ ~ o r t  Proiect ($10 
million, initiated in 1991) will support the identification and 
development af new policies, strategies and project initiatives. 
About 60% of the project activities will be in direct support of 
the private sector. 

IS. Future Projects 

For the future, USAID is considering projects in microenterprise 
development, foreign investment promotion, health care finance, 
privatization and financial market development. 

October, 1991 




