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ABSTRACT

| H. Evaluation Absiract (Do not exoged the spage oroyided)

The project purpose is to develop the capacity of the private and public
sectors to promote, prov1de technical assistance for, and facilitate
exports and tourism projects undertaken in Belize. Private sector
activities included support for the creation of the Belize Export and
Investment Unit (BEIPY) within the Belize Chamber of Commerce and
Industry (BCCI) and for services of short term volunteers from the
International Executive Service Corps (IESC). The evaluation was
undertaken to determine whether these activities were achieving expected
results and to recommend mid-~course corrections.

Major Conclusions:
- BCCI/BEIPU provided many different services to exporters and investors

and was percelved as having become a dynamic organization. It overstated
its direct contribution to achievement of progect targets (impact), but
deserves credit to the degree that its activities helped bring them about.
- The purpose of the project was partly achieved through the growth in
capability of BCCI/BEIPU. Because this was entirely dependent on USAID
fundlng, sustaining the enhanced degree of BCCI/BEIPU capacity beyond
1993 is crucial to ultimate achievement of project purpose.

- 1IESC delivered high quality technical assistance to Belizean
businesses that helped reduce costs, but the amount of employment and
income realized was small. Although costs to clients were low, overall
cost effectiveness was less than planned and IESC did not focus
sufficient attéention on export development, investment generation and job
creation. IESC did an outstanding job reaching women owned and women
managed businesses.

Key Recommendations:
- BCCI/BEIPU should "trace" the impact of its past activities and

develop information systems to document and measure impact.
- BCCI/BEIPU should develop and implement an intensive strategy to
become a broad-based nationwide private sector organization.
- BCCI/BEIPU should concentrate and focus BEIPU'’s capacity, conserve
resources, and agree on an appropriate scope and strategy for operations
prior to and after 1993.
- IESC should emphasize export development, increased investment and job
creation, and piggy back project for greater cost effectiveness.
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A.LD. EVALUATION SUMMARY - PART I

SUMMARY , -

J. Summary of Evaluation Findings, Concluslons and Recommendations (Try not to exceed the three (3) pages provided)
Address the following Items:

e Purpose of evaluation and methodology used e Princlpal recommendations
® Purpose of activity(les) evaluated e Lessons learned
e Findings and concluslons (relate to questions) :

Misslon or Office: ' Date This Summary Prepared: | Title And Date Of Full Evaluation Report:

Evaluation Purposs and Methodology

The purpose of the evaluation was a mid-term assessment to determine
whether the private sector activities under the Belize Export and
Investment Promotion Project were achieving expected project results and
to recommend mid~course changes. The evaluation will be used by USAID
and the implementing organizations to assist managers in keeping the
project moving toward the specified goals. A team of three (3) persons, -
including a senior Belizean consultant, conducted the evaluation. The
team used document review, interviews, rapid reconnaissance surveys,
informal telephone surveys and observation in carrying out the evaluation.

- Project Purpose and Activities Evaluated

The projec’. goal is to generate employment, income and foreign exchange
in the Belizean economy. Its purpose is to develop the capacity of the
private and public sectors to promote, provide technical assistance for,
and facilitate exports and tourism projects undertaken in Belize. In the
private sector, the project financed the creation of the Belize Export
and Investment Unit (BEIPU) within the Belize Chamber of Commerce and
Industry (BCCI). BEIPU provided promotion, technical assistance and
facilitation services to businesses involved particularly in exports and
tourism and coordinated trade missions abroad. The project also financed
services of short term volunteers from the International Executive
Service Corps (IESC).

Overall Conclusions

BCCI/BETPU

- Many different services--e.g., formation of companies, development of
concession applications, technical assistance--were provided to
investors, exporters and others.

- The GOB and the private sector viewed BCCI/BEIPU as having become a
dynamic organization capable of representing its members’ interests
effectively and of successfully promoting Belize’s private sector at home
and abroad.

- BCCI/BEIPU overstated its direct contribution to achievement of
project targets (impact) in its annual reports. However, because the
intent of the project was to "facilitate" achievement of such targets,
where they were achieved BCCI/BEIPU deserves credit for them to the same
degree that its activities helped bring them about.

- BCCI/BEIPU was not organized internally to identify, verify and
monitor its degree of contribution to the achievement of project

targets. Thus, while it did contribute to the achievement of the goal of
the project, the extent of its contribution was not documented.

- The purpose of the project was achieved in part at the time of the
evaluation principally through the growth in capability of BCCI/BEIPU.
Because this capacity improvement was entirely dependent on USAID
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SUMM ARY (Continued)

funding, sustaining the enhanced degree of capacity beyond 1993 is
crucial to the ultimate achievement of the project purpose.

- BCCI/BEIPU’s objective to become a nation-wide private sector service
organization encompassing manufacturing, agriculture and other productive
sectors in both urban and rural areas was partly achleved with membership
of 268 and a target by the PACD of 1000.

- BCCI/BEIPU today carries out a high degree of act1v1ty while producing
minimal income and being burdened with a serious shortfall of funding.

It is likely to face a major retrenchment as USAID funds run out. If
this occurs it will reduce achievement of the project purpose
substantially from its level at the time of the evaluation.

- A critical issue faced by BCCI/BEIPU was to determine if and haow it
could continue a large post-1993 program without USAID/Belize funding:; an
imperative was for BCCI/BEIPU to develop and implement a strategy to make
its planned post-1993 activities while it still enjoyed USAID funding.

- BCCI/BEIPU did not fully document and measure its activities nor their

impact. 1Its internal management information system was not capable of
documenting activities, providing key information. to management, staff
and clients, and supporting staff activities in all aspects of its
operations, including financial. An expanded computer system was being
planned as one step in rectifying this problem.

IESC

- IESC successfully transferred technology to Belizean businesses that
helped reduce their costs. The amount of employment and income realized
was small in absolute terms and in comparison to the total investment
made. Virtually no additional exports were realized from the technology
transferred because IESC provided little assistance to export
businesses. IESC did provide valuable services to tourism businesses.

- IESC had adequate resources to achieve project purposes as planned.

- IESC was cost effective--it provided high quality technical assistance
at lower out of pocket costs than charged by other organizations for
comparable services.

- IESC’s cost effectiveness in achieving the goal of the project was
lower than planned. IESC did not focus sufficient attention on export
development, investment generation and job creation. 1Its direct work
with individual businesses also reduced its cost effectiveness.

- TESC’s targeted areas of activity were consistent with project
purposes and GOB strategy, but some assignments, such as those
benefitting larger distributive traders, were not.

- IESC did an outstanding job in reaching women owned, women owned and
operated and women managed businesses.

Recommendations to Improve Project Performance

BCCI/BEIPU ‘
- BCCI/BEIPU should further develop and implement as soon as poss1b1e a

more intensive strategy to achieve fully its objective of becoming a
nation-wide private sector service organization encompassing
manufacturing, agriculture, tourism and other productive sectors in both
urban and rural areas by 1993. ’

- BCCI/BEIPU should carry out a "tracer" study of the investment, export
and other activities it claimed as impact during the period 1986 through
1990 to determine, as accurately as possible, the extent of BEIPU’s
impact on project goal achievement. Selected case studies of successes
and failures should be prepared. The implications of the study for
future activity should be reviewed by BCCI’s Executive Committee and
BEIPU’s Advisory Committee.

AID 1330-5 (10-87) Page 4



SUMMARY (Continued)

- Within the next months, BCCI/BEIPU should develop--in close
consultation with USAID/Belize--a plan to concentrate BEIPU’s present and
expanding capacity on additional goal achievement by tightening the nexus
between the use of its expanded capacity and increases in exports,
tourism and employment. This plan should focus BEIPU on determining
which export and investments to push, identifying companies to work with
that would best achieve results, learning in-depth about the export and
investment businesses being developed and promoted, and shaping its
information to maximize project impact.

- BCCI/BEIPU should conserve resources now to prepare for the time USAID
funds run out. All membership fees, BCCI/BEIPU consultant division
proflts and other revenues not supplied by USAID should be banked as
savings to be applied during the transition perlod to self-financing that
will occur when USAID funding is exhausted. ’

- To conserve non-USAID resources BCCI/BEIPU should immediately reduce
its operations to.that level which can be supported solely by current
USAID project funding at planned expenditure rates, '
-~ Within two months and based on its more intensive strategy to further
strengthen BCCI’s national membership and service and its plan to reshape
BEIPU’s activities, BCCI/BEIPU should--after in-depth consultations with
USAID/Belize and the GOB--agree upon an appropriate scope and strategy
for its operations prior to and following 1993. (Options are provided in
the report.) This scope and strategy should make clear the degree to
which current achievement of the project purpose (BCCI/BEIPU’s
"developed" capacity) will be sustained following 1993.

- BCCI/BEIPU should develop a monitoring and evaluation system to
document and measure the impact of its BCCI and BEIPU related activities
on exports, tourism and employment.

- BCCI/BEIPU should continue to to develop an internal management
information system capable of documenting and reporting its activities
and their impact, providing key information to management, staff and
clients, and supporting activities in all aspects of its operations,
including financial. This MIS should be based on electronic and other
information networks (filing, library and key informant systems) and
should incorporate BCCI/BEIPU’s monitoring and evaluation system.

IESC

- IESC should emphas;ze export development, increased investment and job
creation to a higher degree in recruitment and prov151on of technical
assistance. ¥

- Piggyback projects--in which VEs provide assistance to more than one
business during a single visit--should be larger portion of IESC’s
portfolio in Belize.

~ IESC should continue its successful effort to reach women
entrepreneurs and employees, including expansion of its co-sponsorship of
business development and training seminars especially focused on women.
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COMMENTS

The main discrepancy that needed to be realized and sorted out was
whether the implementing organization, BCCI/BEIPU, was to have direct or
indirect impact on export, employment, and foreign exchange. Direct
impact was not mentioned in the project paper or the amendment. This
directly affects the evaluation teams measurement of BEIPU'’s
contributions toward project goals; the measurement of contributions is
inconsistent in that the evaluation team specifically identifies the
level of contributions, yet states that the contributions were not well
monitored by the BCCI/BIEPU and therefore the extent of contribution is
not apparent.

This discrepancy over direct and indirect impact seems to have had
some influence over the GOB’s perception of BEIPU. As stated in the
evaluation, the GOB did not find BEIPU to have any direct impact on
exports, investment, tourism, and employment. If the main purpose of the
project is to facilitate, not directly impact, then the statement was
unnecessary.

Questions can be raised as to whether the evaluation team
acknowledged the awareness of the BEIPU staff in addressing the problems
noted in the evaluation. If indeed there was a knowledge by the staff of
some of the problems, this should have been noted so as to give a clear
and comprehensive viewpoint.

It is viewed that the biases or unawareness of the members of the
organization was not taken into account. At times, client expectations
are above the services available. Without reporting those shortcomings,
one could get a negative view of BEIPU’s services.

It must be’ recognized that achievement of project goals, especially
this particular project which works within the sensitive field of
economics and investment, is dependent upon full participation of many
parties (GOB, banks, etc.). This point should have been taken into
consideration by the evaluation team in its assessment of BEIPU
activities,

Extended effort should be made to improve BEIPU’s internal management
system. This is essential to continually improve its services,
internally generate funds, and evaluate the organization’s performance.

In general, the evaluation did an excellent job making
recommendations for the improvement of the organization. It is felt that
those recommendations will help BEIPU make significant moves toward
reaching project goals.
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EXECUTIVE SUMMARY

A, Introduction
1. Project description

The Belize Export and Investment Promotion Project financed the creation of the
Beliz~ Export and Investment Promotion Unit (BEIPU) within the Belize Chamber of Commerce
and Industry (BCCI). A project amendment provided BEIPU with additional funds and BCCI
with funds for institutional strengthening. Subsequently, BCCI and BEIPU were merged under
the management of BCCIL

Nl

2, Purpose and scope

The purpose of this report is to provide a mid-term evaluation of the private sector
activities under the Belize Export and Investment Project. The scope of work for the evaluation
is included as Annex 1.

B. Overall Conclusions Regarding_the Export and Investment Promotion Project
1. BCCI/BEIPU

0 Many different services--e.g..,formation of companies, development of
concession upplications, technical assistance--were provided by
BCCI/BEIPU to investors, exporters and others that assisted them in
seeking their goals;

0 The GOB and the private sector viewed BCCI/BEIPU as having become
a dynamic organization capable of representing its members’ interests
effectively and of successfully promoting Belize’s private sector at home
and abroad;

0 BCCI/BEIPU overstated its direct contribution to achievement of project
targets (impact) in its annual reports. However, because the intent of the
project was to "facilitate” achievement of such targets, where they were
achieved BCCI/BEIPU deserves credit for them to the same degree that its
activities helped bring them about;

0 BCCI/BEIPU was not organized internally to identify, verify and monitor
its degree of contribution to the achievement of project targets. Thus,
while it did contribute to the achievement of the goal of the project, the
extent of its contribution was not documented;
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The purpose of the project--to develop the capacity of the private and
public sectors to promote, provide technical assistance for, and facilitate
exports and tourism projects undertaken in Belize--was achieved in part at
the time of the evaluation principally through the growth in capability of
BCCI/BEIPU. Because this capacity improvement was entirely dependent
on USAID funding, sustaining the enhanced degree of BCCI/BEIPU
capacity beyond 1993 is crucial to the ultimate achievement of the project

purpose;

BCCI/BEIPU’s objective to become a nation-wide private sector service
organization encompassing manufacturing, agriculture and other productive

- sectors in both urban and rural areas was partly achieved with membership

of 268 and a target by the PACD of 1000;

BCCI/BEIPU today carries out a high level of activity while producing
minimal income and being burdened with a serious shortfall of funding.
It is likely to face a major retrenchment as USAID funds run out. If this
retrenchment occurs it will reduce achievement of the project purpose
substantially from its level at the time of the evaluation;

A critical issue faced by BCCI/BEIPU was to determine if and how it
could continue a large post-1993 program without USAID/Belize funding;
an imperative was for BCCI/BEIPU to develop and implement a strategy
to make its planned post-1993 activities self-sufficient while it still enjoyed
USAID funding; and

BCCI/BEIPU did not fully document and measure its activities nor their
impact. Its internal management information system was not capable of
documenting its activities, providing key information to management, staff
and clients, and supporting staff activities in all aspects of its operations,
including financial. At the time of the evaluation, an expanded computer
system was being planned as one step in rectifying this problem.

IESC successfully transferred technology to Belizean businesses that
helped reduce their costs. The amount of employment and income realized
was small in absolute terms and in comparison to the total investment
made. Virtually no additional exports were realized from the technology
wransferred because IESC provided little assistance to export businesses.
IESC did provide valuable services to tourism businesses;

IESC had adequate resources to achieve project purposes as planned;
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IESC was cost effective--it provided high quality technical assistance at

lower out of pocket costs than charged by other organizations providing
comparable services;

IESC's cost effectiveness in achieving the goal of the project was lower
than planned. IESC did not focus sufficient attention on export
development, investment generation and job creation in providing its
assistance. IESC’s direct work with small individual businesses also
reduced its cost effectiveness; S ;
IESC’s targeted arcas of activity were consistent with project purposes and
GOB strategy; some IESC assignments such as those benefitting larger
distributive traders were not commensurate with the GOB's, pollcy focus
or USAID/Belize's development objectives; and ‘ :

1IESC did an outstanding job in reaching women owned, women owned
and operated and women managed businesses.

C. Recommendations to Improve Project Performance
1. BCCI/BEIPU

0

BCCI/BEIPU should further develop and implement as soon as possible a
more intensive strategy to achieve fully its objective of becoming a nation-
wide private sector service organiziation encompassing manufacturing,
agriculture, tourism and other productive sectors in both urban and rural
areas by 1993;

BCCI/BEIPU should carry out a "tracer” study of the investment, export
and other activities it claimed as impact during the period 1986 through
1990 to determine, as accurately as possible, the extent of BEIPU’s impact
on project goal achievement, Selected case studies of successes and
failures should be prepared. The implications of the study for future
BCCI/BEIPU activity should be reviewed by BCCI’s Executive Commmee
and BEIPU’s Advxsory Committee;

Within the next months, BCCI/BEIPU should develop--in close
consultation with USAID/Belize--a plan to concentrate BEIPU’s present
and expanding capacity on additional goal achievement by tightening the
nexus between the use of its expanded capacity and increases in exports,
tourism and employment. This plan should focus BEIPU on determining
which exports and investments to push, identifying companies to work

* with that would best achieve results, learning in-depth about the export and
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investment businesses being developed and promoted, and shaping its
information to maximize project impact;

BCCI/BEIPU should conserve resources now to prepare for the time
USAID funds run out., All membership fees, BCCI/BEIPU consultant
division profits and other revenues not supplied by USAID should be
banked as savings to be applied during the transition period to self-
financing that will occur when USAID funding is exhausted;

To conserve non-USAID resources BCCI/BEIPU should immediately
reduce its operations to that level which can be supported solely by current

~USAID project funding at planned expenditure rates;

Within two months and based upon its more intensive strategy to further
strengthen BCCI’s national membership and service and its plan to reshape
BEIPU’s activities, BCCI/BEIPU should--after in-depth consultations with
USAID/Belize and the GOB--agree upon an appropriate scope and strategy
for its operations prior to and following 1993. (Optional strategies and
their pros and cons are set out in Chapter III and Annex 6.). This scope
and strategy should make clear the degree to which current achievement
of the project purpose (BCCI/BEIPU’s "developed" capacity) will be
sustained following 1993;

BCCI/BEIPU should develop a monitoring and evaluation system to
document and measure the impact of its BCCl and BEIPU related
activities on exports, tourism, and employment; and

BCCI/BEIPU should continue to develop an internal management
information system capable of documenting and reporting its activities and
their impact, providing key information to management, staff and clients,
and supporting activities in all aspects of its operations, including financial.
This MIS should be based on electronic and other information networks
(filing, library and key informant systems) and should incorporate
BCCI/BEIPU’s monitoring and evaluation system.

IESC should emphasize export development, increased investment and job
creation to a higher degree in recruitment and provision of technical
assistance;

Piggyback projects--those in which VEs provide assistance to more than

one business during a single visit--should be a larger portion of IESC’s
portfolio in Belize; and ’
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IESC should continue its successful effort to reach women entrepreneurs
and employees, including expansion of its co-sponsorship of business
development and training seminars especially focused on women.
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I. INTRODUCTION AND PROJECT DESCRIPTION

- A, Introduction

The Government of Belize has embarked on a development strategy that emphasizes
growth in exports and tourism. Through a variety of incentives and policies, the Government
actively encouraged private foreign investors to invest in productive ventures to increase
employment. Its goal was to attract investments that:

0 Help the country diversify its ecoﬁonﬁc base;

0 Increase exports and foreign exchange earnings;

0 Utilize raw materials; |

0 Are largely self-financing;

0 Produce an overflow of technological and managerial resources not otherwise

available in Belize; and,
0 Provide for the gradual transfer of both skills and control to Belizeans.

The Government of Belize has identified tourism, agriculture and light industry as priority
areas for expost-led economic growth. With this backdrop, this Export and Inivestment Promotion
Project (505-0027) was aligned with the policies, directions and objectives of the Government.
The objectives of the Belize Export Investment Promotion Unit (BEIPU), a trade and investment
promotion service within the Belizean Chamber of Commerce and Industry (BCCI), and created
by this program, in large part agreed with those of the Government, and BEIPU enjoyed the
endorsement of the Government and its leadership.

B. Purpose, Procedure and Scope

The purpose of this report is to provide a mid-term evaluation of the private sector
activities under the Belize Export and Investment Project.

The evaluation was carried out by a team of three persons, including a senior Belizean
consultant. The team, working collaboratively, used document review, interviews, rapid
reconnaissance surveys, informal telephone surveys and observation in carrying out the
evaluation.

C. Project Description

The project financed the creation of a trade and investment promotion service, the Belize
Export and Investment Promotion Unit (BEIPU) within the Belize Chamber of Commerce and



Industry (BCCI). BEIPU provided promotion, technical assistance and facilitation services to
businesses involved particularly in exports and tourism and coordinated trade missions abroad.

The initial grant of $2,000,000 was authorized in June 1986 and financed the creation of
BEIPU, funding such inputs as staff, investment promotion, short- and long-term technical
assistance, logistical support, equipment and supplies. An amendment authorized in July 1988
provided an additional $860,000, $600,000 to BEIPU for financing the same inputs plus a new
component, Export Promotion, For the first time the Project applied $260,000 to BCCI for staff,
promotion and equipment. Overall life of project funding to BCCI/BEIPU totalled $3,260,000.
The project is to terminate in July 1993, A breakdown by line item showing life of project
funding and amount obligated to date is shown in Annex 8. It was the intent of the project for
BEIPU to become self-sufficient and to develop the capacity to generate its own revenues, so that
it would not have to rely on public funding.
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II. PROJECT ACHIEVEMENT AND USE OF RESOURCES

A. Achievement of the Goal of the Project
1. Overview
a.  Discussion

1)  General measures of goal achievement

The goal of the Export and Investment Promotion Project is to
generate employment, income and foreign exchange in the Belizean economy. The attainment
of this goal was to be documented by measuring actual increases in exports, tourism, and
employment in the agricultural, industrial and tourism sectors of the economy. The logframes
for the project and its amendment are shown in Annexes 4 and 5.

Belize has increased its exports of non-traditional industrial and agricultural goods, its
tourism earnings and employment in the desired sectors during the 1986 to 1990 period. Exports
of red kidney beans, peanuts, cocoa beans, garments, papaya, jams and jellies, cut flowers and
pepper sauce increased during the BCCI/BEIPU project period. The value of non-traditional

-exports was Bz$ 1.7 million in 1984 and Bz$ 6.1 million in 1989. However, in 1987 the value

of these exports was Bz$ 9.2 million. Non-traditionals were 3.0 percent of domestic exports in
1988 and 3.3 percent in 1989, up from 1.2 percent in 1984. Again, however, non-traditional
exports were 5.3 percent of domestic exports in 1987. The 1986 and 1987 trade years were
characterized by large exports of mangoes, vegetables and beef which did not continue in 1988
and 1989. Since 1987, the value of cut flowers, pepper sauce, cocoa beans, papayas and red
kidney beans increased substantially.

Gross tourism earnings increased from Bz$25.4 million in 1985 to Bz$ 57 million in
1989. Tourist arrivals rose from 93,440 in 1985 to 164,332 in 1989.

Employment estimates are unreliable pending the 1990/1991 labor survey being
undertaken by the GOB. Unemployment is officially estimated at 15 percent, with male
unemployment being 1G percent and female unemplovment being 25 percent. A total of 2153
jobs are thought to have been created by firms receiving development concessions between 1985
and 1989. Other jobs likely were created by firms without development concessions. The bulk
of job creation has been in agriculture (citrus and bananas), tourism and garments. Most require
low skill, provide low pay, and are often taken by migrants from neighboring countries.
According to public sector officials, higher paying jobs in tourism and other sectors are
frequently filled by foreigners. The new jobs created during the BCCI/BEIPU project period
were insufficient to lower the unemployment rate. The absolute number of unemployed expanded
during the period even without accounting for refugee labor,



2) Specific measures of goal achievement

The Export and Investment Promotion Project was designed to
contribute to an increase in exports, tourism and employment. BCCI/BEIPU reported its results
in its annual evaluation reports in specific terms--generation of new investments, creation of new
jobs, expansion of company export capability, increase in export revenues, etc. These reports
indicated that BCCI/REIPU achieved all its targets in these and related areas except planned
revenue levels during the 1986 to 1990 period (see Table 1),

Close examination by the evaluation team determined that most of these targets were not
achieved to the degree claimed by BCCI/BEIPU and that BCCI/BEIPU’s contributions were
smaller than suggested in its annual reports.! BCCI/BEIPU was, however, associated with each
of the designated events counted in reaching the targets in some way.

BCCI/BEIPU management and staff firmly believe the project was never intended to
contribute in a direct way to the achievement of the targets in Table 1. BCCI/BEIPU's task was
to facilitate achievement of these targets, helping usher entrepreneurs and investors through the
"system" and providing services as needed to them.

The efforts of BCCI/BEIPU to facilitate the activities of investors and exporters was well
known by Belizean and foreign investors, GOB officials and USAID. The goal of the project
was achieved to the degree the general increase in exports, employment and tourism realized
during the life of the project to date was facilitated by BCCI/BEIPU. The contribution of
BCCI/BEIPU was not monitored so that the nexus between the use of its improved capacity and
goal achievement could not be determined with certainty.

b. Conclusion

0 BCCI/BEIPU overstated its direct contribution to achievement of

project targets (impact) in its annual reports. However, because the

intent of the project was to "facilitate" achievement of such targets,

where they were achieved BCCI/BEIPU deserves credit for them

to the same degree that its activities helped bring them about;

o

- 0o BCCI/BEIPU was not organized internally to identify, verify and

monitor its degree of contribution to the achievement of project
targets. Thus, while it did contribute to the achievement of the
goal of the project the extent of  its contribution was not
documented.

'See Annex 11 for further discussion of this point.
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Achievement of Goal Indicators Established for BEIPU

Table 1
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c. Recommendations

o BCCI/BEIPU should concentrate its prcseht and expanding capacity
on additional goal achievement by tightening the nexus between its
activities and increases in exports, tourism and employment;

) BCCI/BEIPU should carry out a "tracer” study of the investment,
export and other activities it claimed as impact during the period
1986 through 1990 to determine, as accurately as possible, the
extent of BEIPU's impact. Selected case studies of successes and
failures should be prepared. The implications of the study for
future BCCI/BEIPU activity should be reviewed by BCCI's
Executive Committee and BEIPU's Advisory Committee; and

0 BCCI/BEIPU should develop a monitoring and evaluation system
to document and measure the impact of its BCCI and BEIPU
related activities on exports, tourism and employment.

2. . Extent of increased exports of both non-traditional agricultural and industrial
goods attributable to the project

a, Discussion

BCCI/BEIPU’s export expansion activities focused on export promotion
between 1986 and 1988. During this phase, the BCCI/BEIPU staff ideniified promising export
products. They provided specific assistance in exporting some non-traditional crops such as
papaya, annatto, and peppers. The staff facilitated growers’ exhibitions of these and other
products at trade shows and made marketing contacts on their behalf, helping identify Belize as
a country with export potential.

However, problems arose with this approach. Successful promotion, such as was realized
in trade missions and exhibitions at trade shows, led to requests for product that could not be
filled. The BCCI/BEIPU staff began to realize that they were promoting products that were not
available, not avgjlable in sufficient quantity, or not of adequate quality. Also, the systems and
other infrastructure necessary to support exports was not fully developed.

Analysis of the situation led BCCI/BEIPU to conclude that Belize needed to develop
export products before the project could effectively promote them. Thus, the project export staff,
with USAID concurrence, shifted its focus to export development.

This emphasis on export development occurred at the time of the project amendment--
1988. Facilitation of the interests of those desiring to develop export products was undertaken
in several instances. A draft export development strategy was prepared which includes numerous
specific potential export products that could be developed. The strategy still must be finalized
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and a detailed implementation plan agreed upon. The analytical work to support pursuit of the
potential export products that could be developed had not been completed. When this work is
done, the number of potential exports may decrease, making it easier for BCCI/BEIPU to
concentrate its export development efforts on very premising products. The export development
manager was hired only a few months ago.

b. Conclusions

0 The project did promote available export products and facilitate the
interests of entrepreneurs interested in developing exports in Belize;

0 It also contributed to increasing awareness of Belize as a country
with export potential among foreign importers "and local and
foreign investors and businesses.

c. Recommendation
0 BCCI/BEIPU should carry out the analytical work appropriate to

identify a shorter list of the most promising export products and the
key steps necessary by investors and others to develop them.

3. Extent of increased tourism to Belize attributable to the project
a. Discussion

Although BCCI/BEIPU carried out little work in tourism some of
BCCI/BEIPU’s activities may have helped increase tourism in Belize indirectly. For example,
BCCI/BEIPU’s presence at many trade shows abroad heightened the awareness of many about
Belize and its tourism potential. One example cited by BCCI/BEIPU directors and staff is that
one of the hotels constructed in Belize City "started at the New Orleans exposition in 1984."
Evidently, a conversation between members of the delegation and the hotelier made him aware
of the tourism-hotel potential in Belize for perhaps the first time. BCCI/BEIPU also has
cooperated with BTIA in meetings, seminars and training sessions. Investors meeting with
BCCI/BEIPU also were made aware of the tourism potential of Belize. Finally, BCCI
membership has increasingly included more hoteliers, owners of retail establishments dependent
mostly on tourism, and restauranteurs and others who cater to tourists. In serving this
membership group, BCCI/BEIPU has contributed to improved performance in the tourism sector
indirectly.

b. Conclusions

o - BCCI/BEIPU did not provide substantial, direct assistance to the
tourism sector; and



(! Through its appearance as a dynamic private sector organization,
its promotion of Belize at various trade shows, in its meetings with
investors, and in its cooperation with BTIA and others in seminars
and meetings, BCCI/BEIPU did contribute to enhancing the image
of Belize as a desirable location for tourism and tourism
investment.

¢.  Recommendation

o BCCI/BEIPU should increase its emphasis on the tourism sector to
capitalize on the image it has helped create of Belize as a desirable
location for tourism and tourism investment and to provide
additional service to this important segment of the country’s
economy as BCCI's membership in the tourism sector continues to
expand,

4, Extent of increased employment in agriculture, industry and tourism attributable
: to_the project

a. Discussion

BCCI/BEIPU’s direct contribution to job creation was limited and business
persons interviewed consistently denied that BCCI/BEIPU activity was important in developing
the additional employmcnt their businesses had generated. However, BCCI/BEIPU were involved
in facilituting activities for the businesses which created jobs.

Some training was facilitated by BCCI/BEIPU (through BIM) for entrepreneurs desiring
to start or expand their own businesses. This training had the potential for leading to job
creution. :

b. Conclusions
0 The project had limited direct influence ‘on increasing employment
in the agricultural, industrial and tourism sectors, but it did

facilitate activities for those businesses which did create jobs; and

0 BCCI/BEIPU sponsorship of training activities had the potential for
helping create employment.

c. Recommendation
0 BCCI/BEIPU should identify its activities which are the most

relevant to achieving employment increases in agriculture, industry
and tourism and monitor their frequency and impact.
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B. Achievemen PS of the Proj

1. Realizati f th f roj
a. Discussion

The purpose of the project was:

"To develop the capacity of the private and public sectors to promote,
provide technical assistance for, and facilitate exports and tourism projects undertaken in Belize."

As pointed out below, the end-of-project-status indicators were achieved in whole or in
part. By realizing these EOPS, it is assumed that the purpose of the project was achieved. Some
of the EOPS were not fully achieved, indicating that, during the remainder of the project, a more
complete realization of the outputs will be necessary to fulfill the purpose of the project as
planned. .

The project at the time of the evaluation, had developed the capacity of the private sector,
principally in the form of BCCI/BEIPU, to promote, provide technical assistance for and faciiitate
export and tourism projects undertaken in Belize.? As pointed out later in this Chapter and in
Chapter IV, many private and public sector individuals now perceive BCCI (and to some degree
BEIPU) as an active, dynamic private sector organization capable of getting things done. The
increase in private sector capacity created by the project is largely resident in BCCI/BEIPU and
dependant almost exclusively on USAID funds. Sustaining this BCCI/BEIPU capacity thus
becomes central to whether the project purpose will ultimately (after the end of Project No. 505-
0027) be achieved. This issue is dealt with in Chapter III.

The project did not focus on improving the capacity of the public sector to promote,
provide technical assistance for and facilitate exports and tourism projects undertaken in Belize.

b. Conclusions

0 The purpose of the project--to develop the capacity of the private
and public sectors to promote, provide technical assistance for, and
facilitate exports and tourism projects undertaken in Belize--was
achievéd in part at the time of the evaluation through the growth
in capability of BCCI/BEIPU;

) BCCI/BEIPU used most of its new capacity and the project’s
resources to provide facilitation and public relations services.

*See Annex 11 for further discussion of the degree of nexus between the project purpose and
the project goal.



c.  Recommendations

0 BCCI/BEIPU should develop a plan to focus BEIPU's already
significant capacity on determining which exports and investments
to push, identifying companies to work with that would best
achieve results, learning in-depth about the export and investment
businesses being developed and promoted, and shaping its
information to maximize project impact; and

] BCCI/BEIPU should, to ensure achievement of the purpose of the

project, concentrate on maintaining ample capacity to promote and

provide technical assistance for, and facilitate exports and tourism
projects, after USAID funding is exhausted (see Chapter III).

BEIPU pilot credit program well administered by Belize Bank

a. Discussion

There is little dispute about the importance of credit to encourage exports.

However, unless the credit is well administered, the importance of this needed input will be lost.
Observations about the administration of pilot credit program follow:

0

The General Manager of BCCI backstopped the Credit Program although it was
more. appropriately the role of the Manager of the Export Development
Department. The General Manager was too busy to be burdened with the
operations of the Credit Program;

NDF/B’s first status report dated November 29, 1990, revealed three loans were
approved, disbursing Bz$90,420 in USAID funds. Two of these loans were for
export-oriented enterprises and the third for an import substitution project. The
report said all loans were current with the exception of one. No further details
were given. BCCI/BEIPU had a responsibility to request details about the
delinquent loan and pursue follow-up actions. The import substitution loan was
not eligible for AID financing. It was endorsed by BCCI/BEIPU, but was not
within the guidelines for the pilot project;

NDF/B obtained the USAID funds from BCCI/BEIPU at zero interest and loaned
them out at 12 perccni, an excessive spread. The NDF/B-BCCI/BEIPU agreement
gave BCCI/BEIPU a three percent annual inflation fee on the funds disbursed, but
this was not payable until the end of a five year period. Had BCCI/BEIPU
received a two to three point interest spread, payable immediately upon collection,
instead of the three percent inflation rate payable at the end of five years it would
have been more appropriate. Such an arrangement would have given
BCCI/BEIPU an immediate, much-needed source of revenue;

10
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BCCI/BEIPU, through USAID, disbursed Bz$100,000 to NDF/B which in turn
disbursed Bz$90,420 to three projects, leaving a balance of Bz$9,580 which
remains idle. There appears no reason why a second disbursement of US§$50,000
could not be made,

b. Conclusions

(0]

It is vital that the Credit Program be administered with care and
accountability. Problems have already appeared in the program’s
performance;

BCCI/BEIPU has the capability to administer the pilot program
successfully, but responsibilities must be-spelled”out. USAID
support in ensuring ND/F compliance with the requirements of the
project would be helpful; and

The project could fruitfully provide a second dlsbursement of
US$50,000.

c. Recommendations

o

The Manager of the Export Department of BCCI/BEIPU should
monitor the Credit Program, pursuant to the conditions of the
A.LD. program documents and the BCCI/BEIPU-NDF/B
agreement;

BCCI/BEIPU should respond to the NDF/B status report of
November 29, 1990 by eliminating the import substitution project,
requesting additional information on the one loan in arrears, and
establish follow-up procedures;

BCCI/BEIPU should attempt to re-negotiate a more equitable
agreement with NDF/B to obtain two to three points in the interest
spread in lieu of the three percent annual mﬂatxon fee, payable five
years in the future; and

BCCI/BEIPU and USAID should disburse the second tranche of

US$50,000 provided the three issues above have been resolved to
the satisfaction of BCCI/BEIPU and USAID.

11



3, BCCI bership rises
a. Discussion

BCCI/BEIPU launched a strong drive to attract- more members., The
strategy underlying this effoit was developed as recruitment proceeded. Its elements were:
Extend membership activities to areas other than Belize City; reach out to smaller businesses and
businesses other than distributive trade; seek to convince business owners, managers and others
to join because it is the "right thing to do for Belize", not just to receive direct business benefits;
emphasize the new dynamic nature of BCCI and the importance of belonging to an organization
that is "doing things" of value to business and the country. The umbrella concept for these
strategy elements is that BCCI/BEIPU is the leading private sector organization in Belize.

The membership drive was successful, more than doubling BCCI membership by the time
of the evaluation. The success of the membership effort was atributable to several factors:

0 Business persons perceived BCCI as being dynamic--doing things;

0 New members believed BCCI was reaching out for new members in
manufacturing and other areas of business activity;

0 New members saw that BCCI desired to serve members throughout the country,
not just in Belize City;

0 New members, and old, were convinced that BCCI could strengthen private
enterprise, democracy and the business environment in Belize;

0 New and old members expected BCCI to represent their interests vis-a-vis the
GOB;
0 New and old members appreciated the business information made available to

them by BCCI through its "Update" and other publications and activities;

0 New and old members believed BCCI was contributing to the good of Belize
through service activities such as working toward the control of drug abuse.

Some members or potential members were not convinced that BCCI membership was
appropriate for them. The most important reasons cited were: BCCI membership dues were too
expensive; BCCI did not meet their needs; BCCI was a rich man’s club made up of distributive
traders located in Belize City; BCCI did not do anything; they did not have time to participate
in BCCI activities.

BCCl, despite its success to date in expanding its membership, did not have a plan for
carrying out its membership drive or realizing its expansion into manufacturing and rural areas.

12
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BCCI reached out to some large associations such as the CGA and to a group of business persons
in Corazal, However, the large market of organizational membership had not been tapped
effectively. Little effort-had been made to identify its membership market or to organized to
penetrate most elements of that market at the time of the evaluation. BCCI/BEIPU management
did plan to pursue this market segment in 1991,

BCCI did use specific mechanisms in carrying out its membership drive, but on an ad hoc
basis. The "luncheon" was its key marketing tool. For most luncheons, about 30 business people
would be invited to lunch, about 12-15 would attend, and nearly 90 percent of those who
attended would become new BCCI members. This method, while effective in increasing
members, was not very cost effective. In addition to direct out of pocket costs for drinks, lunch
and travel, the opportunity cost of involving four or five BCCI/BEIPU staff and four or five
Board members, including the President, was incurred for each luncheon. At most luncheons
there were nearly as many BCCI/BEIPU representatives as potential new members. Mailings,
telephone calls, individual calls by the membership staff person and other less expensive means
of increasing membership were not used extensively.. Yet, numerous members were gained from
the mailings and individual personal contacts that were undertaken by BCCL

The role of BEIPU in recruiting BCCI members was limited. BEIPU staff apparently
were not enthusiastic about recruitment duties on behalf of BCCI, although they were regularly
included in recruitment activities, BEIPU activities were not important in attracting members.
Many new members said they did not join because of BEIPU nor did they understand what
BEIPU did. The BCCI President set down a policy to require BCCI membership of those
businesses BEIPU assists. However, BEIPU staff do not actively recruit the businesses it assists
for membership in BCCL

BCCI’s increase in membership was recent at the time of the evaluation. Issues
determining member retention were not yet apparent. However, BCCI was not well prepared to
service its members at the level it suggested in recruitment presentations. As member issues
arise that need BCCI attention, BCCIs ability to meet member’s expectations will determine how
many members remain in the organization in future years. Because of past perceptions regarding
the make-up of membership of BCCI, key issues of which members get what benefits and the
degree of control of BCCI by Belize City, large distributive traders, and large businesses will
need to be resolved by obvious action. BCCI, having held up "democracy" as a key reason for
joining the Chamber, will have to ensure its own internal democracy and equitable distribution
of benefits and power among all its members.

b. Conclusions

0 BCCI membership increased as planned, more than doubling from
1988 to 1990 to a total of 268 members in December 1990;

o  Additional members will be needed to meet the projected 1000
BCCI members by the PACD;
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) BCCI had not tapped into organizational members as 8 major way
to increase membership; and
0 BCCI's member recruitment and retention su ategies were not well
* defined,
c. Recommendations

o BCCI/BEIPU should further develop and implement as soon as
possible a more intensive strategy to achieve its objective of
becoming a nation-wide private sector service organization
encompassing manufactunng, agriculture, tourism and other
produccve sectors in both urban and rural areas by 1993;

0 BCCI should strengthen its plan for expanding its membership and
continue its vigorous execution; and

0 BCCI should further define its member retention strategy and make
further provision for implementing it effectively.

4, Belizean and expatriate businesses utilizing services provided by BEIPU, BCCI,
IESC and Belize Bank ,

a. Discussion

Belizean and expatriate businesses did utilize the services provided by
BCCI/BEIPU, IESC and NDF. These businesses used the programs available on their own
volition as planned in the project design. Thus, this end-of-project status indicator was achieved.

There are some ways that the services of BCCI/BEIPU can be strengthened to serve those
using them better. First, BCCI/BEIPU's efforts were focused on "facilitation". In this context,
the assistance that businesses and investors were able to obtain from BCCI/BEIPU was general
and limited. BCCI/BEIPU, for reasons cited above, and in Annex 11, was unable to provide
detailed or well analyzed information about export or investment opportunities. It could assist
in locating such information in response to an inquiry, but did not make a habit of doing so.
This limited ability to provide key information prompted numerous private and public sector
individuals to note in interviews that they no longer go to BCCI/BEIPU for information because
"they will not have the information I need anyway." One individual cited an instance where
BCCI/BEIPU staff called asking him to identify a successful foreign investor in Belize. The
individual thought that BCCI/BEIPU should be able to answer just such a question for others!
Thus, while businesses were utilizing BCCI/BEIPU’s services, they were not using them fully
as planned nor with the impact desired.
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Second, BCCI/BEIPU’s database of investor-exporter contacts indicates that most of
BCCI/BEIPU's time was spent working with foreign companies and individuals. However, when
BCCI/BEIPU identified its export, investment and employment impact, nearly half the firms
listed were Belizean. BCCI/BEIPU'’s facilitation and public relations effort was largely absorbed
by foreign companies. Effort to attract Belizean businesses as clients may pay large dividends.

Third, the number of exporter and investor facilitation contacts made by BCCI/BEIPU was
high. However, utilization of more impact oriented services of BCCI/BEIPU was low.
BCCI/BEIPU could perhaps place more emphasis on "converting" contacts into clients using its
services, This would require improvements in some aspects of BCCI/BEIPU operations. As
indicated above, BCCI/BEIPU was not able to provide needed information in some cases because
it had not organized to do so or had not carried out key analyses. In addition, de zelopment of
concession applications, preparation of company organization papers, and other spccxﬁc services
of BCCI/BEIPU were little used, perhaps because they were not aggressively marketed.

Fourth, BCCI/BEIPU very frequently sent export developers and investors to various
sources in the public and private sectors for information. This referral process was very
appropriate in many cases--as when BCCI/BEIPU sent a company representative to an architect
to discuss plant design. However, numerous persons interviewed by the evaluation team believed
that BCCI/BEIPU sent individuals to them for information that it should have provided instead.
What happened, at least some of the time, was that BCCI/BEIPU did not completely satisfy
investors or export developers. These individuals appeared also in GOB and other offices
requesting information that BCCI/BEIPU should have provided (e.g., what are the country’s
immigration laws and requirements?). Public officials felt that the GOB frequently provided
"facilitation and promotion" services to the same people BCCI/BEIPU had tried to serve. While
all believed that BCCI/BEIPU had not produced the desired impact, some also felt that
BCCI/BEIPU had not provided effective information and facilitation services.

b.  Conclusions
0 Belizean and expatriate businesses did use the services provided by
BCCI/BEIPU, IESC and NDF. The extent and quality of these
services could be improved for some users to be fully effective and

used as widely as planned; and

) BCCI/BEIPU did not become a "one stop shop” in meeting the
needs of businesses and investors.

c. Recommendation

o  BCCI/BEIPU should improve the extent and quality of its services
based on its experiences with clients to date; and
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0 BCCI/BEIPU should develop handout materials responsive to most
queries from local and international business persons and make
them readily available in response to such queries.

C. Achievement of Outputs of the Project
1. Project Paper 1986-1988
a.  BEIPU fully established within BCCI

1) Discussion

4

BEIPU’s iniiial establishment was slow. The project began in 1986,
but BEIPU became operational only in late 1987. However, by 1988, BEIPU was established
as an institution with adequate staff under the umbrella of BCCI

2) Conclusion

) BEIPU became fully established within BCCI.

b. Marketing plan for Belize

1)  Discussion

According to BCCI/BEIPU annual evaluation reports and staff
interviews, attempts were made to develop the marketing plan from 1986 through 1989. The
Ministry of Economic Development ultimately agreed to undertake this assignment instead of
BCCI/BEIPU (although it had not done so at the time of the evaluation), BCCI/BEIPU
developed its own marketing plan which took the form of the promotional theme: Belize: The
Distinctive Edge.

2) Conclusion

. 0 The marketing plan for Belize was not developed by BEIPU
during the early years of the project; the Ministry of
Economic Development agreed to undertake development
of the plan but had not completed the task at the time of
the evaluation.
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c. BEIPU establishes export and *ourism promotion and information services:

\

1) Discussion \

BEIPU provided export gnd tourism promotion and information
services through staff, Its initial staff covered agriculture, industry and tourism. Export
promotion was the duty of all senior account officers.

\

2) . Conclusion !

\
\

0 The planned export and tourism promotion and information
services were created| by BEIPU as part of its initial
establishment. \\ ,

d. Project analysis, selection, and facilitation capabilities established within

o

BEIPU
: |
1) Discussion "x
{
H

BEIPU did establish project analysis, selection and facilitation
capabilities. However, the project analysis and selection capabilities were limited in scope and
seldom used. The unit’s facilitation capabilities were the stropgest and used the most.

1}

2) Conclusion i

|
o The project analysis, selection and facilitation capabilities
were established within BEIPU; however, the facilitation
capabilities established were stronger than the other
capabilities developed as j{;art of the project and used more

frequently. ’

e. Product improvement and marketing
1) Discussion
BEIPU's product improvement and marketihg capabilities and
activities were limited. Initially, the unit worked on specific products such as papaya and
annatto. It also provided some direct assistance in marketing initially. These marketing activities
were taken over by individuals and professional marketing organizations.
2) Conclusion
o BEIPU developed lirited product improvement and

marketing capabilities and provided some services in these
areas.
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f, BCCI establishes onitori nd follow- rocedur

1) Discussion

BCCI did not establish a system or procedures for monitoring and
following up on BEIPU activities, However, BEIPU itself prepared annual internal evaluation
reports on its activities and impact and it did use the investor tracking system as one means of
documenting some activities.

2) Conclusion

0 An adequate monitoring and follow-up procedure was not
established by BCCI as planned.

2. Amendment 1988-1990

a. BEIPU establishes export promotion (development) strategy and services

1) Discussion

BCCI/BEIPU did not establish an export promotion (development)
strategy. It did develop a draft strategy which, at the time of the evaluation, required additional
work. Thus, BCCI/BEIPU's export development effort was not well established during the 1988
to 1990 period and export development services were limited in scope and effectiveness.

2) Conclusion

0 The BEIPU export promotion strategy was not established
fully. Limited export development and promotion services
were provided.

b. BEIPU hires export promotion officer and secretary
« 1) + Discussion

: BCCI/BEIPU did hire an export development officer and secretary.
However, the initial officer soon left the project and another was hired in late 1990. Thus, from
the time the project was amended in 1988 until late 1990, BCCI/BEIPU had a director of export
development only for a short time. The new director had been on the job for only three months
when the mid-term evaluation took place.
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2) Conclusion

0 The planned export development officer and secretary were
hired, but the officer was hired much later than planned.

c. BEIPU operates loan program with National Development Foundation

1) Discussion

BCCI/BEIPU did operate a loan program with the NDF. The loan
program had three implementation issues: One of the loans made under the program was for an

“ import substitution project. Another loan was in arrears. And, BCCI/BEIPU'’s agreement with

NDF did not always allow adequate spreac for BCCI/BEIPU to realize immedjate profit.

2) Conclusion

0 BCCI/BEIPU launched a pilot loan program with NDF.
Resolution of the implementation issues is necessary for the
program to be successful.

d. BEIPU income_steadily increases higher than_projected, expenditures
decline

1) Discussion

: Projected income for BCCI/BEIPU in the project document was US$
67,000 from August 1986-July 1987, US$ 108,000 from August 1987-July 1988 and US$
170,000 from August 1988-July 1989. BCCI/BEIPU revised the figures for August 1987-July
1988 to US$ 22,000 and for August 1988-July 1989 to US$ 37,000. Actual income for these
three periods was zero for August 1986-July 1987, US$ 12,700 for August 1987-July 1988 and
US$ 15,800 for August 1988-July 1989. During the period August 1989-July 1990 BEIPU’s
income generation target was US$ 23,583. Actual income generated was US$ 19,077.

The reasons BCCI/BEIPU cited for its shortfalls during the first three years of activity
were stiff competition with law and accounting firms in preparing development concessions and
lack of income from planned brokerage activities. Brokerage fees could not be earned because
Belize had very small volumes of non-traditional products to export upon which BEIPU could
earn fees. BCCI/BEIPU did not offer an explanation in its evaluation report as to why its
revenue target was not met in the August 1989-July 1990.
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2)  Conclusions

o BCCI/BEIPU’s income did not rise as planned; its
expenditures rose beyond planned levels rather than
declining; and

o BCCI/BEIPU did not prepare a an effective plan for
increasing revenues from BEIPU services.

e. Belize free port opens opening new area for BEIPU services

[

1) Discussion

The Belize free port was opened but few companies had taken
advantage of it. It did not provide a new source of demand for BCCI/BEIPU services.

2) Conclusion

] BCCI/BEIPU effectively supported the opening of the
Belize free port but it has not yet been a significant source
of demand for BEIPU services.

D. Adequacy of Inputs to Achieve Project Qutputs

1. Discussion
a. Finance

" There were adequate resources in the BCCI/BEIPU US$3,260,000 program
to achieve the expected project outputs. There may have been too much money, creating what
became a high-cost BCCI/BEIPU operation. - Many individuals in the public and private sectors
believed the expenditure involved with BCCI/BEIPU’s program--travel; salaries, facilities--was
excessive. BCCI/BEIPU faced an existing and projected shortfall at the time of the evaluation.
The lack of adequate revenue burdened BCCI/BEIPU's management and placed its
accomplishments and hopes of sustaining the program under pressure. -

b. Personnel

The staff of BCCI/BEIPU was adequate in numbers; the in-depth

experience of some staff to do the work needed was sometimes lacking. Hailed as the most

important private sector force in Belize, some officers did not have the revenue-producing zeal
and hard-driving business-like approach that the organization and its clients needed.
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Salaries for some staff were perceived by many to be too ample and not justified when
measured against the limited impact of the program on the key goal targets desired. Overall life
of project personnel costs kept increasing over the years reaching the present high of $963,370,
38 percent of all project-related line item expenses.

c. Facilities

No provision was included in the USAID budget for facilities. Despite the
budget conscious, revenue-focussed program that was reshaped in 1988, BCCI/BEIPU--during
the last two years--added new staff and new programs with little regard to how they would be
sustained after mid-1993.

The organization purchased an office building and an adjoining, unimproved lot. Using
US$61,000 in AID funds as a down-payment, the property was finanéed with a bank loan,
including Bz$50,000 for renovations, With its mounting shortfall of funds BCCI/BEIPU will be
hard-pressed to maintain the building and meet loan installments (Bz$2,070 a month), which are
not eligible for AID financing.

Aside from the building, the organization has a line item of US$170,000 for equipment
and supplies, essentially for a computer system. The electronic network planned is sorely needed
to bolster BCCI/BEIPU's management information system capability. However, the computer
equipment needs to be coupled with an improved information system to be of maximum value
in assisting BCCI/BEIPU achieve the goal of the project, retain its expanding groups of members
and improve its internal operating efficiency.

d. Logistical Support

Logistical support in the form of vehicles and rent for BCCI/BEIPU’s
offices was provided, totalling US$166,000. The organization purchased four vehicles which for
a full staff of nineteen was more than adequate. With its large cost overruns, maintaining these
vehicles could prove to be a problem. The funds for rent, US$61,000, were used in one lump
sum as a down payment on the purchase of the office building and adjacent unimproved lot.

2. Conclusions

0 BCCI/BEIPU absorbed funds rapidly to create a large and diffuse group
of activities on behalf of members and clients. Its spending decisions,
seen by some in the public and private sectors as a large spending spree,
did not always reflect due regard for achieving the project goal or realizing
self-sufficiency; and :

0 The Chamber, in utilizing available funds, did not develop a system to
document whether and how its spending decisions affected project success.
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3. Recommendations

o BCCI/BEIPU should manage its available resources from membership
dues, USAID and other sources to achieve specific organizational and
project objectives, BCCI/BEIPU should development and implement a
“job" cost system that ties expenditures to its specific activities and
projects; and

(] Annual "management by objective" review sessions should be held by
BCCI/BEIPU’s management with participation by the Board of Directors
as appropriate,

E. gsefulncgs of Intgracpong Between BCCI/BEIPU and IESC an_d_ cther Public and Other

rivate Sector Orpanizations

1, BCCI/BEIPU and IESC

a. Discussion

Initially the office of the IESC country director was located with those of
the Chamber’s. At that time relations between both organizations were strained. Upon the
appointment of a new IESC country director, it was anticipated that the Chamber would refer
clients needing technical assistance to IESC. While there is little evidence that this was done at
IESC or BCCI/BEIPU based on formal records, BCCI/BEIPU staff said they had made numerous
referrals of clients to IESC on an informal basis.

IESC undertook six sector surveys for BCCI/BEIPU. BEIPU did not find two of these
to be satisfactory. The ABLE reports prepared by IESC were accepted. However, individual
VEs who carried out sector assessments for BEIPU did not perform as well. Basically,
BCCI/BEIPU concluded that, based on its experiences, IESC’s people may be good in company
specific technical assignments but they were not always appropriate to cairy out more general
sector work. Another reason BCCI/BEIP!J had not referred more clients to IESC was its desire
to use more Belizean and Caribbean expertise. IESC sources only Americans, many of whom
"are not in touch.with the developing - world" according to BCCI/BEIPU staff,

For these reasons BCCI/BEIPU did chill its cooperation with IESC in carrying out the
Export and Investment Promotion Project. For example, it has been difficult for IESC to access
reports from BEIPU. IESC proceeded to search out its clients directly and, in this way,
developed a credible program supportive of the project goal. As the evaluation was occurring,
efforts had begun between BCCI/BEIPU and IESC to work out things on a careful and
appropriate basis because of the high degree of complementarity of both organizations in the
achieving the goal of the project.
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) Gains can be secured by BCCI/BEIPU for its members and clients
by developing a closer working relationship with IESC; and

0 The sharing of information and other forms of cooperation, in
addition to cross-referrals, will increase the impact of the project
and the value of the USAID funds spent on both organizations.

c. Recommendation

] BCCI/BEIPU should actively seek to build a stronger cooperative
relationship with IESC.

I

2. BCCI/BEIPU and IESC interactions with_other public and private sector

organizations
a. Public sector organizations

1 Discussion

A number of activities took place between BCCI/BEIPU and the
public sector including, inter-alia, representation of the GOB at the political and top public officer
level on BEIPU'S board; representation of BCCI/BEIPU on several
GOB boards and task forces; joint undertaking of overseas missions; joint representation of
Belize at investment and trade shows; regular contacts with various ministries.

BCCI monitored legislation presented to the National Assembly and was effective in
securing changes to bills. It helped secure passage of a Free Trade Zone law. BCCI/BEIPU
sent quarterly technical reports on its activities to four key government ministries--Economic
Development, Agriculture, Natural Resources and Trade and Commerce. No reports were sent
to the Ministry of Finance. BCCI/BEIPU was designated in the draft Belize development plan
1990-94 as the private sector entity to complement the Ministry of Economic development in
carrying out responsibilities for private sector development.

BCCI/BEIPU requested the GOB to designate it the one stop investor service in Belize.
This designation was not granted by the GOB.

BCCI/BEIPU did not aiways have good access to technical information from ministries.
Based on interviews with public sector oificials, their perspective on BCCI/BEIPU was that the
organization was effective at overseas promotion but at a high cost. These officials perceived
that BCCI/BEIPU was adequate at investor facilitation. They also saw the organization as trade
rather than development oriented and could find no evidence of adequate impact resulting from
BCCI/BEIPU activities.
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IESC developed good relationships with public officials and offices. It carried out
discussions from time to time with relevant ministries and public sector officials about its
program and how to ensure compatibility with opportunities and policies as perceived by the
GOB.

2)  Conclusions

o The interaction between BCCI/BEIPU and the public was
characterized as open with good access at the political level
and top levels of the public service;

] BCCI gained positive results from its relationship with the
public sector, especially in the legislative area; and

] IESC developed good relationships with public officials and
governmental offices.

3) Recommendation

o BCCI/BEIPU and IESC should continue to foster
cooperative relationships with other private sector
organizations and the public sector with emphasis on
documenting success stories and the impact of the Export
and Investment Promotion Project on exports, employment
and tourism.

a. Private sector organizations

1) Discussion

Two private voluntary organizations (National Development
Foundation and Belize Family Life Association) and three private sector organizations (Cane
Farmers Association, Citrus Growers Association, Northern Fishermen Cooperative) are members
of BCCL. The Consortium for Belize Development based in the USA also joined the Chamber.
BCCI also had somme interaction with other organizations, e.g., Rotary, Drug Abuse Council,
Belize Tourism Industry Association, Belize Institute of Management and Belize Agribusiness
Company. BCCI had not yet attracted major organizations as members in development such as
livestock, bananas, papayas, fishing, tourism, and cacao. Nor did BCCI attract the plethora of
PVO’s in the economic and social development and women affairs as members. Service
organizations such as BIM and BABCO and professional organizations had not become members
either.

- BCCI/BEIPU had firm intentions of approaching these and other organizations as possible
members in the near future. Discussion with BCCI/BEIPU staff showed that they had not yet
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developed a strategy for attracting the above groups and others as members, but the staff was
aware of this and intended to create such a strategy in 1991,

IESC was closely linked with many private sector organizations. Its cooperation with
BIM, womens groups and others was good. Private organizations such as BTIA had good
relations with IESC, and IESC had provided effective assistance to many of its members.

2) Conclusions

0 BCCI/BEIPU can be strengthened by attracting private
organizations to its membership;

0 The numerical strength of such member organizations
would expand substantially BCCI’s coverage and broaden
its scope and credibility; and

0 IESC developed close and effective links with private sector
organizations.

3) Recommendation
0 BCCI/BEIPU should develop and implement, as part of its

membership growth strategy, a plan to attract private
organizations as members.

F. Effectiveness of the Project in Addressing the Needs of Belizean Women

1. Discussion

Many of the types of investments and export development activities BCCI/BEIPU
made contact with would provide employment for women--agricultural processing, garments,
tourism, and handicrafts,. BCCI/BEIPU worked with very few women-owned or managed
businesses directly in seeking to expand exports, investment or jobs.

BCCI/BEIPU did conduct, in cooperation with IESC and the Belize Women’s Association,
five industry workshops for tourism, garments, furniture, mariculture and handicraft. These
meetings helped address the needs of women. Other training efforts sponsored by BCCI/BEIPU
and carried out by BIM also involved women.

IESC'’s technical assistance activity reached a large number of women owned, operated
and managed businesses. As shown in Annex 3, exactly 50 percent of the 64 assignments carried
out under the auspices of IESC during the 1987-1990 period involved women owned, women
owned and operated and women managed businesses. One explanation for IESC’s success in
reaching so many women entrepreneurs and managers is its concentration of work in tourism,
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restaurants and other businesses which are more often begun or managed by women. Another
may be that the IESC/Belize Country Director is a woman, She personally did IESC's recruiting
of clients and may have been able to attract women more easily to IESC's program,

IESC’s technical assistance assignments included a large number of hotels, restaurants,
garment companies, tour operators and agro-processors which tended to have many women
employees. These IESC projects helped these Belizean women employees in two ways, A
limited amount of job creation resulted--jobs most often taken by women, And, IESC’s projects
placed great emphasis on training. This training directly benefitted Belizean women who
constituted the bulk of the employees who received the training.

Finally, IESC helped sponsor more gcheral training programs participated in extensively
by women. : ’

2. Conclusions

0 BCCI/BEIPU activities were of limited effectiveness in meeting the needs
of Belizean women for new employment and entrepreneurial opportunities
although the training activities sponsored in part by BCCI/BEIPU assisted
women as well as men involved or interested in becoming involved in
business or in specific sectors such as garments, handicraft, tourism,
mariculture and furniture;

0 IESC did an outstanding job in reaching women owned, women owned
and operated and women managed businesses. One-half of the 64
assignments carried out by IESC during 1987 through 1990 involved
women in one of these categories; and

0 IESC worked extensively with businesses that provided employment for
women--tourism, restaurants, education, commerce, agriculture, garments
and manufacturing, A limited amount of new employment was created in
these businesses as a result of IESC’s assistance. IESC’s heavy
concentration on work-place training in these and other businesses
benefitted women employees extensively as did its sponsorship of other

~  training opportunities for women.

3. Recommendations

0 BCCI/BEIPU should place additional emphasis, as part of its work under
the Export and Investment Promotion Project, on assisting women owned,
women owned and operated and women managed businesses; and
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IESC should continue its successful effort to reach women entrepreneurs
and employees, including expansion of its co-sponsorship of business
development and training seminars especially focused on women,
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1II. BCCI/BEIPU
A.  Suitability of BCCI/BEIPU Structure, Management, Personnel and Operational Procedures

Achieve Proj urposes and Organizational Self-sufficienc

1. Discussion

Three different BEIPU or BCCI/BEIPU persons managed the project during the
period under review. This resulted in a tendency to "reinvent the wheel". However, various
BCCI/BEIPU internal reports--minutes, evaluations--indicated that conceptually there always was
an awareness of what needed to be done: A targeted approach, preparation of hard data and
bankable profiles and projects, targeted investor search. . .

Historically, BEIPU operated with a manager, two professionals (one in agriculture and
one in industry and tourism) and support staff, The Chamber had a manager and support staff.
There was a dramatic build-up of the organization following the merger of the Chamber and
BEIPU. Total staff in December 1990 numbered 20 of which 10 were professionals. Six (two
professionals) had been employed more than two years; three (two support staff) had been
employed over one year; 11 (six professionals) were employed under six months, USAID funds
paid all the professional staff. Many individuals in the public and private sector appreciated
BCCI/BEIPU’s expansion but were concerned that it was an expensive operation and not
providing the impact that its level of expenditures should generate.

For a long time, there was no clear cut plan to sustain on-going activities after USAID
money was exhausted. The new management of BCCI/BEIPU did recognize the problem of
sustainability and, at the time of the evaluation, was planning approaches to deal with the
problem, especially the operation of new businesses from which profits would be used to support
BCCI/BEIPU activities. The new BCCI/BEIPU initiatives, e.g., consultancy, export trading, and
servicing offshore companies, if launched will require additional people with hands-on experience
in specific business areas.

The output targets of the project, e.g., (20 projects to package, 20 to facilitate) were
reduced in the 1988 project amendment even though original targets, according to the internal
evaluation reports, were achieved and staffing increased. Table 1 compares targets and
performance. The only target not achieved was the "revenue" target’.

BCCI/BEIPU’s strategies, policies and operational procedures were generally only being
finalized at the time of the evaluation. The program approach was to have a diverse range of
multi-faceted activities. There was not an adequate information system in place to enable modern
management practices, e.g., tracking outputs, recording progress on activities, absence of time

*For additional discussion on this point see Annex 11.

29

Previous Page Blank



sheets to allocate staff time to specific activities and projects and electronic database systems for
financial and other records. For example, there was no basis to analyze the cost of various
activities of the organization,

The recent rapid expansion of the organization included high risks and required in-depth
skills to manage such diverse and innovative entities, Numerous international trips appeared to
have been taken without adequate preparation or follow-up, for example. Policy (the national
interest vs. the business interests of BCCI members) and membership (small business/productive
sectors vs. traders) issues will place further strain on managing the organization.

BCCI/BEIPU achieved a fair degree of cohesiveness following the reorganization in
1988/89 when BCCI/BEIPU was fully integrated into the Chamber. The organization had a cadre
of wrained professional staff and some inadequately trained support staff.

The integration of BCCI/BEIPU and BCCI raised the following issues as confirmed by
interviews and telephone conversations with BCCI members and other key informants:

() Services offered by BCCI/BEIPU were national in scopé, available to all and not
confined to Chamber members. Of 1,762 inquiries processed by BEIPU since its
inception, only 21 were Chamber members; 130 were Belizeans;

0 BCCI more than BEIPU benefitted from the merger. Funds expended on BCCI
increased exponentially, whereas, direct funds expended on BEIPU programs
remained stagnant. BCCI emerged in a stronger position with its office building
financed from project funds, its outreach expanded to attract increased membership
and its equipment and trained professional staff enhanced,;

o Based on a review of internal documentation and discussions in and outside the
Chamber, it is evident that missions, visits and activities were undertaken without
adequate preparation and hard data being available; and

) Integrating BEIPU and BCCI created some conflicts--e.g., staff adjustments and
differential benefits in terms of organizational autonomy. This conflict is
gruphically illustrated in the context of the self financing issue. BEIPU activities
which cost the most to provide are unlikely to generate substantial income (the
best prospect being the investment services). Pursuit of innovative income
generating schemes by BCCI to finance BEIPU activities will create competition
between BCCI and its members. Some BEIPU activities for client investors will
also conflict with BCCI members’ interests. '

2. Conclusions

(] Lack of management continuity adversely affected efficient use of the
available resources;
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0 The organizational structure, management, and personnel were more than
adequate to achieve the project purposes. BCCI/BEIPU appeared buoyant,
going at full speed, but it was thought by some outside the organization to
be too expensive an operation and not to be delivering the planned impact;

0 No clear cut, achievable plan to sustain the current level of operations
from internally generated funds existed nor was one in place at the time
of the evaluation. The future required such a strategy tying spending to
achievable results, cutting costs and enhancing revenues. Current
management recognized this need, and had begun to work with approaches
to meet it; and

0 A re-focused and targeted operation, staff with more practical experience,
and retrenchment of overall program scope is likely to be necessary to
achieve the self financing target. How and by whom the BEIPU
component of the present program will be funded will be the determining
factor.

B. Suitability of Implementation Plans and Mechanisms to Meet BCCI/BEIPU
Responsibilities in Business Development, Export Development and Investment Promotion

BCCI/BEIPU operated, for the first time, with sectionalized implementation plans in its
fiscal year 1989-1990. These plans were developed for each Division and used by them to
manage their programs during the year. The plans were not budgeted.

Also, BCCI/BEIPU had a five year operating program in place at the time of the
evaluation. This program, used to guide development of divisional plans, was a sound step
forward in improving management of the new BCCI/BEIPU organization. The operating plan
was budgeted but expenditures were not allocated to the budget categories in the plan. Nor did
it give clear indications of how BCCI/BEIPU was to arrange for dramatic revenue increases after
USAID funds ran out or how BCCI/BEIPU might downsize in the event USAID funds could not
be replaced with other revenue sources.

1, Business development

a.  Discussion

The Business Development Division was new. It had evolved as a business
strategy for 1991. The strategy was designed to "empower” small and medium business in
agriculture, aquaculture, handicraft and furniture "to take charge of their own destiny”. A
company survey was completed from which potential small business clients could be drawn. The
program was to achieve limited progress within the remaining life of the project because the
transformation process for small businesses was a long term one.
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The program was multifaceted, It offered a range of services such as training, technical
assistance, finance (lending) and advocacy to improve the business environment for its
constituents,

Two professional staff were assigned to this program, The program was funded from the
Export and Investment Promotion Project and sought to mobilize other donor funding.

The division was to develop a close working relationship with: The other divisions within
the Chamber; BEST; NDF; BIM; BABCO and the Business Development Committee of the
Chamber.

The program was not designed to rely solely on USAID funding. Links were already
developed with other funding sources such as the CDB and the Commonwealth Secretariat,

A Junior Achievement Program also was in the process of being developed. The program
was inward looking, i.e., geared initially to the local market and to Belizeans.

The impact of the unit was not significant because the program was new.
b. Conclusions

0 The concept of the small business development program was
laudable; some features of the design were attractive. However,
the practicality of the effort and how to reconcile it with
BCCI/BEIPU’s self-sufficiency requirement and emphasis on
impact remain important issues to be resolved;

0 The Chamber’s role was not operational but to coordinate small
business utilization of the services of other organizations; to avoid
duplication, PVOs such as BIM, B.E.S.T. and NDF, could provide
their services directly to small business without a Chamber acting
as middleman; and ‘

o . There was no separate budget or accounting for this division. But,
all indications are that this program will require almost 100 percent
subsidized financing.

C. Recommendation
o BCCI/BEIPU should re-examine its programs aimed at small

business with the view to passing them along to other Belizean
organizations for financing and implementation.
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2, Export developmen
a, iscussi

This program was a high priority from the outset. Yet it received minimal
attention in terms of resources and personnel. Only one professional was assigned to this
division, An expert from Sri Lanka was to be added to the staff for 10 months in 1991, funded
by the Commonwealth Secretariat. Staff with hands-on trade experience were not part of the
program.

An export development implementation plan was yet to be finalized, A draft strategy,
comprehensive in scope but not analysis, covered a broad spectrum of products and activities,
The Commonwealth trade expert was to finalize the plan. The draft strategy envisaged the
division’s involvement in identifying export markets and products; providing training and
technical assistance at all levels from production to market; facilitating all types of finances;
promoting products in many markets; operating a trade and market information system, including
quality control; providing trading and policy advocacy.

There was a proposal to formulate an Export Development Committee. A working
relationship had already started with representatives of relevant Belize government ministries to
identify priority products, Links had already been forged with CARICOM, CBI and other trade
information systems.

Finally, BCCI/BEIPU had targeted trade brokerage and other trade services as an area

where it might be able to start an ancillary business from which profits could support other
BCCI/BEIPU activities.

b. Conclusions

0 To be more effective, the trade activity will require experienced
hand’s-on personnel who understand the export business.
Otherwise, the Chamber will mostly be confined to identifying and
disseminating market and other information;

0 The Chamber has not yet developed critical trade information and
product identification and targeted a few high priority preducts;

o Although there was no financial plan or accountability system for
this division, rough calculations indicate that the costs for the
planned comprehensive program will be high and corresponding
income negligible; and
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0 BCCI/BEIPU participation in actual trading is likely to create
conflicts of interest with some in the private sector, including some
of its own members.

¢.  Recommendations

0 BCCI/BEIPU should consider staffing its Export Development
Division with experienced export product and business personnel;
and -

0 BCCI/BEIPU should vet its idea, of entering directly into trading as
an ancillary business with those already in the business, especially
those who are BCCI members, before beginning such a venture,

3. Investment promotion

a. Discussion

This division gained considerable experience over the last four years. Its
emphasis was on reactive facilitation and documentation services rather than proactive targeted
investor search and support services. Annex 10 illustrates the activities of the division for
projects for which it claimed impact. The documentation system for all division activities was
inadequate and even chaotic. Reliance was placed mostly on institutional memory and perusal
of scattered files to access and organize relevant documentation.

The bulk of the funds expended under the USAID project was allocated to this division.
However, the key mechanisms (investor search, hard business data on prospects, updated country
audit and an appropriace strategy) were just being put into place at the time of the evaluation.
The concept of a one stop center was not realized nor were investments in non- traditional export
activities significant, ‘

There were two professionals assigned to this division. The database was inadequate,
includine data required to assess direct impact. The business plan targeted seven geographical
regions to attract investment for Belize; seven sectors with emphasis on resources based projects;
promotional strategies and measures; staff training; upgrading of data base; and support services
for local businesses.

The budget or actual expenditures of the division were not available. The revenues earned |

by the division over the last three years had decreased and were well below target. The division
made only a modest and inadequate contribution toward covering its costs. There were
reservations by staff on the charging of fees for services on the basis that Belize has to operate
in a competitive environment vis-a-vis its neighbors. However, during the evaluation period, the
staff turned away one potential investor indicating that they were unavailable for another two
months because of their heavy work load.
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The main mechanisms used to complement the division included the use of Belizean
Embassies/Consulates; chapters of Belizean Consortium for Development based in the USA; close
collaboration with the relevant ministries of the GOB; investment promotion missions.

b. nclusion '

o This Investment Promotion Division had the most experience and
a track record which could be evaluated. Its performance was
strong in general promotion and facilitation and adequate in
documentation. It was inadequate in the impact components of the
program. The claim of impacting positively on the design of many
projects could not be substantiated;

o . Thedivision’s draft strategy is ambitious, lacks sufficient focus and
is not prioritized and budgeted; generation of revenue is not
emphasized in the draft strategy although thcre is more scope in
this division than any other to generate income; and

0 The concept of a one stop Center is not likely to be realized; hence
the need to decide on the role of the Center in relation to its
staffing and funding capabilities and similar services provided by
other organizations. There is no need for further staffing.

c. Recommendation
o BCCI/BEIPU should narrow its draft investment promotion strategy

substantially, create priority objectives for the strategy and budget
activities to be undertaken to achieve the objectives.

C. Adeguacy of Existing BCCI/BEIPU Tools to Achieve Project Purposes

1. Data base system

a, Trade information database

1) Discussion

The trade information database is a computer database called
CARTIS, the Caribbean Trade Information System. CARTIS is a regional computerized
information network with a regional coordinating center. It links the trade information centers
of 13 countries of the Caribbean Community with each other and international trade centers.
BCCI/BEIPU received diskettes from CARTIS containing the substantive information and
program for installation on its own computer. The substantive information was supposed to be
replaced every three months. However, replacements were much less frequent.
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The informution available from CARTIS included manufacturers and producers; buyers,
sellers and producers of products; trade opportunities; market data; trade statistics; trade news;
information on support services; and publications available.

The information available on the system tends to be well out of date. Trade information,
for example, was covered only for the years 1983 through 1987. Other categories of information
were less dated, but were not current. BCCI management indicated that they were well aware
of the urgent need to make CARTIS information current, including information to be contributed
by BCCI/BEIPU to the system. A staff member had been asked to devote full time to this effort.
Also, the database was supposed to go "on-line" some time ago but CARTIS was only being
made fully operational at about the time of the evaluation,

The CARTIS system was little used by BCCI/BEIPU staff, members of BCCI or BEIPU
clients, Searches on the system were carried out by a computer specialist rather than professional
staff in most cases. Without detailed hands on experience with the database and information
produced, the CARTIS was of less value to BCCI/BEIPU and its members and clients. Most of
the BCCI members interviewed by the evaluation team were not aware of the system. However,
CARTIS was used successfully by BCCI/BEIPU staff to identify a market for Belize peanut
exports.

2) Conclusions

] The CARTIS was not an effective tool to assist in meeting
BCCI/BEIPU objectives because was not current and was
little used; however, it reportedly was being improved and
could provide important information if "on-line" and used
as an analytical tool by BCCI/BEIPU members, clients and
staff; and

o CARTIS was used mostly by one computer person in

BCCI/BEIPU; senior and other professional staff did not
utilize the system directly in most cases.

b. Inventory of companies and their products
1) Discussion

BCCI/BEIPU published the Exporters & Manufacturers Directory
of Belize in 1989. The document provided information on BCCI/BEIPU and the following:

o Embassies and consulates of Belize;

0 Organizations linked with foreign trade;
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0 Commercial and development banking services;
0 Custom brokerage services;

0 Transportation and cargo services;
0 Product lists with SITC codes;

0 Exporters and manufacturers in Belize.
The publication is attractive and well prepared and written. It contains basic information

of value to many involved in trade and manufacture and is used by them. The directory is an
important addition to the business literature in Belize and directly contributes to the achievement

of the Export and Investment Project’s objectives. ' .
2) Conclusions

(4] The Exporters & Manufacturers Directo g of Belize was

attractive and well prepared; and

) The publication contained valuable for many BCCI/BEIPU
members and other users;

C. Documentation Center/Library Service
1) Discussion

The Documentation Center/Library of BCCI/BEIPU contained a
variety of business, economic, trade and related publications. Although small, the Center’s
collection was impressive. The collection of resources included numerous trade related
directories, company directories, and telephone books to enable Belizean businesses to identify
contacts in the Caribbean and other countries for trade and investment activity.

Completed studies on topics of concern to BCCI/BEIPU members and clients were
contained in the Center. World Bank documents, Caribbean Development Bank documents and
other information from international financial institutions were included in the collection.
Periodicals on trade, economics, produce and numerous other topics were collected and
catalogued by the Center.

Cataloging of the collection was partially completed with on-going efforts to complete it.
It was expected that complete organization of the Center’s collection would occur in the first
quarter of 1991. The materials in the Center were partially entered in the CARTIS bibliography
module. ,
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Use of the Center by staff, BCCI/BEIPU members and clients and others was sparse,
However, there were times when the information in the Center was very helpful in accomplishing
the objectives of staff and clients.

2)  Conclusjons

0 The Documentation Center/Library was a helpful tool in
helping achieve the purpose of the project; and

0 The organization of the Center and its usefulness to
BCCI/BEIPU staff, members and clients was progressively
being improved during the project.

d. Trade co onden

1) Discussion

Trade correspondent selationships were anticipated with the
Embassies and Consulates of Belize abroad. The correspondents are to help facilitate investor
interest, serve as contacts for those marketing a product to Belize or as an export from Belize,
and to supply trade information to Belizeans and others. Letters were written asking for
assistance in working with BCCI/BEIPU in fostering Belizean trade and investment in Belize.
At the time of the evaluation some Embussies and Consulates had responded favorably; some had
not responded. There was no record that any activities had been carried out by the
correspondents. Individuals or organizations other than Embassy and Consuiate staff are expected
to serve as trade correspondents also. None had been recruited at the time of the evaluation.

A communications and follow-up system to make the best use of correspondents had not
been developed. An information system to track correspondent relationships and substantive
issues they might become involved in was not yet prepared, although some of the information
involved in individual cases would be included in the investor tracking information system

2) Conclusions
(] The concept of trade correspondents as promulgated by
BCCI/BEIPU has potential and may contribute to
accomplishment of the project’s goal; and
0 A communication and follow-up system designed to make

the best use of trade correspondents had not been
developed.
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e.  Advisory panels
1) Discussion

BCCI/BEIPU had established advisory panels in tourism, industry,
and agriculiure/agro-industry. The terms of reference, members and activities of the panels was
not available for consideration by the evaluation team.

The advisory panels were new., No mcetings had taken place nor had the panels
contributed to BCCI/BEIPU activities at the time the evaluation took place. However, given the
need for BCCI/BEIPU to focus its activities, these advisory panels could play a valuable role in
guiding the organization.

"

2) Conclusions

o BCCI/BEIPU did not completed its development and use of
the advisory committee concept by the time of the
evaluation; and -

0 The advisory committees established could be valuable in
guiding BCCI/BEIPU’s future development.

f. Investment tracking system

1) Discussion

The investment tracking system was inherited from a predecessor
project. The system was programed by the company implementing the earlier project in 1986
or 1987. BCCI/BEIPU management had identified the system as a trouble spot and, at the time
of the evaluation, had included plans to improve it in a larger effort to strengthen BCCI/BEIPU’s
entire management information system.

The tracking system organized information by "flags" or codes. There were six basic
category flags--organization type, current status, visits, jobs and investment, how identified, and
hot/success. Identification categories were organization code (limited to six letters or numbers),
contact names, products/services, and SIC code. Within each category there were several sub-
categories. For example, within the category organization type there were sub-categories for
trade association, bank, US company, Canadian company, Belizean company, law firm, etc. The
system included space for “notes" within each contact record.

Professional staff members were responsible for completing paper forms with all the
categories and sub-categories on them for input into the tracking system. For each contact, the
staff person making the contact filled out the contact sheet form. After initial contact sheet
information was completed and inputs, the professional staff member had oniy to input the



“notes” portion of the form, describing the content of the contact or activity undertaken with the
investor or exporter.

Once the information was handwritten on the contact sheet forms, it was provided to a
computer operator to input it into the tracking system.

The tracking system worked in a physical sense; it could identify contacts and the notes
input for each if the correct flags were used. If the correct search flags were not used, however,
the system would produce nothing. For example, when asked to search for all contacts involving
fisheries during the last year, the tracking system indicated that there had been no such contacts.
In fact, there had been repeated contacts involving fisheries companies, buyers, and others during
the time period in question. ‘

There have been serious problems with the tracking system since BEIPU began
operations. These, stated briefly, are:

.0 Staff members did not always write down the information for input into the
computer;
0 Information in individual records in the tracking system were incomplete; after

locating a record the data needed (e.g., phone numbers, address, company
products) would often be missing;

0 The tracking system was not adequate to include or provide the information
needed by BCCI/BEIPU; an outside consultant recommended changes which were
still being implemented at the time of the evaluation;

0 The tracking system was located on one computer and not backed up; over 30
percent of the information in the system has been lost through four computer
“crashes"; at the time of the evaluation the system was still not backed up;

0 The tracking system performed extremely slowly because of its internal structure;
it also was not run on a fast computer. Wait times of many minutes were not
uncommon to find one "hit";

) The tracking system searched seriatim; the operator had to wait for one record to
be located, check it, then begin the search again and wait for a second record to
be located; and

o The tracking system was not used very much by BCCI/BEIPU staff because it was
cumbersome and the staff would rather use their institutional memory than face

its difficulties. It became an input system to maintain rather than a systesm that
could provide easily accessible output information.
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Although these difficulties with the existing tracking system are legion, the overall
problem of accessing the information in the system is not difficult to solve. Many new products
are on the market that make the existing software used in the tracking system obsolete. Use of
one of these products or a combination of them would quickly and inexpensively upgrade the
performance of the tracking system and increase its usefulness to all BCCI/BEIPU staff and
members dramatically.

2) Conclusions
0 The investor tracking system was a valuable resource for

BCCI/BEIPU; it contained information of value to staff,
members and clients;
AJ P.
] The information in the tracking system was incomplete
because of lost files caused by computer problems and staff
not completing information forms;

) The tracking system performed poorly in identifying

information within it and providing it in a timely manner;
and
0 The tracking system was not widely used because of its

cumbersome operation, lack of accuracy and slow
performance speed.

Recommendation

) BCCI/BEIPU should upgrade its investor tracking system
by abandoning its current software and replacing it with
more up to date system. '

g. Promotional materials
1) Discussion

BCCI/BEIPU developed numerous promoticnal materials. Chief
among these was a video tape of promoting investment in BEIPU’s three major areas of activity--
agriculture, industry and tourism. The tape was updated in November 1990.

Other promotional materials developed included a brochure, "Investing in Belize," a
brochure describing the activities of BEIPU, a brochure about the purposes of BCCI and how to
join, and the BCCI newsletter, "Chamber Update" (discussed in a separate section below). A
new informational brochure on BCCI/BEIPU was prepared, but not printed, at the time the
evaluation was being carried out.

4]



2)  Conclusions

0 BCCI/BEIPU's promotional materials were well prepared;
their quality had improved over the life of the project; and

(] The promotional materials were an essential ingredient in
BCCI/BEIPU's facilitation and public relations activities;
they served as a lead-in for other more impact related work
and services.

h. Filing system .
1) Discussion
The BCCI/BEIPU filing system consisted of several subsystems as
follows:
0 Administrative;
0 | Financial;

0 Membership;

o Substantive by category--e.g., peanuts, trade;

o Companies assisted--concession applications and company
formations;

] Investor contacts--hard copies of computer printouts.

Of these systems, the following portions are maintained in electronic form: Membership
records and mailing list of members (in Lotus 123), Documentation Center holdings (partially
entered in the CARTIS library sub-system), financial records (financial statements, reports to
USAID/Belize, social security reports and income tax reports--all in Lotus 123), and the investor
tracking system discussed above.

Within each of the non-electronic systems and outside them were numerous sub-systems
and "cuff records”. Individual staff members retained files for their personal use rather than
place them in the central filing system. There was little cross-filing.

No specific core concept governed the filing system. In particular, when information
about BCCI/BEIPU activities involving a particular company was desired, obtaining it usually
depended on the institutional memory of a professional staff member who knew where all the
pieces of information regarding a particular BCCI/BEIPU client could be located. Staff without

v
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such institutional memory were unable to locate large amounts of information within
BCCI/BEIPU. No "number” or other easily computerized tracking device was used to tie file
materials to an activity area, a client, a member, etc,

Management of BCCI/BEIPU had recognized its internal filing system as a problem area
and, at the time of the evaluation, had taken steps to improve it. An outside expert was brought
in to assess the system, The expert identified problems with personnel training and recommended
actions to solve them. BCCI/BEIPU was taking action to train iis, personnel with filing
responsibilities.

2) Conclusions

0 BCCI/BEIPU’s filing system continued to need
improvement at the time of the evaluation, but efforts were
being made to address the problem; and

0 Improved and additional electronic filing systems would be
appropriate and were included by BCCI/BEIPU
management in its planned improvement of the management
information system.

2. Investor search services
a. Disclission

BCCI/BEIPU carried out some investor searches for their own internal use.
Upon determining appropriate areas for outside investment, BCCI/BEIPU selected companies that
might be interested in investing in such areas in Belize. When a trade mission approached,
BCCI/BEIPU staff began to focus on companies that might visit the show or which were located
in the geographical areas where the show would occur. Potential companies were selected from
company lists (e.g., the official show directory of the Bobbin Show). Letters were written to the
companies stating the advantages of investing in Belize and asking to speak further with them
if they were interested. When companies responded to the letters with interest, BCCI/BEIPU
staff would arrange to visit with them when attending a trade show.

The major weakness of this approach was that it elicited too little information about the
companies being approached. Due diligence was not possible with respect to the companies
contacted because of the lack of data about their activities, their intentions, etc.

Some of the companies identified by BCCI/BEIPU did visit Belize and consider its
opportunities for investment in specific business sub-sectors. The BCCI/BEIPU staff planned to
concentrate more effort on this approach in the future to pinpoint companies capable of investing
successfully. '
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b, Conclusions

o BCCI/BEIPU made a potentially productive start in initiating
investor searches and exploration since the amendment to the
project; and :

0 A more systematic and intensive approach will be necessary to
ensure the start made produces the impact sought by the Export
and Investment Promotion Project.

c. Recommendation

0 BCCI/BEIPU should develop a more robust investor search system
to pre-select investors for targeted approaches by its staff.

3 Investment and trade missions
a, Discussion

During the period August 1986-July 1987, BEIPU participated the
Caribbean/Latin American Conference, The FFVA, the Mini-Exhibition in St. Lucia. BEIPU also
participated in a Belize Embassy sponsored investor presentation in Washington, DC. The Unit
coordinated the visit of an inbound investment mission from Norway, one from the Sino-Belize
Association, and another from the UK. BEIPU coordinated an inbound trade mission from
Guyana. It assisted numerous groups from Mexico and Guatemala during the period.

During the August 1987 to July 1989 period BEIPU attended the Bobbin Show, the
UFFVA, Encuentro, PMA, went on a papaya marketing mission and attended the Miami
Conference. It attended most of these conferences in both years. There was one inbound
investment mission during this period conducted in conjunction with Sound Money Investors,

During August 1989 to July 1990, BEIPU attended the Bobbin Show, PMA, the Miami
Conference, UFFVA and Jamaica Expo 90. It carried out an investment mission for garment
manufacturers in California and a trade mission to Merida, Yucatan. BCCI/BEIPU hosted
incoming trade missions from Jamaica and Taiwan and co-hosted an incoming trade mission from
New Orleans.

The contacts made during these trips were documented in "trip reports.” While the project
paper said BCCI/BEIPU should document the impact of attendance at each trade show before
attending the next, this action was never taken by BCCI/BEIPU. Internal records of
BCCI/BEIPU did not document the results of these trips. Nor could staff, through their own
experience, verify the importance of the contacts made or the contribution of the representations
made to the achievement of the goal of the project. Such verification was important for
BCCI/BEIPU to undertake because of the large amount of international travel undertaken by its
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staff, BCCI/BEIPU management liad recognized the necessity of being more careful in taking
promotional trips at the time of the evaluation. An evaluation of the benefits of attending
expositions and mounting trade/investment missions abroad was planned. During the last year
of the project, management indicated that the amount of travel undertaken for such purposes had
been reduced.

Despite the lack of documented impact from attendance at trade, investment and regional
development shows, virtually all BCCI/BEIPU staff and board members, USAID/Belize staff and
public and private sector individuals interviewed by the evaluation team believed the "shows"
were important, Belizean participation in these shows illustrated its active interest, its potential,
and made Belize a target of opportunity for buyers, investors and others. Without a presence and
quality representation at such events, Belize's potential was lost from the view of many who
could help the project achieve its goal--increased exports, investment, tourism and jobs.
Numerous examplcs of investors, buyers and others who came to Belize as a result of show
contacts could be given by BCCI/BEIPU staff and others from memory.

b. Conclusions

0 BCCI/BEIPU attended many trade shows and other promotional
events during the project, sometimes in force; the impact of these
event on project achievement was not documentcd by internal
records or staff recall;

o All those who planned BCCI/BEIPU attendance at and participated
in such events believed they were important in heightening the
image of Belize, establishing contacts between Belizeans and
investors and buyers abroad and in creating learning experiences
for BCCI/BEIPU staff and members of the private sector.

C. Recommendation

0 BCCI/BEIPU should undertake an evaluation of its international
travel as anticipated in the original project document. Based on
this evaluation, those expositions and trade and investment missions
found to be most fruitful should be targeted for well planned
efforts by BCCI/BEIPU staff.

4. Technical assistance
a. Discussion

BCCI/BEIPU provided little technical assistance directly or indirectly under
the project. It did assist clients by searching tec....ical assistance for them from other sources--
IESC, CDB, CFTC and others. During the August 1986-July 1987 period IESC was contracted
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to undertake sectoral studies on garment manufacture, agro-processing, handicrafts and cut
flowers. Other technical assistance was offered under BCCI/BEIPU auspices in the August 1989
to July 1990 period in the area of root crops, handicrafts and the furniture industry. During the
1986 through 1990 period, BCCI/BEIPU did informally refer numerous clients to IESC for
further technical assistance services.

BCCI/BEIPU itself provided limited technical assistance in the form of specific fisheries
expertise to two clients. They were not charged for BCCI/BEIPU's efforts on their behalf,

b. Conclusion

o Provision or sponsorship of technical assistance by BCCI/BEIPU
was not a significant factor in its activities and did not contribute
substantially to achievement of the project goal.

5. Business profiles and feasibility studies

a. Discussion

BCC)/BEIPU prepared a limited number of business profiles and feasibility
studies through 1990. One investment opportunity profile--citrus--was prepared between August
1987 and July 1989. Another investment profile for bananas was drafted during the August
1989-July 1990 period. A profile on shrimp was also begun during the latter period.

Six prefeasibility studies of specific business opportunities were completed (see Annex
10). The studies were frequently referred to as feasibility studies. The sector studies in root
crops, handicrafts, furniture, ginger and cut flowers were sometimes referred to by BCCI/BEIPU
staff as feasibility or prefeasibility studies.

Business profiles and feasibility studies were one of the products and information sources
lacking in BCCI/BEIPU’s services to exporters, investors, and others. BCCI/BEIPU’s own

knowledge buse was weakened because of the lack of solid feasibility studies and business
profiles.

" ' .
b. Conclusion

0 The business profile and feasibility study tool was not used fully
in helping achieve the goal of the project.
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The BCCI produced its BCCI Newsletter, a quarterly publication, for many
years, The earliest copy available in the Documentation Center was January 1984, During 1988

a joint BEIPU/IESC quarterly newsletter--Belize Business--was published.

When BCCI and BEIPU were joined it was decided they would publish a joint monthly
newsletter. The first issue of the new monthly, which absorbed and expanded the work of the
BCCI Newsletter, was published in July 1989. Its name was Chamber Update. The format,
paper and printing of the Chamber Update were dramatically upgraded. Subsequently, additional
cosmetic changes were made that improved the appearance of the newsletter further.

The Chamber Update was a 12 page newsletter format publication; its masthead
prominently displayed the BCCI logo and its pages contained pictures, graphics and artful inserts.
The content of the newsletter included original substantive articles on key issues of interest to
members, interviews with businessmen and government officials, editorials, news of the Chamber
and news about prominent business visitors tu Belize, international and local news briefs and
inserts on contacts with businesses seeking markets, investment and product. Each issue filled
a niche in the economic and business news in Belize.

Most importantly, the publication was attractive, well prepared and written and
prominently tied to the Belize Chamber of Commerce and Industry. It was a good mix of
"image" building and substantive, useful information for Chamber members and potential
members, for politiciuns and for visitors interested in economic and business matters in Belize.

b. Conclusions
0 The Chamber Update was well prepared, attractively packaged and

timely; as such it was an important tool in achieving the purpose
and some elements of the goal of the project; and

0 BCCI’s newsletter can be an important element in the strategy for
building BCCI's future capacity and in making BEIPU's efforts to
achievé the goal of the project more efficient.
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GOB officials believed that BCCI/BEIPU did contribute to development
of business, exports and investment through its fucilitation of investment and export development
and its creation of a high profile for the private sector in Belize. The increased dynamism of
BCCI was a significant factor in business development. "A strong Chamber is good for Belize,"
one official said. However, GOB officials were unanimous in their view that BCCI/BEIPU did
not have any direct impact on exports, investment, tourism and job creation.

The GOB officials interviewed did not believe BCCI/BEIPU was capable of bringing
about the desired direct impact of greater exports, investment, job creation and tourism. They
cited its lack of staff experience in business, a lack of aggressiveness commensurate with
programs of Belize's neighbors, inadequate concentration on market identification, and other
reasons for this conclusion, Some had heard from investors that BCCI/BEIPU’s staff was not
skilled enough to help them. Others had experienced BCCI/BEIPU as an organization that could
not provide key information needed by investors or themselves.

b. Conclusions

0 BCCI/BEIPU did, according to most GOB officials interviewed,
contribute indirectly to business, export, investment, tourism and
job development through its facilitation activities and its high
profile as a dynamic private sector organization;

0 GOB officials were unanimous--BCCI/BEIPU had no discernable
direct impact in enhancing exports, investment and job creation;
and

0 BCCI/BEIPU was perceived as not being capalie of bringing about
the desired direct impact of greater exports, investment, job
creation and tourism.

2, Perceptions of BCCI/BEIPU strengths and weaknesses

a. Discussion

1 Strengths

4] GOB officials were unanimous--BCCI had become more
dynamic and visible. Its appearance as an important private
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2) Weaknesses

0

sector institution among public and private scctor officials
was strong and getting stronger;

BCCI/BEIPU was perceived as:

Being strong in facilitation and public relations;

Cooperating with GOB on important issues of
mutual interest like the export processing free zone
and fashioning the new five year plan;

Operating effectively within GOB policy with
respect to exports, investment, and job creation;

Being effective in dealing with the government on
issues of interest to its members; and

Bzing quite capable in developing. development
concession and company formation applications by
some, but not by others.

BCCI/BEIPU was perceived as not being aggressive enough
to bring about the impact desired or to foster effective
competition against neighbor states;

BCCI/BEIPU also was perceived as:

-

Providing help to those that need it the least;

Spending too much money without accountability
for the results achieved;

Traveling excessively and without results to justify
such travel;

Not being the appropriate entity to carry out export
promotion, a function which more properly belonged
to the Ministry of Trade and Industry;

Not being properly structured to carry out the tasks
given it; and
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- Not being capable of providing necessary market
information for Belizean export products,

b.  Conclusions

) The GOB viewed BCCI/BEIPU as having become a dynamic
organization capable of facilitating policy dialogue, representing its
members interests with the GOB and effectively representing
Belize's private sector at home and abroad;

) The GOB viewed BCCI/BEIPU as operating effectively within
GOB policy with respect to exports, investment, and job creation
and as being strong in facilitation and public relations.

0 BCCI/BEIPU was perceived as not being aggressive enough to
bring about the impact desired or to foster effective competition
against neighbor states; and

() BCCI/BEIPU also was perceived as providing help to those that
need it the least and not being capable of providing necessary
market information for Belizean expoit products.

3. Consistency ot’ BCCI/BEIPU strategy with Government of Belize policies
a. Discussion - | |

BCCI/BEIPU’s strategy and activities were perceived by GOB officials as
being fairly consistent with government policies. The GOB, for example, maintajns that the basis
for economic growth is a creative partnership between the public and private sectoss. 1lie new,
more dynamic role of BCCI/BEIPU strengthens the participation possible by the private sector
and puts more life into the partnership. The focus of BEIPU activitiey on increased exports,
investment, jobs and tourism is clearly consistent with GOB policy.

Another tenant of GOB policy is that the productive base of,"Bclize‘s economy must be
broadened. This broadening will result from crop diversification, industrial growth and tourism
development. Belize’s natural resource base must be wisely used while providing the basis for
sustainable economic development. BCCI/BEIPU is not yet, according to many GOB officials,
in the mainstream of this development strategy. Its membership is concentrated too much in
distributive trade, and the issues it raises with government tend to be issues involving commerce.
More attention to agriculture, manufacturing and other productive sectors of the nation’s economy
is necessary by BCCI/BEIPU to support fully this central strategy element.

The GOB’s economic strategy is designed to reach both rural and urban areas.
BCCI/BEIPU membership and activities concentrate largely on urban areas. The Chamber is
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perceived by GOB officials as reaching out to rural areas, but the extent of BCCI/BEIPU's
success is unknown. For BCCI/BEIPU to be fully consonant with GOB policy, more attention
to rural businesses and issues would be appropriate,

Finally, BCCI/BEIPU's impact on women and youth are not known by GOB officials but
are perceived to be very limited, Special Chamber concentration on these two groups, especially
in rural areas, would place it fully in league with an important tenant of GOB policy.

BCCI/BEIPU did make a solid effort to become a major private sectur organization in
Belize. It sought, according to most GOB officials, to become a national chamber of more than
commercial and urban interests. The Chamber did become more dynamic and able to serve more
members in different ways. GOB officials thought that continuation of these efforts could expand
the Chamber's service to manufacturers, agriculturalists and others in the productive sectors. The
Chamber might expand more into the countryside in the future. And, additional success in
building membership and a financial base may allow BCCI/BEIPU to serve women, youth and
other disadvantaged groups more fully.

Some GOB officials did not want BCCI/BEIPU too deeply involved in GOB economic
and business affairs. They were concerned this involvement could introduce USAID/Belize's
interests rather thun BCCI/BEIPU’s.

b. Conclusions

o BCCI/BEIPU strategy was seen by GOB officials as being
generally consistent with GOB policies;

0 However, BCCI/BEIPU was perceived as an organization
concerned with commercial and trade issues. No significant issues
had been raised with the GOB by BCCI/BEIPU that involved the
productive sectors--agriculture, tourism, manufacturing--which are
the key productive sectors in the GOB’s economic policy; '

o BCCI/BEIPU was believed to be mainly an urban institution; its
continued expansion into rural areas will enable it to serve its
members in those areas which are also an important part of the
GOB'’s balanced economic growth policy;

0 The GOB seeks to meet the economic needs of women and youth,
but BCCI/BEIPU does not appear to take an active role in serving
these groups;

0 BCCI/BEIPU was perceived as having made a credible effort to
meet the terms of reference of the project as a Chamber of
Commerce; and
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(] GOB officiuls consistently raised their concern that BCCI/BEIPU
could be operating in the interest of USAID/Belize.

BCCI/BEIPU'’s public relations/communications program involved preparation of
a newsletter (once a month), brochures, a video tape presentation about business in Belize, news
releases, participation in radio talk shows, visits to GOB officials, and preparation and
distribution of publications containing information useful to members. Another aspect of the
program was participation in wade fairc and development seminars and meeiings on behalf of
BCCI/BEIPU and Belize.

The quality of the public relations/communications program was high. Printed materials
were attractive and well presented. Information provided was, for the most part, relevant and
timely.

The newsletter, in particular, filled a country-wide niche for local business news. Many
BCCI/BEIPU members interviewed said they read and appreciated the newsletter for its
substantive content. Some who had recently joined BCCI/BEIPU said the newsletter was very
instrumental in convincing them that the Chamber was an active organization serving members
interests.

The public relations/communications program led Chamber participation in community
service events and activities--e.g., an anti-litter campaign, reduction in drug abuse, development
of a downtown parking lot. These high profile activities gave the Chamber good exposure to
many Belizeans, extending the good will of BCCI/BEIPU well beyond the business community.

The BCCI/BEIPU public iclations/communications program emphasized BCCI activities
and services. he Director of Public Relations/Communications perceived his role as selling the
Chamber, not BEIPU. Skilled at policy issues and working directly with the government, the
Director's natural predilection was to emphasize policy dialogue with government and issues of
direct importance' to BCCI members rather than BEIPU activities that served mostly non-
members.

The BCCI/BEIPU public relaticns/communications program had one negative impact on
the Chamber. Some articles written in the newsletter dealt with specific business issues of
members. Some of the members written about were unappreciative of the treatment given them
and the issues involved. Chamber management decided to institute controls over the program
to ensure the accuracy of each article and that its newsletter would serve the interests of all
Chamber members.
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0 The public relations/communications program helped change the perception
of BCCI held by many in the public and private sectors; BCCI/BEIPU
became known as a dynamic, growing organization doing important things
for its members;

) BCCI/BEIPU's public relations/communications program was instrumental
in attracting new members to the organization; and

) BCCI/BEIPU’s public relations/communication program focused on
creating a high profile for BCCI, not BEIPU.

nv
F. Effectiveness of BCCI/BEIPU'S Representation of the Belizean Private Business Sector

1. Discussion

BCCI/BEIPU membership fluctuated from 126 members in 1985 to a low of 92
in 1988 and a high of 262 as of December, 1990. Its geographical spread improved steadi'y with
members in all districts,

Traditionally the Chamber was viewed as a social club representing the elite private
sector, with a bias toward merchandising. It was thought by some to be anti-competitive in its
thinking, not an agent of change in the development of the nation. That image began to change
as the Chamber initiated a series of measures to position the organization as the leading private
sector entity in Belize tackling national issues. It has gained credibility and support of the
private sector as a result of: Its involvement with the development activities of BEIPU, and
previously BIM; its initiative in promoting the Free Trade Zone legislation; its out-reach program
to facilitate small businesses; its advocacy in public affairs issues such as drugs and crime; and
its legislative agenda, e.g., ILO draft labor laws.

The Chamber’s survey of small business clearly showed that the Chamber message had
not reached this target group. And, the high cost of membership continues to be a deterrent to
small businesses. The evaluation teams contacts indicated that the private sector in general is
not too familiar with the activities of BEIPU.

The potential membership of the Chamber is conservatively estimated at 2,750 based on
the number of recorded trade licenses in 1990. The Chamber’s target is to recruit 1,000 members
by 1992, or 36.3 percent of those with trade licenses. Membership drives were spotty. There
was no organized, focused strategy and implementation plan to target different market segments
of potential members. There are important segments of the economy, such as bananas, livestock
and non-traditional productive enterprises and PVQ’s, which were not adequately represented in
BCCI.
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The BCCI staff took the lead on issues for advocacy by the Chamber. But, the staff did
not develop a feed-back mechanism to determine the wishes of the membership. A large
majority of the members contacted by the evaluation team favored such activities, However,
there will be an increasing need for feed-back interactions between members and staff so the
Chamber will be able to deal effectively with the conflicts which havc emerged among the
varying interests of its broadened membership.

2, Conclusions
o The BCCI was steadily improving. It was clearly the most dynamic private

sector organization in Belize representing the business sector. It
continued to work at addressing the conflicts among the varying interests
and perspectives of its members which could undermine its success; and

0 Work remained to be done to expand and broaden its membership base.
Focus on providing broader membership with services and information
relevant and of importance to them was not yet a high priority. Retention
of new members was understood to be necessary but specific programs
still had to be developed.

G. Performunce of BCCI/BEIPU in Meeting the Needs of Local and Foreign Investors

1. Discussion

There was confusion as to what BCCI/BEIPU could offer effectively on the part
of many. The perception and sales pitch was that BCCI/BEIPU was a one stop investment
center, but it was precluded from achieving this status. Many still held it accountable for being
a "one stop shop." When it did not perform to this standard some reached the general conclusion
that BCCI/BEIPU did not impact adequately in relation to its available resources and mandate.

BCCI/BEIPU dabbled in varying degrees with the entire spectrum of activities involved
with a successful mvestmem promotion program. It tried to be "all things to all people”. These
included: o

0 Research--no evidence of serious involvement;

) Identification of new opportunities--reactive, not proactive. No evidence of
initiation;

0 Project prefeasibility--Annex 10 lists involvement in six studies during the July
1987-1990 period, of which two were sustained. = Renewed sub-sector
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prefeasibility attempts were initiated in 1989/90 in fumiture, root crops, cut
flowers, garments and handicraft as sector studies;

Project design--Annex 10 lists many projcct design efforts. But, they are not
verifiable from internal documents or staff interviews, The design efforts appear
to have consisted mostly of conversations rather than formal project designs;

Investor/market search--Of 1,762 contacts between 1985 and 1990, BCCI/BEIPU
claimed success for 87 projects (64 between 1987 and July 4, 1990) where the
investor felt that BCCI/BEIPU could assist especially .in acquiring a concession.
There was no evidence of initiation of these successes by BCCI/BEIPU. Mostly
BCCI/BEIPU'’s involvement was re-active. Review of internal data available and
the preliminary telephone survey by the evaluation team indicited that of 64
successes claimed during the 1987-90 period, 13 were for expansion. Only 27
survived, about a 50 percent success rate. This was also confirmed by information
obtained from the Ministry of Economic Development;

Promotion--BCCI/BEIPU was active in general promotion missions (exports and
investiments) during the 1985 to 1990 period. It also prepared general promotional
materials. BCCI/BEIPU’s skills in these areas were viewed as generally positive.
However, many public and private sector individuals expressed reservations
regarding the high cost of such overseas promotional exercises;

Marketing--Trading by BCCI/BEIPU occurred in five products in 1986 (garments,
beef, yams, annato, papayas, pepper). Not until 1990 was BCCI/BEIPU involved
again in trading, this time in two products. However, these markets were not
retained. Data secured from the government statistical office in Belmopan showed
that exports of non-traditional products totaled Bz$4.5 million in 1986 and Bz$6.1
million in 1989. As a percentage of total exports, this group moved slightly
during this period--from 3 percent in 1986 to 3.3 percent in 1989. This suggests
that the Export and Investment Promotion Project had a marginal impact on
increasing non-traditional exports;

Facilitation (Public sector and business contacts, meetings, etc.)--The feedback
gathered by the evaluation team was that BCCI/BEIPU does a credible job in this
area;

Data dissemination (economic, social, technical, market, etc.)--In this area
BCCI/BEIPU lacked hard and relevant data. It referred many investors to public
sector officials for some of this data rather than only to discuss policy issues.
Review of BCCI/BEIPU’s databases confirmed this conclusion;

Documentation services (Concessions, company formations, etc.)--These services
were provided by BCCI/BEIPU and many in the private sector. BCCI/BEIPU
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assisted with at least 22 company documents. It developed 29 concession
applications during the period 1987-90. Only 17 of the 29 concessions were
approved (59 percent). Investors believed this level should be higher because
BCCIJ/BEIPU "has the inside track”. The approved BCCI/BEIPU concessions
were 11.8 percent of the total number of concessions approved during 1986-90;

Technical agsistance (including training)--Sorne 14 cases of "technical assistance”
were recorded in Annex 10, e.g., exposure to technology, training, participation
in trade fairs by specific company's representatives. The results and feedback have
been generally positive; and

Impact analysis--The annual evaluation reports are unreliable as a basis for
assessing BCCI/BEIPU impact. The BCCIBEIPU claim to have been
significantly responsible for 87 (1986-90) and 64 (1987-90) projects is
questionable. No reliable system was in place to properly assess impact. Based
on the review by the evaluation team, BCCI/BEIPU’s interventions were as
modest as their impact.

Conclusions

0 Local investors expected all and more of what the foreign investor
- expected of BCCI/BEIPU. As a minimum the solid foreign investor
expected the country to be supportive of investment interests, to provide
business, economic, and social data on a professional basis, and for
competent authorities to meet and discuss the issues impacting on the
projects. If more assistance was available the investor would access it
also. The local investor, in addition, required technical assistance
including training, and support in project preparation, marketing and
financing. The latter assistance did not necessarily need to be provided,

but it was important that it be located;

o BCCI/BEIPU did not become a "one stop shop." When it did not perform
to this standard some unfairly reached the conclusion that BCCI/BEIPU
did not impact adequately in relation to its available resources and

«+ mandate; and

0 BCCI/BEIPU provided some services to investors albeit a modest amount
in relation to its mandate. There continued to be a gap between the
services delivered and what the investor really needed. There were some
successes and there were some disappointments,
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1. Discussion

The Belize economy is expanding rapidly. Investments in agriculture, exports and
tourism are on the increase. A survey taken by the USAID conservatively estimated that the
aggregate demand for term credit over a five year period was US$50-75 million. This unfilled
demand for medium and long-term credit on one hand and the lack of an institutional mechanism
on the other to channel the credit presented a two-fold, serious constraint to the development of
the country. Local banks in Belize do not as a matter of policy extend long-term investment
credit to local businesses. They are restricted to conservative, short-term working capital
mercantile loans, the emphasis being on profit, not development.

[4]

As a result of the above two constraints, the enterprises served by BCCI/BEIPU over the
years have not been able to secure adequate development financing on a consistent basis. The
need for BCCI/BEIPU to have at its disposal a ready source of development credit was an
essential one. It was a role BCCI/BEIPU must play and which in the long run will have a
positive impact on its own stature as an institution, not to mention the impact on the companies
receiving the financing.

Thus, this was the rationale for establishing the US$100,000 pilot credit program.
BCCI/BEIPU did not undertake the administration of a credit program. Instead, the program was
turned over to a bank for administering and the institution chosen was the National Development
Foundation of Belize (NDF/B). It was decided that a small pilot program would be started first
until BCCI/BEIPU and the administering bank gained experience. This would be followed by
a larger input of funds, obtained from other donors, so that the credit program could reach out
to more enterprises in need of financing, and have a much bigger, overall impact.

2. Conclusion

0 The above rationale remains the same today. BCCI/BEIPU was gaining
experience. The program assures BCCI/BEIPU direct access to credit for
the first time, a necessary adjunct to a vibrant export development and
promotion effort; and

o BCCI/BEIPU'was on the lookout for additional resources to increase

substantially the number of enterprises it could assist and reduce a serious
constraint to the development of export enterprises.
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The major thiust of the 1988 USAID amendment focused on export
promotion revenue producing services and self-sufficiency. For the first time, BCCI received
outside USAID assistance (US$260,000) to strengthen its institutional capacity (staff & resources)
so it could become a more dynamic organization, enabling it to increase its membership and
secure a healthier financial base. BCCI/BEIPU was given additional resources (US$600,000) so
it could increase and perfect its revenue-producing services, thereby generating the income it
needed to achieve self-sufficiency. Without the adaitional resources, it was felt BCCI/BEIPU
would not be able to come close to self-sufficiency. With the funding, it was determined,
BCCI/BEIPU’s expenses were to decrease by 83 percent, and income increase by 88 percent,
over an extended six year period, ending July 1984. This was to bring it closer to, and within
reach of, self-sufficiency.

The trust of the USAID funding was a budget-conscience, well managed, business
operation that focused on revenue producing services and introduced a new project component,
Export Promotion. It was projected that BCCI/BEIPU's income would increase steadily from
US$14,000 (actual) in 1988 to US$60,000 in 1994. A special BCCI/BEIJPU account was to be
opened in which the revenues for years 1986/7 to 1993/4 were to be deposited. Such deposits
made to this account were estimiated to reach US$293,433 in the final year. These targets were
not reached.

b. Present

At present, the management of BCCI/BEIPU acknowledge the need for a
program to make the organization self sufficient. Having recognized the program, management,
at the time of the evaluation, had developed a partial plan to make BCCI/BEIPU self sufficient
at the same level of operations as financed by the Export and Investment Promotion Project. A
look at the organization at the time of the evaluation revealed a very dramatic shift in program
focus from what was expected in 1988, The focus of the Chamber was:

0 Increasing membership, reaching a goal of 350 by 1990; and

0 Providing an array of services from trade shows to project feasibility studies,
aimed at helping principally the enterprises that are members of the Chamber.

As can be seen from the section on shortfall of funds below, self-sufficiency was out of
the question. From the beginning of the USAID program, attempting to make a non-profit
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"public scrvice" organization into a profit making, self-financing one, was over optimistic and
a flaw in the project’s design.

BCCI/BEIPU revenues were minimal and the shortfall of funds that will take place over
the next 2,5 years when the USAID project terminates, July 31, 1993, require immediate action,
The shortfall necessary to complete the program at existing levels of spending is US$469,565.
To expect this could be made up by self-generated income or other donors is unrealistic.
BCCI/BEIPU has no other cash resources, other than USAID funds, except for an account to
which members dues are-deposited. Once collected and deposited they are immediately
withdrawn to pay current bills not eligible for USAID funding. Current balance: Bz$1,200

The program will continue at present high levels until USAID funds are close to
exhaustion. This will take place in 1992 well before the 1993 terminal datc. Unless substantial
funds are obtained from another source a retrenchment will take place reallocating remaining
USAID funds and forcing a greatly scaled down program, either financed by other donors, which
is unlikely, or by dues from BCCI'S membership which is likely.

With continued emphasis on membership recruitment in the years ahead it is expected
that the membership and contributions will grow as follows:

1991 1992 1993 1994
Membership 600 800 1,000 1,100
Contributions (Bz$) 180,000 220,000 240,000 250,000

With dues of this magnitude, BCCI could support a small but high-quality staff to provide
the type of services that a Chamber of Commerce should provide--investment and promotional
services. By doing this, BCCI'S services would be self-supporting and they would be increased
or decreased commensurate with the contributions from members. It would be done by Belizeans
on their own without outside assistance.

The most serious problem facing BCCI is the shortfall of funds. This and other
observations of the organization’s finances are described below:

c. Shortfall of Ft'mds

The total amount of the USAID financing over the life of the project was
US$3,260,000, of which US$2,830,000 has been obligated. Of the US$3,260,000, US$517,000
was allocated to project management administered by USAID. These funds are not available for
line item project costs. The undisbursed balance was US$1,470,435 as of October 31, 1990.
Projecting to December 1990 this was expected to be reduced to US$1,300,435 assuming a level
of spending for November and December 1990 of US$170,000.
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Looking at the next 2.5 years until the end of the project as of July 31, 1993,
BCCI/BEIPU estimated that in order to achieve its "target and objectives”, the levels of spending
would be as shown in Table 2,

With only US$1,300,435 in USAID funds available at the end of December 1990, and an
estimated spending need of US$1,770,000 there will be a shortfall of funds over the next 2.5
years of US$469,565. If the project is to continue at the current level of spending, this shortfall
will have to be made up from sources other than USAID, A detailed breakdown of the shortfall
by line item und by yeur is shown in Table 3.

d. Qther Sources of Financing

BCCI/BEIPU realized the need to raise substantial amounts of new funding
to keep the organization going at existing levels until the USAID Program terminates in July
1993, and then for the years beyond 1993. Over the next 2.5 years, BCCI/BEIPU projected it
will pttempt to raise funds from other sources as shown below:

US$
July
1991 1992 1993 Total
(six months)
Membership
Contributions 70,000 90,000 62,000 222,000
Professional Fees 17,000 25,000 22,000 64,000
Business Consultants 35,000 65,000 37,000 137,000
Contributions from
other Agencies 25,000 25,000 14,000 64,000

147,000 205,000 135,000 487,000

BCCI/BEIPU was careful to point out that it may not be possible to obtain the level of
resources shown above. Beyond mid-1993, BCCI/BEIPU will need to identify additional new
sources of financing to continue delivering the services at its present levels, The organization
estimates its total annual requirements to be around US$800,000, and contends that a realistic
target is to raise 33 percent of this amount with an urgent need to identify a source for the other
65 percent, or US$520,000 annually.

Despite the organization’s efforts to attract new resources, raising this much me 2y will
be difficult. There is a limit to what is achievable given the organization’s high-cost vperation
on one hand and its declining revenue base on the other. Management’s preoccupation with
raising additional resources could be a harmful diversion from its primary responsibility of
managing BCCI/BEIPU's diversified operations. The chances of BCCI/BEIPU attaining other
resources in sufficient amounts to offset the shorifall by 1993 and the years beyond--to achieve
self-sufficiency--are not promising.
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Table 2: Total Estimated Levels of Spending (USAID and Other Sources in USS)

BCCI/BELPU EVALUATION

Iable 2: Totel Estimeted Levels of Soending (USAID and Other Sources in USS).

P

- 1 1

1

Line Item 1991 1992 1993 Total
{8ix months) o
Opsration '
Parsonnel 248000 254000 173750 675750
Equipment & Supplies 73000 33000 17500 123500
Logistical Support & (/]
Overhead 22000 . 23000 11500 56500
Vahicle 0 0 0 0
Traval 11000 14000 7000 32000
Audit $000 5000 3000 13000
Offiee Space 0 0 0 0o .
Insctitutional
Strengthening
Shore Term TA 38000 30000 10000 78000
Program
Short Term TA 43000 45000 38666 126666
Investox Search 10000 10000 8730 28750
Client Training 30000 38000 2533 93334
Promotion 227000 213000 102500 542500
Subtotal 707000 665000 398000 1770000
Contingency/Inflation 0 0 0 0
Subtotal 707000 665000 398000 1770000
Tourism 0 0 (] 0
Project Management 30000 35000 0 65000
Evaluation ] 0 35000 35000
Miscellaneous 0 0 0 0
Subtotal 30000 35000 35000 100000
TOTAL 737000 700000 433000 1870000
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Table 3: Projected Shordall of Funds (USS$)

BCCI/BEIPU EVALUATION
Iable 2: Protgcsed Shorsfall of Funds (U§ 8) .

4

JULY  ESTIMATED SHORTFALL
292 0 JULY. 1993

LINE ITEM UL 19292
OPERATION
PERSONEL 45,200.00 51,600,00 43,815.62 140,625,682
EQUIPMENT & SUPPLIES 26,200,00 16,200,00 8,455.78 30,85%5.7%
LOGISTICAL SUPPORT & OVERHEAD 0.00 0,00 0.00 0,00
VEHICLE 0.00 0.00 0.00 0.00
TRAVEL 6,900.00 5,600.00 3,682.50 16,182,50
AUDIT 2,000,00 2,000.00 1,792.50 5,792.50
OFFICE SPACE 0.00 0.00 0.00 0.00
INSTITUTIONAL STRENGTNING
SHORT TERM T.A 7,700,00 12,000.00 $,978.00 25,675.00
PROGRAMME
SHORT TERM T/A 12,700.00 24,000,00 8,102.93 44,302.93
INVESTOR SEARCH 2,000.00 4,000.00 5,227.94 11,227.94
CLIENT TRAINING 7,000.00 14,400.00 11,132.07 32,532.07
PROMOTION 37,600.00 57,765.00 46,810.69 142,375.69
CREDIT PROCRAMME 0.00 0.00 0.00 0.00
SUB TOTAL 147,000.00 187,565.00 135,000,00 469,565.00
CONTINGENCY/INFLATION 0.00 0.00 0.00
SUBR TOTAL 147,000.00 187,565.00 135,000,00 469,565.00
TOURISM 0.00 0.00 0.00 0.00
PROJECT MANAGEMENT 0.00 0.00 0.00 0.00
EVALUATION 0.00 0.00 0.00 0.00
LONG TERM P/A 0.c0 0.00 0.00 .00
M1SCELANEOUS 0.00 0.00 0.00 0.00
SUB TOTAL MGT 0.00 0.00 0.00 0.00
TOTAL_.'. . 147,000.00 187,565,00 135,000.00 469,5865.00
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e.  Personnel Costs

To give some ideu of BCCI/BEIPU'S high cost operation, a look at salaries
was warranted. USAID financed all personnel costs, largely salaries, under the Program, In
1988, the line item for Personnel including the amended Program for BEIPU was US$644,032,
and for BCCI (including new and existing employees) US$150,000, or a combined figure of
US$794,000. Today, the life of project line item for Personnel is US$963,370, representing an
increase of US$169,000 (21 percent) in two years, USAID’'S ability to continue financing
salaries is limited by the shortfall. To illustrate, there will not be sufficient USAID funds to
cover staff salaries over the next 2.5 years, as follows:

USAID Line Item-Personnel US $963,000
Used to August *90 - 499,000
Available US $464,000 . .

The salary costs of the organization during the remaining life of the USAID Program were
estimated to be US$826,000. With only US$464,000 available in USAID funds, BCCI/BEIPU
will have to come up with US$362,000 from other sources over the next 2.5 years if it is to meet
its salary costs at existing levels. Many complaints about the high salaries of BCCI/BEIPU staff
were received during the evaluation.

f New Building

BCCI/BEIPU purchased a new office building and an adjacent lot in 1989
which was financed by USAID funds and a bank loan, as follows:

Cost of Building/Lot Bz$176,000
Cash (USAID) 122.000 (US$61,000)
Bz$ 54,000

Improvements, Repairs 50,000
Bz$104,000

Terms: 8§ years
Interest: 13% P.A.
Monthly Payments: Bz$2,070.(not USAID financed)

This appeared to be a good investment for the organization and the transaction was
approved by USAID; however, the use of $61,000 in USAID funds was an extraordinary use of
funds arguably outside the scope of the program. BCCI/BEIPU received a bank loan without
adequate revenue to justify it.
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g Credit Program

A small Pilot Program was authorized by USAID in 1988 setting aside
US$100,000 for the purpose of financing the needs of BCCI/BEIPU'S exporting clients. An
initial disbursement of US$50,000 was made, financing three enterprises, two were export-
orlented and one was import substitution, The latter is ineligible for USAID financing.
BCCI/BEIPU did not give this Program the focused supervision it required.

h.  Promotion

For un organization strugpling with a large shortfell and diminishing
revenues, the large expenditures for Promotion (includes travel) over the years appears to be far
out of line. The current budget line item for is of $562,000, which in itself appears high.

An example of the excessive use of funds for Promotion reluted to the expenditure of
US$17,933 for sending i1 officials to the Miami Conference on the Caribbean in December
1990. This consisted of five BCCI/BEIPU Managers, four BCCI Board Members and two
governnient officials. BCCI/BEIPU surplus for the entire year of 1990 is expected to be only
around US$6-8,000, far below the expense of one conference.

i, urplus Eamning

In spite of the merger of BCCI/BEIPU, new staff, new building, high level
of activities, earnings showed a decline, reflecting the organization's change of focus from
revenue producing to "public service” free services. Surplus for the past four years are shown
below:

Uuss$
1987 7,433
1988 14,000
1989 10,500
1990 8,000 (as of September, but expected to be less at year’s end).
2, Conclusions
o

0 BCCI/BEIPU today carries a high level of activity while producing
minimal income and burdened with a serious shortfall of funding. It faces
a major retrenchment as USAID funds run out before the July 31, 1993
terminal date--thus reducing achievement of the project purpose
substanti...ly from its current level;

0 Prospects for obtaining other resources or for USAID or other donors to
continue the Program at existing or reduced levels are remote. The income
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generation program which now involves only consulting and membership
dues, produces minimal resources and will not bring BCCI/BEIPU to self-
sufficiency;

There may be a role for the Government to play in promoting Belize, as
in other countries, but to date it has stayed on the sidelines;

Attempts to place BCCI/BEIPU’s high cost operations on a revenue
producing self-financing basis were unrealistic and a flaw in the design of
the Program; and

BCCI/BEIPU has given the highest priority to increasing membership
contributions and to giving priority services to its own members,

minendations

Based upon its plan to reshape BEIPU's activities and its more intensive
strategy to further strengthen BCCI's national membership and service, and
after in-depth consultations with USAID/Belize and the GOB,
BCCI/BEiPU should agree upon an appropriate scope and strategy for its
operations prior to and following 1993. (Optional strategies and their pros
and cons are set out in Chapter III and Annex 6.). The plan should be
completed within two months. It should:

-- Clearly illustrate how BCCI/BEIPU will sustain operations within
ava.'able resources after USAID funding is exhausted; and

-- Indicate how BCCI/BEIPU’s will focus its resources on key
objectives and arrange to put into place systems--financial,
information, etc.--to maximize the efficient use of available
capacity and resources to apply it.

BCCI/BEIPU should conserve resources now to prepare for the time
USAID funds run out. A!ll membership fees, BCCI/BEIPU consultant
division profits and other revenues not supplied by USAID should be
banked as savings to be applied during the transition period to self-
financing that will occur when USAID funding is exhausted; and

To conserve non-USAID resources now BCCI/BEIPU should reduce its

operations to that level which can be supported solely by current USAID
project funding at planed expenditure rates.

65



J. Boigntinl Qptons for BCQ" FEIPU's Future

The basic concerns faced by BCCI/BEIPU in seeking self sufficiency during the 1991 to
mid-1993 period and after 1993 will be:

0 How best to continue and enhance BCCI as a strong private sector force,
increasing membership and revenues; and

o How to obtain maximum impact from BCCI/BEIPU operations between 1990 and
mid-1993 and after 1993 at the level of effort BCCI/BEIPU revenues from all

sources allow.

BCCI/BEIPU can select among many options in determining how to proceed during the
pre-1993 period and in the post-1993 period. The best option for pre-1993 strategy will depend
substantially upon BCCI/BEIPU’s post-1993 objectives. And, its post-1993 objectives will be
governed largely by how self-sufficient the organization can become.

. Self-sufficiency can be pursued via two basic approaches: Continuing BCCI/BEIPU
services under private sector management or continuing them under public sector management.
Involvement of both the public and private sectors in providing BEIPU type services also is
possible. Strategy options for providing services and seeking self-sufficiency in both pre-1993
and post-1993 are:

Option 1: Private Sector
Pre-1993: - Operate  BCCI/BEIPU according to the straiegy for
strengthening BCC! and the new plan for increasing BEIFU
impact, spending USAID funds at the most appropriate rate

to carry out both and to prepare for the selected objective
for BEIPU after 1993:

- BCCI/BEIPU spends rapidly; and
- BCCI/BEIPU spends more siowly.

Pogi-1993: la: Eliminate BEIPU when the USAID/Belize funds to
support it are depleted.

1b:  Make BEIPU independent, spinning it off to become
self-sufficient by providing services for a fee.

lc:  Continue BEIPU within BCCI, with BCCI providing
all its funding,
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Option 2: Public Sector
Pre-1993:

Post-1993:

le:

Create BEIPU as an independent private-public
“organization" outside BCCI and the GOB with
funding from BCCI and the GOB; and

Split BEIPU functions, BCCI continuing to fund
some and the GOB absorbing and funding others.

Operate BCCI/BEIFU according to the strategy for
strengthening BCCI and the new plan for increasing BEIPU
impact, spending USAID funds at the most appropriate rate
to carry out both and to prepare for the sclected objective
for BEIPU after 1993:

2c:

2d:

2e:

BCCI/BEIPU spends rapidly; and
BCCI/BEIPU spends more slowly. -
Have GOB absorb and fund all BEIPU operations;

Continue BEIPU within BCCI funded entirely by
the GOB;

Make BEIPU independent, spinning it off to become
self-sufficient by providing services for a fee; GOB
contracts with BEIPU to provide desired services;

Create BEIPU as an independent private-public
"orgarization" outside BCCI and the GOB with
funding from BCCI and the GOB; and

Split BEIPU functions, BCCI continuing to fund
some and th+: OB absorbing and funding others.
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Scope of Work
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SECTION © = DESCRIPTION/SPECIFICATIONS/STATEMEN WO

1. Purpose

" The purpose of this Contract is to provide a mid-term
evaluation of private sector activities under the Belize Export
and Investment Project (505-0027) to determine whether they are
achieving expected project results and to recommend mid-course
corrections. The evaluation is to be used by US2ID and the .
organizations implementing the Project te help improve the
performance of the Project and to obtain information which

nanagers need to keep the Project on track toward its development
cbjectives.

2. Background

The Export and Invesiment Promotion Project was authorized in
TY 1985 and subsequently amended for a total of US$4.5 million in
A.I.D. funds. The private sector component provides
US$3,460,000, of which $2,820,000 has been obligated, and is
being implemented through separate agreements with the BCCI/BEIPU
and the International Executive Service Corps (IESC)., The

project assistance completion date (PACD) has been extended to
July 1993, ,

The Project goal is to generate employment, income and
foreign exchange in the Belizean economy. The purpose of the
assistance to BCCI/BEIPU is to develop the capacity of the
private sector to promote, provide technical assistance for, and
facilitate export and tourism projects undertaken in Belize.

The purpose of the IESC grant is to provide technical assistance
to private sector enterprises and organizations, in support of

the Caribbean Basin Initiative and A.I.D. exoort an” i=ve-t— -~
pPromotion and touriem s~tdededa~ . '
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a. BCQCI/BEIPU

This project is a follow-on to the Export Promotion OPG

(505-0027) with the Belize Chamber of Commerce and Industry which

successfully established the Belize Export and Investment
Promotion Unit. The unit, which was & self-operating entity, is

now integrated within its parent organization, the Bellize Chamber

of Commerce and Industry. BCCI/BEIPU has a staff f nine which

.. Girectly supports export and investment promotion activitles,
The General Manager, Administrative Assistant and Accountant also

] :
|

=

|

have broader BCCI responsibilities, while three sectoral managers ~

and three secretaries comprise the BEIPU division.

in addition to supporting BEIPU activitlies, the project
includes a BCCI component that provides financlal resources to
the unmbrella organization for its institutional strengthening
program, i.e., adequate, finances, effective staff, program of

" worX ard menmbership drive.

Self-sufficiency of both organizations is a major
concern, and the closer linkage of BCCI and BEIPU increases the
organization’s potential to achieve this objective., Financlal
consolidation now being considered will bring the BEIPU division
fully integrated into BCCI.

b, IESC

IESC is a U.S. private voluntary organization with
headguarters in Stamford, Connectiicut, and a counterpart office
in Belize managed by a Country Director. The project provides
US$250,000 over the life of the Prcject (LOP), which has been
extended to 19293. These funds procvide for short-term technical
essistance in support of small- and medium-sizeéd export-oriented
and tourist~related enterprises in the private sector.
Administrative expenses, including office egquipment, have been
funded throuch the separate Trade and Invesiment Services Project
(505~0040) ., That project agreement was recently amenied to
change the focus from trade investment promotion services to

. support for the private sector through technical assistance.

3. Iask

The Contractor team will review Project documents andé conduct
interviews with personnel of the implementing organizations and
USAID, as well as representative menmbers cf the Belizean business

community and foreign investors, in order to respond %o the
following guestions:

a. What progress has been made towaréd achievement cf the
Project’s purpose and goal? How does actual performance compare
to the Project log~frame projections of outputs?

b, To what extent have project .suppor:ted efferts

resulted in increased employment, income and foreign exchange
in the Belizean ecenenmy?

|
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¢, BHave the financial, personnel, facilitlies and
logistical inputs from A.I.D and other sources been adegquate to
achieve project outputs?

Specifically, the evaluation will address the following
questions with regard to BCCI/BEIPU: \

(1) Are the organizational struczure, management,.
personnel and operational procedures of BCCI/BEIPU suitable to
achieving the project purposes and organizational -
self-sufficiency by the end of the project?

(2) Are the proper implementation plans and
mechanisms in place to adequately meet the organization’s
responsibilities in business development, export development
and investment promotion? :

'(3) Are the following tools adeguate and being
used to achleve project purposes?

(a) Data base system

(b) Investor search services

(c) Investment and trade missions

(éd) Technical assistance

(e) Business profiles and feasibility studies
(£) Newsletter

(4) How is BCCI/BEIPU perceived by the Government;
is it recognized as the vehicle for develcpment of business,
/exports and investment in Belize? Is the Strategy Statement
and Marketing Plan cznsistent with »roject objectives and
Government of Belize policies?

(5) What impact is the public =
relations/communications program having on policies anc the
business climate in Belize?

(6) How well does BCCI/BEIPU rerresent the
interests of the Belizean private business secter, and how is
it perceived by that sector?

(7) Has BCCI/BZIPU performed effectively in
assessing and meeting the needs of both local arnd foreign
investors? ,

' (8) Is the Pilot Credit Scheme an appropriate
vehicle to encourage exports?

(9) To what extent is the income generation
program, including membership, likely to bring about
self-sufficiency?

(10) The evaluation will address the following
questions with regard to IEZSC:



(a) Hasg IESC effectively provided technical
assisctance to the private sector resulting in technology transfar
- which has increased employment and income?

(b) Have adaguate resources bhaen made available
to achieve project purposes? \

(c¢) Is the IESC cemporient cost affective?

(d) Have the areas targeted by IESC been
consistent with the project’s purposes and Government of Belize
devalopment strategy?

(11) With regard to both organizations and the

project as a whole, the evaluation will address the following
questions:

(a) Are there useful interactions between
BCCI/BEIPU and IESC and with other public and private
organizations?

(p) Have project activities effectively
addressed the needs of Belizean women in the private sector?

In addition to responding to the above guestions,
the evaluation report will recommend speclfic actions to improve
the performance of the project in achieving its intended
results. . Where expected outputs or results are not fully
attainable, the report will recommend changes to adjust project
expectations to be realistic. Options may be presented where
okjectives can be achieved only with additiconal resources cr over
a2 longer peried,

o *The report will specifically address the
prospects for long~-term sustainability, including reccmmendaticns
for steps to be taken to improve prospects for sustainabllity at
reasonable levels of operation after the current PACD.

Finally, the report will include a section on
lessons learned.

4. thods 4 Procedures

The evaluaticn will be collaborative., The contracted
evaluation tean will consist ¢f three perscrns, including at least
one Belizean, who will work closely with tThe project managers
fror BCCI/BEIPU, IESC and USAID.

Information on the project goal, purposes, outpuis and inputs
and project activities to date will be drawn £rom project
documents including the Project Paper as amended, project
agreements between 2.I.D. and the implementing corcanizaticns,
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project correspondence and reports, The latter include monthly
activity reports, technical quarterly reports, the BCCI General
Manager’s reports, financlal reports, annual implemantation plans
and annual internal evaluvation reports.

In addition, the team will interview project personnel,
including staff of BCCI/BEIPU and IESC and members of the Chamber
Executive Council and the BEIPU Committee, as well us Government
representatives from the Ministries of Economlc Development,
_ Commerce, Industry and Natural Resources, Finance, and Tourism
- and the Environment. Members BCCI and other private business
representatives will also be interviewed to solicit thelir views.

- A draft report outlining the team’s preliminary findings and
recommendations will be circulated to USAID, BCCI/BEIPU and IESC
for comment and ciscussion prlor to final preparation, In order

- to encourage candor, this draft will include separate sections
relating to BCCI/BEIPU and IESC, respectively. The draft

submitted to each organization for discussion will include only
the section relevant to its activities.
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ANNEX 2

List of Persons Contacted




NAME

Hon. Florencio Marin

Hon, Said Musa
Hon. Ralph Fonseca
Hon. Vildo Marin
Keith Arnold
Crecencio Sosa
Rodney Neal
Joseph Waight
Martin Aldana
Paul Biseck
Pedro Perez
Gororgiana Griffith
Edward Musa
Larry Mac Claren
Paul Hunt

David Usher
Arsencio Burgos
John Searle
Herbert Masson
Kent McField
Paul Morgan

Joe Novelo
Carlos Santos
Manuel Cuellar
Hugh Fuller
Linda Bautista
Gordon Ashby
Charles Chavannes
Hector Thompson
Janice Aguilar
Rudy Gallego
Treavor Roberts
John Kuylen
Orlando Harrison
Emelio Sarmiento
Ludicia Magil
Robert Pennil
Godsman Ellis (Mrs)
Gus Tabony
Cruzita Salazar
Richard Price

Joe Mena

LIST OF PERSONS CONTACTED

ORGANIZATION

Ministry of Natural Resources
Ministry of Economic Development
Ministry of Finance

Ministry of Education

Ministry of Finance

Ministry of Trade & Commerce
Ministry of Agriculture

Ministry of Economic Development

Ministry of Statistical Unit
US.A.LD.

US.ALD

U.S.A.LD.

BCCI

BCCI

BCCI

BCCI :
BCCI/BEIPU

BEIPU

BEIPU

BCCI/BEIPU

BIM-Small Business

BABCO

BEST

NDF

BCCI

IESC

IESC

Seven-Up

H.D. Thompson

Caribbean Holidays

Gallego Furniture

Roberts Engineering Works
Kuylen Store, Dangriga
Tropical Juice Co, San Ignacio
Sheep Farm, Corozal

Magil Mexican Products, Corozal
Pennil Hardware, Punta Gorda
Piache, San Ignacio

Tabony Industry

Rock's Shopping Centre
Grille Resturant

Belmopan Pcle Co, Belmopan

TITLE

Ag. Prime Minister

Minister
Minister of State
Minister of State
Finance Sec.
Perm. Sec.
Perm. Sec.
Perm. Sec
Statistical

ADO Prog. Officer
ADO Prog. Officer

Admin. Officer
President
Director
Director
Director
Director
Director
Director

Past President
Manager
Manager
Manager
Manager
Manager

Belize Rep.
Volunteer
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager



Rachael Emmer
Sue Williams
Denver Pratt

H. Sabani
Robert Lopez
Marie Sharp
Celi McCorkle
Vinod Bhojwani
Paul Castillo
Jerome Gault
Luis Swasey
Chuck Fleer
Albert Moore
Evan Godfrey
John Bueso
John McCuttheon
Chuck Cobb
Winston Millar
Gilroy Graham
Treavor Vernon
Rene Nunez
Norris Hall
Magdalene Brown
Azucenta Quan
Shelly Young
Daniel Saldano
Fred Vernon
Andrew Bradley
Margaret Jenkins
Bibi Gaznabbe
Susan Smith
Joan Flores
Joan Avelar
Jackie Charley

Four Fort St.

Mom'’s Triangle Inn
Friendly Family Foods
Gem Industry

Hummingbird Rattan, Belmopan

Melinda’s

Holiday Hotel

Mona Lisa

People's Store, Orange Walk
Gault Pharmacy

Belize Bank

Alt, Trade Centre

J.S. Espat Litd

Belize Meats

Pepso Cola

Belize Mills

Crutchfield Car, Farms
BEIPU/Investments
BEIPU/Business Development
BCCI/Finance & Membership
BCCI/Consultancy

Public Affairs

Adminjstration
BEIPU/Exports
BEIPU/Investments
BEIPU/Business Development
BCCl/Information
BCCI/Accounts
BCCI/Computer
BCCl/Administration
BCCI/Administration
BCCI/Administration
BCCI/Administration
BCCI/Administration

Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Owner/Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Manager
Assistant

Jr. Acct.
Operator
Secretary
Secretary
Clerk/Typist
Receptionist
Clerk/Typist
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ANNEX 3

JIESC Assignments Completed, 1987-1990
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Annex 4

Country: Belize

Proje'ct Title: Belize Export and Investment Project

Project Number: 505-0027

Project Dates:
First Project Authorization: June 30, 1986 '
Second Project Agreement based on Project Amendment: . July 25, 1988
Final Obligation Date: FY 1990
Most Recent Project Assistance Compleiion Date: 1993

Project Funding:

A.LD. Bilateral Funding (Grant) $ 3,260,000

Private Sector Contribution $ 950,000
Host Country Counterpart Funds $ 830,000
Total $ 5,040,000

ot . G Em wey S
R —I— i —

Mode of Implementation: Host Country and PSC
Project Designers:
Responsible Mission Officials:

1986-1988:

Mission Director: Neboysha R. Brashich
Project Officer(s):

1988-1990:

Mission Director: Mosina H. Jordan
Project Officer(s): Pedro Perez

Previous Evaluations: None
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Project Paper Log Frame



PROJECT DESIGN SIAMARY
LOGICAL FRAMBNORK

Project Title and Number: Export and Investwent Promtibn 505-0027

NARRATIVE SAMARY OBJECTIVELY VERIFIABLE INDICATORS . MEANS OF VERIFICATION DPORTANT ASSUMPTIONS
Goal: .
To generate employment, income and --Increased exports of both non- --GOB data and staciscics --GOB policy enviromment con-
foreign exchange in the Belizean tradicional agricultural and tinues to be very suppartiv
economy industrial goods. ~-BCCl data and statiscics of export and tourisa
--Incr=ased tourism to Belize development.
--Increased employment in the --Project rzports and --COB/BCCI relationship
agriculrural, induscrial and - evaluations continues to be good.

tourism secrors.

.

Purpose:

o develop the capacity of the ' --BEIPU fully escablished within --Mission, BCCI, coatractor
private and public sectors to promote, the BCCI and working and other records. Project
provide technical assistance for, and efficiently with the GOB. reports and evaluvations.
facilitate export and tourisa --Belizean and expacriate
projects undertaken in Belize. businesses utilizing services

provided by BEIPY and BCCI.

--The private sector and ksv
Government officials accep:
BEIPU as the preferred ent-
for promoting export
developaent.

-=-BCCI organization and membe
ship become broader based a
extend beyond Belize City t
other areas of the councry.

--Efforts to change the
"tradec’” mentality succeed

--Businssses have access co
credit and foreign exchange
tequired for expansion or
development of new venture:

--CNB coatinues their
intention of expanding the
tourisa industry.




KARRATIVE SIMMARY

OBJECTIVELY VERIFIABLE INDICATORS MEANS OF VERIFICATION

IMPORTANT ASSIMPTIt

—

Qutputs
A. Private Sector Component

BCeCl

2. Marketing plaﬁ for Belize

3. BCCI establishes export
and tourism promotion and .
information services -

1. BEIPU fully established within

1. Four-person professional staff
set up 1a BCCY

2. A detailed strategy for in- 2. NWritten report containing

creasing lovestments, exports and strategy
tourism is completed within six
months after the project is

initiated.

3a. Major investments from at 3. Reports, records,
" least 3 diffecent countries are evaluations, site
. made in Belize, preferably on a inspections

Joint venture basis.

3b. The BCCI establishes a
“twinning” relationship with two
state business organizations

in the U.S.

3c. Investors® search services
acceassed.

3d. Data Base, including in-
vestor, market and resource lists,
established at BCCI.

3e. At least 10 trade missions
completed to promote investments in
and exports from Belize.

3£. Belizean and expatriate buysiness-
men utilixini BEIP) prowarianal and
informativna

basis.

services on a regular

1. BCCI able to recrui
Bellzeans for the profe:
positions. y

2. Plan will be accepte
private and public sectc

3. Belizean, B.5. and o:
businessmen view BCCI as
prime resource for facili
their projects.
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} NARRATIVE SUMMARY OBJECTIVELY VERIFIABLE INDICATORS MEANS OF VERIFICATION .
4. Project analysis, selection, 4a. BEIPU professional staff Reports, records,
and facilitation capabilicies includes one expert in each: evaluations, site
established within BEIPU. agriculcture, industry and tourism. inspections

4b. 20 projects per year selected for
developrment and facilitation by the
BEIPU staff.

dc. 20 projects per vear receive BEIPU Reports, records, Cc
assistance in project packaging, evaluations, site an
_ investor matching, GOB documentation, inspections ot

and/or arrangement of financing. in

S. Product improvement and Sa. 8-10 projects per year receive Reports, records, - Sa

marketing short-term technical assistance from evaluations, site * pr
1ESC, Project Sustain or other sources inspections ef)

. in production technology improvement.

5h. 3-5 projects per vear receive Sb.
short-term TA in specialized’ . TA
marketing areas.

6. BCCI establishes a monitoring 6a. BCCI contacting many potential in- Records, teports,

and follow-~up procedure vestors and markets on a frequent and evaluations and on-site

' regular basis through telephone calls, inspections

lecters, bulletins, etc.

6h. BCCI providing reliable infor-

macion on project successes, foreign
exchange and employment generated by
BCCI-assisted projects.




-

NARRATIVE SUMMARY

OBJECTIVELY VERIFIABLE INDICATORS

£

MEANS OF VERIFICATION

TMPORTANT ASSUMPTIONS

iblic Sector Component

Belize Tourist Board
1) Strengthened

Office of Economic Develop-
(OED) Strengthened

.D. Grant

ze
‘bership contributions and
services

la. A tourism marketing plan developed
to promote Belize as a travel
destination. ’

1h. Increased tourism to Belize

la., Micro-computer system installed
with trained OED personnel

1b. Continued uncomplicated
investment incentive programs

4

Life of Project

2,500

1,500

Written report
containing plan

Records

Records

($000)

1. A.I1.D. records

2. BCCI records
Project audits

. L [ L

H
o

Plan will be accepted by
private and public sectors

BTB will be able to track
the results of efforts by
monitoring the increased
amount of tourism traffic
coming into Belize.

Training available to QED
OED will be able to handle
the increased volume of

inquiries generated by this
project

Sufficieat funds available in
the 0OYB.

BCCI membersnip expanded and
willing to contribute.

L. L - = L
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NARRATIVE SUMMARY

OBJECTIVELY VERIFIABLE
INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTIONS

Outputs

A.

1.

a.

Private Sector

BEIPU

Establishes export promotion
strategy and services

Hires Export and Prowmotion
officer and secretary

QOperates loan program
with Bellze Bank

BEIPU income

steadily increases higher
than projected,
expeanditures decline

Belize free port opens

opening new area for
BEIPU services

sharply.
~-BEIPU income soars.
--Belizean and expatriate
businesses utilizing
services provided by
BEIPU, BCCI, IESC, and
Beliza Bank.

1. Two new departments
set up in BCCI

2. Staff trained and in
place in new
departuments

3. Manager BCCI and

Executive Director
BEIPU merge

2. Written report
contalning strategy

3. Reports, records,
evaluations, site
inspections 3

4. Bellze Bounk Reports

pour intro country, to
cayes also Plone Ridge
area to visit Ciracol
and other mayan sites.

~-Belize Bank takes lead
in development lending
taking steps to start
development bank with
BEIPU

1. Export Advisor
completes task ia 6
months

2. BCCI recruits Belizean
for positioas.

3. Belizean, U.S. and
other businessmen view
BEIPU as private
projects.

ANNER A



Project Title and Number:

PROJECT DESIGN SUMMARY $1.5 million Amendment
LOGICAL FRAMEWORK

Export and Investment Promotion 505-0027

ANNEX 1A

NARRATIVE SUMMARY

- OBJECTIVELY VERIFIABLE

INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTIONS ~

~ Goal:

To generate employment, income
and forelgn exchange in the
Belizean economy.

--Increased exports. of both
non-traditional agri-
cultural and industrial
goods.,

--Increased tourism to
Bellze

~-Increased employment in -
the agricultural,
industrial and tourism
sectors,

-~-GOB data and statistics

--BCCI/BEIPU data and

--Belize Bank Record
Project reports and
evaluations

--GOB policy enviromment -
continues to be
supportive of export
and tourism developmen

--GOB/BCCI relationship.
continues to be good.

Purpose:

To develop the capacity of

thie private and public sectors
to promote, provide technical
assistance for, and facilitate
export and tourism projects
undertaken in Belize.

~~BEIPU hires Export
Promotion Officer and
secretary; BEILPU pilot
Credit Program well
administered by Belize
Bank; indigenous companies
receiving technical and
financial assistance.

--BCCI memhership rises

~-Mission, BCCI, Belize
Bank, Contractor and
other records. Project

reports and evaluations.

~-BCC] membership rises
sharply.

--Economle activity In
Belize robust on all
fronts. ’ '

~Enterprises entering
export activities
increases substantially

—-Tourists coutlnue to
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NARRATIVE SUMMARY

OBJECTIVELY VERIFIABLE
INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTIONS

B. Public Sector Component

1. Caracol two vear
consolidation work complete

-0ther archaeological sites
being consolidated

Inguca

1. A.I.D. Grant

2. Belize

BCCI: Membership contributions
BEIPU: Inkind contributions
IESC: client company
contribution

Caracol: GOB and private
contributions

delize Bank: Loan funds

la. Impressive Maya
butldlogs clearly in view;
other sites under
reconstruction

1b. Increased tourism to
Belize

Written repovt
contalining plan

Records

Ltife of Project ($000)

$1, 500

1. A.I.D. records

2. BCCI records
Project audits

3. Belize Bank .

4, IESC records

" Unlversity Central Florida

operates effective

-
Local workers avocable as
scheduled; no interference
from rain

Sufficient funds available
in the OYB

BCCI membership soars
willing t3 assist, fund
BEIPU.
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Annex 7
Pros and Cons of Strategy Options for BEIPU Operations
A.  Introduction

The options presented in Annex 6 and amplified in this Annex are illustrative of
those BCCI/BEIPU, USAID/Belize and the Government of Belize are likely to consider.
The pros and cons for each option will vary in importance for each orgarization considering
them. Since a presentation of pros and cons for each option from the perspective of
different groups would be very complex, the evaluation team presented them for the option
as a whole. Different individuals and organizations, in reviewing the pros and cons of each
option from their own perspectives, will need 1o attach their own importiance to each pro

and con to come to a final recommended option, .o
A. J Option 1: Private Sector
Option la: erate PU a t Rat ditur
and Elimipate e ns

Pre-1993: Spend the money available at the rate planned by BCCI, furthering
the current one time "big push” to foster Belize's development, create the perception of a
dynamic Belizean private sector environment, and build BCCI's iinage and capacity as a
progressive private sector institution,

Post-1993: When USAID and other available funds run out in late 1992
BEIPU would disappear, together with all its functions; BCCI would continue the level of
activity sustainable through membership dues.

a, Pros
) Promote; the image of a dynamic private sector by sustaining, current
levels of activity by BCCI/BEIPU;
o Supports BCCI membership and capacity growth at maximum levels
in the short-term;
) Arguably completes the task of promoting Belize to investors and
markets;

o Enables GOB to remain aloof from BCCI/BEIPU until the program
is finished; and

o Removes the conflict of interest between BCCI and BEIPU inherent
in the existing integration.

o Eliminates BEIPU functions, some of which are important for Belize,

. w/



Option 1b:

in late 1992;

Expands BCCI at the expense of BEIPU with funds initially intended
to support BEIPU activity and capacity strengthening;

Probably does not complete the task of promoting Belize 1o investors
and markets; and

Creates a "sudden stop” in the provision of BEIPU services and a sharp

reduction in the level of BCCI services, damagmg the image created
by the "big push.”

mm&mjmm&dmmrmn

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993 at the most appropnate rate 1o achieve the desired impact, Durmg the 1991 to 1993
period emphasize preparing BEIPU to stand alone.

Post-1993: When USAID and other available funds run out BEIPU would
operate independently as a not-for-profit consulting firm and continue activity that
businesses and other clients would pay for or that other donors would support, including
establishment and operation of any other business activity, BCCI would continue the level
of activity sustainable through membership dues and other revenue sources.

a, Pros

0

Continues BEIPU services, although at an undetermined level;
Retains BEIPU as a private sector activity;

Places BEIPU acti('ity‘lin the markétplace, helping ensure its cost
effectiveness; and

Provides BEIPU with the possibility of providing its own funding by

creating ancillary profit making businesses to support its current
activities.

Does not ensure the availability or longevity of BEIPU activities;

Leaves important national investment promotion, export deve]opmem
and business evelopment functions entirely in the hands of a private

_ﬁrm,

Relieves GOB and others of the responsibility of providing funds for

'BEIPU activities; and

Opens BEIPU activities up to potential conflicts of interest vis-a-vis

Al
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Option lc:

[y

private investors or other businesses run by the independent BEIPU
firm.

Have BCC] Continue and Fund All BEIPU Operations

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993. Use existing USAID and other available funds to move toward the levels of BEIPU
and BCCI activity anticipated with BCCl funding for both,

Post-1993: When USAID and other available funds run out BEIPU would
continue to operate under Chamber auspices at the level of activity funded by BCCI. BCCI
would continue the level of activity sustainable through membership dues and other
available revenue sources.

a.  Pros

"0

Option 1d:

o

Retains BEIPU activities within a private sector organization--BCClI;

Continues the responsiveness and efficiency of BCCI/BEIPU in
responding to the concerns of foreign and domestic business persons;
and

Retains the image of BCCI/BEIPU as an important source of services
by continuing to provide some BEIPU services to BCCI members and
the private sector.

Greatly reduces the volume of services that can be provided by
BCCI/BEIPU;

Places the funding of BEIPU services entirely on BCCI members and
management when these services benefit others in the private sector
and the country at large;

Leaves important national investment promotion, export development
and business development functions entirely in the hands of

BCCI/BEIPU when the organization has meagre resources to carry
them out;

Relieves GOB and others of the responsibility of providing funds for
BEIPU activities; and

May overburden BCCI in arranging funding to provide BEIPU
activities.

Make BEIPU an independent public-private sector organization

Pre-1993: Continue BEIPU activity within the Chamber between now and



1993. Use existing USAID and other available funds to move toward the levels of BEIPU
activity anticipated from joint BCCI and GOB funding,

Post-1993: When USAID and other available funds run out BEIPU would
become an independent public-private sector entity funded in part by BCCI and in part by

the GOB. An independent Board of Directors made up of public and private sector
members would guide BEIPU activities,

a.  Pros
(o]

o

Option le:

Provides for funding from BCCI, GOB and other sources;
Enables more flexible management of operations, pay scales;
Maintains the perception of private sector provision of BEIPU services;

May result in more BEIPU services bcing provided that in BCCI or

. the GOB alone funded BEIPU activities; and.

Brings the public and private sectors togethier in an area where their
cooperation is essential.

May introduce more political content into the activity of BEIPU;

Removes BEIPU from the high private sector profile and dynamism
of the BCCI; and

Eliminates BEIPU activities as a benefit for BCCI in increasing
membership and serving its members directly.

lit fupctions betwe d the B

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993, Use existing USAID and other available funds to move toward the levels of BEIPU
activity anticipated from BCCI funding and from GOB funding.

Post-1993: When USAID and other available funds run out selected BEIPU
activities would be continued and funded by BCCI. The GOB would absorb and fund other
agreed upon functions now being carried out by BEIPU. Some BEIPU functions might be

discontinued.

a. E! 0S

o

(o]

Retains some BEIPU activities within a private sector organization--

BCCI;

Places other substantial BEIPU activities within the GOB where they

A}

. - L L

|
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normally belong;

0 Continues to provide a private sector organization where business
persons can go o meet some of their needs;

o Retains the image of BCCI/BEIPU as an important source of services
by continuing BCCI/BEIPU services to BCCI members and the private
sector; and

o Potentially provides a satisfactory and sustainable level of BEIPU
services.

b Cons .
0 Creates the possibility of overlap or even conflict between the BEIPU

type activities of the BCCI and the GOB; and

0 May overburden BCCI in arranglng funding to continue BEIPU type
actwmes

B. Option 2: Public Sector
Option 2a: ave bsorb and d all BEIPU Functions

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993. Use existing USAID and other available funds to move toward the levels of BEIPU
activity anticipated from GOB funding.

Post-1993: When USAID and other available funds run out BEIPU activities

would absorbed and funded by the GOB. Some BEIPU functions might be discontinued.

BCCI would continue BCCI functions at the level sustainable through membership dues and
other available revenue sources.

a.  Pros

o Places BEIPU activities within the public sector where many of them
normally belong; and

0 Removes the responsibility of the private sector for funding BEIPU
activities, some of which conflict with BCCI member interests;

o Likely to make BEIPU activities less responsive to private sector
concerns and ways of doing business;

0 May reduce the efficiency with which BEIPU operates;

) Places BEIPU in a political atmosphere which will influence it

\



operations and perhaps its objectivity; and

o Eliminates BEIPU activities as a benefit for BCCI in increasing
membership and serving its members directly.

Option 2b:  Have GOB Fund all BEIPU Functions Within BCCI

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993. Use existing USAID and other available funds to move toward the levels of BEIPU
activity anticipated from GOB funding.

Post-1993: When USAID and other available, funds run out BEIPU activities
would continued to be operated by BCCI at the level funded by the GOB. Some BEIPU
~ functions might be discontinued. BCCI would continue BCCI functions at the level

sustainable through membership dues and other available revenue sources.

a.  Pros

0 Continues BEIPU services at a significant, although undetermined,
level;

0 Ensures GOB support for many BEIPU activities normally carried out
by the public sector;

0 Retains BEIPU activities under the auspices of a private sector
organization--BCCI;

) Sustains the image of a dynamic private sector by maintaining

significant levels of activity by BCCI/BEIPU; and

o . Continues support for BCCI membership and capacity growth at
significant levels in the longer-term.

b. Cons

o . Introduces GOB control into what has been a private sector activity;
and

o Heightens potential conflicts between BCCI members and BEIPU
activities now being financed by the GOB.

Option 2c: ake BEIPU an Independent Not-F ofit_ Operation (Same as
Option 1b)

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993 at the most appropriate rate to achieve the desired impact. During the 1991 to 1993
period emphasize preparing BEIPU to stand alone.

Posi-1993: When USAID and other available funds run out BEIPU would

..........
..........
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operate independently as a not-for-profit consulting firm and continue activity that
businesses and other clients would pay for or that other donors would support, including
establishrnent and operation of any other business activity. BCCI would continue the level
of activity sustainable through membership dues and other revenue sources.

Option 2c:  Make BEIPU anind ent public-private sector organization (Same
as Option 1d)

Pre-1993: Continue BEIPU activity within the Chamber between now and
1993. Use existing USAID and other available funds to move toward the levels of BEIPU
activity anticipated from joint BCCl and GOB funding.

Post-1993: When USAID and other available funds run out BEIPU would
become an independent public-private sector entity funded in part by BCCI and in part by
the GOB. An independent Board of Directors made up of public and private sector
members would guide BEIPU activities.

Option 2e:  Split BEIPU functions between BCCI and the GOB (Same as Option
le) .
Pre-1993: Continue BEIPU aclivity within the Chamber between now and
1993. Use existing USAID and other available funds to move toward the levels of BEIPU
activity anticipated from BCCI funding and from GOB funding.

Post-1993: When USAID and other available funds run out selected BEIPU
activities would be continued and funded by BCCI. The GOB would absorb and fund other

agreed upon functions now being carried out by BEIPU. Some BEIPU functions might be
discontinued.
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Financial Plan for Project by Line Item
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BELIZE CHANBER OF COMMERCE AND IRLSTRY
AND
BELIZE EXPORT AND INVESTMENT PROMOTION UNIT

FINANCIAL PLAN

,5.$000
ToraL ESTIMATED LIFE
LINE 1TEM OPERATION 0BL 16AT 10N OF PROJECY
PERSONEL 873,000.00 963,000,00
EQUIPNENT & SUPPLIES 169, 000,00 207,000,600
LOGISTICAL SUPPORT 254,500.00 275,000,00
VEHICLE 17,000.00 17,000.00
“TRAVEL 10,000.00 27,000.00
AUDIT 16,000.00 26,000.00
OFF ICE SPACE 61,000,00 61,000,00
INSTITUTIONAL STRENGTNING
SHORT TERN T/A 103,000,00 113,000,00
PROGRAMNE
SHORT TERM 1/4 62.000,00 102,000.00
INVESTOR SEARCH 17,000.00 17,000, 00
CLIENT TRAINING 53,000,00 78,000, 00
PRONOTION 427,500.00 562,000, 00
CREDIT PROGRAMME 100,000, 00 100,000, 00
SUB TOTAL 2,163,000,00  2,548,000,00
CONTENGENCY/INFLATION 150,000,00 150,000,00
SUB TOTAL 2,313,000.00  2,698,000,00
TOURISH 50,000,00 50,000.,00
PROJECT MANAGEMENT 150,000,00 195,000.00
EVALUAT 10N 75,000,00 75,000,00
LONG TERM T/A 220,000, 00 220,000,00
HISCELANEOUS 22,000,00 22,000, 00
SUB TOTAL MET 517,000.00 562,000, 00
TOTAL 2,830,000.00  3,260,000,00
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ANNEX 9

Informal Field Checks of BCCI/BEIPU Claimed Impacts
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Assessment of BETPU Claimed Tampaces
—_——=0 2t T blaind lapaccs

Available BCCI

Company BEIPYU Clalms Documentation Interview Recalls

Pepsi-Cola Employment Listing of Firms from Pepsl reports nothing to do with
1986: 45 Annual Evaluatlion Report  BEIPU. Knows liccle about them,
1987: 45 1986/87. not a member of BCCI.

Investment to date
(1986/87):
Us $400,000

Belize Mills

Employment
1986: 34
1987: 135

Investment to date
(1986/87):
Us $2,000,000

Listing of Firms from
Annual Evaluatlon Report
1986/87.

Bellze Mills reports litctle coacact wich
BEIPU. Don’t export. Therefore no
need for secvices; understand they do a
good job, but a> first hand knowicdge.

Mom®s Triangle Inn

Employment
1987/88: 71

Planned Investment:
US $2 million

assisted in prepazing
pcoposal for funding

new hotel; charged fee of
BZ $2,750; provided
assistance re development
concession.

Listing of Firms from
Annual Evaluation Repore
1987/88; -
Investor Tracking Syscem
Report dd 12/20/88.

Mom®s reported: nor too professorlal;
made some mistakes in funding proposal;
helped with concession; did provide
some help; paid only ncalnal feas;

fo contaces last couple of years.

Laguna Madre

Helped with development
concession and gave
economic data, into re
areas for shrimp farming,
misc info.

Employment

1987/88: 125

Planned Ianvestmenc:
US $3.8 milllon

Export Revenue:
US $27.4 mtllion

Worked closely with co.

Listing of Firms from
Annual Evaluation Repact
1987/88;

Investor Tracking System
Reporet dd 12/20/88.

Asslisted in arranging group meetings
vith sheimp farmers. This was baslcally
thelr only help. Did give some help
re government legislation for shrimp
farmers; provided help in past two years.




Assessment _of BEIPU Claimed lTapacts (con.)

Company BEIPU Claims

Available BCCY
Documentation

Interview Recalls

Belize Honey Planned Investment
Producers
Bad some Gweetings with
Peace Corp volunteers
re project but no
follow-up.

.

Listing of Firms from
Annual Evaluations Report
1989/90;

Investor Tracking System
Report dd 12/20/88. -

BEIPU didn’t do too much; gave a few
names of investors: no fees.

Friendly Family
Foods, Ltd.

Prepared development
concession: ldentified
buyer and brokerage
service; provided assis-
tance on suppliers of
cans. Will be

charged BZ £3,000.

Listing of Firms from
Annual Evaluations Report
1987/88;

Investor Tracking System
5/10/88 (memo): and
project file.

Provided good help with paper work,
i.e. develop concession.

Contris Meats Prepared development
concession applic.
Jobs created: 17
Planned Investment:
US $324,000

Proj. annuval export
revenue: US $148,000

Listing of Flrms from
Annual Evaluations Report

1987/88; and project file.

Bad nothing to do with BEIPU.

- J.S. EsPat Prepared development Listing of Firms from No direct dealings. Have received
concession; Annual Evaluations Report letter re semlnars export opportunities:
Jobs created: 20 1989/90; believe need for BEIPU, good feeling
Planned Investment: Ler. 11/8/89 in file about BEIPU.
Us $900,000 expresses appreciation .
N Proj annual export for splendid job re
revenue: US $1.7 million develop conc. and enclose
check for BZ $2,000.
J. Loskot Export Wood Products Listing of Firms from Dolng excellent job: gerting people

Annual Evaluation
1987/88.

together: gocd working relaclonship;
pald no fees.

Melinda’s, Ltd. Locate markets, and
provide training and
experience via Traille

study.

Listing of firms from
Annual Evaluation
1987/88 and file.

Provided excellent help. Exports expanding.
Satisfied with thar. BEIPD assisted in
expasure especlally in packaglng. However,
she vas fully responsible for funding.

S

L

. —




" Assessment _of BEIPY Claimed Impaccs (con.)

Avatlable BCCI

Company BEIPU Claims Documentacion Intervievw Recalls

Hummingblixd Ratcan Employment: 20 Computer database -

BZ $250,000
BZ $150,000

tracking syszems shous

four contacts by BEIPU:

1) idea of ratcan factory

2) BEIPU sends for
rattan seed Llnfo.

3) Graham Investigates
ractan avail. in
Punta Corda

4) Lopez needs major
flnancing: BEIPU will
ask DFC.

BCCI/BEIPU flle shows
BEIPU assistance in
forming company.

Company claimed it used BEIPU to do its
concesslon applicacion after it declded
to expand. BEIPU said it would provide
profiles of rattan industrcy, furniture
shows and tralining but did not do so:
BEIPU tried to help with information
on rattan but could not. MED and USAID
helped with rattan scudy.

Firm employs 11 scaff; has 30 part-time
veavers and 2 supervisors for thea.
Expanded cwice~--once at time of
concession applicatton, then lacer
bullt onto butlding again. Lasc
expansion is incomplete. Company is
exporting seats and backs to U.S.

One U.S. plant sends parcts; Humningblrd
weaves them and sends them back.
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ANNEX 10

BCCI/BEIPU’s Claimed Activity Impacts by Recipient



TS

ton

conRsaC.

§ Oupnt 3N

[~ ado i d

a1 1Y

conress,

T

Ay Lony

R

LOCArION F,330us

SCLE/BREPUILTLS BN UAT LN
MITVITY PEPONT - WAL LM O SAPNLY

PN NCT
g LLon

rEns,

bR 1)

e b wma 1 cemem

!
0000 90 08 00 00 o3 84 04 8| -x.9.‘..:lt.--...:..-:t“-.‘-.l:'l."".s."‘....J"."l.‘ ....l
. i
. . L !
p > ) : ,v !
' : | ._
LA LY DL CL Y .:=o.:-..:3‘:..—'....3::"""‘.‘."..".'.-"..x.‘.‘."! LA L2 1Y L1

N sty N _ Mol
...;,.L..L...J.......d..................,u...+...w... ...#.......L A di
Sy _wvwwxww_xww_w

i

v

co b b

Este
Fite
Fite
Filte
Larp.
File
Fite
Comp.
Camgp

'l!.
':l.
R
fite
Fite
e

X e -

~,

"anwnn ...:.Tlll wnmGunn 00 00 00 1 0906 00 01 04 00 98 ¢} 90 05 00 09 00 00 20 lll; wwahony

! MOSE N

!..3:...4 00 000000 06 00 90 6 30 T8 od 41 00 00" o0 CTPTPDTITORTALIYOIR IO LYY PRI EETY Py ll!# ans
.

uvvwvwkwa wvvw NA
JEIRE | w ) .

+
'

LY P T YR T L L T PR Y Y L EE P L (R L L PP LY LT P EL L DL P T noes

IRV UAVANRY NN N

00 00 § 00 00 00 om0t 08 00 tl....tllt:l

f
_

.
B Var. Y

TR IR

0000 04 50 00 00 5 0u 00 00D 00 00 00,00 04 00 90 0 00 50 90 00 99 95 ] 00 o4 o0 #o]e 20 00 of rll-dl
t

7.“ )
]

[}
1
!

R N 3

T LY YL L L L Y L LD D PRI TR L L L L L L D L R IR LA L L L L, L] ’
B . . .

' ' 1

. ' . ' [

B Tt
. - 8 . eV

4006 00 40 50 00 8 00 55 0ufed 08 00 04 00 06 06 29100 04 54 06110 00 90 0440 o0 20 00 Be 00 05 4040 00 57 0ehs 00 00 B0 00 48 20 Bo LT LT "1™
.

-t

i N IS
0000 00 59 60 08 @ o5 00 0olo0 40 00 04 50 00 20 00496 06 00 W0ys0 00 25 o 00 40 20 200 0 #5244 40 S8 S1 0 26 S0 €100 20 S0 00 BB 00 45 S 30 08 00 Sofen ¢ 4% 94 00 3¢ B wh bo 08 04
| ! :
! ] .

| | Sos DP
......M...a..l..._..,.r..;.. L.i. ..‘..,.......J......p.......mv..
T T mm
T P )
.............n..n.._......x.:.....”.:.....w....l............nnlr......_..l....l......r......l..l 1”. -
m N \
.-...,g..,..,L..,h,‘,.ﬁ..g....‘..L....W,..p w A -
o N .w w. S I
N B m \ N BRI VQ > M) 1
[ ! ] vm
|

. ey Prod. B¢,

18 em vewey

ol et vr, Dew,
Deve Wmente Grap
infs."g Lbg.

re Rowricoting Do @
i*her n Cltres Orauers

a Fonives Pruit
mingbir-d Ratlen
rgreen tne°l
*)ige Larg.

ase Forstlte APd.
o mcssles
irertoa fevce
roings L4

Wing: Tarmers
(iver Libe wted

Be Copat Lede, :



-

Lo O U L YN TR T T :::::..::::::..:::::..:::..:::::::.?.::..::::::.:?.:.:..::..::::..:::::..:::._:::I.

3

A

Ny

L L T Ly O LT Yy T N Ty Ry Ty T L R O O e Ly Y

!

S

Y 5

vV Y oy 'y

i

3

5

N

!l!iltt!:Ix:x:::-.::.:-:l::!:.-..:......:::2::.-:..:8::-.::2!3:::.-....:8:..::....::::::x:.-::t:::t:ttl.

[

000000 00 00 00 04

'Y

i
!

3 A

|
|

Tile
fele

'
|
v
H
.

b2

..:lA:!!:..-.llxo.:.-:-...8:..!::..:Z!::.dl..!l..llltt...qtl:x

3 PR !
_,@ w_
P

|

Sate
Fige
fale
Tite
Fite
file
Comp.

5 i

4000 00 00 0 08 00 00 04 90,00 00,00 40 0% 00 00 0 04 06 00 00 1 50 00 84 04 94 04 00 B0 O 00 50 B 84 09 05 09 84 40 0 00 84

S

(57 000000 00 50 00 05 0 06 45 0600 50 50 90 04 30 55 00 & & 00 D6 Fu 04 50 00 45 04 B0 &6 04 56 00 08 68 60 04 60 0 00 B 53 H 50 00 50 00 0 90 01 20 00 04 00 04 43 0

llll!l:!tllo.:lStt.-..x..:..3!..8!:!:.-.....:-:.:8:::-...t:S..!:....2::!:!Sl:..::l!.:.t:t:l..:

S

il!lllltttl!lttl:-.8:...-23..:..!!8..!zt:!!ttittl..t!!lt....llt(::l2::-:.....::2::!::2..

Js

llxlxttStxt8!....::....2:::.-..:...-:: ..::::::....:..-..--:-.1::::8::..:..::.

b

_
g

[

L e I T T X ALY T

‘

Bog-tu *

voui sy oy

Popave

....:‘.:::.—-.2:3.:-.:- ....:..:l:::x:g

J .

[T Y lllLlllllllllll LY LT TN

v

“ite

"oul

t

Yoood

S DS

N

w_wn.w N

_
PRI

S

3

P

H t
1 .
H

m
]

m S

S

S

"
~ !

LYY
b R
. . !
. - H
; |
_. N H
_ i
.1‘.....'-""’.'.-.'
i
b
i
}
/ " . ]
s 5] ¥ d
SRR
— o] &} &

Bre. Not’d Fish. Capp.

ARG Acpnr-giates
Gunstl Stagh

_

b

S

p

|

00 09 60 50 60 00 50 @0 56 50 40 5304 00 54 00 00 09 06 S0nd 64 B4 9006 10 $0 @

Sary Lar Peel leelonds
Noel®e M-tal Shap

lll’llillt!ll!!l:!::i2831.!!8!!

)

S

' i
166 64 4000 09 ¢4 09 04 04 00 56 90 $1 00 95 00 20 45 00 14 14 60 4000 56 43 6809 40 90 #9140 55 00 14 04 0 9000 04 B B0

-
S

> 50

(00 00 ¢4 06 58 0¢ 00 59 50 00 90 00 0% 0 40 94 00 05 44 00

_ i
. +
_ i

+

Jasnin Card.

Ratbe Frorg® Cny,

Torre Or wnde

Beosho Pre, LEd.

>

Copteal Couer Gew,

LRV TR

!
|
!

|
_
m
j

S

>

i

_

Cayn» ML Vorke

Crnesdc Mevex

50 04 00 00700 00 54 0001 09 54 0410 00 50 000 54 06 55 54 14 55 50 04 44 B4 84 24 00 06 DO BE 14 04 08 B\ 01 00

SNE
Cor ]

'

] '

t .
i

oA

Joye Foats

\

.

nmow

Rarkon Creek ¥ erng

......3..:lt..:..x..tltx:...o..::t:x!::l..::x..ll..l:zl!....!:....t:t..:x:

0000 5450 99 00 06 0004 06 64 H6mS 04 10 #0150 08 00 b0

llltlttllt!l!tll..l!l..!!lttllltttillltllltllllll!l!lllll,

S

]
.

B '
xtt.e....xtll:oolx..l!!:l:tln

000000 0090 60 00 09 45 09 40 00 00 26 59 640 00 84 6950 00 00 08

.

_«

L
|

1

S

>

S

)

1o 00 04 0960 04 00 00

Loshet

Popaye Cnope

.

_ . "

eyl

_
'y

_
!
i

S

00 890000 40 44 eive 0

\

be 0 00 98 20 00 04 g

=

NPTy ¥4

ww \
L.

St e =, > ————

Sl’.-l"l.'l

+ " “.

m 3

o 8| §

HE

- . m.

Pl Il B

A

m._ m . 3
L . \



L] . "

P h . , .... w

(Y >y _
= My, N AU N

,
!
R | . ) : ! !
T L L L Ly e T Y e R L L L L Y ] 1Y%
X

BIRYB YR TRNRIRY B IR

.lﬁ!ll_lt..: ...:.:..:..x. LLLL ::..I_.!:..:,. ........:a_: _ IR H NN MM NN HH N _ﬂl...:.

. — . ._ ” ¢ - u ' “ :

-! m.. . ' . A | m .

" m . , _ | s .
P! . :

..Lul- R M d:x...“x..... .....:—:::ﬁ..:: M B A i !
! , '
.T _ > ;| _ > . e

V\K.lll-l...l.Qh‘ll'llllllllllllltllxll{.ill:!l CELLLLLTITY 1] T LT T T LUl LI L i *.l'IJ
1 !

AR R R R R R R R A AR IR S Y S A
. .....:...............M..............:::............“...............................;. ................................“.....:..;.......................... oo
Loy oy SNy D

AR R R R R «7? A

|
|
! . ' : b oy ‘ . |
i SR /_ T -
1 . o . Co _ _ AR
. : { ' P { _ “ : m :
A .:l..tl:ttll-l‘-lllmll LAY VR ..ttu.tt.-ﬂ....! ....!—.lli«.x:!.....I.._.!t-.w:l..m.tt. ltl!w

]

S e n R 00 0 00 A0 D D B o e 8600 ] 40 40 00 05 4 00 50 05 05 06 4 04 00 54 o8 00 05 64 18 ¢4 80 64 00 64 54 00 00 08 1* 00 44 18 00 42 00 B 49 44 30

. i} .
ELL TR Y TR DY R B Y LY

.
|
}
-
m m
._ ]

N A
h_ ~

- ‘ ] i 1
b i T _ |
- rv : . . ! _ :
: 1 ! : : H R R H 1
LT Py 008 00 0F 54 59 00 00 50 06 ©5 90 40 44 40 50 00 T 06 06 50 00 08 530 00 54 34 00 04 1 of :....l:xll.t!..&:!l.—:::ltl:.t:t wundunubune e srcane!
b . . i 1 \ + .
. ' . H
T\ N . ~ i . i
/ * J H _ ¢ ! _ “
. : ' '
N ALLL T LT 00 00 00 00 56 %0 00 60 64 80 0 43 06 04 06 40 00 0 20 50 ¢4 00 00 66 4005 09 45 14 50 4 40 oF 90 09 44 of ey e TPy L) -
R { i | ﬁ
M . .
; !

.

. o :
SELESE SESIN T IS Ny

e

+ . N ) -“ \ ,
- | IR A o W
HA t ’
b 0 0 0 0 0 0 0 0w 0 04 20 0025 00,90 o 04 00 0000 22 00 e 80 00 00 0 00 0f 00 0 0 oelos 0 o0 oq'% 40 00 84 5000 00 0040 80 80 ] 40 00 00 ues 43 00 0| s © e =40 00 00
i : ,_ 1 i
.u.. . 3 _ m . :
ol AN HE P SRR bl t
N BN PR % Il I I i I NIRRT i
AR I IR I NI R R R AT R L TR BT i §
I S R MR N R E A F I R R DA S I O R K i
-l =1 5. | & $| 2t i m N E I b A - ¢ e < e s “
§1 ¢ Coa M IS i (e 18 12 ). s 13 1Y 1 ! § (¢ 1 s
MR I NI R R R R R A R I A R R R R TR L I
sp e i dpef &l s 2 {E s aleTlEe (5|2 3
? ]
e T e _ H —

Syl




-~

)

—/ T T 7

B

ANNEX 11

Additional Discussion of the Project's Contribution
to Goal Achievement
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Annex 11

dditional Discussion of the Project’s Contributi

The internal records of BCCI/BEIPU regarding how its increased capacity helped
fuel "successes” were sparse. Nor could BCCI/BEIPU management and staff substantially
document these impacts from their institutional memory. Field interviews with a limited
sample of the businesses used as BCCI/BEIPU successes (see Annex 9) showed that
BCCI/BEIPU's claims regarding its impact tended {o be overstated.

Several issues are involved in assessing the nexus between BCCI/BEIPU activities
and the achievement of the goal of the project. First, BCCI/BEIPU was only briefly or
tangentially involved with many of the business activities it counted in redching its targets.
In some cases, BCCI/BEIPU involvement was limited to one brief office meeting with the
company cited as a success (e.g., ABC Associates). In other cases, BCCI/BEIPU carried
out one activity in support of these successful businesses--e.g., preparation of a concession
application or of company organization papers. Frequently, the businesses claimed as
BCCI/BEIPU successes were already operating and in the process of undergoing expansion
when BCCI/BEIPU began its assistance (e.g.,, Hummingbird Rattan, Crutchfield Farms).
In the field interviews carried out by the evaluation team, businesses generally did not
believe that BCCI/BEIPU activity on their behalf was a significant factor in their success.

Second, the successes claimed by BCCI/BEUIPU f{requently did not_exist.
BCCI/BEIPU, in preparing its annual impact for the BCCI and BEIPU executive councils
and USAID, cited businesses planning to make investments, expand exports, or create
employment. The "plans” of many of these businesses were not actualized and
BCCI/BEIPU's claimed achievement was not realized. Where the business activities cited
by BCCI/BEIPU do exist, their investment, exports and employment creation was often less
than claimed by BCCI/BEIPU.

Third, BCCI/BEIPU cited in a few instances the same business activity under
different names in different years, resulting in double counting of target achievement.

Fourth, BCCI/BEIPU had no follow-up program to monitor the business successes
claimed by it from year to year. It did not know whether the targets "met" by BCCI/BEIPU
in a past year via planned activities actually ever were achieved by the business
implementing its plans.

BEIPU'’s proclaimed contacts with new investment prospects in its annual reports
appear to be valid. However, the specific contacts counted could not be identified from
BCCI/BEIPU internal records to determine whether they were new investors.

BCCI/BEIPU'’s generation of new investments was chronicled in annual evaluation
reports. However, as noted above, it was not possible to document the claimed impact

from internal BCCI/BEIPU records. Nor could BCCI/BEIPU staff, from institutional
memory, validate the new investment impact claimed in the annual evaluation reports.



The evaluation team did carry out field checks of BCCI/BEIPU's claimed investment
generation, The results, set out in Annex 9, show that much of what BCCI/BEIPU claimed
as new investment was not attributable in a significant way to BCCI/BEIPU activity. Some
planned investor activity did not occur. .

BCCI/BEIPU's activities in expanding export capability could not be verified by the
evaluation team. The improvements made in the capability of these companies could not
be identified from BCCI/BEIPU records or staff recall. No baseline data or assessment
of the impact of BCCI/BEIPU activity was developed 1o validate the improvement claimed
in export capability.

The claimed impact of BCCI/BEIPU's activities in developing new local small
businesses could not be documented from internal records. It was not possible for the
. evaluation team to validate BCCI/BEIPU claims to have helped establish and expand a
certain number of small businesses in each reporting period.

Several ways to improve the nexus between BCCI/BEIPU's enhanced capacity and
increased investment, export and employment can be identified.

First, the BCCI/BEIPU staff was good at public relations and facilitation.
Conversations with visiting business persons and investors, representation at trade shows,
visits with potential buyers abroad, and obtaining information for investors and exporters
were areas of activity in which the staff performed well. These tasks varied widely, there
were many, and they were time consuming. The staff concentrated most of their energy on
doing them but did not always organize these efforts fully. For example, BCCI/BEIPU did
not develop a complete set of the general information needed by visiting investors and
exporters. In particular, it was not fully prepared with a set of available, already prepared
handouts answering the "most frequently asked questions,” BCCI/BEIPU's facilitation and
public relations tasks were not only numerous but also were diffuse. When concentrating
on this large diffuse area of activity, BCCI/BEIPU staff was not always able to focus on the
goal of the project--exports, investment and job creation. Project resources were spent
doing things, not always in creating impact. Being more focused on facilitating activities
that contribute directly to goal achievement and organizing to be more efficient and
effective in doing so will strengthen BCCI/BEIPU's ability to succeed and to document its
own success.

«

Second, the BCCI/BEIPU staff did not determine which export and investment
opportunities were best to pursue. Without this knowledge, it could not plan or undertake
detailed analysis and preparation to provide the information and services necessary to
support high priority export and investment opportunities. The staff did not undertake hard
hitting analysis documenting the export or domestic market potential of the specific
products it was promoting. Nor did it determine the likely profitability of export or
investment opportunities being promoted. Belizean FOB prices compared to US or other
CIF prices were never determined by BCCI/BEIPU staff for the products it promoted as
exports. Costs of different elements in the marketing chain for products or investments
being promoted were not determined. Individual bits of current knowledge flowing into the
BCCI/BEIPU office were not incorporated into project/product files for use by those
requesting information. Identifying priority export and investment opportunities and
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organizing more tightly to pursue them will improve BCCI/BEIPU's use of its capacity to
achieve the goal of the project.

Third, the BCCI/BEIPU staff did not consistently find out which companies or
investors were most able to develop Belize's export and investment opportunities. The staff
did not critically analyze companies or investors to determine their true capability. Due
diligence investigations were not carried out on new companies, buyers, brokers, or
investors. Monitoring of company activities 1o determine their progress and performance
was not done. Improvement in determining who to work with most carefully and why will
enhance the project’s impact on the desired targets--investment, exports and employment.

Fourth, BCCI/BEIPU staff did not learn the businesses of the key products they
were developing and promoting. They did not study and understand the steps, the
technology, the logistics, the information needs and other aspects involved, in the production,
processing and marketing of these products. They seldom visited and observed businesses
they sought to help. Without understanding these businesses, they could not develop
completely the information, contacts and sources of assistance critical to supporting them.
Trusted sources of materials, sources of finance, creditworthy buyers of product, quality
shippers and inspectors, new markets and other actual links in the production and
marketing chain for investments and products being developed or promoted were not
identified and verified by the staff. Without having this and other such information at its
disposal, the staff knew less than the companies it tried to help. The company and
individual contacts and other information obtained by BCCI/BEIPU's extensive travel was
not organized for used by those carrying out projects or used effectively by BCCI/BEIPU
staff to increase project impact. Becoming "expert” in areas of large significance to
expanded investment, exports and employment will heighten the nexus between
BCCI/BEIPU's improved capacity and its impact on goal achievement.

Eifth, BCCI/BEIPU staff did not become credible to public sector officials as
developers of projects on behalf of private sector investors and exporters. They were
perceived, however, as being successful facilitators. The high salaries and extensive travel
of the staff were of concern 1o public sector officials (even though some of them benefitted
from BCCI/BEIPU financed travel). Most importantly, the public sector perceived that the

- staff had achieved minimal impact. They had not contributed to the detailed, nitty-gritty

process of actually expanding investment and exports. And, having not done their

homework or operated a business of their own, the BCCI/BEIPU staff were percexved by

a few individuals as not being capable of bringing about investment and export expansion.
Documenting success stories and BCCI/BEIPU's contributions to them will help solve this
problem.

Sixth, BCCI/BEIPU was seen by foreign clients not as a source of expertise but as
a group with GOB "contacts." These individuals and companies tend to use BCCI/BEIPU's
services because they believe BEIPU knows its way around and can help them as a good
lobbyist would in other countries. By becoming even better at this portion of its work and
applying its skills in this area to priority companies and areas of business and econmic
activity, BCCI/BEIPU can increase its impact on target achievement and increase the
impact of the project on investment, exports, and employment.
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ANNEX 12

BCCI/BEIPU Organization Chart
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