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13. SUMMARY

The project is being implemented in accordance with a design
modification which occurred in June 1984 providing for the establishment of
in-country offices to house locally hired coordinators who would monitor
program activities. OQver the past 9 months the project has begun to yield the
results expected at its inception. As a result of the varying levels of
development of the three Caribbean territories chosen the project has taken on
a different character in each of the territories. The major focus of the
Barbados/Capital District program is to provide technical assistance and
marketing contacts to medium sized manufacturers. The major focus of the St.
Lucia/Rockland County Program is to provide technical assistance and direct
marketing services to small producers in the handicrafts and agro-processing
industries, while that of the Dominica/Dutchess County program is training
related to business development on the island.

14, EVALUATION METHODOLOGY

The objective of the evaluation were (1) to determine to what degree
exports have increased as a result of the project, (2) to determine the degree
to which project activities have improved the competitive position of
Caribbean entreprenuers leading to increased sales of their products and
services to the U.S., Eastern Caribbean region, and local markets, and (3) to
assess the cost-effectiveness of the project design, as amended, in achieving
these goals.

The evaluator reviewed files and materials on the project as well as
interviewed the project monitors from RDO/C and the Partners of America. She
also visited the responsible committees both in the Caribbean and in New York
to discuss the specific objéctives of each committee and project related
activities undertaken by the partnerships. - She also interviewed individuals
from the Caribbean territories who had participated in project activities.

15. EXTERNAL FACTORS

No changes of consequence have occurred during life of project to date.

16. INPUTS

The effectiveness of the inputs is a function of the quality monitoring
which can be provided particularly by the Caribbean partnerships. This role
has been served by the local project coordinators who commenced duties last
September. :

17. QUTPUTS

_ Since the hiring of the local coordinators nine months ago measurable
results have occurred and accomplishments are now reaching the first years
targets.



18. PURPOSE

The purpose of the project is to execute marketing strategies which
could -open new export markets for Caribbean products in the U.S. market
particularly New York State. Some $216,000 in orders, some of which have
since been filled, were obtained by Barbadian manufacturers as a result of a
trade mission to Albany in 1984.

19. GOAL

To increase the sale of Caribbean produced goods in the U.S. market. To
date measurable progress has been made towards goal attainment. See item 18.

20. BENEFICIARIES

The primary beneficiaries have been and will continue to be the medium
and small entrepreneurs and their employees in the three caribbean territories
of Barbados, St. Lucia and Dominica.

21. UNPLANNED EFFECTS

Not pertinent at this time.

22. LESSONS LEARNED

For any marketing effort to have a chance of success part-time voluntary
participation is not enough. There must be full-time on site agents and
sufficient resources allocated to facilitate continuous contact and timely

follow-up on request for marketing assistance”

Also there must exist in the prospective exporting countries the
necessary management and production capabilities and there must be an
understanding of import-export regulations by all parties concerned.
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1. EXECUTIVE SUMMARY

A. Purpose of the Bvaluation

The evaluation report of the Caribbean Marketing Assistance Project
(CMAP) has been prepared for the USAID/Regional Development Office ‘
(Barbados) to assist in determining the future of the CMAP for the period
April 1985- April 1986. The evaluation can also be useful to the National
Association of the Partners of the Americas (NAPA) and the Partaners
Economic Development Sub-Committees (EDS) in Barbados/Capital District
(Albany), Dominica/Dutchess County and St. Lucia/Rockiand County in
analyzing the present status of the project and planning for the future.

To assist the project principals in determining the future of the
project, this evaluation provides recommendations and conclusions
regarding the following :

L the current status of the project in terms of the ability to provide
effective and timely marketing activities;

2 the appropriateness of the'Partnership structure in conducting
successful marketing activities; and,

3. the cost effectiveness of the CMAP in providing marketing services
in the context of a) the uniqueness of the project, and b) as compared 1o
other marketing services.(Scope of Work, pg.8)

B. Tining

This evaluation takes place 21 months after the initiation of the three
vear pilot project in April, 1983; 7 months after the project revision in
June, 1984; and, 5 months after the local CMAP coordinators were hired in
September, 1984. During the Sepj.ember 1984 meeting of the joint
Caribbean and US management team, USAID and the Partners agreed that
the status of the project would be assessed at a meeting in December 1984.
The parties agreed that if the project was on track and could be continued,
then an evaluation would be carried out during the first quarter of 1985; if



the project had not improved significantly, the project would be phased out
by the end of April 1985 and no evaluation would take place. During the
December 1984 meeting, the Partners and USAID representatives agreed
that the project had progressed to a stage where an evaluation was

merited.

C. Sunnary Conclusions

o The redefinition of the project which took final shape in June 1984
recognized a number of the factors that the original project failed 1o take
into consideration, mainly: 1) the complexity of the project; 2) the need to
develop a viable management structure, through the hiring of local
coordinators, which could support the complex task of marketing; and, 3) a
more realistic appraisal of the export potential of the majority of small
businesses in the Caribbean. By refining the project, mainly to improve the
competitive position of producers in the local, regional and international
markets, a more realistic objective was devised.

o Over the past year, the CMAP project management team has done
an excellent job in turning a poorly designed, managed and implemented

project into a project that has begun to }_f_ield the results expectg_c_t_ig_ _t_he

o The CMAP, viewed by Partners as an entrepreneurial and risk

taking endeavor, was designed to provxde a representauve sample of the
variations among smaller Caribbean econoxmes at throe different levels of

e TR ——— ..
development. As such, the CMAP isnot a com rehensive program, but
lop such, p program,
rather, combines three different projects in each of the three participating
partnerships. The major focus of the Barbados/Capital Disteict program is to-

provide technical assistance and marketing contacts to medium sized

2



manufacturing industries. The major focus of the the St. Lucia/Rockland
County program is to provide technical assistance and direct marketing
services to small producers in the handicrafts and agro-processing
industries. The major focus of the Dominica/Dutchess County program is
training related to business development on the island.

0 A comparison of the original log frume with CMAP
accomplishments to date, reveals that the project , after two years of
operation, is just beginning to reach the targets intended to be
accomplished during the first year.

o An original assumption of the project was that the creation of
strong diversified EDS with the initial support of local coordinators, would
enable the EDS to continue the project through their own efforts. Partners’
experience with the project over the past 20 months indicates that the
complex nature of marketing and the demands for continuous contact that
a marketing assistance project requires, make it impossible to carry out the
project by relying on voluntary committee activity alone. Project
management on a day-to-day basis is required. Given this set of
circumstances it seems clear that the project cannot function without a
local coordinator in place.

o No designs for project continuity after the USAID funding period
were discussed in the original proposal or in the revised proposal. Asa
result, the EDS pnrticipuﬁng in the pilot project are presently undertaking
activity without a clear idea of how that activity will be supported or
continue in the future. Further, as the project activity takes place there is
no clear end in mind; the EDS have not developed a strategy for project

continuity with a clearly defined end which they can work towards.

0 Although communications and the time it takes to implement

‘projects have greatly improved, timely communications and delays

necessary to undertake joint efforts of the US/Caribbean EDS continue to



be problems. An annual plan for the period April 85-86 combined with a
strategy for project continuity will 1) assist the respective EDS in placing
priority on activities; 2) improve project implementation by eliciting timety
responses from their Partners; and 3) enable the EDS to determine future

fund raising strategies.

o Total USAID investment in the project during the period April
1983-june 1984 was US$79,456. An additional amount estimated at
US$54,560 was contributed to the project by Partners, Caribbean and US
organizations and project participants. Total costs are conservativefy
estimated at US$ 134,000, while an estimate of total direct benefits in
quantifiable terms will not exceed US$ 10,000/year. While benefits
generated during the {irst year of any prdiect are generally low, and nc
additional costs will be expended by outside agencies to continue to yield
the yearty benefits, the benefits generated under the initial project design
are not now nor likely to become commensurate with project costs. Many
of the project activities developed during this period, were outside the
export orientation of the project at that time. However, the majority of the
project activities developed during that period improved the competitive
position of loccal producers and businessmen in the local market.

o Total USAID investment in the project during the period july 1984
to December 1984 was US$83,104; additional contributions include
US$41,250, vielding a conservative estimate of total cost of US$124,354 for
this period. An estimate of total direct benefits, in quantifiable terms, is
approximatefy US$ 275,250. Some cf the program investment in training,
technical assistance and direct sales contacts will not yield resuits until
later in 1985. The majority of the project activities implemented during
this time period are directty related to the revised project objective of

=
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improving the competitive position of the local producer in the local and/or |
regional, as well as the international (US) markets. The majority of the
activities carried out under this period of the project are also directly
related to the original project goal, to increase the sale of Caribbean
produced goods in the US market.

o Considering the time it took to dev;zlop activities consonant with
project objectives and the cost of implementing the project in comparison
with benefits under the initial project design, the present project design 1)

is more effective in producing results; and, 2) produces benefits that are
-
more commensurate with project costs.
0 lmtml discussions with USAID determined that the CMAP
objectives and design are significantly different from other USAID funded

efforts in the region. There is little basis for comparison between CMAP

- —

and other mﬁrkeﬁng assistance pregrams presently operating in the
Caribbean, including the CCAA/CAIC Twin Chambers Project.

0 Currenity. in each of the three prografn areas, the EDS are working
closely with governmental .export promotion organizations and those |

private organizations involved in business development. Many

representatives from these local organizations are members of the EDS or
the Partners local committee.

0 The Partnership mechanism, unique in some respects, includes
both advantages and constraints to project implementation. The major
advantages built into the Partnership model are 1) the ready access to US
markets, 2) the ability of local sub-commitiees to attract business
community members who are involved in marketing, export promotion,



trade and development, 3) the ability of the EDS to access human and
financial resources outside the Partnership, and 4) the ability of the EDS to
access the national Partners financial resources.

0 Although the uniqueness of the Partnership mechanism presents
some clear advantages to project development, the mode{ aiso presents
constraints. Constraints inciude: 1) ready access to the US by virtue of the
Partnership linkage does not automatically imply ready access to the US
market for Caribbean products; 2) EDS difficuity in openly and quickty
commuaicating with each other; 3) limited resources which cause activities
to be delayed, postponed or cancelled; 4) EDS difficuity through the
partnership mechanism in utilizing shared resources, e.g. the New York
consuitant.

o Some of the major constraints to project implementation have been
resolved. The major constraint to further project progress is the lack of
any clearly defined plans for project continuity; the project will not be able
to function through the werk of voluntary committee members alone.
Because there is not a built in mechanism for continuity within a
Partnership structure, the CMAP project is not entirely suited to the
Partnership mechanism.

D. Overall Recommendations

Considering the momentum that the project has gained since the
hiring of the local CMAP coordinators, project costs in relation to benefits,
and the consistency of CMAP activities with regard to revised project
objectives, USAID slg_g_u_lg continue to support the CMAP at its curreat rate
_of _g;pengx}ugs.. This recommendation is cont.iﬁ-'gé;upon the ability of the
1021 EDS and Partners National Office to respond positively to the
recommendations included in the body of this report and to present a




proposal and budget for the period April 1985-1986 that reflects those
recommendations.

o The timing of the USAID decision on future support of the project is
critical. If USAID decides to continue to support CMAP through April 1986,
as recommended by this evaluation, the remaining amount of the originalty
obligated budget for Year 3 of the project, approximatety US$65,000,
should be released to ensure project support from April 1985 until
additional USAID funds are approved. If USAID decides not to grant the
incremental funding for the third year of the project, the remaining
amount of the originally obligated budget should be rejeased to ensure an
orderly phase out of project activities and project personnel.

o The US/Caribbean partnered EDS should put together a realistic

# ' annual plan for the period April 85-86. Plans should be specific and

include concrete activities to be undertaken during the year. The rationale
for each activity as it relates specifically to marketing, and the overall
. objectives of the project within the context of the country should be
* clearly indicated. Specific targets to be met by the end of the grant period
as well as iniended results and benefits in quantitative and qualitative
terms should be included. |

o The plan should include only activities which are realistic and
manageable within the coming year. Where an annual plan has
incorporated a viable strategy for continuity beyond April 86, activities
which will result in benefits after April ‘86 should be included.

o Each US-Caribbean EDS should identify a strategy for project
continuity and determine what steps must be taken during the year to
easure project continuity. This strategy should be presented along with
the annual plan for April 85-86.



I1. Bvaluation Methodolcgy

A. Objectives of the Evaluation

The objectives of this evaluation are 1) to determine to what degree
exports have increased as a result of the.project, 2) to determine the
degree to which project activities have improved the competitive position
of Caribbean entreprenuers which will eventually lead to increased sales of
their products and services to the US,, the Eastern Caribbean region, and
local markets, and 3) to assess the cost-effectivness of the project design,
as amended, in achieving thess goals. (Scope of Work, pg. 4)

As identified in the scope of work, the evaluation includes an _
assessment of the following specific project cbjectives:

. to establish viable functioning partnerships with local Economic
Development Sub-committess (EDS) in three Caribbean countries of St.
Lucia, Barbados, and Dominica and counterpart New York State Partaership
areas; | ' o

2. torecruit and orient local coordinaters and paid consuitants who
are appropriate, experienced, and well qualified to provide _marketing
assistance to Caribbean businessmen;

3. to identify and recruit Partners volunieers in Partnership areas, to
provide technical assistance to Caribbean eatreprenuers in marketing
products and in providing services that are competitive in reference to
design, quality control, safety standards, labeling , and pricing for the US.
and other markets; '

4. to provide individualized, custom-designed training to Caribbean
business peaple and their employees as identified by Caribbean
Partnership Sub-committees; and,

5. tofacilitate the marketing of goods and services from the
Caribbean, through such promotional activities as trade missions to the
United States which cffer face-to-face business opportunities.

8 . °



In additon to assessing project progress in meeting the specific
cbjectives, mentioned above, the evaluation provides an analysis of
intended results and methodologies employed in project implementation
and management, specifically wiih regard to:

L the degree to which trade between the Caribbean and the United
States and elsewhere has increased in quantifiable terms as a result of the
project;

2. the degree to which the Partnership mechanism is an effective
instrument in achieving trade gains and market access, or in providing
technical assistance which may make both of these possible in the future;

3. the effectivness of Partners project management at all levels in
Washington, New York State and the Caribbean;

4. abrief assessment of the Peace Corps participation in the project;

5. a comparative analysis of how the Partnership mechanism
functions in a marketing project in countries at various levels of
development; and,

6. toa limited extent, a comparative analysis of the Partnership
model with other approaches to provide marketing assistance in the three
‘participating countries. (Scope of work pgs.S-S)

B. Evaluation Activitie:

o Five days were spent working at the National Asscciation of the
Partners of the Americas (NAPA) offices in Washington. A review was
conducted of files and materials pertaining to the CMAP program, including
volunteer technical assistance reports, EDS reports, and CMAP project



coordinator reports. Discussions were held with the CMAP project
manager, the Partnership Servicers for the three Partaerships invoived in
the CMAP and the Partners’ president.

o Sixteen days were spent visiting Caribbean and New York based
local committees. Visits to the three US local committees in the Capital
District, Dutchess County and Rockiand County comprised of one day each,
and visits to three Caribbean local committees in Barbados, St. Lucia and
Dominica, comprising a total of twelve days, were made to discuss the
specific objectives of each local EDS, the role played by the sub-committee
within the local Partnership committee, and EDS activities undertaken by
the Partnership. Discussions were held with the Partners’ regional
representative for the Caribbean, EDS chairmen, EDS project beneficiaries,
local CMAP coordinators, the_ New York consultant, collaborating
imtituiions. énd. where possible, local Partners’ committee presidents. (A
list of institutional. and personal contacts is presented in Apprendix [.)

o Interviews with EDS members and local project coordinators
included a discussion of the objectives and the structure of the EDS,
collaboration among EDSs, problems encountered in project
imple:ricntation. changes in direction or emphasis in the local program,
plans for the future, and support necessary to improve present program
operations.

o Site visits were made in Barbados, St. Lucia and Dominica to
projects that have received techncical assistance and/or have participated
in the CMAP program.

o Two meetings were held with USAID Barbados Mission staff

including the Private Sector Office, the Evaluation Office and the PVO Office.

During the initial meeting with USAID, two important aspects of the scope
of work were defined. First, the only USAID funded project that resembled
the Partners CMAP was the Caribbean/ Central America Action (C/CAA)

10
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/Caribbean Association of Industry and Commerce (CAIC) sponsored Twin
Chambers Program. Secondly, rather than attempting a comparative
analysis of cost effectiveness of CMAP in relation to similar USAID funded
projects, the evaluation should concentrate in determining, to the extent
possible, the cost effectiveness of the original project design in comparison
with the present project design. In essence, are the project benefits worth -
the costs?

0 In order to meet the EDS members and lccal CMAP coordinators,
the newly appointed USAID project manager accompanied the evaluator to
St. Lucia and Dominica and to project sites in Barbados.



111. THE CARIBBEAN MARKETING ASSISTANCE PROJECT (CMAP)

A. Project Background

The National Association of the Partners of the Americas (NAPA),
incorporated as a private non-profit organization in 1966, provides a
variety of s@erviees'and management support to 55 affiliated Partnerships.
A Partnership combines a US State/region with a Latin American or
Caribbean country/state/regicn. Each Partnership has a ‘local committee’
which is legally incorporated in both the Northern and Southern
country/state where it operates. Each local committee has a board of
&irectors and/or chairman, president, executive. director, coordinator,
depending on the local by-laws of the crganiztion. Each local committee
has a number of sub-committees with specific program attributes, such as
agriculture, economic development and community education. ( An
organizational diagram of the Partnerships is presented in Chart 1.)

The CMAP was designed by the National Association of the Partners of
the Americas (NAPA) and currently involves the Economic Development
Sub-Committees (EDS) in three Partnerships: Barbados-Capital District, St.
Lucia-Rockland County and Dominica-Dutchess County. Over an 18 month
period, Partners sub mitted three project concept papers to USAID/RDO
(Barbados) before the final proposal was sumbitted in February 1983 and
approved by USAID in April 1983.

While the intent of the project, to foster and support private
enterprise development in the Caribbean, remained the same, the focus of
the project was modified over the 18 month period. Initially the project
intended to support and develop small and micro enterprises to produce
for the local, regional and international markets in 8-10 Caribbean
Partnerships. (Concept Paper-Partners of the Americas Caribbean Basin
Small Enterprise Development Program, December, 1981) The project focus

12



CHART 1: Working Model of a Partnership
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was then honed to promote Caribbean small businesses to export locally
made products to the United States in three Caribbean Partnerships of
Barbados, Dominica and Belize. ( Concept Paper-Partners of the Americas
Small Business Assistance/Export Promotion Program, July 1982) The
main objective of the final project proposal was to provide comprehensive
marketing assistance to Caribbean manufacturers and businesses in the
three Caribbean Partnerships of St. Lucia, Dominica and Barbados.
(Caribbean Marketing Assistance Project, February 1983)

In all stages of the project's development, Partners stressed the
entrepreneurial, risk taking nature of this pilot project by using a private
voluntary organization and its volunteer members in efforts that were to
foster private enterprise development.

Over a two year period, from April 1983 to April 1985, an operating
program grant (OPG) in the amount of US$ 270,000 has been extended to
Partners for the support of the CMAP program. '

The appraved CMAP proposal was originally designed to increase
exports from the Caribbean to the US (New York) by using the Partnership
structure. Through this mechanism, Economic Development Sub-committees
in Barbados, Dominica and St. Lucia could request assistance from the US
counterpart Economic Development Sub-committes in Capital District,
Dutchess County and Rockland County, respectivety. The project also called
for one Peace Corps volunteer on each of the three islands, to carry out
day-to-day activities, and fcllcw up on requests for assistance.

During the first year of the project the EDS’s in the Caribbean and in
New York had difficulty in maintaining volunteer interest and
panidp\ation. While the makeup of the Sub-committee's finally stabilized,
approximately one year after the project was initiated, few of the EDS
members who signed off on the criginal proposal remained invoived with

=
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the Partnership. The Peace Corps Volunteers did not work out for a variety
of reasons. As the first year of the project came to an end, none of the
three iﬁlnnds had PCV's; the US and Caribbean EDS’s had changed
management several times; there had been three different NAPA project
managers; and, few project activities had been cacried out.

In late 1983, Partners considered re-structuring the project with
respect to 1) redefining the role of the EDS; 2) refocusing the CMAP
activities with regard to the project development responsibilities of the EDS
and the participating businesses; and, 3) re-assessing the role of the Peace
Corps volunteers. (Concept Paper-Proposed Restructuring Plan, December
1983). From January to June 1984, Partners conducted negoitiations with
USAID/RDO-Barbados regarding the objectives, management and future of
the project. At one point, Partners felt that it would be in the best
interests of all parties to terminate the project. This possibility was
discussed with the USAID project manager. Both parties agreed a final
effort at salvaging the project could be made by substantial restrucwr'ing.
Partners agreed to continue managing a revised and restructured project.

The project was revised in June, 1984 by mutual agreement of the
Partners management and USAID. While the original goal of the project, to
increase the sale of Caribbean produced goods in the US market, was
maintained, the project objectives were broadened to emphasize short term
project activities which would eventually lead to increased trade. These
project activities, the majority of which were incorporated into the original
project proposal, were identified in the revised project proposai as follows:

-increasing service to local and regional markets;

-supporting marketing research/assessment missions’

-providing technical assistance in the areas of product development,

design and quality control;

-supporting ohservational training visits; and,
-promoting trade missions.

14



Thus, the project was redefined to include assistance in production
which would increase the local producers’ competitive positon in the local,
regional and international (US) markets.

In addition to a revision cf the project objectives, the project
management structure was modified to include salaried local coordinators
on the three Caribbean islands. ( A diagram of the CMAP management
structure is presented in Chart 2.) The criginal three year project budget
was accelerated to provide for additional salaries, management and
administrative support. The cost of project implementation rose from
approximatety US$ 5,600/ month for the 14 month period from April 29,
1983-June30, 1984, to approximately US$ 14,000/ month from July, 1984
to the present. Under this budget revision, the project, originally scheduled
to continue to April 1986, would spend all but approximatety US$ 65,000 of
the total obligated budget by April, 1985.

B. Early Lessons
Findings
A number of factors contributed to the lack of progress during the
{irst 16 months cof the project. The major factors that impeded the
progress of the project were:

o Project Desian: The original project design supported the export
potential and manufacturing base of Barbardos. St. Lucia and Dominica
were built into the pilot project in oder to provide a representative sample
of the variations among smaller Caribbean economies. The project design,
however, did not inciude the provisicn of the necessary management or
production support for businesses in Dominica and St. Lucia to produce for
the US market. A more thorough analysis of Dominican and St. Lucian
businesses during the project design phase would have revealed that
intensive training in product development, preduction managment and
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Chart 2: CMAP Project Structure
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business management would be necessary before Dominican and St. Lucian
businesses couid take advantage of US export contacts.

o Project Organization: The project-was designed to take advantage
of an organized and operational EDS and overall Partnership committee.
Although there were minor changes in the EDS in both Albany and
Barbados, the major acters remained the same. Thus the Barbados/Capital
District EDS maintained a certain continuity of committee members,
retained the interest of its members, and had an established base upon
which to recruit additional members.

o Partnerships were built into the project with little analysis given to
1) the make-up and ability of the EDS to carry out the project and 2) the
level of development and strength of the Partners local committee’s
organization: ) . .

0 Within three months after project initiation, two of the three
Caribbean EDS members who had originalty signed off on the project
proposal were no longer inveived in the Partnership due to pressing
professional commitments. As a result of the early changes in EDS
leadership, the majority of the project participants had no clear
understanding of the project objectives.

0 At the time of project initiation, Partners had just bégun organizing
the St. Lucia/Rockiand County and the Dominica/Dutchess County
Partnerships. The Partners local committees were still in a nascent stage of
organization. Therefore, little direction, organizational or managerial
support was forthcoming from 'ihe overall Partnership. As one former
chairperson of the Partners locai committee so aptly put it “we had
difficuity in focusing on getting anything done; we were still at the stage of
trying to get a letter answered.”
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o Project Planning: Too little analysis was done of the suitability of
the project objectives with respect to the in-country business sector and
the EDS ability to carry out the project. The majority of the EDS didn't
understand the project objectiveﬁ and there was no active overall Partners
committee to held define them. Within this context, it is easy to
understand why no planning of activities 'v;rith respect to project objectives
was evgf undertaken. With the exception of Barbados/Capital District, no
activities were carried out, or activities carried out under CMAP auspices
had little to do with promoting and marketing Caribbean exports to the
United States,

o Due to the difficulties presented in project planning, neither
Partners nor the EDS clearty defined the focus of the project with respect to
{) the target clientele and,2) whether the nature of the project was to
increase the competitive position of privately owned for-profit commercial
enterprises or whether the project was intended to have some direct social
benefits in assisting the poor to improve skills, increase income or find

employment.

o Project Management: The project management structure and the
individual roles within that structure were well defined on paper.
However, as the project developed and the major actors changed, the
management structure became unclear. Individual roles and the
management structure itself was interpreted differently by the different
parties invaived. At one time, two different people were considered the
project manager, yet neither one had a clear idea of the project manager's
function. .

o The role of the New York consuitant was left undetermined.
Ostensibly, the New York consultant’s role was to assist the EDS when the
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EDS could not find the appropriate resources within the Partnership area.
Yet, no system of communications was developed to ensure that this .
system of referrals and assistance was implemented. Consequently, few
EDS ever consulted the consuitant and the consuitant was not informed of
projects where he could have lent assistance. An animosity developed
between the paid consultant and some volunteer committee members who
did not want to work with someone who was paid to do what they
volunteered to do. Neither the volunteer committee members nor Lhé paid
consultant understood the consultant's roje.

0 Although the idea of using PC volunteers to support the day to day
project operations was a gocd one, certain managerial problems,
personality conflicts and unclear lines of authority among Pactners, Peace
Corps and the Peace Corps volunteers with respect to the job duties and
responmbmues made the situation unworkabie.

Snt:unar? and Conciusions
Although Partners designed the project within the spirit of
entrepreneurial risk taking, Partners underestimated the complezxity of

project as follows:

1. the nature of marketing Caribbean exports in the US, including a)
requirements fcr continuous contact and timely follow-up; extensive
planning and analysis; comprehensive understanding of import-export
regulations; and support from national credit and banking facilities; b) a
knowledge of impert-export adiministrative precedures, such as arranging
letters of credit, insurance, freight, etc; production organization and
management requried to meet quality, standards, volume; and competition
from domestic producers and other exporters to the US; ¢) the training
required to bring production and managment up to standard; and d)
financial resources required to bring production up to standard and to
support marketing efforts: - '

18



2. the level and quality of management support required to
undertake this task;

3. the ability of the Partnership mechanism to promote or impede
such an effort;

4, time available to businessmen to support such an effort;

S. the number of potential business prospects with exporiable
products able to compete in the US market, especially in St. Lucia and
Dominica; and,

6. the time and investment required 1o support these industries to a
level where simply making the contacts for export without providing
production and management assistance, i.e. “leading the horse to water”,
would be enough.
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C. CMAP: June 1934 to Present

Over the past year, the CMAP project management team has done an
excellent job in turning a poorty designed, managed and implemented
project into a project that has begun to yield the results expected in the
criginal project. .

From late 1983 to mid-1984 Partners’ de.liberations with USAID preduced
a decision to de%rote as much time as necessary and the resources available
to develop a max;ageable marketing assistance project that could meet
project expectations.

The redefinition of the project which took final shape in June (984
recognized a number of the facters that the criginal project failed to
consider, including the following: 1) the complexity of the project; 2) the
need to develop a viable management structure, through the hiring of local
coordinators, which could support the complex task of marketing; and, 3) a
more realistic appraisal of the export pzncnnal of the majority of small
businesses in the Caribbean. By refining the project, mainly to improve the
competitive position of producers in the locai, regional and international'
markets, a more realistic objective was devised.

The CMAP, designed to provide a representative sample of the
variations among smaller Caribbean economies at three different levels of
development, is not a comprehensive program. CMAP combines three
different projects in each cf the three participating partnerships. The major
focus of the Barbados/Capital District program is to provide technical
assistance and marketing contacts to medium sized manufacturing
industries. The major focus of the the St. Lucia/Rockiand County program is
to provide technical assistance and direct marketing services to small
producers in the handicrafts and agro-processing industries. The major
focus cf the Dominica/Dutchess County program is training related to
business development on the island.
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The different natures of the programs are due mainty to 1) the
different industrial and business environments in which the program takes
place; 2) the potential of the export industry and the natural resource base
of the countries in which the program takes place; 3) the make-up and
interests of the EDS in each US and Caribbean Partnership; and 4) the

resources available in the New York partner area.

D. Findings and Recommendations

A comparison of the original log frame with CMAP accomplishments,
reveals that in two years, the project has reached the majority of targets
intended to be accomplished in one year. The major shortfalls are in the
number of enterprises assisted and thé development of marketing
assistance plans and strategies. (See Appendix 4 for criginal log frame.)

A number of factors that originally impeded the project's
developmeﬁt. still gxist. but to a much [esser degree.

Progran Policy-Findings

o Neither NAPA nor the Partners local committees have taken a
policy posmon on the issué of a private non-profit organization directly
assisting private for profit commerical enterprises in improving their
competitive position. The business nature of the project, especially in the
case of Barbados/Capital District, is substantialty different from other
Partners’ activities which are intended to assist people at the lower end of
the economic scale, provide social services or inter-cultural experiences.
The issue of assisting privately owned companies still causes concern
among some of the three participating EDS, and within some of the
Partners’ lccal committees. .

o To date, Partners has not developed an overall policy on providing
assistance to private for profit enterprises. The lack of such a policy is
reflected in programmatic and administrative policies which are not geared
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towards supporting business development and in some cases inhibit it.

For example, 1) even though NAPA practice supports the policy of
providing loans and not grants to commerical ventures, there is no clear
policy statement to that effect; 2) local EDS recommend grants to
commercial ventures when the Partners-have access to a loan fund; and, 3)
aithough several exceptions have been made specifically for this project,
Partiners’ general regulations siipulate veiunteer travel must be for a
minimum of 10 days. Businessmen can rarely leave their business for
extended periods of time.

Program Policy-Recommendations

o Partners management has been flexible on administrative policies
regarding trave! for businesses invoived in the CMAP. Travef policies and
the 10 day minimum should be re-examined and continued to be
interpreted in a flexible manner if Partners wishes to emphasize projects
which invoive business.

o In thfee cases, the absence of a strict policy on providing loans cr
grants to commercial ventures has delayed project implementation for over
a year. The determination of lcan policy is the responsibility of the local
committees. By informing the EDS and the local committees that no grants
will be approved for commercial ventures, Partners NAPA managment can
motivate local committees to establish loan fund guidelines and decrease
delays in project implementation. '

Project D2sign: Continuity-Findings

o CMAP was criginally envisaged as a pilot project with potential to
continue within the three original Partnerships and to expand to other
Partnerships in the Eastern Caribbean region. Yet, no designs for project
continuity were discussed in the original proposal or in the revised
proposal As a result, the EDS participating in the pilot project are
presently undertaking activity without a clear idea of how that activity will
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be supported or continue in the future. Further, as the project activity
takes place there is no clear end in mind; the EDS have not developed a
strategy for project continuity with a clearly defined end which they can
work towards.
Project Design: Continuity-neco;:lnendnt.iom

o Each US-Caribbean EDS should determine a strategy [or project
continuity which should include an analysis of how the project will
continue and what steps must be taken during the year to ensure project
continuity. This strategy should be presented along with the annual plans
for April 85-86,

Project Design: Organization-Findings

o An original assumption of the project was that the creation of
strong diversified EDS with the initial support of local coordinatoers, would
enable the EDS to continue the project through their own efforts. Partners
experience with the project over the past 20 months indicates thzit the
complex nature of markeﬁng and the demands for continuous contact that
a marketing assistance project requires, make it impossible to carry out the
project by relying on voluntary committee activity alone. Project
management on a day-to-day basis is required. Given this set of
circumstances it seems clear that the project cannot function without a
lecal coordinater in place.

Preject Design: Organization-Reconnendations

o Some options for project continuity and diverse project
ocrganizational configurations emerged in discussions with the various EDS.
Each EDS should analyze the following options:

1) the ability of the Caribbean and US EDS to provide the management
and financial support to continue the empioyment of the local coordinators
and raise necessary project funds. This anatysis should present a realistic
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assessment of the project costs, the amount of funds that can be raised and
the continuity of such fund raising efforts.

2) the ability of the project to become seif-sufficient with the
coordinators working on a comission basis or with funds for fixed salaries
generated from client sales and/or purchases. This anatysis should include
both a break-even analysis and a cash flow analysis to determine the
viability of operating the project as a commercial venture.

3) the ability of the project to be supported by a local institution with
similar goals and activities that will agree to collaborate on this project
together with the local Partners. Presently, each coordinator works out of
an office provided by a local institution (NRDF in St. Lucia, IDC in Dominica)
or works closely with an organization with similar objectives ( Barbados
Manufacturers Associations (BMA), Expert Promotion Corperation (EPC) in
Barbados). Each local institution presently undertakes complementary
activities and enjoys a strong Partnership association through the EDS or
the local committee. The anatysis of local institution support should
include:

a) how the CMAP can best be accomodated within the local
institution's program;

b) the complementarity of the CMAP with the local institution’s
program;

_ ¢) how the project wiil be supported {inancially;

d) what management structure will be necessary to support the
project; and,

e) how the US/Caribbean EDS can best support project activities.

o The present strengths and weaknesses of the project indicate that
the third organizational option is currently the most viable alternative for
all three Partnerships. Within the Partners general structure, development
projects which are initiated by Partners and subsequently supported by
local organizations have the best chance for success and continuity. By
April 1986, the project should have pregressed to a level where the local
organization, by accomodating the project, will gain not only an
experienced stafl member, but a marketing concept, marketing ties and a
marketing assistance project.

| o The Barbados/Capital District EDS may have difficulty in
identifying a local institution with similair activities and objectives. The
Barbardos/Capital District EDS should 1) investigate local institutions that
can accomodate the program, specificaily the EPC, the BMA and the newly
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organized National Development Foundation; and 2) investigate the
possibility of seeking funding from USAID or private industry to continue
the support of the program.

Project Design: Expansion-Findings

o In discussions with Partners staff, concern was expressed
regarding the expansion of the project to other Eastern Caribbean
Partnerships. In projects as complex as CMAP which require a great deal
of management support, a sub-committee cannot be built by simply
making resources available. The committee must be organized, have a
functioning working relationship, and have the management support in
place before a project of this nature can be undertaken

Project Design: Expansion-Recommendations

o DBased on the experience of the three Partnerships participating in
thé pilot project, expansion of the CMAP should not be considered unless
interested, viable, organized and functioning EDS are operating in both
sides of the Partnership.

o Partnerships not currently invoived in the CMAP shouid be
encouraged to use other program resources to provide training and travel
grants in the area of marketing assistance, but the support of a full scale
marketing assistance project cannot be justified unless the respective EDS
are in place, crganized and functioning.

o The project should not be expanded to other Eastern Caribbean
Partnerships within the life of the USAID grant. Grant resources should be
utilized to support on-going cffogts within the three participating
Partnerships.
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Planning and Reporting-Findings

o Although communications and the time it takes to implement
projects have greatly improved, timefy communications and delays
necessary to undertake joint efforts of the US/Caribbean EDS continue to
be problems. An annual plan for the pericd April 35-86 may assist the
respective EDS in placing priority on activiites and eliciting timely
respanses [rom their Partners.

Planning and Reporting-Recommendations

o The US/Caribbean partnered EDS should put together a realistic
annual plan for the period April 85-86. Plans should be drawn up by the
local CMAP ccordinators in collaboration with the Caribbean EDS. Plans
shouid be sent in advance to the US EDS, and a joint meeting should be held
to formalize plans for the April 85-86 period.

o.. Plans 3hoixld be specific and inciude concrete activities to be
undertaken during the year. The rai.iona.le for each ﬁcﬁvity as it relates
specifically to marketing and the overall objective of the project within the
context of the country should be clearty indicated. Specific targets to be
met by the end of the grant period as weil as intended results and benefits
in quantative and qualitative terms should be included.

o Plans should include an activity schedule, expected reponses by
each EDS, the deadline for responses, responsibility for carrying out
activities and the human and finanical resources necessary to support -
activities. The sources of these resources should be indicated.

o The plan should include only activities which are realistic and
manageable within the coming year. Where an annual plan has
incorpcrated a viable Strategy for continuity beyond April 86, activities
which will result in benefits after April ‘36 should be included.
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o Reports should be written with respect to annual plans.
Coordinator reports should emphasize results, benefits, problems and
possible solutions rather than strictly reporting activities.

Project Management and Admini.atration-Pindinsa

o The project management team seems to be f uhcﬁcning smoothly.
The lceal coordinaters have been able to implement project activities in a
considerably short period of time. In some cases, the coordinators have
been able to organize in three months what it took the voluntary
committee 18 months to complete.

o To some extent, the role of the New York consultant is still vaguely
defined. The consuitant is still not being used by two of the three
committees. In one case this is because of the nature of the activities
carried out by the CMAP, and, in the other because of the relationships
already established between the US and Caribbeas EDS.

o The quarterly meetings, necessary to refine the project and begin
anew, now seem excessive. i

o Although NAPA requested each EDS to draw up a monthty budget
in order to set up an operating fund, some coordinators still operate out of
pocket, Expenses are re-imbursed upon presentation of receipts. This
operating procedure puts undue constraints on the ccordinators’
operations, especialty since the bi-monthiy salary checks reach the
coordinators late.

o In some cases, implementation of specific project activities is
constrained by the lack of operating funds, such as funds available to rent
a meeting rcom for courses.

0 As the ccordinators become more familiar with their duties and
responsibilities, the direct management assistance necessary from the
national and regional offices will decrease.
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Project Management and Administration-Recommendations

o The Rockiand EDS is operating with one member, and the likelihood
of recruiting new members within the coming year is low. The St.
Lucia/Rockland EDS and the local coordinator have been able to establish a
working relationship with the New York consultant. In order to promote
the St. Lucia/Rockland CMAP, the New Yerk consultant should be hired on a
retainer basis to exclusivety support the St. Lucia/Rockland CMAP.

¢ Under this recommended arrangement, the reporting function of
the New York consultant should be transfered to the Washington office.

0o The quarterly meetings can be easily reduced to six-monthiy
meetings. A joint meeting should be held to review the annual plans and
budgets for the April 1985-86 period, and, a joint meeting should be held in
October-November to review progress toward establishing an on-going
program post-Apfil 1986. o

o Although Partners has established an operatj::g fund for-the
payment of monthly coordinator expenses, the procadures are not going
smoothly. The coordinators in some cases are still advancing salaries for
payment of the institutional expenses, cr delaying payment of rent and
expenses due to the organizations housing the ccordinators. Partners
should re-examine the operating procedures of this fund and determine
whether the problem lies in the lack cf proper presentation of receipts on
the part of the cocrdinators cr the timing involved in receipt presentation
and re-imbursement.

o Bvery effort should be made to ensure that the ccordinators’
salaries reach them on the date due. Partners should investigate use of
telex transfers, mailing checks in advance of the date due to ensure timety
acrival of funds, or inciuding enough money in the operating fund to pay
the cocrdinaters in country. Paying the coordinaters in advance, and onfy
once a month is also an optica to be considered.
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o As part of the April 1985-86 planning process, Partners should
examine the managment time spent on the project and budget accordingly.

o As part of the April 1985-86 planning process, Partners should
consider making available additional operating expenses from the project
budget. Every effort should be made to seek local contributions to a
project activity, such as free advertising, course registration fees and
contributions of meeting rcoms. In cases where unsuccessful attempts to
seek local contributions will seriously constrain the implementation of a
project activity, expenses should be made available from the project
budget. These funds are small amounts in support of individual projects,
such as funds to rent and reserve a meeting room for a werkshop.
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B. Cost Effectiveness

Introduction

The CMAP attempts to establish contacts between US and
Caribbean businessmen, while the actual business negoitations and
follow-up are left to the businessmen themselves. Therefore, data on
quantifiable project benefits to individual producers as weil as individual
producers’ investments to achieve benefits is incompiete. Data on total
program costs is also incomplete, specifically contributions from local and
US organizations and project participants. An accurate benefit-cost
analysis to establish the project cost benefit ratio cannot be presented.
However, a general analysis of project costs in relation to project benefits
under each of the two different project designs can be determined by
anafyzing 1) project costs with respect to benefits under each of the two
different project designs, 2) project activities with respect to project
objectives under each of the two different project designs;.and 3) time
required to carry out project activities under each of the two different
project designs.

Project Dzsign-April 1983-June 1984

From April 29, 1983 through June 30, 1984, Partners speat US$79,456
of USAID CMAP funds to implement the CMAP. (See Appeandix § for
financial infcrmation.) In addition to this amouat, total contributions from
- other sources were approzimatety US$54,560. (See Table 1 for total
program costs. ) During that time, there were few concrete project
activities, and those that were developed took a great deal of time.

The concrete resuits, some outside the scope of export promotion and
marketing assistance, that can be attributed to the project during this time
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TABLE 1: PROJECT COSTS AND QUANTIFIABLE BENEFITS (US$)
April 1983 - Decomber 13584

ITEM

Albzny Fair(4-84)

Batlory Asssmbly
Dominicz(4-84)

Cullnery Instituts
Dominicz(5,6~84)

Feb Ltd & MGM
(7-84)

Flick Chemicals
(9-84)

Germent Industry
Sales Mission
(5-84)

Miemi Germent
Sub=-Contrecting
(12-84)

St. Joseph
Community Canter
{ 11-84)
Furniturs Workshop
(12-84)

Computer Workshop
(12-84)

Tourism Project
Dominicz(1-8S)

Trepicrafis
2-84/1-85)

Rocklend
Merkoting Training
(10,11-84)

Treds Fair

St. Lucie(12-84)

Saies Orders
Local(12-84)

Sales Ordsr
Export(12-84)

TOTAL EXPENSES
TO DATE

cMAP

includad in
total emt.

Included in
total zmt.

included in
total emt.
includad in
total emt.

included in
total emt.

Included in
total emt.

included in
total emt.

Includad in
total emt.
includad in
total emt.

includad in
tlotai emt.

includsd in
total emt.

includad In
total emt.

includad in
total emt.

162,560.00 29,500.00

% indicatos CAIC contribution

% *indicates contribution from Lraining orgenization

® indicates Pertners International Training Grenks

30-A

““Indicates Pertnars Small Grent Fund

OTHER LOCAL ORES. PROJECT BENEFITS
PARTNERS (MY/CARIBEAN} PARTICIPANTS
6,000.00 11,160.00  10,000.00
200.00% = 1,800.00 4,000.00
18,000.00° 5,000.00%%  2.400.00 6.000.00
30.000.00 250,000.00
(onneal)
250.,000.00
(ennual)
266,000.00
3,000.00"
1,150.00" 475.00
400.00% 225.00
1,000.00 1,000.00
fons
2,500.00" 1,000.00 500.00
1,000.00
300.00
350.00
19.910.00  46,400.00



period are the following:

- one observational training visit for a Dominican in methods of
battery assembly. The direct benefits of this project can be estimated at
approximately US$4,000/year. (April '84)

- the organization of the Barbados Trade Show in Albany. Although
some direct benefits accrued to businessmen as a result of this activity,
they have not been documented. Project reports and discussions with
project participants indicate that one Barbados garment manufacturer
received orders in an undetermined amount, and that the furniture
manufacturers sold their exhibits, again for an undetermined amount. The
Show took two years to plan and implement.(April ‘84)

- nine Dominicans trained in food, beverage and restaurant
managment at the Culinary Institute of America. Three restaurant owners
estaimated food wastage decreased by 90%; a conservative estimate of cost
savings of 50%. (May 1984)

For details on each activity, refer to the the individual country
program sections, below. ’

Analysis

Total USAID investment in the project during the period April
1983-June 1984 was US$79,456. An additional amount estimated at
US$54,560 was contributed to the project by Partaers, Caribbean and US
crganizations and project participants. Total costs are conservatively
estimated at US$ 134,000, while an estimate of total direct benefits in
quantifiable terms will not excsed US$ 10,000/year. (See Appendix 6 for
project costs compared to benefits.) While benefits generated during the
- first year of any project are generally low, and no additional costs will be
expended by outside agencies to continue to yield the yearly benefits, the
benefits generated under the previous project design are not
commensurate with project costs.
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At this point the project had not been revised to include improving
the competitive position of the local producer in the local, regional and
international (US) markets. Many of the project activities developed
during this period, were outside the export crientation of the project at
that time. However, the majority of the project activities developed during
that period improved the competitive position of local producers and

businessmen in the local market.

Present Project Design July 1984-Dzcenber 1984

From July 1, 1984 through December 30, 1984, total CMAP
expenditures through the USAID grant were US$83,104. An additional
amount estimated at US$41,250 was contributed to the program by
Partners, Caribbean and US organizations and project participants.

As a result of the project activities carried out during this time period,
dccumented financial benefits to Caribbean participants inciude the

following:

- through the September '84 Sales Mission, coordinated for Barbados
garment manufacturers, garment orders in the amount of US$ 116,000
were secured. A US$50,000 order, inciuded in this amount will not be met;

- through the same Sales Mission, watch orders in the amount of
US$150,000 were secured. Onty US$ 15,000 of this amount have been met;

- adistributorship for furniture refinishing products,worth
approximatety US$250,000/year, was established in Barbados between an
Albany company and a Barbadian manufacturer;

- import savings of approximatety US$250,000, minus equipment
investments of US330,000, yielded a total yearly benefit of US$220,000 for
two Barbadian companies;

- alocal trade fair in Castries resulted in sales for local producers of
US$ 1,000;

- asaresult of the local trade fair and the efforts of the local CMAP
coordinator, direct sales in the lccal market for St. Lucian handicraft
producers yielded US$ 300 and export arders of US$350;

- The Barbados/Capital District CMAP objectives inciude promotion
of two-way trade between the US and Barbados, therefore, financial
benefits can be added as follows: 1) equipment purchase of US$ 30,000;
and 2) furniture refinishing products purchase in the amount of US$40,000.

32



Non-quantifiable benefits of the program inciude the following:

- two St. Lucians invoived in the straw products industry trained in

marketing:

- one marketing assessment completed for the export of St. Lucian
straw products to the US; )

- personnel from19 furniture manufacturing companies trained in
furniture refinishing techniques acceptable to the US market. Training
included topics such as finishes used in the US, and touch up techniques.
The training is expected to yield considerable cost savings to producers in
addition to bringing product lines up to US market standards;

- technical assistance in business assessment of computer needs
received by personne{ from nine companies;

- samples sent to three US firms contacted through Partners
sponsored travel to the CBI Miami Exposition by cne Barbadian garment
sub-contractor;

- through a small grant provided to St. Joseph's Community Center,
60 women are being trained in cottage industry skills.

For details on each activity, refer to the individual country program
section, below.

Analysis

Total USAID investment in the project during the period July 1984 -
December 1984 was US$33,104; additional contributions include
US$41,250, yielding a conservative estimate of total cost of US$124,354 for
this period. An estimate of total direct benefits, in quantifiable terms, is
approximatety US$ 275,250. (See Appendix 6.)

Some of the program investments, such as the marketing training,
technical assistance for furniture refinishing , sub-contracting contacts and
direct sales contacts will not yield results until later in 1985.

The majority of the project activities implemented during this time
period are directly refated to the revised project objective of improving the
competitive position of the local producer in the local and/or regional, as
well as the international (US) markets. The majority of the activities
carried cut under this period of the project are aiso directly related to the
original project goal, to increase the sale of Caribbean produced goods in
thg US market.

Y
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Summary and Conclusions

The total USAID project investment of US$162,560 for both project
periods provided estimated benefits in the amount of US$ 285,250 over the
same period of time. The USAID investment of US$ 79,456 produced
yearfy benefits estimated at US$ 10,000 under the initial project design.
The USAID investment of US$83,104 produced benefits estimated at US$
275,250 under the present project design.

According to a comparison of estimated costs and benefits of the
project to date, rough data on the project’s cost effectiveness can be
presented as follows: 1) for every dollar of USAID investment,
approximatety US$ 0.59 was contributed by other organizations and project
participants; 2) every USAID dollar of investment produced an estimated
US$ 1.75 of benefit; and 3) every dollar of total investment produced an
estimated US$ 1.10 of benefit.

Considering the time it took to develop activities consonant with
project objectives and the cost of implemenﬁng.'me project in comparison
with benefits under the initiai project design, the present project design is
more effective in producing results and produces benefits that are more
commensurate with project costs.

CMAP and Cther USAID Sponsored Programs

Initial discussions with USAID-Barbados determined that other USAID
funded programs, such as PDAP, CAIC and present NDF programs in the
three countries participating in the CMAP program, differed significantly
in objective and design from the CMAP as follows:

- The major emphasis of the PDAP program is to attract off-shore
manufacturers to the Caribbean .region. Marketing of locally produced
Caribbean products in the US is not part of the program.

- CAIC is a regional organization that works with the locai Chambers of
| Commerce. As such, the CAIC program is much broader than the CMAP and
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includes financing of regional effcrts to provide technical assistance to
business, conducting workshops. sponsoring seminars, organizing - -
informational networks and providing services to the private sector.

- The NDF's in St. Lucia, Dominica and Barbados pravide credit
assistance and business counseling to small business whose fixed assests do
not exceed EC$ 20,000. To date, marketing assistance has not been a formal
aspect of the NDFs' program. '

- The only program that was thought to resemble the CMAP program
was the Caribbean/Central American Action (C/CAA) Caribbean Association
of Industry and Commerce (CAIC) jointly sponscred Twin Chambers
project.

Discussions with CAIC employees, ex-employees and Twin Chambers
' program participants revealed the following:

- The total budget for the Twin Chamber: program was US$200,000
gver a two year period; |

- To date, the major activity of Twin Chambers program has been the
sponsorship of a series of four executive adm.ihistrat.ion and management
training seminars: two in the US and two in the Caribbean. Participants feit
the seminars were beneficial, but no follow-up took place. These seminars
are focused on paid Chambers' staff, rather than the business community
membership.

- An objective of the Twin Chambers program, to stimulate US
investment in the Caribbean, has not been reached. According to a
member of the Chamber of Commerce, the return visit of US Chamber
members to the Caribbean was postponed. The purpose of this visit was to
discuss potential US investment in the Caribbean

- The Twin Chambers program is presently at a stand still while
C/CAA and CAIC work out managerial responsibility for the program and
the devolution of program management from CCAA to CAIC
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Conclusions

CMAP Conparison

There is little basis for comparison between CMAP and other
marketing assistance programs presently operating in the Caribbean.

o With the exception of Barbados, the CMAP program beneficiaries
are small businessmen Who are not members of the local Chambers of
Commerce. CMAP beneficiaries could take advantage of the Twin
Chambers project only to a limited extent. Local chambers of commerce in
the three program areas, do not have active marketing assistance
programs.

CMAP Collaboration

Currently, in each of the three program areas, the EDS are working
closely with the export promotion organizations and those organizations
that have marketing assistance programs. For example:

1) Barbados: Export Promotion Corporation, CAIC, Barbados
Development Bank, Ministry of Trade and the- Industrial Development
Corporation; | |

2) St. Lucia: Chamber of Commerce, National Research and
Development Foundation, and the National Development Corporation; and,

3).Dominica: Industrial Development Corporation, National
Development Foundation, and the Ministry of Trade.

Recommnendations

o In each country where CMAP presently operates, the program
could benefit by closer ties with the National Development Foundations.
The EDS in Barbados is currently attempting to recruit the director of the
NDF; the CMAP in St. Lucia works-closely and complements the NRDF's
credit and business guidance programs; and the CMAP in Dominica could
provide technical support and/or marketing assistance to NDF clients, or to
previous NDF clients who are now over the EC$20,000 fixed assests limit.
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F. The Partnership Mechanism: The Uniqueness of the Model
Advantages and Coastraints

o The major advantage and also the most unique aspect of the
Partaership model in a project that promotes exports from the Caribbean to
the US market, is the ready access the Caribbean Partner has to the US.
Because the Caribbean Partner has ready access to the US through the
Northern Partner, this does not automatically transiate into ready access to
the US market. Elements of production, such as quality, standards, volume
and prices still have to be met. Generally, the local producer does not have
a concept of market competition; he tends to think that he will be able to
sell his product in the US, just because it is such a big market, without
regard to quality, volume or price. It is in this area that training in the US,
technical assistance from the US partner, and efforts on the part of the local
cocrdinator play an important role. )

o Another advantage and unique aspect of the Partnership
mechanism is the ability of the lccal sub-committees in the US and the
Caribbean to recruit qualified and interested members. For example, in all
three Caribbean EDS participating in the CMAP project, members come
from export promotion corporations, industrial development corporations,
chambers of commerce, national development foundations and private and
governmental organizations involved with trade and business
development. The EDS in New York are also comprised of members from
the businéss community whose backgrounds include marketing, trade,
business development and techmtnl expertise relevant to the project.

0 A third advantage is the ability of the functioning EDS to access
local human and financial resources outside the Partners network.

o Finally, the ability of the EDS to access Partaers finanical resources,
such as the Internaitonal Training Grants, has been advantageous to a
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aumber of projects.

Although the Partnership mechanism presents certain advantages in
implementing a marketing assistance project, the uniqueness of the model
also presents constraints to project implementation.

0 ization/C .
o To the extent that the sub-committee is comprised of interested,

committed and qualified individuals who are willing and able to
communicate openty with their Northern and Southern partners, the
mechanism works well. When members cannot be recruited, are not active,
or view the mechanism as a one way. reiationship, the mechanism fails.

0 The extent to which the Partners local committee is functicnal has
a great deal to do with the viability of sub-committees and the projects
that they undertake. During the first year of the project, the lack of |
organization in both sides of two participating Partnerships impeded the
progress of the project. The partnership model requires a tested and
established two way relationship between the Northern and Southern
committees.

o For a Partnership sponsored proied to be effective joint planning
between the Northern and Southern committees is essential. joint planning
requires time and communication. Due to the distances involved, the time
required for planning in lengthened and the costs of communication
increase. The hiring of a local coordinator and the provision of funds fer
communications have relieved the constraints of time and communication,
yet project activity is still somewhat constrained by the committee model
The bottieneck seems to lie in identifying and recruiting an appropriate
committee member to spearhead a particular activity. Once that person is
identified, the activity proceeds.
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esources: Hu d Fi

o To the extent that human, technical, and financial resources can be
found in the Partnership area, the mechanism works well. When resources
are limited on both the Northern and Southern sides of the Partnership, the
mode] is limited --activities are delayed or postponed indefinitety.

o The original project concept that businessmen in the US and the
Caribbean could form voluntary committees, organize events and conduct
business deals through an extremely complex project as "volunteers” was
overly optimistic. For a project of this nature to work well, concentrated
management support and attention must be provided on both sides of the
Partnership, especially in the Caribbean countries where the project is to
be implemented. Full time Caribbean cocrdinators are absolutely essential
If the project ever reaches a level where direct marketing assistance is
provided between the US and Caribbean Partner committees, a US
counterpart to the Caribbean coordinators, either supported by Partners or
another interested US based crganization, may become necessary.

o Hiring a consultant with knowledge and access to numerous
business and industrial contacts throughout New York State to provide
marketing assistance to the three Partnerships was a good concept.
Unfortunately, the role was never defined and systems of communications
were never established. In addition, the project did not reach a level of
development where the Partnerships could make maximum use of the
consuitant. Inter-Partnership collaboration and formal systems of
communication are essential ingredients in making use of shared resources.
Unfortunately, many Partnerships do not have the experience in sharing

resources across Partnerships to be able to do it well.
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Devel te

o In a more industrially developed country, such as Barbardos, it is
easier for the US Partners to identily and supply appropriate technical
assistance to export criented manufacturers. The problems confronting
middle to large businesses in Barbados tend to be more specifically
identified. Therefore, requests for assistance in management, product
development or marketing are more specifically drawn. [n this context,
business problems may be easier to analyze and resolve.

o Problems tend to be singular in Barbados, rather than multifaceted
as in the Dominican context where the lack of basic and business
infrastructure presents problems of its own. The lack of basic
infrastructure tends to complicate a seemingly simple endeavor.

o In Dominica and St. Lucia, multiple problems confront nascent
industries. For example, ocnce training is provided in marketing, additional
training and technical assistance must be provided in producticn and
business management. In this context, a multi-disciplinary team is often
needed to identify the problem, and a muiti-skilled technical assistance
package is needed to resoive the problems. Tﬁe Partnership mechanism
has not yet been tested under CMAP auspicas in putting together a
multi-skilled technical assistance package. The ability of the Partnerships
to respond wiil depend on resources known and available to both the
Northern and Southern committees.

Sunnary and Conclusions

The Partnership mechanism, unique in some respects, includes both
advantages and constraints to project implementation. Through flexible
administration on the part of Partners management over the past year,
some of the major constraints to project implementation have been
resoived. The major constraint to further project progress is the lack of
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any clearly defined plans for project cominuit}?: the project will not be able
to function thrc;ugh the work of voluntary committee members alone.
Becausc there is not a built in mechanism for continuity within a
Partaership structure, the CMAP project is not entirely suited to the
Partnership mechanism. '
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G. Barbados
Progranm Deflinition
The major objective of the Barbados/Capital District CMAP is to

promote trade between Barbados and the US with an emphasis on export
promotion for Barbados manufacturers. ’i’he target group of the Barbados
CMAP are medium sized manufacturers: those [irms with annual gross
sales of US$ 100,000 - 250,000 and employees of 50-120. The
Barbados/Capital District EDS emphasize trade shows for specific industries,
observational training yisit.s for manufacturers, and technical training
seminars in production techniques and business management as means to
achieve project objectives.

Project Activities and Resulits

Since June 1983, the Barbados/Capital District EDS have developed

activities under the CMAP as follows:

- [ive ocbservational training visits; three of which were successful
in identifying US companies to provide the requisite technicai
assistance; .

- three activities that fall into the general category of trade
missions, sales missions and manufactures expositions;

- three short term technical assistance seminars: two in furniture
refinishing and one in computer use and management; and,

- efforts on the part of the ccordinator to source supplies of raw
materials (Gommier wcod in Dominica, and [resh fruits in St.
Lucia) for Barbados manufacturers.

For a complete list of projects that have taken place under the

Barbdos/Capital District CMAP, refer to Table 2.

Project activities undertaken by the Barbados/Capital District CMAP,

resulted in the following:

0 Approzimately 30 [irms/crganizations have benefitted from the
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TABLE 2: BAABADOS CMAP ACTIVITY 1983-108S

ACTIVITY DATE TYPE ®BENEFICIARIES PROJECT STATUS
Hooper Germent 11-83  cbservational no cppropristo trsining
Industry training visit found
Creative Hends 11-83  identification of 20 producers Vermont Teddy Beers
US menufecturer identifed; Creative
to provids TA in . Hends production too
production & dasign; small to consider.
identification of 6rent/loen negoitations
merkets for stufTed on—gsing.
toys: grent request.
Albeny Trzda Fair 4-84 Trads mission 20 companies complated
40 poople
St. Joseph's S-84to Grent for equipment 60 women complatad
Community Action 11-84  purchase thru community
Group education center :
Feb Ltd/ 7-84 cbscrvationsl | traince completad
Passenno Pgints training visit
MGM 7-84 cbscrvational 2 trainces complsted
training visit
Mohswk 7-84 furniture (ses below) Ist step in process
‘ industry assessment
mission ' -
Flick 9-84 obsarvational {trainee
Chemicais trainig visit
Germent Industry 9-84 markating contacts S compenias completed
Sales Mission
(Now York/Dalias)
Mohawk Furniture 12-84 product dovelopment 19 compenies completed
Rafnishing Workshop tachnical assistance
seminer
Gommicr Woed supply 12-84  sourcing raw materials 1 compsny on—going
Oominics
Frash Fruits 12-84  sourcing raw materials 1 compeny of-going
St. Lucia
Miemi Exposition for  12-84 sub~-contract merket 1 compeny comploted

Grzment sub=-contracts contacts

Computsr Workshop 1-8S technical assistencs 9 compsnies completad
& sssassment of
businass problems re
computsr needs
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Barbados/Capital District CMAP.

o Barbados Trade Show. It took the voluntary EDS two years to
organize the Barbados Trade Show. The show resulted in contacts for future
project activities and technical assistance, rather than in sales through
direct contacts as the committees_ and manufacturers had originaily hoped.
One garment manufacturer received a small order, and the furniture
manufacturers sold their exhibits. No data exists on the amount of direct
sales or the number of orders received by Barbados manufactures as a
result of the trade show. Estimates, however, from both the Albany and
Barbados EDS concede sales and orders were low in relation to what was
expected.

The real benefit from the Barbados trade show was in the contacts
established that would later yield technical assistance and business
negoitations between Barbados manufacturers and US based companies.
Included in this category are 1) the h.iohawk Woced finishing products
company which later held two workshops in Barbados, recsived orders for
products, and arranged a distributorship with a Barbados manufacturer; 2)
a computer exhibition, which later developed into an in-country seminar in
analyzing business problems with respect to computer needs; and 3) an
observational training visit to Albany for a Barbados paint manufacturer to
learn the operation of color separation equipment.. The idea for a Barbados
garment manufacturers sales mission was also developed as a result of the
Barbados Trade Show. Both the Capital District and Barbados EDS estimate
that tourism {rom Albany to Barbados has increased by an undetermined
amount as a result of the Trade Show.

o Sales Missions and Expositions. A3 a result of the Sales Mission for
Barbados garment manufacturers held in September {984, one garment
manufacturer receieved an order for US$50,000; one manufacturer

reeéived a trial order for US$66,000; a watch maker received orders,
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estimated by the Barbados CMAP coordinator, of US$150,000; and a third
garment manufacturer received orders of an undisclosed amount. While
the CMAP was successful in making contacts for Barbados producers for
orders of approximately US$266,000, orders actuaily filled by the
manufactures were approximately US$81,000. The first garment
manufacturer went into receivership shortly after the mission: the second
garment manufacturer will deliver on his US$66,000 trial order, his first
exports to the US; and the watch maker delivered onty US$15,000 worth of
orders because |) the purchaser of a US$ 10,000 order paid for the order
after 4 month delay and 2) a second order of US$5,000 was stolen upon
arrival at its destination. - |

As a result of CMAP sponosored participation of a Barbadian
manufacturer at the CBI Miami exposition for 807 garment sub-contracting
industries in December {984, one garment sub-contractor has three
potential sub-contracts from US firms. Samples have been sent recently

. and brders are expected.

0 Qb_gaa_ggna,l_‘[mﬂm Through the two observational
training visits of Feb Ltd, a Barbadian paint manufacturer, and MGM Ltd., 2

Barbados graphics firm, and the subsequent business transacted, an
investment in equipment of approximately US25,000-35,000 is expected to
yield US$250,000/year in import savings.

Through one observational training visit, an initial in-country
seminar on furniture refinishing, and subsequent business transactions, a
furniture refinishing joint venture in the form of a distributorship in
Barbados has been established. ‘The annual gross sales of the
distributorship are estimated to be US$250,000/year. Negoitations to set
up a plant in Barbados are now underway between the Barbados firm and
the Albany, NY company.



o In-Country Workshops, Thef urnitﬁre refinishing seminar is
expected to improve the competitive position of Barbados furniture
manufacturers in the US market in three major ways: 1) by having
provided technical assistance to manufacturers on techniques and finishes
suitable for the US market; 2) by providing refinishing products through
the distributorship; and, 3) by saving costs of product replacement by
having provided technical assistance on refinishing furniture that is
minimally damaged in shipment.

- A computer seminar held in January 1985, in which 9 companies
participated, and the subsequent business analyses done in-country are
expected to 1) improve the business management capability of the
participating firms, and 2) enable the firms to make use of previousiy
purchased computer hardware that is not presently being used. Additional
seminars m assisting businesses in financial and business management,

espMy at the mid-mangement’ level are planned for the CMAP program.

o Skills Training, Through resources made available by the Partners'
community education program, the Barbados/Capital District EDS requested
and received a grant for the St. Joseph's Community Action Center. The
Center is presently engaged in training 60 young women in knitting and
garment production. The objective of the project is establish cottage
industries in knitting and embroidary to replace the smocking industry
which previousty employed a aumber of women invofved in the St.
Joseph's Center.

o Inter-Island Collaboration Efforts of the CMAP coordinator to

source raw materials for Barbados manufacturer's through communications
with his counterparts in St. Lucia and Dominica are under-way. Although
nothing concrete has resulted from this activity to date, it seemstobe a
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worthwhile pursuit with some export potential for Dominica and St. Lucia.

- Efforts of the coordinator in Barbados to access CAIC funds in
support of travel for seminar participants from Dominica and St. Lucia have
" been successful. Two participants from Dominica and one from St. Lucia
attended the furniture refinishing workshop.

- Both the St. Lucia and Dominica EDS were requested to participate
in the Tourism Promotion Project which is to be organized by
Barbados/Capital District EDS in March-April, 1985.

Summary and Conciusions

Of the three participating Partnerships, the Barbados/Capital District
CMAP has produced the highest quantifiable results. Although the target
group is medium sized manufacturers, the majority of the manufacturers
benefitting from the program !) employ over 100 people when they have
ordérs to fill; 2) have the plant capacity to produce more than they
" currentfy produce; and, 3) have the potential to increase employment, in
some cases upto 50%, if new markets can be found.

The Barbados/Capital District EDS have maintained a stable
membership with a good grasp of the probiems confronting Barbadian
manufacturers in the US export market. The Barbados EDS enjoys a wide
representation of all local institutions involved in the business and export
community, such as CAIC, the Barbados Association of Commerce and
Industry, the Export Promotion Corporation, and the Barbados
Manufacturers Association. Due to the diverse membership the EDS can
readily identify gaps in local institution's programs as well as avoid
duplication of efforts. '



Recommendations ’

o Up to this point the Barbados/Capital District CMAP has developed
activities that clearty relate to marketing and export promotion. Care must
be taken, however, to avoid justifying every project in terms of “improving
the local producer’s competitive position':. Due to the proven capacity of
the Barbados/Capital District CMAP to promote exports, every project
undertaken should be clearty analyzed for 1) its potential to promote
exports, and 2) its reiation to local, regional and international marketing.

o Although repom'ng.from the CMAP coordinator is excellent more
emphasis should be placed on reporting the tangible and quantifiable
results of the activities carried oixt under CMAP auspices rather than a
narrative description of activities.

o The April [985-1986 annual plan should include a strategy for
program continuity after the USAID grant terminates in April 1986. The
strategy should identif'y steps that must be taken during the year to ensure
project continuity. The EDS should 1) investigate the possibility of
col.laboraﬁng more closely with local institutions that may be able to
accomodate the program in the future, and 2) investigate the possibility of
seeking financial support from outside sources to continue the program.
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H. St. Lucia

Program Definition

The overall objective of the St. Lucia CMAP is to develop small
traditional industries by providing them technical, organizational and
direct marketing assistance. The EDS has made z conscious decision to
concentrate on industries that have the potential to provide both
employment opportunities and create centers of development within the
country. Thus, the target groups identified are those industries um make
use of domestically available raw materials, have a potential for export, can
provide employment and can generate development in backward linkage
industries. The industries that currently have been identified to receive
assistance under the CMAP are the handicrafts industry and the
agro-processing industry.

Project Activities and Results

The activities of the CMAP in St. Lucia fall into four major areas:
1) six-week training sessions; 2) direct marketing assistance provided by
the local coordinator; 3) coordination of client referrals to the National
Research and Development Foundation (NRDF) for credit services and
business guidance; and, 4) provision of organizat.ionala.nd technical
assitance 1o local producers in order 10 improve the marketability of
production.

Since June 1983, the St. Lucia-Rockiand County EDS has developed

activities under the CMAP project as follows:

- asix week training seminar in marketing was designed and heid in
Rockland County for two St. Lucians involved in the straw products
industry;

- as part of this marketing course, one market research/assessment
study for the marketing of St. Lucia straw products in the US was carried
out by the seminar participants who met with US importers of straw goods;
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- one local trade fair was held in Castries for 25 local producers;

- the CMAP coordinator is providing organizational assistance for
marketing to honey producers;

- the NRDF and the CMAP coordinator have made three export
contacts through the National Development Corporation in New York for
handicraft producers, as well as lccal sales contacts for local producers.

For a complete list of project activities that have taken place or are
planned under CMAP auspices, refer to Table 3.

Of the three programs, the St. Lucia program is most consistent with
the export orientation of the original project objectives; most clearty
defined in terms of overall objectives, activities and clientele; and most
consistent with the concept of marketing assistance since the project
develops activities that deal 100% with marketing. Ironically this is the
Partnership that was criginally most disorganized, and developing the
most 'diverse activities with respect to the CMAP and the Partnership
structure. The CMAP is presently impiemented with a non-functioning
Northern EDS.

o The factors that have contributed to the successful attempts to
rebuild and restructure the St. Lucia CMAP program are the following:

- The one active person in the Northern EDS is a marketing
professional;

- Although the EDS in St. Lucia was almost totaily re-organized
six months ago, the members are committed and interested in
the program. The EDS in St. Lucia has defined the program
objectives with respect to the business environment in St.
Lucia, has agreed on pricrities, and has consciously targeted |
clientele;

- Activities to be considered under CMAP auspices are discussed
with respect to their refation to marketing assistance and the
agverall objectives of the project before decisions acre made on
project support. Participation in activities organized by other
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follow-up) for Merketing

* Indicates linked cctivitles.

48-A

TABLE 3: ST. LUCIA CMAP ACTIVITY 1983-1885
ACTIVITY DATE TYPE ®BENEFICIARIES PROJECT
STATUS
Aunt Lucy's 4-84to  Direct Merketing 1620 two buyers identified: one
Agro-Procassing 6-84 Assistencs: sesrch  producers not interested in meantime
for US buyers Aunt Lucy’s folded.
Bockleod Community® 10-84to  Training 2 inveived in compisted
Callege Markating 11-84 straw products
Course industry repre-
santing (70 producers-
potential 200 femilios)
Siraw Goods* 10-84to Merket Resersch (sea cbove) completed
Marksting Rasaarch  11-84 (pert of course)
Irade Fair 12-84 Trzds Fair ) compistad
Sk Lucia producers
Honey Producers 12-84to  Orgeznizational 15 on-going
present Assistence for producers
Merkating
Wood Producte 10-84 Dirsct Merketing S potential on-going
to present zssistence producers
Eurniture 1-85 Training 1 producer completed
Refinishing (in coileboration with
Berbardos EDS)
Touriem Prajact 12-84to Mzrketing of 1 direct/tourism  on-going
present  St. Lucia undafinsd potential
promotion for hendi-
crafts& germents.
Aunt Luey’'s 1-8S Direct Mzrketing
Assistzncs; sourcing
of bottles
Natural Jawairy 1-85 Direct Merketing  undefined on-going
gssistence
- Viking Teedars 1-85 Direct Marketing
Assitence & Rog-
uiations
Workshapg® (course  Product Development undetermined future plans



CMAP participating partnerships are taken advantage of and
refined to fit within the marketing focus of the project. For
example, St. Lucia will participate in a tourism promotion plan
developed by the Barbados/Capital District EDS. As part of
the St. Lucian participation, one St. Lucian will receive
thecoretical training in advertising and marketing of tourism
from the Rockland EDS chairman. Upon compietion of the
training she will run the St. Lucian exhibit and program in the
Albany and Rockland areas as part of practical training in
tourism promotion. Displays of St. Lucian handicrafts will
form part of the exhibit. :

- The local CMAP coordinator’s professional experience and
practical knowledge have contributed a great deal to the
CMAP's revitalization.

The CMAP project activities in St. Lucia have resulted in the following:
o Marketins Strategy. The St. Lucia CMAP seems to have

developed a sound strategy for marketing assistance to the straw products
industry. The marketing training program designed by the Rockiand EDS
chairman (and oniy committee member) provided both theory and first
hand practical experience in marketing to the two course participants ';vho
represent the straw products programs of the Youth Development Program
(previousty support by a USAID grant) and the Blind Welfare Workshop.
Through the course, the participants researched the US market for straw
products, identified and met with straw products importers, and, perhaps
most importantly became familiar with the production and managerial
problems of competing in the US straw products market. These problems,
identified most often as contributing to the non-competitive nature of the
handicrafts industry in St. Lucia, are quality control for design and
standardization of production, competitive pricing structure, volume
production, and discipline required to meet orders in a timety fashion. (See
Appendix 3 for the market assessment report on the potential for export of

St. Lucian straw products to the US.)
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Now that the problems of US export marketing are understood by
people involved in the industry, and export contacts have been made,
follow-up activities are planned in business management for producers,
especially with regard to product costing. “

The ultimate success of developiné a US export market for St.
Lucian straw products will depend on both business management training
for producers and training in the organization of production.

o TIhe Trade Fair and Direct Marketing Assistance. The Trade Fair,
held in Castries in December, 1984 generated market contacts for 25 local

producers. Fourteen producers sold products totaling EC$ 2,670. To date,
trial export orders to Antigua and St. Thomas as a resuit of the fair total
EC$1,000. In addition, the St. Thomas export contact is interested in 12

_ straw product lines currently produced by the Youth Development _
Program. A contact in Tortola is interested in establishing a standing order
for 500 spice baskets a week. '

To date, EC3 850 worth of sales in the local market have been made
as a result of direct marketing contacts made by the coordinator for local |
producers.

Export order contacts have beenn made by the local coordinator
through referrals from the National Development Corporation in New York
via the NRDF in St. Lucia. Two contacts established are interested in
natural jewelery and one, who plans a visit to St. Lucia in February, is
interested in wood carvings.

Presently, the chairman.d' the Reckland EDS, is investigating the
interest and potential of bannana paper production with St. Regis Paper
Industry in Rockland County.

o Working Capital Fund. The St. Lucia Chamber of Commerce
received a small grant in the amount of US$5,000 from USAID to support
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the expansion of the Youth Development Program's markets by
establishing a retail outlet in Castries. To date, the grant has not been
disbursed by the Chamber, and establishing a retail outlet in Castries would
not be the best use of funds to achieve the objective of expanded markets.
The problem is meeting present market &emand with competitive quality

| products at competitive prices, rather than establishing an additional
physical market outlet. The funds, however, can be put to use in
establishing a working capital fuad to facilitate production and marketing
of straw products, an idea which the St. Lucia EDS is pursuing.

o (Client Referrals. Additional activities implemented by the CMAP
coordinator include referrals of clients to the NRDF credit and business
counseling program. Since both programs are relatively new, a formal
relationship has not yet been established between the two programs.
Clients have been referred by the CMAP to the NRDF and by the NRDF to
the CMAP. This process is facilitated by CMAB/NRDF cffice sharing.

Sumnary and Conciusions |

The individual activities carried out by the CMAP in St. Lucia are
consisteat with the overall program objective of providing marketing
assistance to local producers to improve their competitive position in the
local, regional and export (US) markets. The project activities are linked to
one another and the project is implemented with a clearly defined goal,
methodoicgy and clientele in mind. Further, the program addresses the
problems of the local producer on the lower end of the economic scale and
emphasizes assistance to local industries that will contribute to the
development of the country in other ways than employment creation alone.

Of the three Partnerships participating in the CMAP, the St. Lucia
program is the most criented towards a direct marketing assistance
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program. Despite organizational problems, the program has been able to
produce tangible results within a few months. '

The major investments in marketing training will take some time to
produce more tangible resuits. The ultimate success of the straw products
export industry will depend on the ability of the CMAP to provide or to
broker business and production managment training.

Although project progress is hampered by the lack of a Northern
counterpart EDS, the professional background and interest of the EDS
Rockland chair, and only member, has assisted the CMAP in implementing
activities related to marketing.

Recommendations

To enable the CMAP in St. Lucia to cqntinue and increase the project's
present rate of success, activities must take place within the next year as
follows:

1. Either the Rockland EDS must recruit additional interested and
qualified members, or additional management support must be provided to
the St. Lucia-Rockiand EDS from NAPA or the New York Consuitant. Due to
the proximity, the expertise, and the established relationship of the New
York consultant with the St. Lucia EDS & coordinator and the Rockland EDS,
hiring the New York consuitant on a retainer basis to exclusively support
the St.Lucia/Rockiand CMAP is the best solution to the problem.

2. Access to working capital to promote marketing efforts is a
problem presently experienced by the program. USAID should authorize
the St. Lucia Chamber of Commerce to disburse the US$ 5,000 as a working
capital fund. .

3. The straw products export industry is off to a good start. It's
ultimate success will depend on the development of business and
production management skills within the industry. The CMAP should
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provide or broker business management and production management
training to the industry. The local CMAP coordinator and the EDS in
Rockland can provide valuable resources in organizing, designing and
implementing such a program. .

4. The EDS in St. Lucia should inves‘tigatc the potential for the EDS to
make use of the Partners rotating loan fund to support CMAP activities.
The EDS should be encouraged to develop policies and procedures on the
use and terms of the fund which are complementary to the NRDF's credit
fund. In that way the CMAP will not be restricted by default to supporting
certain clients.

5. The April 1985-1986 annual plan should include a strategy for
program continuity after the USAID grant terminates in April 1986. The
strategy should identifly steps that must be taken during the year to ensure
project continuity. The EDS should investigate the potential of working
mcre closely with the NRDF in the. coming year and after April 1986.
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F. Doninica

Program Definition

Since the project's inception. the Dominica EDS has referred to the
project as the Caribbean Marketing and Production Assistance Project
(CMPA). According to the EDS in Dominica, the major objectives of the
CMPA are !) to create employment and 2) to expand production of small
firms through product diversification. Since small firms compete in the
local market with international firms, the EDS in Dominica sees its main
tasks as 1) improving the competitive position of local producers in the
local market, 2) broadening the product base of local firms to enable them
to export; and , 3) improving the production and business management
skills of local producers. The Dominica EDS emphasizes training as a means
to achieve these project objectives.

Project Activities and Results

The activities of CMPA in Dominica fall int6 four major areas: 1) six
week training sessions; 2) observatic;nal training visits; 3) tourism
development; and, 4) arranging marketing contacts for Dominican
handicrafts in the US. '

Since june, 1983, the Dominica-Dutchess Country EDS have developed
activities under the CMAP project as follows:

- a six week training seminar was held for nine Dominican
restaurant owners at the Culinary Institute of America in
Dutchess County. Training topics included food, beverage and
dining rcom managment;

- three requests for direct marketing contacts for Dominican
products were generated by the Dominican EDS. The products
included hand made quiits, straw products and hot sauce/guava
cheese. These requests have been sent to the Dutchess County EDS
in order to assess potential markets for these products.
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- one quotation has been given on brochure production for potential
marketing of straw products;

- two requests for the sourcing of packaging materials (dry soups
and bamboo boats) have been developed;

- one request for sourcing of production material (cloth remnants)
for a quilting cooperative has been developed;

- two requests for financing for tools/equipment purchase for two
local industries have been developed;

- two volunteer travel grants for a tourism development project
have been awarded; and,

- two training sessions at Marist College, cne in Business &
Financial Management and one in Computer Training in Hotel
Reservations and Inventory Control, are being planned to take
place in 1985.

For a complete list of project activities that have taken place under
CMAP auspices, refer to Table 4.

Although the list of project activities in the Dominica/Dutchess CMAP .
program is long, the number of activities that have actually been
developed, and then the number of activities that have actually yielded
results or accrued benefits are few. To date the only project at.:tivities that
have been implemented that have yielded tangible results are the six week
seminar at the Culinary Institute where the participants received training
in food, beverage and restaurant management, and the observational

training visit for battery assembly.

o J3ix Week Training Seminars, According to participants in the
Culinary Institute training program, three establishments have been able
to decrease wastage by 90% by learning new food preparation techniques
and recipes for dishes using [ood that was previously discarded. A
conservative estimate of the value of decreasing wastage, indicates:
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TABLE 4: DORINICA

ACTIVITY

DATE

Battary Assemtly  4-84

Culinery Instituta S-84

Darist College
Middle Menegement

Training

Urrist Collage

Computer Training

2-84to
11-84

2-84 to
present

2-84to
present

2-84
to

present
2-84
to
present
2-84

present

12-84
to presont

11-84 to
present

1-8S to
present

1-85 to
present

CMAP ACTIVITY 1983~1983

TYPE ®BENEFICIARIES
cbservational 1 producer
trzining

training (6 weeks) 9 producers
brochurs production undefined
mechins 17 producers
purchase (potentia))

1. salss contect; 25 producers
2. sourcs of materials (potentiai)

1. source of peckeging 1 compeny; 6
materisls 2. training employess

in peckeging (potentisl)

1. idantification of S pert-time
pecking material (boxes)  producers

2. tools purchase {potential)

3. NY merkat investigation

1. tachnical training 1 company;
(gzrments) 2. obtsining 18 employses;
US sub-contracts (potantial)

3. training in business
mznagement

training (6 weeks) 12 (6 In e2ch)
in mensgsment/ trainess
merketing 2nd eccounting/

finence

merketing Dominica to undatermined
special interest groups

training in hotel undefined
reservations &

inventory contral

tost of smeples in undofined
Dutchess county merkets

merketing assistznce undefined

for hot pepper scuce &

guava cheese

S6-A

PROJECT
STATUS

complatad

comploted

on-going
discussion

on-going
discussion

on-going
discussion

on-going
discussion

1.0AS provided; 2. no
interest from US manu-~
facturers; 3. Marist
lraining possible.

course due
Lo begin
symmer of 1985

Dutchess County tourism
show; voluntesr travel

to Dominics Lo investigate
existencs of trails(1-85);
plenning trip for US travel
zgents {Dutchess) to visit
Dominica Spring BS

oni=going

on-going

on=going



operating costs have decreased by 50% in some cases. Management and
planning techniques addressed in the course have assisted businesses in
costing catering and banquet services before providing them. Course
pAarticipants are now activefy engaged in providing training to restaurant
personnel through the auspices of the Dominica Hotel Association. Two
course participants are engaged in training unemployed youth in cooking
through the Ministry of Education’s Youth Division.

A program is presently being developed by the EDS Dutchess-Dominica
at Marist College for training in business management & marketing and
financial management & accounting. Plans are also underway to support a
computer training program at Marist for hotel reservations and inventory

control

o Observational Traininr Visjts, Battery assembiy training has
enabled one business to import parts and assemble batteries locally, at a
lower cost to the final consumer. The business has estimated that
US34,000, or approximatety 50% of annual sales are due to the training
received through the Partners’ program. Since the business now assembles
domestically what was previousty imported, the business is given duty [ree
consesﬁions on imports. The estimated annual demand for batteries in
Dominica is approzimatety 2,000 batteries. Present capacity of the
operation is estimated conservatively at approximately 700 batteries/year.
Government palicy may restrict the importation of pre-assemblied batteries
if the business can fill the domestic demand fcr the product. Although this
is likety to produce a mbnopoly on the domestic market, the intention of
the project, in this case, to increase the competitive position of local
producers in the local market has been fulfilled; however, fostering a
competitive business environment, outside the scope of the project, may be

inhibited by government policy.
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o A tourism development project is underway as a result of a

tourism seminar that took place in Dutchess County. Two members of the

Appalachian Mountain Club (one sponsored by Partners) have visited

Dominica to investigate the potential of Dominica to attract special interest

groups such as hikers, naturzalists and bird watchers.

o Direct marketing assistance. Direct marketing assistance contacts
that were originally identified by the Dominica EDS in February 1984 are

still in the stage of discussion between the two committees. The lack of
progress on these projects is due to a number of factors which include: 1)
considerable delays, misunderstandings, lack of communications and

follow-up on the part of the EDS, 2) the inability of Dominican industries to

produce the quantity and the quality at the price required by the US
market, and 3) the inability of Dominica producers to purchase the
quantities required by US suppliers.

-AGAPE cooperative is a prime example of 1) the lack of understanding
between the two committees, and 2) the issue of product quality and
price. When the project was originally discussed the Dutchess EDS
requested the EDS in Dominica to find out whether the cooperative
was interested in quilt making on a sub-contracting basis. Inspired
by the high prices hand-made quilts can get in the US, the Dominica
EDS sent quilt samples and prices to the Dutchess EDS in order to find
direct retail markets. Although the quilts were priced competitivety
with US hand made quilts, the quality of production in terms of
stitches per inch and the weight of the cloth was not. 1If the Dutchess
County EDS cannot find a retailer ready to purchase the quilts at the
quoted price, which seems to be highly likely, the samples will be
returned to Dominica.

-Tropicrafts brochure is a prime example of misunderstanding
between the producer and the local £EDS committee. The EDS
committee in Dutchess got a quote on the cost of printing a brochure.
Tropicrafts is unwilling to cover the cost of printing a brochure. as an
investment in reaching wider markets. It is debatable whether

S8



Tropicrafts originally understood that the business would have to
cover the costs of brochure production. Although the EDS Dominica
has looked for financing for the Tropicrafts brochure, no organization
is willing to cover these costs. The EDS-Dominica carries this

project in reperts as an active project although Tropicrafts has no
intention of continuing with the project. The EDS-Dutchess has not
been informed of this development by the EDS Dominica.

- The Candlemakers Cooperative is a prime example of delays in EDS
activity. In earty 1984, the candlemakers cooperative requested a
grant for purchase of equipment. Since that time USAID has given the
cooperative a grant to purchase the equipment. No action has been
taken on the request for equipment purchase through the provision of
a loan to the Candlemakers Cooperative since the EDS in Dominica has
not developed guidelines for the use of the rotating loan fund.

- Paul Joseph & Co. LTD requested assistance from Partners in
obtaining foil packages for dry soup. The minimum order the US
company would fill was 400,000 packs.

Semmary aad Conclusions '

According to both the EDS in Dominica and Dutchess County, the hiring
of the CMAP coordinator has increased the level of activity in the program.
The level of efficiency as indicated by the decreased response time and the
time it takes to implement a project can also be directly attributed to the
hiring of the CMAP coordinator.

The organization of the EDS has helped to organize the Partners local
committees in both Dutchess County and Dominica.

The most successful activities carried out under CMAP auspices have
been the six weeks training seminars that make use of the Partners
International Training Grants. Presently, it is difficult to see why this
activity is carried out under CMAP auspices and different from activities
carried out by other Partners’ sub-committees outside of the CMAP project.
Further, it is difficult to assess the successful activities of the EDS as they
relate to marketing assistance, except in the broadest sense of improving
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the competitive position of local producers in producing for the domestic
market. The project goal of developing activities that will improve the
competitive position of local producers eventually énabﬁng them to export
is unlikely to be fulfilled in this case.

BRecommendations

For the Dominica/Dutchess CMPA project to address the problem of
improving the competitive position of local producers, a more aggressive
overall program plan which focuses on discrete activities is necessary.

1. The Dominica/Dutchess County EDS should put together an annual
plan which identifies an overall program objective, develops specific
activities which will achieve that program objective, and focuses on a
specific target group which will be assisted by the project. Without this
basic plan, the direction of the Dominica/Dutchess CMPA program will
continue to be unclear. |

2. Toimprove communications and response time between and
within both sides of the EDS the annual plan should contain specific
activities; the plan should indicate which activities trigger which responses
from the two sides of the Partnership; responsibilities on each end of the
Partnership should be clearly designated; and, deadlines should be set for
beginning and completing each activity. The Coordinator should take
charge of implementing the plan.

3. Again, to improve communications between and within the EDS,
reporting should be done with reference to the annual plan. Projects
should not be carried on the books indefinitely; when a project is ovef,
impossible to complete, or unsuitable to be developed, neither EDS should
be reluctant to let the other know and inform the other of the reasons why.
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4, QOver the coming year, the Dominica/Dutchess CMPA project should
focus on the two approaches that have worked well over the past year: the
5-6 week training sessions for groups of people, and short term
observational training visits for single producers in specific technical fields.
In addition, the Dominica/Dutchess EDS should investigate the possibility of
complementing overseas training with short courses to be implemented in
Dominica for producers with similar managerial and technical problems. In
all cases, the EDS should concentrate on what is realistic and manageable
within the coming year. |

5. Once the target group of the project is determined, selection
criteria for course participants should be clearly defined and enforced.
Course participants should be selected with regard to the overall objectives
of the project. Since additional training will generally yield marketable
skills, course participants should have an investment in Dominica and
should actively be involved in operating their own businesses at the time
of selection. If the requiste number of prospecitve candidates who meet
the selection criteria cannot be found in Dominica, the EDS Dominica should
consider offering placements to suitable candidates from St. Lucia, where
the CMAP program is similfar.

6. The EDS in Dominica should assign top priority to determining
procedures for the operation of loan fund monies available to the local
Partners via NAPA. Because the loan fund procedures have not been
determined several projects have not yet come to fruition. The EDS finds
itself in a double bind: commercial ventures will not be appraved for
grants; and, y.he EDS cannot provide soft loans because the procedures have
not yet been determined. The operation of a loan fund seems tobea
natural activity for the EDS. No grants should be given to commercial

ventures regardless of prevailing business attitudes in Dominica or
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previous Partners grants to commercia; ventures. Awarding grants to
commercial ventures serves to reinfordé negative business attitudes that
the program in some senses is attempting to address.

7. The CMPA and the local coordinator operate out of the Industrial
Development Corporation (IDC) office in Dominica. According to the EDS
and the local coordinator the objectives of the CMPA are more compatible
with the IDC than with other crganizations currently operating in Dominica.
The actual CMPA project activities, however, are complementary with a
number of other organizations operating in Dominica, among them, the
National Developmeni Foundation (NDF) . As part of the planning process
for 1985-86, the EDS should develop a strategy that will ensure the CMPA's
compleméntarity with local organizations presently oﬁmﬁng in Dominica.
Once the CMPA project is more clearly defined it can play an important
part in implementing project activities, such as business and technical
training, that are complementary to the activities of local organizations.

9. The St. Lucia and Dominica CMAP are addressing similar problems
in the development of the business sector. It would be to the advantage of
both programs if the coordinator in Dominica could visit the St. Lucia
program in order to exchange views on the direction and working
methodology of each of the two programs, and to hold discussions on how
the two programs can collaborate in the future.
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Contacts:

Yashington, DC

Partners NAPA Office:

Dick Fletcher, Project Manager, CMAP
Alan Rubin, President

Jim Cooney, Partnership Servicer, St. Lucia/Rockland County

Barbados

USAID;

Don Soules, USAID, PVO Office

Peter Medford, Private Sector Office
Darwin Clarke, Evaluation Office

Bill Phelps, Private Sector Office
Charles Connley, Private Sector Office
Peter Orr, Private Sector Office

Partgers; ‘
Gilmore Rocheford, Caribbean Regional Representative

Granville Farley, CMAP Coordinator-Barbados
. Carl| Clarke, Chairman EDS

Henry Viera, Deputy Chair EDS

[ke Douglas, EDS

Lonnie Taylor, EDS

Phillip Williams, EDS

Sandra Hooper, EDS

Project Beneficiaries:;

Mr. Ho, H & K Knitting

Mr. Begida, Time Products

Mr. Watterson, E.]. Watterson Co.

George Viera, Flick Products

Mazie Welsh, St. Joseph's Community Center

St. Lucia

Partpers:

Claudia Jean Baptiste, CMAP Coordinator St. Lucia
Primrose Bledman, Chairman EDS

John Elliott, EDS

Clem Bobb, EDS

Jim Mogal, EDS

Tony Atkinson, Ex-Chair EDS

Pat Charles, NRDF
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ect Bepeficiajres:

Anthony Hernan, Youth Development Program
Terrencia Gaillard, Blind Welfare Association
Aunt Lucy's Agro-processing

Dominica .
Partners:

McCarthy Marie, CMAP Coordinator Dominica
Peter Azille, President Dominica Partners
Mike Fadelle, EDS Chairman

Alex Dechamps, EDS

Sheridan Gregoire, EDS

VYerieux Mourillon, EDS

Janice Armour, EDS

Project Beneficiaries:
Thomas Carbon
Culinary Institute Course Participants: including owners of the La Robe

Creole, Guyeve; Portsmouth Hotel, Continental Inn, and 2 private caterers.

Clement Richards-Candle Makers Cooperative
Diane Farley, NDF/PC volunteer
Mrs. Voiney, Tropicrafts

Capital District

Jim Covert, Chairman EDS

Bill Diamond, EDS

Anne Roberts, President Partners Capital District

George Cooper, Consuitant CMAP Project

Rockland County
Gene Moynihan

Dutchess County

Skipp Paterson, Chairman EDS

Mary Kay Vrba, President Partners Dutchess County
June Pierson, Ex-President Partners Dutchess County
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SCOPE OF WORK FOR THE EVALUATION

OF THE CARIBBEAN MARKETING ASSISTANCE PRQJECT (CMAP)

Background
The OPG with Partners of the Americas for the Caribbean

Marketing Assistance Project was signed in April, 1983. The project was
designed to increase exports from the Caribbean to the U.S. (New York) by
utilizing the structure of the Partners of the Americas Partnerships.
Through this mechanism, Econamic Develomment Subcoammittees on three
islands in the Caribbean (Barbados, Dominica, and St. Lucia) could
request assistance from the respective U.S. ccunterpart Economic
Development Subcommittes in New York (Capital District, Duchess County
and Rockland County respectively. The project also called for Peace
Corps Volunteers on each of the three islands, o éarry out day-to-day
activities, and follow up on requests for assistance. As this is the
first time such a project has been attempted through the Partnership
model, this is considered to be a pilot project. Under this medel, the
make up of the committees consists of local volunteers both in the
Caribbean and in New York.

Progress in the first year was much slower than expected, for
principally two reasons: _

1. EBEconomic Development Subcommittees both in the Caribbean
and in New York had difficulty in maintaining volunteer interest and
participation. There were numerous changes before the makeup of the
Subcommitte's finally stabilized, aporoximately one year after the

project was initiated.
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2. The Peace Corps Volunteers, for various reasons, did not

wark out, and as the project reached its: first year of implementation
(April, 1984) none of the three islands had PCV's.

To meet the need for stronger support of she project,
Partners Management in Washington committed significantly greater
resources and perscnnel of its own to the CMAP, Even with this stronger
project management, this need for day-to-day assistance to the volunteer
committee in the Caribbean was <learly evident.

As a result, in June, 1984, btoth the project budget and scope

were amended, principally to incorporate the folleowing project design

changes:

1. The criginal purpose of the grant--increasing Caribbean
exports to the U.S. market--remained paramount, but the focus of support
for project activities was amended to emphasize short term project

activities which would eventually lead %o increasad trade:

o] Possibilities for increasing service tc local and
regional market;

o Recognition of the role of marketing
research/assessment missions;

o Technical assistance in the areas of product
development, design and quality control:;

o The value of observaticnal training visits;
o Promoton of trade missions.
2. For each participating Eastern Caribbean Island, a local
project cocordinator would be used, to serve as the principal catalyst for

all project activities of the Econamic Cevelopment Subcommittees.
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3. The level of suppoft costs (including communications,
transportation, and office facilities,) was increased to acconmodate the
addition of local coordinators and, to assure that the Economic
Development Subcommittees would have all the tools necessary to carry out
their responsibilities.

4. Budget allocation for program management was changed to
reflect actual costs incurred by Partners.

5. A system of quarterly meetings, which wouid bring together
representatives of the three Caribbean Economic Development Subcommittees
was set up .to provide a forum in which the status of the project,
problems enccuntered, and future project plans could be discussed. This
not only would serve as a more effective management tcool, but also as a
mechanism to encourage inter-island coordination.

6. The budget for the remainder of year two of the project was
thus adjusted to make these project design changes possible. The cost of
project implementation rose to about $20,000 a month to carry the project
throuwgh April 1985.

7. The amendment also included funding for a project
evaluation to take place on or about January, 1985. This evaluation
would establish whether or not the results achieved under the new
approach were: (1) consistent with the objective of the project as
amended; (2) cost effective; and (3) merited additional funding after

April 1985 at the post-June 1984 level.
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Current Status

The initial quarterly meeting held in St.. Lucia in September,

was highly successful. Present were the Partners' management team

volunteers from the EDC's from New York and the Caribbean the newly hired

project coordinators, and the QSAID project Managers.

Reports since that time have indicated that progress in project
implementation has indeed accelerated, the coordinators ace fully
occupied, and are getting'results.

Cbjectives

The objectives of this evaluation are (1) to determine to what
degree exports have inczgased as a result of this project, (2) =o
determine the degree to which écojecc activities improved the ';:anpeéitive
position of Caribbean entraprenuers and eventually would lead to
increased sales of their products and services to the U.S., regicnal, and
local markets, and (3). to assess the cost-effectiveness of the project
design, as amended, in achievg¢ing these goals.

The evaluator will also assess to what extent the following
specific objectives have been met:

1. to establish viable functioning partnerships with local
Econamic Develorment Sub-Committees in three Caribbean countries of St.
Lucia, Barbados, and Dominica and counterpart New York State Pactnership
areas. .

2. to recruit, and orient local coordinators and paid
consultants who are appropriate, experienced, and well qualified to

provide marketing assistance to Caribbean businessmen.
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3. To identify and recruit éartners volunteers in Partnership
areas, to provide technical assistance to Caribbean entreprenuers in
marketing products and in providing services that are competitive in
reference to design, gquality control, safety standards, labelling, and
pricing for the U.S. and other markets.

4. To provide individualized, custom-designed training to
Caribbean business people and their employees as identified by Caribbean

Partnerships Subcommittees.
5. To facilitate the marketing of goods and services from the

Caribbean, through such promotional activities as trade missions to the
United. States which offaer face-to-face business opportunities.

Score of Work

The evaluation will require travel to New York State Economic
Development Subcommittees in Albany, Dutchess and Rockland counties, and
to the.Caribbean Econcmic Development Subcommittees in St. lucia,
Barbades, and Dominica. 1In each case, the evaluator will assess the
degree to which each Subcommittee has contributed to the achievement of
project cbjectives, described above. Activities will include interviews
with present and former committee mstbe:s.and with beneficiaries, and a
review of all appropriate documents-available. ’

More specifically, the evaluator will ascertain the following:

1. The degree o which trade between ﬁhe Caribbean and the
United States and elsewhere has increased (in quantifiable terms) as a
result of the project. 'Ihis will also include (a) increased capacity to
export and (b) processes set in motion to increase export capacity. To

determine this, the evaluator will conduct:
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(@)

(®)

(<)

(@)

an inventory of all projects, proposals, and requests
for assistarce.

An evaluation of each project completed or in process,
including: (1) a definition of the objective for each
project, as it pertains to marketing; (2) the cost of
each project, including an estimate of support costs;
(3) the level cf participation by the Partnerships-
both in New York and in the Caribbean, (4) the
quantitative results in terms of increased funds, and
(S) other pcsitive results including the up-grading of
skills, procduction processas, and the provision of
equipment which would lead =o future marketing success.
Evaluation of the effectiveness of each techniqué used
in achieving the project cbjective, including: (1)
market research assistance; (2) observational traihinq
visits, (3) product development, design, and quality
contrel, (4) trade missions, and (5) brokering and
clearing house functions.

Where the full-time Carikbean project coordinator was
involved, the evaluation should determine the
efféctiveness oé the coordinator in assisting in the
achievement of project 6bjectives. Constraints to
effective completion of tasks should also be

identified.
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2. The degree to which the Partnership mechanism is an
effective instrument in achieving trade gains and market access, or
. in providing technical assistance which may make both of these
possible in the future. To determine this the evaluator should
ascertain: (a) The membership and level of activity in each
Bconomic Development Sub-Committee throughout the life of project:

(b) the understanding by the membership of Partners' goals and
project objectives; (c) The performance of Caribbean EDS in
generating projects and processing applications; (d) the performance
of New York EDS in responding to requests from the Caribbean (e) the
degree to which independent, self-sustaining contacts have been
established as a result of project activities and (f) the
compatability of partnership linkages i'.e. 'Earbadcs/c.apital
District, St. Lucia/Rockland County, Dominica/Dutchess County.

3. Effectiveness of Partners project management at all
- levels in Washington, New York State and the Caribbean.

4. A brief assessment of Peace Corps participation in the
project.

5. A camparative analysis of how the Partnership
mechanism functions in a marketing project in countries at various
levels of developmment: .‘

(a) Barbados (more developed)
(b) St. Lucia (intermediate)

(c) Dominica (less. developed)

“\
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6. A comparative analysis of the Partnership model with other

approaches to provide marketing assistance.

' (a) This analysis would identify what other macketing
services are available to the small businessmen
in the three participating countries, for example
natiocnal develcrment foundations, chambers of
commerce, public finance corportions, etc. Also
the analysis would indicate whether or not the
Partnership is previding a unique service
otherwise not available to the islands.

(b) Where services are similar %o those provided by
other organizations, the evaluator, to the extent
possible will determine the costs involved, and
perform a cost comparison analysis.

Summary and Cenclusions

From the results of the above analyses, the evaluator will
pr:ovidé concllxsicns %0 include the folleowing:

1. 'I‘he. current status of the project in terms of the
ability to provide effective and timely marketing activities.

2. The aépropriatness of the Partnership structure in
conducting successful marketing activities.

3. The cost effectiveness of the CMAP in providing
marketing services in the context of (a) the uniqueness of the
‘project. and (b) as ccmpared ts other marketing services.

Recommendations

l. Evaluator will recammend whether or not the project

should be continued for another year.
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2. Evaluator will identify changes required in order %o make
the project more effective with regard o the following:

(a) Support to and pe:fo:mance of the project
coordinators.

(b) Partnership managemant--in New York, Washington
and the Caribbean.

{(¢) Inter-Partnership coordination.

(d) Improved cost-effectiveness in providing
marketing services.

3. Manner in which project effectiveness can be improved
through increased coocdination with cother organizations in the region

which provide marketing services.

Drafted by DRSoules/A,PRM:mof

Clearance

Darwin Clarke/SPS

Carey Coulter/PRM
Stan Heishman/RCO

Peter Orr/CIO
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PROLOGUE

During 1983, more than 59,000,000 straw baskets were importad into
the United States; not one of these baskets came from St. Lucia.

INTRODUCTION

Approximately 2,000 St. Lucian families, most of whom are at the
lower end of the economic scale, are engaged in the hand crafting
of straw products. Until now, these products have been soid to
tourists and for local use.

This study was undertaken to determine the size and scope of the
market for straw products in the United States, and how St. Lucia
might participate in such a market.

The authors wish ‘to acknowledge, with gratitude, the grant from

Partners of the Americas which made this research project possible.

Qur thanks also to the kind people of Rockland County, New York
who tutored and gquided our research and made our stay so pleasant.

It is hoped that this research will provide a new focus for the
handicraft industry in St. Lucia and provide a basis for its
organization and penetration of the United States markat.
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RESEARCH OBJECTIVES

The objectives of this study are:

1. To identify specific straw products (and ralatad
product standards) that have a high potsntial for
sale in the U.S. Markeat.

2. To determine the total volume of straw products
imported into the United States.

3. To determine price and quantity relationsnips
for straw goods in the U.S. market.

4. To determine the time factor for shipments,
method of shipment used, and traditional
method of payment.

S. To detarmine U.S. Customs Regqulations that
pertain to imports of straw products ~om St. Lucia.

6. To identify possible buyers of straw graoducts in
the New York market. ‘

7. To recommend a3 plan designed to enaple the St. Lucia
straw industry to gain entry into the Unijtad Statas
market. :



RESEARCH METHOOOLOGY
HOW THE STUDY WAS CONDUCTED

The study was conducted in three phases.

Phase [ - Research of Secondary Data

Researchers surveyed all possible sources of secondary data for
data and/or information related to the market for straw goods. These
included, but were not Timited to.

-Trade Associations

-Trade Magazines

-Trade Show Operations
-Books in Print

-Periodicals

-U.S. Customs Service

-U.S. Department of Commerce

[t is interesting to note that with the asxception of Import
Statistics furnished by the U.S. Department of Commerce, little
secondary data js available on straw goods in the U.S. The
researchers confirmed that the straw goods industry in the U.S.
does not have trade associations or trade publications. This is
probably due to the fact that there are relatively few importers
who specialize in straw goods and account for practically all straw
imports into the U.S.

Phase [l - Telephone Survey of Straw Importers and Wholesalers

Researchers then culled through gift industry Supplier Oirectories
and the Business-To-Business Yellow Pages to develop a list of straw
goods importers and wholesalers in the New York City area. The primary
focus of this 1ist was on importers and wholesalers of baskets. United
States Import Statistics indicated that approximately 14 percent of all
straw baskets importedlintp the U.S. in 1983 came through the New York
City Customs District.” This suggested that an in depth study of the
New York City area would provide a realistic basis fTor understanding
the size and characteristics of the entire U.S. market.

LThe New York City, New York Customs Distict (District Code 10)
includes New York City; Albany, N.Y.; Newark, N.J.;
Perth Amboy, N.J. and JFK International Airport.

-3- . %\/JD



Accordingly, a Teleshone Survey Questionnaire(Appendix ) was develaped
and all individuals on the list telephoned. The majority were cooperative
and helnful, and furnishad a great deal of information.

Phase III - Parsaonal Interviews with Straw Goods Importers

The Research team then spent several days in the field conducting
personal "in-depth" interviews with leading importers. Samples of
St. Lucian straw products were presentad to the importers for their
evaluation.

q



SUMMARY OF FINOINGS

Size of the Market

The United States represents a substantial market for straw
products, primarly baskets, in which St. Lucia has not participated
in until now.

Table 1 summarizes U.S. import data for selected straw products
which are currently being handcrafted in St. Lucia for the domestic
and tourist consumptian.

The straw product classifications are:

#4400 Baskets and bags of unspun vegetable materials, nspf.
#5700 Flaor coverings, unspun vegetable material.
#6400 Articles nspf, of unspun fibrous material nspf.

With respect to baskets, it is interesting to nota that approximately
42.7 percent of 21l straw baskets entering the United States in 1983,
entered througnh U.S. Customs Districts on the East Coast of the country--
within easy shipping distance of St. Lucia. (A detailed listing U.S.
East Coast Customs Districts is shown as Table 2.)

TABLE 2

LIST OF U.S. CUSTOMS DISTRICT™
CODES AND DESCRIPTIQNS

01 Portland, Maine 16 Charleston, S.C.

02 St. Albans, Vt. . 17 Savannah, Ga.

04 Boston, Mass. 18 Tampa, Fla.

05 Providence, R.I. T Mobile, Ala.

06 Bridgeport, Conn. 20 New Orleans, La.

07 Ogdensburg, N.Y. ] 21 Port Arthur, Tex.

09 Buffalo, N.Y. 23 Laredo, Tex.

10 New York City, N.Y. 24 E1 Paso, Tex.

11 Philadelphia, Pa. 52 Mjami, Fla.

13 Baltimore, Md. 53 Houston-Galveston, Tex.
14 Norfolk, Va. 54 Washington, D.C.

15 Wilmington, N.C. SsjbaITas-ForthAworth, Tex. ;i)
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! Amouut

1 A

i Custons ciy

! Qusacicy value Value

| Togal UY.8, Imporeu

' 4400 Maskets 59,450,07) 26,662,298 131,914,126

H 5200 Plouxy Covertugs —re 5,629,023 1,444,695

l 6400 Articlas, USEE ~— 18,195,458 22,052,524

b TOTALS 59,450,013 50,502,679 61,411,195

"
' .
. a
[* 2

! 3 Jorela Ease Cuaaat

l .8, Custous Dlutsicts

: B 1-24 and 5253

! 4400 Nasketsn 25,404,824 12,053,318 16,531, 260

! 3700 Floor Cuverlngs ——— 3,304,614 4,010,082

H “6400 Arglcles, NSIP —— 8,821,085 10,922,511
- TOTMLS 25,404,824 24,260,007 32,064,879
Hew York Custom

. Districe

| 4400 Baskess 8,223,485 3,365 632 4,603,160

i 5700 Flours Coverlugs ——— 1,122,020 1,944,922

6400 Actictes, NSIY — 2,804,020 1,171,915

”

Z TOTALE 8,220,685 3,540,600 8,990,004

1

TADLE 1
UNITED SATES VHI'ONTS

Of Salected Stvauw Products

Calaudar year 1981

(Shoun In U4, Ballers)

Tus., & Frelght

Percent of Tutal 1..S,

Au 8§ X of
Iusurance Cusgnas Custoas ciy lnsurance
& Pealght Valua Quantlty Value Value & Frelght
7,246,022 27.2% 100. 0% 100.0x 100,0X 100.0x
1,805,622 32,07 —— 100,0X 100.0% 100.0x
3,856,116 21,22 -—- 100.0F  100.0X 100.0X -
12,924,216 29.6% 100.0%  100.0  )00.0F  100.0X
4,408,442 32,1 42.0X 45.22 44.7% 61.482
1,225,920 38.2% -—- 59.1% 61.9% 10.22
2,049,492 23,1 -—= 48,2 44,52 53,0
1,807 862 32.1X 42,2% 44, 0% 50,6 60,32
1,302,519 4. 4% 13.8% 12.6% 138X 18.0x
522,952 41,2 —— 24.3% 26,02 .02
513,906 20,41 I T G TV | S T !
2,454,119} 32,91 A1.u2 15.7% . 16.0% 89, 0%




The basket data indicate that about one-third of the East Coast
imports (13.8% of the U.S. total) entered through the New York Custams

District.

There appears to be a crude relationship between Customs and C.I.F.

Valves and quantity, as in the case of straw baskets. Thus it is

possible to develop a rough estimate of quantities for #5700 floor

coverings and #6400 articles NSPF. Accordingly, it seems reasonable

to1suggest the following quantity relationships shown in Table 3
below:

TABLE 3
Percentage of U.S. Total Entering East Coast and N.Y. Districts
East Coast New York
Classification Districts District
#4400 baskets ' ' 42.7% 13.8%
#5700 floor coverings 60.0% E 25.0% E-
#6400 Articles, NSPF. 49.0% E 15.0% E

As shown above, U.S. East Coast Customs Districts account for42.7% of
basket imports and an estimated 60.0% and 49.0% respectively of
imports of floor coverings and articles, NSPF.

In a similar manner, the New York Customs District, and the large
metropolitan market it serves, accounts for 13.3% of all U.S.
basket imports, about 25.0% oT U.S. floor covering imports and an
estimated 15.0% of U.S. imports of straw articiss, NSPF. :

Thus, it is clear that the East coast of the U.S. (as defined in
Table 2) and New York, in particular, represent significant potential
for St. Lucian straw products.

Insurance and Freight

In the evaluation of the data in Table 1 it should be noted the insurance
and freight costs for #4400 baskets and #5700 floor coverings tend to
rise on the east coast compared to the U.S. as a whole, and are even
higher in New York. The relevant data are summarized in Table 4 below:



TABLE 4

Insurance and Freight
as a Percent of Customs Value

#4400 #5700
Customs Districts(s) Baskets Floor Coverings
Total U.S. 27.2% 32.0%
U.S. East Coast : 37.1% 38.2%
New York 38.8% 41.7%
Memo:
U.S. West Coast 18.9% 22.9%

One explanation for the disparity in costs as a percent of customs value
may be the extreme distances ta the U.S. from the principal saurces of
baskets and floor coverings in the far east, with the west coast being
several thousands of miles closer than the east coast.

In sum, it seems reasonable to assume that straw gaods shipped from
St. Lucia would incur Tower insurance and freight casts than those
shipped from the far east and thus could be mors competitively pricad
on a landed costs basis.

[t should also be naoted that St. Lucian straw gcods may be importad ints
the Unitad States duty-free--adding another patantial for cost competiveness.

Characteristics Qf the Market

Based on talephone surveys and persgnal intarviews, researchers concluded
that the U.S. market for straw praoducts cansists of a relatively small
group of importers. In New York, {or example, probably no more than § to
& importers control the market. Characteristically, most of those
importers have been in the business for a long time; are well established
and highly respected.

The typical channel of distribution is for rstailer and manutacturers to
buy directly from the importer at wholesale price. There are very few
wholesalers paositioned between the importer and retailer.

The majority of straw goads are imported from the far east (Philippines,
Tiawan, China, etc.)

None of the importers questions, specialize in particular straw products,

but rather all carry a wide assortment and appear to carry substantial
inventories.

- | Y



Product standards and quality are enforced by importer agents in the
far east, and by freguent visits of importer buying personal. An
important point for St. Lucia is that the U.S. market demands standard
products of good quality. The New York importers said they reject and
“charge back" unacceptable products. Thus if St. Lucia enters this
market, its handicrafters will have to adjust to making highly
standardized products.

Most importers reported using standard ocean containers--one mentioned
receiving 250 containers a year. Letters of credit are used to pay
for shipments.

Trade Pricing

Researchers determined that a fairly uniform approach to trade pricing
exists among importers and retailers of straw goods.

Among importers, markups ranging from 25%to 100% on landed costs were
reported. The higher end of the markup range (100%) appears to represent
an element of increased market risk and is reported to be applied to
slower moving items. .

Among the retail trade there appears to be a uniform markup of 100%

of wholesale cost. This markup is consistent with the 100% markup

found in similar businesses in the United States, i. e., the retail gift
trade.

Conclusion

The foregoing data and analysis, indicates the existence of a
substantial market for straw products in the United States.

Interviews with U.S. straw importers revealed an interest in St. Lucian
straw products, provided they can be produced to meet required manu-
facturing standards.

It is Eonc1uded that with effective organization of its straw handicraft
industry, St. Lucia could exploit its strategic proximity to the
United States and is capable of successful penetration of this market.

An outline of a basic plan to accomplish this objective follows.

. o\
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PROPOSED FUTURE ACTIVITY

. Follow-up on Raesearch Activities

L.

3.
4.

[dentify additional U.S. east coast customs distructs where large
quantities of straw goods are imported.

. Copsult U.S. teleshone directories to obtain name and phone

of straw importers, thus enlarging list of east coast importers.
Prepare price list, shipping information and samples.

Mailing to complete importar Tist.

. Handicraft Workshops in St. Lucia

L.

Quarterly workshaps with St. Lucian handicraftars to share
information regarding the U.S. handicraft market and U.S.
marketing process.

. NewsTetter to ke2p craftsmen informed of trends and happenings

in the market and to distributs aducational matarial.

. Handicraft Trada Fair--St. Lucgia

L.

Handicraft Trada Fair scheduled far Jecamcer 5 and 6 at the
Castries City Hall.

(a) Intended %o create a forum for craftsmen.

(b) Develop a public awareness af the St. Lucian
cratt industry

(c) Make public aware of multi-functional use of

- handicraft {tems.

(d) Act as a devisa for further research.

. Prepare 4 page newspaper supplement to invite general public

to attend trade fair.

. Prepare and distribute letters of invitiation to all government

officials, commercial sector, hotsels and tour aperators.
(see sample letter attached)

. Trade Fair--New Yark

Participate in American and International Crafts Fair in New York
during February 1985.

-10-



St. Lucian straw goods will also be represented in a number of
other trade shows by virtue of samples placed in the hands of
United States importers.

E. Survey of types of raw material used in handicraft industry.

F. Organize craftsmen into a more marketing oriented group and
develop an appropriate organizational structure that will ac:

as an agent for craftsmen.
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BREPORT OF GRANT EXPENDITURES

Name: AID-Caribbean Marketing : 321
Source: Agency for International Development
se: To provide comprehensive marketing assistance to
Caribbean manufacturers
Amount: $335,640
Duration: April 29, 1983 - April 30, 1986
Year one budget $108,948
Date: June 30, 1984

Description Actual Budget Unexpended -
Volunteer Travel $ 9,638 $ 32,685 $ 23,047
Center _ - 1., 650 1,650
Consultants 12;850 4,500 -8,350
Staff Travel 5,124 6,250 1,126
Office Expense 6,698 9,500 2,802
Communications 6,097 7,000 903

TOTAL 40,407 61,585 21,178
Salaries and Fringe 24,549 29,205 4,656
Indirect costs 14,500 18,158 3,658

TOTAL $ 79,456 $108,948 $ 29,492
Cash Received To Date: $ 80,000
Cash Balance: 544
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prcez 3-8
REPORT OF GRANT EXPENDITURES
Name: AID-Caribbean Marketing 321
Source: Agency for International Development |
Purpose: To provide comprehensive marketing assistance to
Caribbean manufacturers
Amount: $270,000
Dursation: April 29, 1983 - April 30, 1986
Tvwo Year Budget $270,000
Date: December 31, 1984

Description Actual Budget Unexpended
Vc:-iunteer Travel $ 31,726 $ 34,077 $ 2,351
Caribbean Center 34,206 68,846 34,640
Consultants 18,057 20,718 2,661
Staff Travel 9,373 12,964 3,591
Promotion 196 6,000 5,804
Evaluation - 10,000 10,000
Communications 7,310 21,167 13,857

TOTAL 100,898 173,772 72,874
Salaries and Fringe 368,892 53,120 16,428
Indirect costs __25,000 43,108 18,108

TOTAL $162,560 $270,000 $ 107,440

Cash Received To Date: $155,000
Cash Balance: (7,560)
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Appendix 6: Cost Comparison with Benefits Generated by
CMAP During Initial Project Design April83-June84
and Revised Project Design July84-December 84.

(US3)
Project Poriod Project Period Total Project Period
4-83 thru §-84 7-84 thry 12-84. 4-83 thru 12-84
Costs Benefits Costs Bonofits Costs Benefits
USAID/CMAP
Costs 79.456.00 83.104.00 162,560.00
Other
Costs 54,560.00 41,250.00 95.810.00
Banefits to .
Producsrs 10,000.00* 273.650.00** 283.650.00
Totals 134,016.00 10,000.00 124,334.00 275,650.00 258.370.00 28%,550.00

Notes: Banofits in all cases do not include total costs to the producer, therefore
benefit estimates are considered high.

* Banofit estimate includes 1) $4,000 of battery sales attributed directly to training;
2) $2.000 each for 3 restaurant owners in increased
profits over 2 six month period.

**Bonefit estimate includes 1) $250,000 of import savings, minus $30.000 for
equipment purchase = $220,000 import savingson a
yoarly basis which are purchases that will not have to be
made due to equipment investment, = $18,300/month x
6 months = $109,800.

2) $250,000/yoar to distributor divided by 12 months
= $20,300/month 1 4 months = $83,200.

3) $116,000 worth of garment sales contacts, minus
$50,000 unfilled = $66,000.

4) $150,000 worth of watch sales contacts, minus
$133.,000 unfilled - $19,000.

5) Local trads fair sales of $1,000, plus additional lacal

sales of $300, plus export sales of $350 directly atteibuted
to fair and CMAP contacts. Total = $1,630.

- | 4\



LOGICAL PRAM)
PARTNERS OF TIIE AMERICAS CARIgy,

ipPE DY o
-
Harrative Summary Objectively Verlllable Indicators
got Measure of Goals Achievement

To increase the sale of Caribbean produced goods in the U.S. market,

Project Purpose

Partners of the Americas will implement a marketing assistsnce project directed at small
business entrepreneurs in the Caribbean. The project will focus on three partnerships in
the English-speaking Caribbean and will be geared towards Improving marketing strategies
with the goal of opening new export markets for Caribbean products in the United States —
especlally the U.S. Partner state of New York, The three partnerships to be participants
In this program are Barbados-Caplital District (New York); Dominica-Dutchess County (New
York); and St. Lucla-Rockiand County (New York).

Qutputs

First Year
{8 consultant visits to Caribbean.

8 market assessment activities in U.9. Partner srea for Caribbean businessmen.
85 discrete (ace-to-face meetings brokered between Caribbean and U.S. businessmen.
8 paid local consultancies.

14 to 34 short-term observational training opportunities in specific skill area for
Caribbean middle management personnel and/or craftsmen/tradesmen.

1 comprehensive marketing assistance plan designed imptemented, and completed.
20 additional assistance projects initiated and partially completed.

45 additional enterprises identified and Initial needs for assistance and assistance
strategy formulated.

v

Total of 88 discrete firms participating and recelving assistance {rom project in Year
1.

Long Term

1. Strong Econemic Development Sub~Committees composed of representatives
drawn from a cross section of the Caribbean and New York State business
communities functioning within the context of strong partnerships.

2. A cadre of Caribbean businessment schooled in doing business in the U.S.
market and comfortable in thelr knowledge of this important market area.

3. Product lines brought up to competitive standards,
4. - Production techniques designed to optimize quality and minimize costs.

5.  Businessmen predisposed to keeping abreast at changes in their industries and
able to react to the exigencies of a highly dynamic market,

8. A network of personal acquaintances and contacts providing continued access to
U.S. market Information.

Increases In marketing effectiveness, productivity and income in participating
small businesses in the Caribbean. .

End of the Project Status (Conditions that will Indicate purpose has been
achieved)

Increased expoctation of products from participating small businesses to markets
In the United States,

Magnitude of Out g_!!

1.  Active Small Business Sub-Committees in these three partnerships meeting
on a regular sasls, and compased of private sector and small business
leaders In these countries.

2. Needs and priorities of specific Industries In each of the Small Business
Sub-Commlt.ees determined on a specillc country basls, .

3. Provision of technical assistance on a regular basis In the ares of small
business deveiopment In each of the three partnerships participating in the
project.

4.  List of products Introduced for export into the United States each year as a
result of this project. .

Budget

First Year Second Year Third Year Total %
AlD $108,948 $111,246 $115,448  $235,640 42.5
Partners of the Aniericas  $136,035 $151;150 $166,265  $453,450 S7.5

and Other Sources

Inputs {continued)

Qenersl (continued)

3. Technical assistance activities directed toward the eventuat goal of Improving ’
production and directing productlon towards U.S. markets for export.

Specific

. -
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ANALYSIS
ARKETING ASSISTANCE PROJECT

Means of Verification

Government Level

1. Government stalistics on private sector development and exports.

2. Reports of Export Promotion Boards.

Individual Firms

1.  Business records of indlvidual enterprises involved in the project.

2. Expoets statistics and records of individual enterprises Involved in the
project. .

3. Invoices, shipplng lists, vouchers, letters of credit, and other financial data
indicating volume of international trade.

4.  Records of financial sgreements entered into between Caribbcan and U.S.
firms for the purpose of export.

Important Assumptions

Partnerships

1. Informatlon available from individual partnerships and their commitiees
involved with this project,

2.  Reporls prepared by individual sub-committees and local Partner
committees.

3.  Reports of volunteer technicians and consultants used in the technical
assistance aspects of the project.

Gosl Target

1.

Political system in participating countries continues to aupport the development
of private enterprise.

Absence of climatic catastrophies in participating countries (hurricanes, etc.).

Purpose Assumplions

Partners Washington Offlce

1. Partner quarterly Project Status Reports.
2. Audit reports.
3.  Reports of Washington and Field Staff.

. 4. Reports from Volunteer Project Assistants.

N

1. These three partnerships participating in this project can continue to exist and
develop throughout the life of the project.

2.  Laws in both the United States and the Caribbean are conducive to export and
further trade between the countries, .

. International cconomic system supports continued expansion of export between
devcloped and less developed countries.

Output Assumptions Y . -

1.  Capable and appropriate leadership at the local partnership level and within the
small business development sub-committees.

2,  The quality of program stalf and volunteer techniciens is sufficlent and
conducive to the successful implementation of the project.

3.  Willingness of U.S. importers to deal with the Caribbeans; market availability in
the United States; capacity of Caribbean enterprises to satisly the demand that
will be there,

4.  Caribbean products can be brought up to competitive standards —both from

point of view of quality and price,

lnputs Assumptions

2,

3
4.

Partners of the Americas maintains its overall program and adequate funding for
its supportive projects.

Quality direction and management of program by Partners staff and field
coordinators. '

Availability of financial resources to enhance the project.

Continued support of the private sector for the goals of this project.





