
)<' r:::> - A D.u' .J5tt --i3 
,.., ")" ,; ,:, 
'T' '.' t,' I , 

Evaluation of the Project Development Assistance Program (PDAP) 

Submitted to: 

AID Regional Development Office/Curibbean 
Bridgetown, Barbados 

by 

Charles Blankstein Associates, Inc. 
204 N. Spring St. 

Falls Church, Virginia 22046 

June 30, 1986 



Table of Contents 

Table of Contents ...................................................... 1 
Executive Summary ........•...........•............••................... 2 

A. Progress Toward Project Objectives ............................... 3 
B. Project Design ................................................... 5 
C. Implementation of Project Components ............................. 6 
D. Why was project implementation IJnsatisfactory? ................... 9 
E. Recommenda t ions .....................•....•.•.......•............ 10 

Evaluation Report Main Text ........................................... 12 
A. Background, Viewpoint, and Relationship of This Report 

to the SRI Evaluation Report ............................... 12 
B. Definition of the PDAP Model ......•..........•................. 14 
C. Findings: Progress Toward Project Objectives .................. 15 

1 Project Purposes and Contract Objectives ......•...•........ 15 
2 Employment Generation ...................................... 17 
3 Institutional Development .•..........•...............•..... 19 
4 Conclusions ................................................ 21 

D. Findings: Project Design ...................... " ............... 21 
E. Findings: Implementation of Project Elements ................. 22 

1 Information System ......................................... 22 
2 Country Act Ion Plans ....................................... 24 
3 Investor Search and Informat i on Serv ices ......•............ 24 
4 Island Resident Advisors ................................... 26 
5 Contractor Management ...................................... 26 

F. Findings: Implementation Dynamics: Why PDAP Went Astray ....... 29 
G. Cost Effectiveness of the PDAP Model ..............•...•.......• 32 
H. AID Management Issues .......................................... 35 

1 Staff Resources for Implementation .............•..........• 35 
2 Effect of Procurement System on Project Implementation ..... 35 
3 Increasing AID Dependence on Voluntary Contractor 

Conformity with AID Values .................•........... 36 
I. Conclusions and Recommendations .•.••.•....•.••.•..•...........• 37 
J. Lessons Learned ................................................ 39 

Annexes 

1. Evolution of the PDAP Model ...••....•.•...•.......................• 41 
2. Features of the PDAP II Contract ...••..•.........•.....•........... 43 
3. Analysis of available data on contractor performance ..........••... 45 

a. Jobs created and forecast employment ....................... 46 
b. ·Success story· data ....................................... 47 
c. Promotion activity data .................................... 48 
d. Sources of leads ........................................... 48 
e. Contractor client and office participation ................. 49 

4. Information System: Financial Data Requests and Responses ........•. 50 
5. Information System: Project Performance Data Responses ............. 65 
6. Bibliography ....................................................... 76 



2 

EXECUTIVE SUMMARY 

The ·PDAp· program is the centerpiece of the AID Regional Development Office! 
Caribbean private sector development program. pnAP is intended to stimulate 
employment, exports, and private investment by means of promotion by a U.S. 
contractor of investment in the region and by developing the capability of 
Eastern Caribbean (EC) public and private sector institutions to generate 
employment. 

The PDAP program involved two projects: the Project Development Assistance 
Project or ·PDAP I· (originally authorized with $4.6 million LOP funding in 
December, 1980) and its follow-on Investment Promotion and Export Development 
Project or ·PDAP II- ($8 million LOP authorized in 1984). The two PDAP 
projects have been implemented under separate contracts with Coopers and 
Lybrand each following full competitive procedures. The current contract will 
run out of funds about 16 Months before its estimated completion date of 
October 31, 1987. Expenditures recorded as of February 28, 1986 equaled 
611,838,178. 

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

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

A. Progress Toward Project Objectives 

PDAP has two major objectives: generate employment and develop capacity in the 
Eastern Caribbean country public and private sectors to generate employment. 
These objectives were specified in the contractor's technical proposal and 
incorporated into the contract: 

Jobs: 19,000 by October 1987 (7000 attributable to PDAP I, 1~~000 to PDAP =:> 
IU~!1!~!lQU21_g~Y~lQEm~u!: -ef~ective local development agencies in each :f 
the participating countries by the end of the program-

Assessing performance in the ~mployment generation area is complicated by poc~ 
data and confusing claims. The contractor claimed as of May 15, 1986 the 
following -employment generation ... which (has) resulted from PDAP promotiona: 
and follow up activities-: 

current employment .••..... 3668 
forecast employment ....... 7565 
-past peak- employment .... 5598 

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

1. The causal connection between contractor activity and investment, whi:e 
clear in a number of cases, is doubtful in many others. (Of the 25 
respondants to a SRI survey of all 70 PDAP -success· claim3, only 6 
indicated that POAP was crucial to the investment decision. Si~teen of t~e 
25 said the investment would have been made without r~gard to PDAP's 
efforts. In depth interviews by CBA in the islands corroborate SRI's survey 
findings and suggest that only investors considering their first overseas 
investment find PDAP essential.) 

2. The number of j~bs attributable to PDAP investment promotion activity 
seems to be overstated. Under the contractor's single function measuremer.t 
approach, marginal PDAP c~ntributions are translated into major employment 
creation achievements. ror example, the contractor has claimed credit for 
some 1400 jobs in St. Viw:ent (equivalent to 38\ of 3668) in connection with 
a f\rm whose investment p,edated PDAP. (PDAP may well have rendered usef~: 
post-investment as~istance to the investor, but the claim of 38% of total 
project employment creation for post-investment services which the invest:~ 

might well have soug~t elsewhere if PDAP had not been available seems 
questionable.) 

3. The contractor aggregates different kinds of jobs in a single 
-employment generation- figure. Many jobs generated are by definition 
temporary. such as construction jobs or work on specific contracts. Other 
jobs are variable in duration and income, such as cottage industry 
activities. Some investments are candidly characterized by their owners as 
temporary operations. The -quality- of a job in terms of permanance, 
income, training, and other factors makes a difference. The contractor has 
not recognized the difference by generating relevent data. 
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4. Since the contractor failed to collect and .aintain data on on~going 
employment in the past, ·past peak- employment is difficult to assess. 
Possibly more useful information such as total payrolls or work days in jobs 
generated by PDAP was not collected. 

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

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

It seems clear enough that the employment generation target was too high. The 
contractor apparently thought it understood the investment problem well enough 
to promise what it could not in fact deliver. Unfortunately from a 
developmental point of view, it is not clear what the contractor has learned 
about the investment problem to improve its performance and to help the West 
Indians learn how to promote investment after PDAP ends. 

The PDAP project contemplated and the contract specified a wide range of 
activities to be carried out in the islands to improve the environment for 
private enterprise. The term ·institutional development- is used in this 
report to refer not only to building the capacity of local public and private 
agencies as such to carry out employment generating promotional activities b~t 
also to refer more generally to encouraging improve~ents in the business 
environment through improved policy, infrastructure, and services. 

Individual island advisors have provided -institutional development- services 
over the life of the project. The impact of these services is difficult to 
specify much less quantify, but clearly some of the advisors have had a 
posit.ive effect on local business environment. Unfortunately, formal 
systematic efforts at institutional development coordinated with local 
government agencies and RDO/C did not take place. There seem to be two major 
reasons for this. First, the contractor failed to carry out its obligations 
with respect to development of acceptable CAPs (and thus management control and 
understanding at both contractor and RDO/C levels as well as local government 
coordination was undercut.> Second, th~ balance of direct contractor promotion 
with institution building contemplated by the PDAP II contract was apparently 
abandoned albeit informally in order to lay heavy stress on direct contractor 
investment promotion. 

Failure to sustain a project-wide, vigorous, and systematic effort at 
institutional development has had serious consequences. The goal of 
establishing ·effective local development agencies in each ... country ... by the 
end of the program- to carryon PDAP's functions cannot be achieved within the 
contract term much less within the funding remaining. Worse, PDAP's high-cost, 
low-productivity, expatriate staffed investment promotion system is unlikely to 
be either sustained by the EC countries with their own financial resources or 
replicated by them with their own people. 
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The contractor lost sight of the institutional development objectives of the 
project in its efforts to pursue its self-proposed but wholly unrealistic 
employment generation goals. Little has been done to prepare West Indians to 
carryon the work; the project has not developed methods of promotion 
appropriate for use by EC institutions; and AID has learned little to 
illuminate future efforts at investment promotion to generate private sector 
employment generation. Futhermore, direct employmen~ generation results have 
b~en, at best, unimpressive - and there has been no dividend in information to 
help understand why results were limited. 

Quantitative measures of performance and cost effectiveness of project 
performance are seriously hampered by the poor data base developed by the 
contractor. The deemphasis of institutional development, and therefore of 
benefits which might have ~een generated thereby, places the entire burden of 
the cost of the project on employment generation. The analysis in the text of 
this evaluation (based on the contractor's claim of 3668 jobs created) suggests 
a project cost per job promoted of 63544; an aggregate annual payroll generated 
of about $4,500,000, and aggregate life of jobs promoted payroll of about 
$13,000,000, roughly in the range of total project ~ost. Other approaches and 
varied assumptions could generate figures significantly higher or lower. The 
key point with respect to cost-effectiveness is that if the project generates 
only job creation benefits rather than substantial institutional development 
benefits as well, short term expatriate service costs tend to overwhelm 
employment benefits. The hlgher the ratio of expatriate to local personnel, 
the more that tendency is reinforced. It is difficult. in retrospect to 
identify a set of assumption~ which would have justified the approach the 
contractor took given the resources ava:~able. 

B. Project Design 

Most projects encounter difficulties in implementation. Once the development 
problem to be addressed is understood and appropriate mechanisms and resources 
are provided to address the problem, the key factor in design is to assure that 
the project is to provide a means to monitor what is happening in the 
implementation process and why (an information system) and a method for guiding 
activity and making changes to adjust to emerging requirements, problems, and 
opporturities (a management control system). The PDAP project concept s~ems to 
have met these requirements. 

Major features of the PDAP project design include: 
-full time advisors resident on each of seven Eastern Carribean islands 
-a Washington based staff to carry out investor search dnd information 
services 
-the contractor's project manager based in Barbados to facilitate management 
of field personn~l and access to the assisted countries and RDO/C 
-a management control system based on an annual Country Action Plan (CAP) 
for each Island to provide: 

-direction and documentation of resident advisor activity; 
-analyzed and agreed upon understanding of local constraints, 
objectives, and strategy; 
-specification of policy and resource commitments of EC governments; 
-variation in country programs and flexibility for PDAP within broad 
project framework to tailor operations to unique needs of each country. 

-an information syscem to provide contractor and RDO/C management with 
timely data on inputs, outputs, and indicators of project achievement 
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The original project design appears to be sound. The project as a wh~le 
contemplated a reasonable balance of short term (direct job creation) and 
longer terM (institutional development) benefits. The information and 
management control systems which were called for by ROO/C, proposed by the 
contractor, and contracted for would be reasonable and adequate for the task -
had they in fact been implemented. The project permitted the flexibility 
needed for any redirection required. In short, the design was reasonable. The 
problems of this project r~sulted from faulty implementation, not project 
design. 

C. Implementation of Project Components 

There are a variety of implementation problems of varying degrees of 
significance in the POAP project. Two are crucial because they obstructed 
implementation problem recognition and correction: 

Failure to implement an adequate information system 
Failure to develop Co~p,try Action Plans complying with stated requirements 

The information system called for under the contract to support monitoring a~d 
management control of the project is seriously flawed. Tests of system's 
capability failed to produce accurate and timely information on project 
performance, impact, and costs. Data on many important characteristics of 
project performance and experience was not gathered at all. Thus effective 
monitoring, self-correction within the project, and learning from PDAP 
experience have been hindered. 

The key to project management in the PDAP des~gn is the annual Country Action 
Plan. Developing the plan is a primary responsibility of the island advisor. 
It includes the advisor's scope of work; identifies industrial policy probleas 
objectives and strategies; provides a vehicle for policy dialogue with island 
government and private sector interests; specifies government and private 
sector commitments of personnel and other resources; training and technical 
assistance services required; budgets required; and achievements expected. The 
CAPs are to include -frameworks for change and institutional 
development ... specific to local conditions-. 

The contractor's performance in development of these crucial CAP documents has 
been unsatisfactory. Indeed, RDO/C has never accepted any proposed CAP. Whi!e 
draft CAP submisssions for 1986 were apparently taken more seriously by the 
contractor than the 1985 efforts, they still fall far short of the project's 
CAP concept. 

The CAP ties togeth~r project strategy, advisor activity, local private and 
public sector COMmitments, use of project resources, higher management contrel, 
and ROO/C monitoring. Absent this strategy and coordination mechanism, it is 
hardly surprising that progress toward project objectives was limited. 
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3. Investor search and InforMation services ----------------------------------------
Several proble~s are noted with respect to the Washington-based Investor search 
and Information effort. The search operation Made 6618 Investor contacts which 
led to visits to the region by 253 potential investors of which 70 made 
commit~ents to invest or contract. A report by SRI International suggests that 
the large number of contacts and relatively few visits and investments implies 
ineffective targeting of promotional effort. Costs of this operation were 
estimated to run approximately $100,000 per month. This kind of operation is 
unlikely to be maintained by EC governments after PDAP financing ends. The 

'project has not trained a significant number of West Indians to do investor 
search work. Nor has it developed an -appropriate technology- of investor 
search for EC use or explored with EC governments a po~t-PDAP approach to 
promotion which strikes an acceptable balance bet~een regional and individual 
island interests. In short, the PDAP investor search scheme is an expatriate 
operation with little or no effort to define a technically feasible and 
politically acceptable post-PDA? approach to the problem. 

Information services provided by the contractor's Wshington staff have provided 
useful services to PDAP advisors and through them to some U.S. investor and EC 
private sector clients of PDAP. As investor search and information are 
overlapping staff activit~es in the current PDAP operation, it is impossible to 
distinguish costs and benefits of search and information services. This 
approach presumably contributes efficienc~es to the contract but it may also 
lock PDAP into a high cost institutional arrangement which may be inappropriate 
for post-PDAP info~~ation services activity. 

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

Advisor activity was heavily focused on assistance to foreign investors. The 
extent of incidental institutional development services rendered varied froM 
island to island according to the skills and interests of the advisors and 
receptivity of local people. Apparently, institutional development and -policy 
dialogue- matters were not addressed syst~matically on any island. 

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

~\ 
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Contractor supervisory management has been faulty with respect to: 

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

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

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

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

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

As a result of these problems, questions have been raised concerning a number 
of issues including the app~opriate management structure for the project, the 
relationship of the contractor home office with the team leader in the field, 
the elimination from contract implementation of subcontractors proposed as 
institutional development experts, the related capture of level of effort and 
related overheads in project funding, and related organizational issues. 

Clearly any management scheme for the project should incorporate provision for 
compl iance with AID regulations. But it is by no means clear that tighter 
headquarters control would have led to a more developmentally oriented strategy 
or greater knowledge and sensitivity to local West Indian needs and concerns. 
This evaluator would argue that the overriding management problem is the need 
to make the project development-oriented rather than expatriate performance 
qriented. This may require a somewhat different mix of knowledge, experience, 
and skills than the project has incorporated. 

The energy, intelligence, and skills of staff helped to mitigate the effect 
internal disputes, audit problems, and the weakness of contractor management 
understanding of the significance of institution building in the project. 
Nonetheless. the developmental aspects of the project were seriously 
constrained in order to focus efforts on investment promotion - a strategy 
which would have been questionable even if it had been successful in rapidly 
generati'ng a great deal of investment and employment. In fact, it was not 
notably effective. 

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

There are a multiplicity of subtly interacting factors which may have 
contributed in various degrees to disappointing results in PDAP to date, among 
them: 

-the contractor commited to an unachievable employment target and then 
distorted the program in a vai~ effort to produce a large number of jobs 

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

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

-the center of gravity of contractor management shifted from a Barbados 
based team leader manager with extensive experience in the EC to the 
contractor's Washington office where understanding of the project may 
have been limited 

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

-the pattern of subcontractor participation in the project was changed 
resulting in a loss of development experience and influence on the 
contractor: 

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

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

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

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

-contractor management apparently believed in all good faith that project 
performance was going well apart from the audit problem 

-the distribution of personnel in the project tended over time increasingly 
to reflect contractor and Washington search staff and decreasingly people 
with different backgrounds such as people from other firms, people with 
development backgrounds, and people with more experience generally 

-the corporate culture of contractor and internal behavioral imperatives aay 
have tended to encourage activities which were counterproductive to 
achievement of some project objectives 
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After the fact, one might question why RDO/C did not take action to correct the 
situation sooner. Again there are many interacting factors which obscured the 
situation and made the effort to ·work through the problem· with the contractor 
a reasonable management decision even when viewed in retrospect. 

-information coming to RDO/C from the contractor was opti~istic albeit 
inaccurate 

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

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

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

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

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

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

Declining staff ceilings and increasing program levels mean as a practical 
matter that missions Must increasingly depend for implementation and oversight 
in development operutions on the knowledge, experience, and professional skills 
of contractors. If the necessary development skills and orientation are not 
available, it is difficult for AID field staff to compensate. Even when 
serious performance defects are recognized, th~ difficulties posed by the 
procurement system in effecting change are a compelling const~aint against 
resolute managerial action. 

E. Recommendations 

A number of detailed recommendations have been presented in se~arate memoranda 
generally in the context of current op~rating constraints. The following 
statement of recommendations is intended to address a few key issues in a 
broader perspective. 
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1. The PDAP -~odel- as designed provides a sensible overall structure' for the 
pursuit of project objectives given the peculiarities of the Eastern Caribbean 
situation. Needed improvements in the design can be accomplished within the 
existing project structure. There seems to be little reason to terminate the 
project and many reasons to continue it assuming improvements in effectiveness 
and cost efficiency which appear to be within reach. 

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

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

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

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

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

7. The ultimate idea of the project is to encourage private enterprise in the 
EC. It would seem that more local private sector participation could be 
encouraged in the PDAP process at several levels. Local people could be 
encouraged and assisted to pro~ide pre- and post investment services. Heavier 
emphasis could be placed on promoting subcontracting with local firms at the 
expense, if need be, of marginal foreign investment promotion efforts. Perhaps 
~ost important, encouraging public-private sector dialog in all ~C countries 
~011d be desirable. 

r, \ 
\ 

\ ' 
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Evaluation of the Project Development Assis:ance Program (PDA~) 

A. Background and Re lat io nship of Th i s Report to t he SRI Evaluat i on Rep:r: 

The Project De velopment Assistance Program (PDA?) (Project #538-00 42) was 
orlg l na l! y auth o r i zed i n 1980 with the pr i mary object iv e of i mpro v: ~ g the 
!ore l g~ assistance absorpt i ve capacity of the s mall Ea~tern Car i bbean co~n t ~ · : !! 
by meac~ of e~p5ndin9 the i r develop~ent projec t de!!;~ and i~plemen:a: ! :~ 
capab!!ltie$. Curing the I mp~emer.:at i o n of the I :-. :: : al prc;ec: (? C.~? :), t :-.: 
prog r a ~ too k O~ a ! n v e~tme nt prom o t i on e ~ ph~~ i ~ . PJAP I I ( Project ~5~e- : !~~ ~ 
which was a ~t ~ o r i zed in Aug ust . 1984 ref l ected the evo luti on of the prograt 
into one general l y promoting employment creation through direct invest~e~t 
promotion and In5t l tution building with a vi ew to transferring inve s tme~t 

promot i on capabil i t i es to EC countries. Coope ~ 5 and Lybrand was the pr ;"-e 
contrac to r f or bo t h PDAP I and PDAP II . Th i s eva!uati on focuses on e v e~:s 

PDAP II. H::> wever, for many purposes it is ill'.possic:e to disaggl~ egate the 
activ i ties, be;.e!lts, and c osts of PDAP I and PDAP II. The dlst i nctic:""; is 
e xp li cit l y ; nd :cated where the" c or.text i s not clea r . 

Charles BlanKstel n Assoc i ates. Inc. (CBA) was contracted by RDD IC (Co~:rac ~ 

#538-0119-C-OC-6026) to participate with Stanford Research In::tltl.:te (SRI> : :-. 
an evaluation of the PDAP program (AID Project Number 538-0019). A three 
person group composed of Paul Laudicina and John Mattison, of SRI and Charle~ 
Blankstei~ cf CSA e xam i ned various aspects of the pr c ject over a five wee ~ 
period from March 31 to to:ay 3. 1986 including a two week period In the Eastf:· :"". 
Car i bbea :1 . 

CSA focused o~ AID documentation. Interviews o f AID / W and RDD I C personne l , 
acqu isi tion a~d · ana l ysis of contractor data and ot~~r information outp uts, i~~ 
In the Ea~ter~ Car i bbean (Eel conce n trated on St . r : : t s, Do m l~lca, Monserra:. 
and j o : ned S? l for !r, ter vi ews i n Ant i g ua . SR I f oc :.: sed on a survey of PDAP 
~success story· contacts. examined data on Investor search activity , addresse= 
compar i sons with other Investme n t promoti on progra ~ s, and. I n the EC. 
concentrated c~ Granada. St. Luc i a , Antigua. and St. Vi ncent . 

After !i ve days of country v is i ts. a prelim i nary me~= of findings and 
reco m~endat ~ ons was prepared by SRI after intens iv e d i scuss i on among the thrf~ 

eva l uat o r~ . At that po int. the evaluators ap~eared to be agreement on ~a j o r 
findings a~d recomme ndat i ons . 

The S~I FInal ~eport was prepared without CEA par:ic l pa:ion. The SPI repor: ! ~ 

largeiy co nsisten t with and reflects incorporat ion c! CEA views as of the 
preparat i on o ~ the preliminary f i ndings memo. However. the S?I report does ~ :: 

addre~ s certa!n evaluation issues and ~here are cer:a i n unresolved dlf!eren:~! 
in v i ewpo i nt between SPI and CEA on f i na l f i nd i ngs a ~ d recommendat i ons. CB ;' 
consulted ~ith appr opriate RDCI C offic i als who reco ~mended that CBA Inv ok e t ~~ 
- l ndivldual and d i ssenting op i nions- clause of the CSA scope of ~or k . CBA 
prepared a brief me~o Identifying differing views fcllowed by ~n interi~ 
merr.orandum dated May 16, 1986 incorporating CB~'s preliminary f i nd i ngs and 
recommendat i ons . RDD IC retained CSA to do further wor k relating t o th ! s 
evaluat i on and project redesign. Portions of the wc!· k called f or under a 
supplementary scope of wor k were prepared and subm i tted to RDD / C during a 
second trip to the EC June 2 to June i3. 1986. 
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T~is report incorporates the several ~le.ents of the CBA scope of work and 
presents the ~aterial in standard AID evaluation form. Additional supporting 
~aterials are available in files. 

PDAP IS a co~plicated program with a rich but troubled experience. Reasonable 
people can and do differ in their interpretation of that experience. As this 
evaluator's knowledge of the facts and understanding of the process evolved, 
certain interacting and repetitive factors undercutting project performance 
were identified. These factors emerged as the~es underlying and critical to 
the implementation process and therefore central to the findings of the 
evaluation. These themes are stated here to facilitate reQding of this report 
and to clarify the evaluator's viewpoint: 

1. information - the lacK of systeaatic knowledge of the problems the 
project sought to address and what was happening in and as a result of the 
project 

2. management - a lack of systematic definition of what what the project 
sought to accomplish, what was being done, and what the project was 
actually accomplishing 

3. failure to comply with the formal system - departures from contract, 
regulations, and other applicable documentation without following 
appropriate procedures 

4. cost-effectiveness - failure to relate the cost of services to benefits 
generated in the snort run and failure to design services which could be 
incorporated into West Indian institutions and thus generate benefits in 
the longer term 

Every effort has been made to be fair and balanced in the assessment of project 
perfor~ance. However, the picture that e~erges is not a positive one. Further, 
the lack of data which confronts the evaluator at every critical point compels 
a choice: either accept, in effect on faith, that good things have happened 
and more good things will h2~pen in the future - or appear to be negative about 
virtually all aspects of the project and therefore not fair atld balanced. 

This evaluator believes that under PDAP financing a nu~ber of individuals have 
perfor~ed a number of useful services. But viewed as a ·project-, an organized 
effort to achieve specific demonstrable objectives, PDAP implementation has 
been deficient. 

Given the ·project perspective- of the evaluation and a perhaps unavoidable 
negative tone to the analysis, it appeared desirable to incorporate a state.ent 
of the contractor's claims of project accomplish~ents without comment. This 
material is presented in Annex 5 <generally ·institution building- activity and 
Annex 4, item 6 (employment generation). 
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8. Oefjnitlo~ of the ·PDAP ~odel· 

When the SRI-CBA evaluators first met with the contractor's ~anagement gro ~ ;, 
we asked, "what is the PDA? model"? They told us that the)' could not say \I>!-.:: 
i t is. that different people have very different views as to what the ·P~A? 
model " is. and that contractors would be pleased If we, the eva!t,;a:o!'s, cc-.:::: 
te!l them what the ·PDA? model " is. In related comments. co~:ractor 
represe~tat iv es suggested that A!D had otten changed direct~o~ i~ the progr~~ 
and added ac: lvi ties not str ictly related to project objectives whlc~ had ~=~! 
ir.,plerr.er:.tat!c:'). m.ore difficult (as well as increasing the rate 0: expenc ! t.:re 
und~r the c~~tract - the "burn rate"), 

The foregoing suggested that specifying what the ~ model ~ Is and how it beca:-: 
that way was a matter of more than merely semantic signiflcancp. As the 
eva!uatlcn evolved. it became ap~5rent that the project's diff icult i es d!d ~:: 
stem frGm a failure of AID to have or the contractor to grasp a vision o! t~. 

project co:-.cept. Thus. this Io'rlt i ng will focus or. operational i ssues. 
Howeve r. fer var!ccs purposes. It ~ay be useful to present a sh:rt stateme~: -~ 

the "PDA? r:'l:Jcel" here. An overvle\o' of the staterr,er.t cf wed: cf the P:?? I: 
imp!ementat io~ contract 15 set oct I~ A~nex 2 . 

The ·PDAP ~odel~ is a progra~ of U. S. contractor-based (as d lst!~9ci she~ f~:
local government agency-based) ass istance to both private ar",] pub: ic sec-':or:: -~ 

!s!and econoc l~s combining on-sl:e technlca! and promot!onal as~is:a~~e w:t ~ 
i~:ernationa: !nve stor search a~d promDtio~. 

Compc::ents 0: PDAP in its currer.t !.orrr. are; 

1. Countr;- representatives statlon.ed on :ndividual isla:-.ds Ioi!:h brc~d - t.=::;j 

loco~ r-espor,sibility fOl' ass:stlr,g In pro :':lo t io r .. fcnr. J;l atior .• ar.d 
i~pleme~t5:ion of policies. projects, adv i sory services. and !r.vestce~t; 

2. ~anagement of operat io ns !n the Eastern Caribbean based ie Barbados 
including oversight of island representatives, coordination wi th ArD and 
regional development organ i zations, information gathering. and re pprtlng; 

3. US-bosed international i:lvestor search. Inl:es!rr.ent pr ::r.o:: or., ar,d 
i nforrr:atior. se!"\.'lce utilizing !he co~tractor's Estab! !s hed interrlO!.io:la: 
network; 

4. Instit;;tion building in pr~vate and p\,;b~ Ic secto!'"; to aSSC1"e local 
capab:l i ty to carry out PDAP f;;~~tic~s ~hen tte project ter~lna:es; 

5. Annua! Cc-..:ntry Actior. Plarl (CA?) fOl" each !s:a:lo to prcv i de: 

- rr.anagement control and oocuaentatlon of resident adv ! sc~ act!v!t;-: 
- sha~ed underst~ndlng of lcc~: constraints . objectl~e!. o.:ld s:~~:e9r: 
-a rr.echanls~ to facili:a:e appropriate strategic variation in cc~~:~' ~ 
programs and operating fle~ : b!li:y lor advisers wit~!n a broader 
prc j ect framework; and. 
-spec : f Icat I on of pol lc >' ar:d resource \,;ndel"ta~: ir.gs of is !a:".d 
governments. AID. and to extent re:event other organ:za:ions in p!'" :~~ : e 
sector and region. 

6. EEphas i! on the objective of private sector e~ployment generation wh! :! 
recognizing and supporting a p~blic sector role In creating the policy 
framework and Infrastructure required to permit broad pr iv ate sector 
participation. 
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C. Findings: Progress Toward Pr oject Objectives 

In th~ early stages o! thi s eval~5tlon. it was sU9ges:ed that ~any of the 
d!!!iculties encou~:ered by the PD~P pro9ra~ were a:tr!b~~at:e to a !ac~ c! 
clarity In AID's project policy aggravated by a tendency of P~O /C ma~agers :: 
change their ~inds with respect to the i r objectives. Exar lnatlon of thE 
contractor's techn!cal proposal and the contract which In corpora:e~ much c! :~e 
proposal ' s cc~:e~t suggests that the contractor ~ndertcok tc pe!'fcr~ ~erViC! l 
~l:h a vIew t~ accompl lshing cer tain results the Drc~pects for which pr eved 
be exaggerated. The contractor's underta~lngs are addressed in some de t a ! . !! 

the relationsh!p of prom i se a~d performance affects many dimensicns cf the 
' t)1~cj ect. ';hel'e ... ere in fae': c!".anges in P.::>C / C's prc:e::-: policy. Mes': o~ ,:!,:~ 
cha~ges Involved adjustments to the d ifferences between what the contractcr 
promised and what It could del ive!' , 

1, Project Purposes and Contract Objec~lves 

The p ur pose o ~ the PDAP prograrr. I s· to increase e rr. plo}'rner.t in the Easte r:. 
Cartbbea~ by ~ea~5 of direct !nvest~ent pro~ot lon by a U.S. contractor and 
Inst!tutlon b~ildln9 through w~!ch EC countr i es de ve~o p the Indig~n~c5 
capabil ity tc ger.e rat e ~ J:'Iploy~er~: inc!uding i r,vestrr.~:H promot ion funct ions 
performed at the outset by expatriates (see Annel :, - Evo lu tion of the ?D~? 
~ode! - ). Th:s LS a classic approach t o deve:op lT.en: p'ojects in \o,'h i ch 
expatria te s p~r!orm c~rrently needed ta5~s a~d s~~~:taneously -wor~ thernse:~i! 
out c~ a j ob - by developJ&g capacity within local !~~titutlcns to perfor~ :~ :!~ 
tasks. 

The con':ract ot:~ectives were ~t;,:ed Jr. ??? :':: . RO:J/C e 4 - 1 (.;~ne 25. !ge4) ,:,; 
~ cl:o ;.'s: 

(1) Develop private busJnez~ oppcrtunlt~es a~d ; riv ate i nvestments wh~=~ 
res~lt in expansion of t he tOl.:rist industry. r,e.' or improved prodlOctic:., 
particularly for e~port rr,arkets. and increased t:!' i vate sector in\'clver.'le:, : 
i:". the de\'e!opment o! Industr~al and other proc ·.;=tive in!ra~~rlOct;,:re; =.:.: 
(2) Improve governmental capabilities l~ the attraction of foreign 
i r.v estlT,er.t and in s;.:ppcrting pl'!vate sector led ::-.dustrial g~'owt!"", (RFP, ;:.;) 

In addition, the RFP indicated that: 

-speCif ic, realistic Indicators of ad: l e\'elT,er.: :: ... ger,eral objective; 
will be i&cluded In the Contract-, . , CT)he P!, O p=5~: s ho~l d suggest 
indicatcr= sl.:ch as (severa! noted i n the RF?) or othel·.= the Pl'cposer ro.;:" 
consider val ~d and rea lis t ic . again~: wh i ch the :ontractor's perfor~a~c~ 
c;,y be ev a!l.:ated -, 

The co~t racter responded t o the ~F? with a ~ec~~!ca: ;rcposs! o ~ July :7, 
'The p!'oposa~ states tha~: 

, ~ ~ . , = : -: . 

- .. . quar,t ~t;.t ive Indica to!'s of success 1:-. er::plo)·:-. e~t ar.d cth'?~' ecor,or.l:c 
develop~e~~ 90a~s will need to be assessed !n re:ation to the overal l 
commitment by RDO/C of financial resources to th e P~A? Fo!lc ... -Cn Fr oje=: 
and the prc;~rt !on of prc~ect re!o~rces ~hich are likely to be de vo~ ed 
the instit;,:tlonal de velopme&t objectives of the progra~ . .. (~Ct'~ oc 
I nstitution bui!ding) d iverts pro j ect resources ~rom d irec': investme~t 
promotion ac:i v! tes which CQuid create empl oyment opportunities In the 
Immediate future, Our techn ica l approach a::emp:~ to balance these c\'er~:: 
( i e em~loy~ent creation and Instltutlo~ b~ ll din9) goals of the prc9r~~. 
(Proposal, p 23) 

I 
~------------------------~----=~ 
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The proposal (page 25) gees on to layout a -balanced- progra~ wh!ch Includ~~ 
ar.::".g !tE · Pr!IT,a!'j" Gca:s : 

.. the crea:~on of 15.0:0 ~e~ jobs over the l i fe of the pr=~e=: .. ,c::) 
shocld be stressed that these jobs wIll be addlt to~ al to the approx: ~ a:!: ¥ 
7,000 jobs aed job opportunities whIch are l!ke!y :0 have bee~ creat~d t y 
?:t.?! br t!-.E e!1d 0: !ge~R C?rcposal, p 2~) 

-, .. e x~and ~ x;:r : e!~~!~9: a: ~ rate su!flcle~~ 

: :-: tenr, ~ c! :r.:.ce. cE-!lg:i3.:ec : :-. l!.S. dol l ':'1·~ . .. 

-Beca"..:se c: ':ne lrr.por:a~cE 0: u.!~l.:r:n9 a v; a=!e : c-:a! i:,u;::i:.,;,::o:-.c! 
capac:l it: es (::;c), It \\:!1 be 0 qt;a r. tltative ob j ecti\'e cf :h~ P:>A? : :: :::.' 
Or. ;::rc;e.::: t: e!::at: ~sh effect ive local deve!op!:'.e:-.: agene : e! ::-. ec.c :-. ::: ::-.<;
par:lc:pat:~g cou~:rie~ by the e~d of the progr~~. Where the age~c! e! 

operate wItr. govel-nment suppo!"t, signifIcant 1 in~: ; with and suPPOt-t t::y :~.'? 
pl-ivate sect:r should be estat:llshed. 

-S ccce ss i!", expo:a:-.d !r.g the =.t: i!it! e!: c! local ins: ~ tctio!":s :c U ;.dE!·:=~:: 

sc:e, a~d eve~tua:~y a:1, 0: the act ivi ties fu~ded under the ?J~? II 
contract is ::'.:.re difficult t: quant i :y ... Howevet· , our eKpel·ier.ce O~ ?:A: 
has already de~onstrated that training by de~onstration and e~ceuragem'?~: 
throcgh success are stro~g factors at wor k In shaping att itudes of 
governments a~d ether donor age~cies to~ards the long-ter~ value 0: !oc~: 
icstltutio~! pr:.perly sta::ed and eG~lpped to ca!' ry out these actlv ~: ~~E . 

- ... It wll! be necessary to pt'opese a framework :or change a~j 

i ns,:ltu: lona: development ~h i c!i Js. spec l ! lc to local c or.di':!c;.s ... to o v-: : : 
the lr..;::cs ! ::e:-. c! 'standa rd ' so~ut:or.s acress ';::-. 0; boat-d ... · l ~ho;;';: t-eS::'!':: 
:oca: cor.d::!e~;: and se~s:';::\'!tie~ 

(The Pl-opo~a: goes or. to !lE: .:everal support!:-, ; :t:jectlve! at page ~€,) 

The contract CCo:-.:ract #536 - 000:) - 0 -0:>-4::';;, effe:::! ';e dOc-:.e ~:over. !:-e!· • . . 
lncorpora:es th!~ lang~age virtua l ly wC!'d : or ~ord !~ the S,;:a:E~e~: of Wo~ ~: . 
.e.jjperldix A. pages :-:> , n·.e CO~.::l·act es:lmatec c:nl'.j::etic:-. date :s C:.t::;be!' ~,' 
1987. The ccn::ra:t pro vi des for a optio~ ex:ending :h€ cc~p~e::c~ d&tE 
October 31, lS'e9. In the event the option i s eKerc i;'? :!, the e::-.p:cr::ient 
ge:-.e:--a':: io;. goa! ':! I n'::l-eased by 3~OO job.: to Z:,CCC, !~.e cor.t!'c.c: gOES :::;. 
i ~ccrpo~a:e ex-:'e~;! ve eKc~rpt; frc~ the p~o~os=.l co~::er~!ng ~e:h: d: lcgy, 

~on l tcr !ng . and !' epor ::ng. 

~he~e scbstant!ve u~der:akln9! a~pear a::ng w!: h -Le ve! of Eff:r:- prov[s!Q~~ 

::-. Art~cle IV <page 3) wh ic l"' . • ar..cr,g OthE!' :hlngs, co:! ::::1- 4'3e pel-SC:-. IT. :::-.:!":~ :: 
profess !cna! d i rect labor d!s-:.r~buted 23S' months to !~~estme~t ;::r::-:: :c ~, 
1T,:r.ths IT.cn tl--. s to:: Instit\.,;:lon~: develcprr.er. t, and 99 ".::-.:hs to ~!' -::ec: r:-.cr,:::!'::-,~ 

C:.~d cocrdlnation. 

- .. . the rate of person-months per year May fluc: uat e in p~rs~!t of the 
tec~c:ci! ob!ectlve provided such fluctuatIon dce~ net res~:~ !~ the 
-..:ti!~za.tlor, c: ~he tctal persan - mo:1t!"-.s 0: ef:ort ;::orlor to :!;e explr~:l:::~,~': 
the ter~ (af ';:he cc~trac~) ... ( : he) c~n t ractor may ~ake shl!:s :ro~ o~e 

ca-:.egory of e!fort to anc:her In the perfor~ance c! the ~~ r~: · 

~~e ~ethodol09Y cf apprca:h undet' taken by the co;.tra::::or Is de!cr!bed at !e~;:h 
!~ :he c ontract (see A~nex 2>. The contractor thus w~\.,;ld see~ t: have bee~ 
g!ven ob j ectiVe;, an agreed app!':ach and level of effert, a~d f:ex!bl!ty ~:,;:t!~ 
t~&: ! r a~ework ' to p\.,;rsue the o~jectlves. 

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

Assessing performance in the employment generation area is complicated by poor 
data and confusing claims. Rather than gathering data concerning employment 
levels, fluctuations, and benefits, the contractor has relied on a single 
function approach to employment performance measureMent. The measurement is 
simply, Mjobs·. 

The contractor claimed as of May 15, 1986 the following ~employment 
generation ... which (has) resulted from PDAP promotional and follow up 
activities· (see Annex 5): 

current employment ....... 3668 
forecast employment ...... 7565 
Mpast peakM employment ... 5598 

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

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

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

Personal interviews with investors and managers by CBA in the islands 
corroborate SRI's survey findings. It apears that the only investors which 
found PDAP essential to their investment decision were firms considering 
their first overseas investment. Those with experience in overseas 
operations welcomed the convenience of PDAP aisistance but indicated they 
would have made the decision to invest in the absence of PDAP. 

2. The number of jobs attributable to PDAP investment promotion activity 
seems to be overstated. Under the contractor's single function measure"-ent 
approach, even marginal PDAP contributions pre- and post-investment are 
translated into major employment creation achievements. For example, the 
contractor has claimed credit for some 1400 jobs in St. Vincent (equivalent 
to 38% of 3668 total em~loyment) in connection with a firm whose investment 
predated PDAP. (PDAP may well have rendered useful post-investment 
assistance to the investor, but the claim of 38% of total project 
employment creation for post-investment services which the investor migh: 
well have sought elsewhere if PDAP had not been available seems 
questionable.) 

c(\ 
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3. TLe contractor aggregates different kinds of jobs in a single 
-employment generation- figure. Many jobs generated are by definition 
temporary, such as construction jobs or work on specific contracts. Other 
jobs are variable in duration and income, such as cottage industry 
activities. Some investments are candidly characterized by their owners as 
temporary operations. A number of PDAP -success stories- are already o~~ 
of business or in the process of disinvestment (SRI Report, p 21). The 
-quality- of a ~ob in terms of permanance, income, training, and other 
factors makes a difference. The contractor has not recognized the 
difference by generating relevent data. 

4. Since the contractor failed to collect and maintain data on on-going 
employment in the past, the claim of -past peak- employment i~ difficult to 
assess. An annual fluctuation to a peak level of employment in an ongoi~g 
business is different from a firm that employs 100 people for several 
months and then fails. Once again, the data is not helpful. Informatic~ 

which might have been more useful such as total payrolls or work days i~ 
jobs generated by PDAP was not collected. 

5. The contractor's employment forecasts have been consistently 
unrealistic since the inception of the project (see generally Annex 3). 
Apparently, -forecasts- are essentially unanalyzed suggestions of 
possiblilities for the future by company officials. 

The ~ontract did not set quantitative targets for numbers of investments as 
such or for amount of investment. As of April, 1986, the contractor claimed 
seventy -successes- (defined as commitments to in"est or to subcontract witr. EC 
firms) over the life of the PDAP project. Apparently, some fifteen of the 
PDAP success claims are subcontracts rather than -investments- as such. 
Promotion of subcontracting by EC firms is strongly endorsed and probably 
should have been emphasized considerably more than it was. But employment 
generated through a subcontract should not be categorized as a -job- equivalent 
to a -job- in a workplace created by new investment in a plant. 

The contractor apparently thought it understood the investment problem well 
enough to promise what it could not in fact deliver. Unfortunately from a 
developmental point of view, it is not clear what t;le contractor has learned 
about the investment problem to improve its performance and to help the West 
Indians learn how to promote investment after PDAP ends. It is not clear wr.at 
the employment generation target should be. Project data apparently is 
insufficient to analyze the characteristics of what and how employment was 
generated in order to define targets better. 

In retrospect, it appears that the job creation goals proposed by the 
contractor and incorporated in the contract were at all relevent times 
-unrealistic~. There seems to be little reason to believe that these job 
creation goals can be met in several years much less the one year remaining ~n 

the contract term even assuming additional funding is provided. 
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The problem of unrealIstic employment generation goals appears to have 
significance beyond the mere correction of optimistic expectations. The goals 
a~parently had important operational ramificati~ns. It is not cleal at this 
point how competitive proposals with more modest employment generation claims 
might have fared against the contractor's proposal had its proposal called for 
say 4000 jobs by mid-1986. It seems clear, however, that the pursuit of tt 
high employment goals resulted in a strong budgetary emphasis on generating 
investment leads and related services at the expense of institution building 
activity. 

The failure to reexamine and adjust the goals to more realistic levels 
·contributed to continuation of a strategy aimed at unattainable results. There 
may have been a relationship between the contractor's failure to develop a 
sound information system and carry out its obligations for management decision 

.making under the Country Action Plan system and the failure to correct the 
targets. But at some point it would seem that the contractor would become 
aware thut progress i~ employment generation was far short of expectations. It 
is difficult to undec'stand why the contractor did not approach RDO/C to seek a 
formal revision in the contract. (In fact, the contract was amended three 
times, each time solely to add funding.) 

The PDAP project contemplated and the contract specified a wide range of 
activities to be carried out in the i~lands to improve the environment for 
private enterprise (Contract Statement of Work, Appendix A, pp 4-5, 7-10). The 
term -institutional development- is us~d in this report to refer not only to 
building the capacity of local public and private agencies as such to carry out 
employment generating promotional activities but also to refer more generally 
to encouraging improvements in the business environment through improved 
policy, infrastructure, and services. 

In order to evaluate the scope and quantity of non-investment promotion 
services provided under the PDAP contract, the contractor was asked for data 
on various activities including training, technical assistance, policy inputs, 
promotional materials, and so forth. (The data requested was data proposed by 
the contractor and required by the contract to be maintained for project 
monitoring purposes.) The data provided by the contractor is reproduced in its 
entirety in Annex 5. 

It was not possible to evaluate these contributions in isolation. It does 
appear that many of these activities involve contributions which would be 
useful to individual recipients. However, systematic identification, planning, 
and delivery of required services apparently did not take place. Advisors 
apparently responded to requests or offered services in areas of personal 
interest or expertise. As indicated by the materials in Annex 5 and 
corroborated by comments of West Indian officials, PDAP tended to -retail
services rather than to improve the capability of local institutions to access 
and provide such services to others in the fut~re. 

The contractor made clear that institutional development activities were 
deemphasized and attention was focused on investment promotion. But it is 
difficult to specify the extent, reasons for, and effect of the contractor's 
withdrawal from its proposed -balanced- program. In approaching these 
questions, institutional development activity is considered from two 
perspectives: first, services provided by individual island advisors as part of 
their ongoing local activity; and, second, -institutional development- services 
performed by subcontractors. 

I 

(\ 
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Re~ident advisors have a unique opportunity to provide -institutional 
development· related services in each of islands and all have made some 
contributions in this area. The amount of time devoted to such services cannot 
be estimated. However~ it seems to be agreed that the level of effort 
distribution for direct professional labor provided for in the cont-act 
(Article IV p 3) - 239 person months of investment promotion and 120 person 
months of institutional development - was not approached. Advisors have helped 
improve the capability of pre-existing local agencies (eg. St. Lucia and 
Dominica) and assisted in establishing new agencies (eg. Belize and Grenada). 
The impact of these services is difficult to specify much less quantify~ but it 
seems clear that advisors have had a positive effect on local business 
environment. 

What seems to be lacking in particular is a formal comprehensive or systematic 
effort at institutional development coordinated with local government agencies 
and ROO/C. ·Thus, while PDAP advisors have -done good things·, opportunities 
for local participation and development have been lost. While a few islands 
have moved ahead in the promotion field, the attention of other·EC governme~ts 
has not been addressed to the post-PDAP period. This may complicate rather 
than help promote effectiv2 cooperation in investment promotion between the 
Eastern Caribbean countries in the post-PDAP environment. It is not easy to 
develop cooperation in investment promotion among the small EC states which are 
in significant respects in competition with each other. But at least the 
effort should be made. 

Perhaps more significant than the institution building efforts of the 
contractor's resident staff is the qu~stion of subcontracted institution 
building services. The technical proposal describes (pp 67-75) and the 
contract statement of work incorporates (Appendix A, pp 7-10) an elaborate 
program of institution building and training involving, in addition to the 
contr~ctor's field and Washington staff, a number of resources including 
subcontractors Development Associates, Inc. and Burson-Marsteller. It appears 
that institution building activity by non-Coopers and Lybrand resources was not 
systematically encouraged, planned, or supported. To the contrary, substantial 
contract commitments to institution building by subcontract were not carried 
out. For example, the Development Associates subcontract for institutional 
development related services was budgeted at $448,000 but only $19,000 w~s 
expended. Total expenditures for -non-advisor institution building- as of 
February 28, 1986 was $65,3CO. 

Whatever the reasons may have been for focusing contractor staff on investmer.t 
promotion rather than institution building, the commitment t~ non-staff 
institution building of only $65,300 out of expenditures of $5,255,000 (as cf 
February 28, 1986, Annex 4, item 3, p 2) seems difficult to explain -
especially given the interest expressed by West Indian officials in institution 
building and training. 

Failure to sustain a project-wide, vigorous, and systematic effort at 
institutional development has had serious consequence:5. The goal of 
establishing ·eff~ctive local development agencies i.n each ... country ... by the 
end of the program- to carryon PDAP's functions cannot be achieved within the 
contract term much less within the funding remainin~. Worse, PDAP's high-ccst, 
low-productivity, expatriate staffed investment promotion system is unlikely to 
be either sustained by the EC countries with their own financial resources or 
replicated by them with their own people. Thus it is not clear what would be 
transferrable to EC agencies in an institution building effort even if it 
begins immediately. 
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The contractor seems to have lost sight of the institutional devalopment 
objectives of the project in its efforts to pursue its self-proposed but wholly 
unrealist.ic ~mployment generation goals. While project documentation and 
contract clearly viewed institution building and the development of local 
cap~city to take over investment promotion functions as of equivalent 
importance to generating employment, contractor management focused heavily on 
promotion at the expense of institution building activity. Institution 
building activity seems to have taken place primarily where agencies ,lnd strong 
West Indian leader5hip existed anyway. 

On balance, it would seem that little has been done to prepare West Indians to 
carryon the work. The project has not developed methods of promotion 
appr~~riat~ for use by EC institutions. AID has learned little to illuminate 
futc~e eff[~ts at investment promotion to generate private sector employment 
genE~ation Futhermore, direct employment generation results have been, at 
best, UI im~ressive - and there ha~ been no dividend in information to help 
undersldod why results were limitJd. 

Clearly, the contractor lacked an overall management commitment to and strategy 
for institution building. Draft 1986 CAPS assert a hightened concern with 
institution building without, as of this writing, a clear concept or 
methodology. It is unlikely that adequate local capability will be in place in 
any EC country by the end of the current contract much less an effective 
program for regional cooperation in investment promotion. 

D. Findings: Project Design 

The PDAP project design - including advisors resident on each island, a 
Washington-based staff to carry out investor search and information services. 
and project mangement based in Barbados - on its face seems to be a re~sonable 
approach to the developreent problem addressed. The plan was funded generously 
and adequate flexibility is provided. 

Even the best designed projects encounter unforeseen difficulties in 
implementation. Thu5 good project designs incorporate provisions to deal with 
emerging realities. This project is provided with an information system to 
provide contractor and RDO/C management with timely data on inputs, outputs. 
and indicators of project achievement. It is also provided with a management 
control system based on an annual Country Action Plan (CAP) for each island to 
provide: 

-direction and documentation of resident advisor activity; 
-analyzed and agreed upon understanding of local constraints, objectives, 
and strategy; 
-specification of policy and resource commitments of EC governments; 
-variation in country programs and flexibil ity for PDAP within broad 
project framework to tailor operations to unique needs of each country. 

While there are problems with the detailed design of several components which 
will be noted in the neyt section, it appears that the overall design of the 
original project was sound. The project contemplated a reasonable balance of 
short term (direct job creation) and longer term (institutional development) 
benefits. The information and management control systems which were called for 
by RDO/C, proposed by the contractor, an'i contracted for would be reasonable 
and adequate for the task - had they in fact been implemented. In short, the 
design was reasonable. The problems of ~his project resulted from faulty 
imple~entation, not project design. 
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E .. Findings: Implementation of Project Elements 

There are a variety of implementation problems of varying degrees of 
significance in the PDAP project. Two were crucial because they obstructed 
problem recognition and cor~ection: 

Failure to implement an adequate information system 
Failure to develop Country Action Plans complying with stated requireme~:s 

The management information system called for under the contract to support 
monitoring and mana~ement control of the project is seriously flawed both wi:h 
respect to the implementation of the system which the contractor undertook tc 
develop and with respect to the adequacy of the design of the system to 
generate necessary information. 

The contractor proposed to RDO/C to establish: 

• ... a computerized Project Monitoring Matrix which will maintain up-to-da:e 
records of invoi"ed expenditures, current and projected inputs to specif~c 
areas of operational activity, and resultant outputs .•. (T)he PMM would 
include, but not be limited to, the input, outputs, and associated 
indicators displayed ... - (in an exhibit which is reproduced in Annex 2 of 
this report). (Technical Proposal pp 26-27 and Exhibit I, -Project 
Management Matrix-). 

This scheme was incorporated in the contract statement of work (Appendix A, ~ 
13) • 

Tests of information system capability in the evaluation failed to produce 
accurate and timely information concerning project performance, impact, and 
costs. There seem to be two separate systems, a billing system and a 
substanti~e information system or ·PMM-, which do not deliver separately or 
together the information which RDO/C sought. 

The first test involved a request for routine information on budget and 
expenditure by function (eg. island advisors, investor search, institution 
building/training, administration etc.); by expenditure category (eg. salaries, 
equipment, travel, etc); by year; and by location (Annex 4, item 1). After 
several weeks of effort involving, the evaluators were told, considerable 
reconstruction of figures -by hand-, data broken out by function and by project 
as of February 28, 1986 was telexed to Barbados (Annex 4, item 3). When it .as 
indicated that it would be necessary to have some basis for examination of 
costs of island residencies, the PDAP Barbados office offered to prepare, again 
-by hand-, a summary of advisor costs by island. The table prepared in April, 
1986 (reproduced in Annex 4, item 5) was Q~~~2_£n_g£~!~_f~£m_Q9!£Q~~_1~~~_!£ 
~£Y~mQ~~~_12~2. Presumably, these five month old figures were the best data by 
location available in the project manager's office. 

The foreg~ing management information problems are reflected in the standard 
invoice system (the summary form of which is reproduced in Annex 4, item 2) 
which is prepared by expenditure category (viz salaries, consultants, overhead, 
travel, etc.) but apprently also cannot generate: 

·up-to-date records of invoiced expenditures, current and projected inputs 
(in) specific areas of operational activity, and resultant outputs ... • 

, 
·\i 
~v 
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The Project Monitoring Matrix should generate substantive information in 
computerized form to monitor project activity: 

The PMM would include, but not be limited to, the input, outputs, and 
associated indicators displayed ... (in Exhibit I)-

The system was tested by an inquiry using the identical language of Exhibit 
of the proposal (Annex 4, item 1, page 4). The result was the production, 
apparently -by hand-, of nine pages of narrative material (Annex 5). This 
material does not provide data for a management information system required ~~ 
track the project in terms called for by the contract. At a minimum, the 
system failed to relete budget to expenditure by activity much less by 
performance indicators. In lieu of a system the product of which managers 
might grasp with relative ease, the contractor produced extended narrative 
material relevent to the project but not organized t~ facilitate management c: 
th~ project. 

The project called for information in form and content useful for monitoring 
ar.d management. It 1s understood that the installation of the system such as 
it is was delayed which may account for these issues not having been raised 
earlier. But it is not clear how the contractor intended to meet the 
information requirements of the contract. 

Turning from the question of whether the contractor met minimum standards of 
compliance with the contract in the information area, there is a broader and 
more troublesome problem. Q21~_Qn_~~uY_l~~Qrl~ul_~b~r2~1~r1211~2_Qf_~rQi~~! 
e~[iQr~~u~~_~Ue_~!~~[1~U~~_~22_UQ1_9~!b~[~e_21_211~ Thus effective monitorir.g, 
self-correction within the project, and learning from PDAP experience have been 
hindered. 

The contract0r seemingly failed to understand the significance of and to 
collect information relating to a wide range of direct and indirect benefits of 
the project beyond -jobs- such as payrolls, exports, training provided, 
government re'lenue generated, other local value added factors, secondary 
employment generation, the location and permanence of employment, and other 
qualitative impacts of the project. The information system apparently does ~ot 
distinguish between permanant factory jobs and less than permanent work sucr. as 
that generated under subcontracts, construction jobs, cottage industry work. 
and agricultural labor. Information on the characteristics of firms assisted 
is not maintained. In conseguenc~, it is not possible to consider on the basis 
of experience what types of enterprises and what characterisitics of investcrs 
are indicative of favorable outcomes for the island, the workers, and the lc=al 
business community. 

It should be noted in passing that forecasting of employment generation has 
been notably weak throughout the history of the project (see Annex 4 Sec a). 
Inspection of Progress Report employment generation forecasts raise questior.s 
concerning the quality of information flow to RDO/C managers. 

It is not clear whether the defects in the information system reflect merely a 
distorted short term management focus or whether it is symptomatic of deeper 
lack of understanding of the problems being addressed. Clearly the information 
system lacks a developmental orientation in which learning to do better is a~ 
integral part of -doing-. The system lacks the kind of integrated. functional, 
quantitative, concise characteristics that RDO/C sought - and might reasonatly 
have expected to get - from a -Big Eight- accounting firm. 
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The key to project r.anagement in the PDAP design is the annual Country Actio~ 
Plan for each island. The CAP system was established to deal with a number cf 
project management and strategy requirements including control of levels of 
effort in different activities, assurance of appropriate flexibility and 
variation in project activity on the several islands, facilitation of local 
government participation (including identification of commitments of local 
resources), budgeting, and estimation of expected results. 

Developing the plan is a primary responsibility of the island advisor. The 
annual CAP is to include the advi~or's scope of work; identifies industrial 
policy problems, objectives and strategies; provides a vehicle for policy 
dialogue with island government and private sector interests; specifies 
government and private sector commitments of personnel and other resources; 
training and technical assistance services required; budgets required;, and 
achievements expected. The CAPs are to includ~ -frameworks for change and 
institutional development ..• specific to local conditions· (Contract Appendix 
A,p2) and • ... be subject to host country and RDO/C approval· (p7) 

RDO/C did not approve 1985 CAPs and has not approved 1986 CAPs to date because 
they fail to meet standards set out in the PDAP II contract statement of wory. 
(Appendix A, p 3,7). 1985 CAPs were submitted late and not promptly reviewed 
by the then encumbant RDO/C project manager who was departing post. In the 
fall of 1985, the new project manager, noting the anomaly of requiring revision 
of 1985 CAPs with only a few months left in the year directed the contractor to 
focus its attention on preparation of sound 1986 CAPs in a timely manner. 
Unfortunately, the 1986 draft CAPs submitted in February, 1986 were also 
unsatisfactory. 

Failure to implement the CAP system properly is a significant contributory 
cause of project implementation problems. The contractor apparently now takes 
the CAP exercise more seriously than previously. But much work remains on 
current year drafts to meet basic contract requirements much less fully to 
utilize the management potential of the CAP procedure. 

The contractor's performance in development of these crucial CAP documents has 
been unsatisfactory. The CAP ties together project strategy, advisor activity, 
local private and public sector commitments, use of project resources, higher 
management control, and, RDO/C monitoring. Absent this strategy and 
coordination mechanism, i~ is hardly surprising that progress tcward project 
objectives was limited. 

The Washington based investor search and information operation is intended tc 
reach out world-wide for investment prospects, direct their interest to the 
Eastern Caribbean, and provide a range of pre-investment services which assist 
the investor in reaching a decision to commit to one of the EC islands. The 
operation involves staff, consultants, and subcontractors. Investor contacts 
are pursued in a number of ways including trade shows, mail, advertising, 
articles, and follow-up on a large number of contacts generated by outside 
sources (including AID). 
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Investor search h~s cost 53,095,061 life of project through February, 1986 and 
has dealt with 6618 investor leads of which 5252 were generated internally by 
the project (SRI Report, p 32). The search operation and all other sources 
have apparently led to only 253 potential investors visiting the EC, 70 
·successes· (defined as decisions to invest or subcontract) and jobs (3668, the 
contractor's May, 1986 estimate). Current search operations under PDAP II 
we~e estimated to run approximately $100,000 per month. The original PDAP II 
three year budget figure of $1,208,000 has been exceeded with $1,522.000 
expended as of February 28, 1986. Questions have been raised concerning the 
efficiency of the operation, its cost-~ffectiveness, and whether an approach of 
this kind is relevent to operations which might be maintained by EC governme~ts 
after PDAP financing ends. 

It is difficult to comment on questions of efficiency because the data does not 
relate ·inputs·, such a contacts from trade shows or AID offices, to 
intermediate ·outputs· such as visits by potential investors to the EC or tc 
ultimate -outputs· such as commitments to invest or contract. (Some data 
derived from the contractor's data base is presented in Annex 4. Arguably the 
data suggests a declining marginal utility of promotional effort and 
expenditure but nothing C3n be determined with assurance from the data 
provided.) The SRI report suggests that the large number of contacts and 
relatively few visits and investments implies ineffective targeting of 
promotional effort. (See SRI Report pp 33-40) 

The question of cost-effectiveness is difficult to address not only because of 
paucity of grist for internal analysis but also because comparisons with 
programs of other countries is difficult. The nature and cost of investment 
promotion programs in other countries vary widely. An effort is made to deal 
with the issue in quantitative terms in section G. 

In any event, neither quantitative assessment or qualitative -fine-tuning m of 
an expensive investor search operation staffed by non-West Indians is the 
crucial problem. Rather, the crucial problem would seem to be developing an 
effective and cost efficient investor search approach appropriate for post-PDAP 
implementation by EC agencies. This seems essential to achieving PDAP proje=t 
objectives however short term job creation objectives may be redefined. 

PDAP has not trained a significant number of West Indians to do investor sea~ch 
work. Nor has it developed a -appropriate technology· of investor search for 
EC use or explored with EC governments a po~t-PDAP approach to promotion which 
strikes an acceptable balance between regional and individual. island 
interests. There are elements of the search activity which would seem to 
relate well to a lower cost, less expatriate-oriented post-PDAP concept such as 
Carlson Associates, Inc. very productive work in the electronics sector. B~: 
Carlson's success has not been replicated and little or no effort has been made 
to define a technically feasible, politically acceptable post-PDAP approach. 

Information services provided by the contractor's Wshington staff have provided 
useful services to PDAP advisors and through them to some U.S. investor and EC 
private clients of PDAP. As investor search and information are overlapping 
staff activities in the current PDAP operation, it is impossible to disting~ish 
costs and benefits of search and information services. This approach 
presumably contributes efficiencies to the contract but it may also lock PDh? 
into a high cost institutional arrangement which may be inappropriate for post
PDAP information services activity. If the investor search operation were 
changed, alternative aDproaches to accessing information probably can be found 
or established at a relatively modest cost. 



26 

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

Advisc~ activity was heavily focused on assistance to foreign investors. The 
extent 0 incidental institutional development services rendered varied frOK 
island to island according to the skills and interests of the advisors and 
receptivity of local people. Apparently, institutional development and -po:icy 
dialogue- matters were not addressed systematically on any island. 

It is not clear that the island advisor model with its intense networking, 
disinterested promotion of the region without regard to island of residency, 
and level of credibility to foreign investors is relevent to future post-PDA? 
West Indian promotion efforts. Like investor search, the expatriate island 
advisor model of regional promotion may have very limited applicability to a 
post-PDAP environment. 

Data on costs of island residencies are documented in Annex 4, item 5. The 
unburdened costs (salary, fringe, secretarial services, communications, rent, 
travel, but not overhead) of operating island residencies with single 
representatives appear to vary between $150,000 and 8200,000 per year. This 
seems reasonable for an effective island representative. tlowever, any suppert 
system would add overhead burden to these costs in one form or other - altho~gh 
it may be possible to provide support with a burden rate below the 100% range. 

Cost efficiency questions may indeed be raised if these costs are attributed 
solely to PDAP investment promotion benefits. Maintenance of an island 
representative primarily to provide support to potential investors seems 
difficult to justify on most if not all islands. A strong case can be made for' 
maintaining island representatives but concentrating more effort on institution 
building and training counterparts and considerably less on direct investor 
support. Perhaps th~ scope of the advisor's job might be extended beyond 
current PDAP responsibilities to include a more general role of promoting the 
utilization of resou!'ces available through other RDDIC development projects. 

Contractor supervisory management has been faulty with respect to: 

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

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

2. maintaining effective managerial relationships between levels within the 
contractor organization; 
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3. assessing and assuring the efficiency and cost effectiveness of inve~:or 
search and infor~ation ser~ices; 

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

Beyond the obvious problems are a number of other questions concerning 
management decisons which can only be raised, not answered. For example, 
significant shifts in subcontracting plans apparently took place as reflecte: 

·in :he following data. Two characteristics of this shift invite inquiry: 
first, the relative increase of flow of project funds to th~ contractor and :ts 
affiliates at the expense of proposed subcontractors; and, second, the 

.reduction in institutional development activity which, under proposal and 
budget, was to be contracted out to firms presented a~ specialists in their 
fields. 

Subcontractors Variations between: 
Budget/3 years Actual alo Variati:n 

Subcontractors Proposed _______ E~r_~QQ!r2~!Qr ____ r~E_~~L_l~~§ 
QY_~Qn!r2~!Qr ______ _ 

Louis Berger 638,771 

-Public Relations subcontractor-? 120,000 
Burson-Marsteller 
Caribbean Business Development 
R.A. Hilliard Associates 

Development Associates, Inc. 447,936 

Subtotal 1,206,707 

Subcontracto.s affiliated with or 
eQ1Q9_1QQ~_E~21Q~22_~1!b_~2Q!r2~!2r 

Coopers & Lybrand Canada 
Coopers & Lybrand Barbados 
Coopers & Lybrand Hong Kong 
Coopers & Lybrand Belize 
Robert Carlson Assoc\ates 

.Subtotal 
Total Variation (these cases only) 

100,543 

100,543 

139,286 

51,985 
(11,605) 
(24,900) 
(15,480) 

19,251 

210,522 

3,43~ 
545,281 
53,394 

5,177 
171,332 

778,622 

499,~g5 

68,C:5 

428,685 

996,185 

3,';38 
545,21:1 

53,394 
5, !-:"7 

70,789 

678,C"9 
$1,674,264 

These are selected items and ma~ not reflect the overall picture of variatic~s 
from proposal and budget. They are presented here solely to raise questions 
which cannot be addressed in this evaluation. Total variations appear to c; a 
relatively high percentage of overall project funding. Expenditures paid tc 
(the listed) contractors proposed by the contractor were about 17% of funds 
budgeted for the~. Conversely, payments to C&L affiliates and Robert Carlsc~ 
Associates (which firm, it is understood, does all its business with Coopers 
and Lybrand) exceed budget by some $675,000. 

The comments are not intended to criticize the services obtained. Mr. 
Carlson'S efforts, for example, have been outstanding. The issue is complia~ce 
with the contract nnd with the procedures which contractors are expected to 
follow when the incidents of implementation indicate the need to make changes 
in plans. 

. \ 
" , 

\ 
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Granting that the contract gives the contractor broad latitude to: 

-Make shifts from one category of effort to another in the performance of 
the work' (Article IV C, p. 3), 

the contract also indicates that: 

Without the prior written approval of the Contracting Officer, the 
contractor may not exceed the dollar costs for any individual line item by 
more than 15% of such line item ... (with exception of fee, overhead, and 
G&A) (Contract Article VII A, P 4.) 

From the substantive perspective, there is some quantum of change which 
requires formal application for approval by RDO/C and appropriate recognition 
in the contract file. It is understood that the contract was amended three 
times, each time solely to add funds. 

It is not possible in this evaluation to arrive at any conclusions with respect 
to the following questions: At what point during project implementation shculd 
changes from project plans and budgets suggest a need to a~ply to RDO/C 
formally for approval? Does it change anything if the contractor is 
responsible for developing a project management information system to help 
track project expenditures for use by AID managers - and has not as yet done 
so? Would an analysis of a formal application for project implementation 
changes have resulted in RDO/C being better informed or informed earlier of 
emerging problems? What is the effect on the integrity of the procurement 
process if subcontractors proposed in competition Ciln be effectively eliminated 
in implementation? 

Because of staffing limitations and program levels, AID units must depend more 
heavily than in the past on the knowledge, skill, and professional objectivity 
of contractors who undertake to manage large scale opertaions such as PDAP. It 
is not wholly clear that RDO/C expectations in this regard were met. 

As a result of these problems, questions have been raised concerning a number 
of issues including the appropriate management structure for the project, the 
relationship of the contractor home office with the team leader in the field, 
the elimination from contract implementation of subcontractors proposed as 
institutional development experts, the related capture of level of effort and 
related overheads in project funding, and other management organi~ational 
issues. 

Clearly any management scheme for the project should incorporate provision for 
compliance with AID regulations. But it is by no means clear that tighter 
headquarters control would have led to a more developmentally oriented strategy 
or greater knowledge and sensitivity to local West Indian needs and concerns. 
This evaluator would argue that the overriding management problem is the need 
to make the project -development-oriented- rather than -expatriate performance 
oriented-. This may require a somewhat different mix of knowledge, experience 
and skills than the project has incorporated. 
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Implementation Dynamics - Why PDAP Went Astray 

:onsiderable emphasis was placed in project design on monitoring and control of 
he project. Yet PDAP drifted off course and the extent of the difficulty was 
,pprently not fully appreciated in 1985. Why were these implementation 
.roblems not identified and corrected? Several explanations were suggested but 
'ere found wanting . 

. irs t, i: see m sci ear t hat t he pro j e c twa s not s imp I y i g no red b y ROO I,C • A 
:nange in project managers in 1985 may have resulted in a hiatus in detailed 
lversight. But once on board, the new project manager appears to have 
laintained normal project management cognizance. He made regular calls on PDAP 
~presentatives in the islands. Reports were received and reviewed. Contact 
las maintained with the PDAP/Barbados office on a regular basis, Oversight was 
Lot perfunctory as r.eflected in the refusal to approve CAPs for failure to meet 
'equirements. Apparently, an effort was made to work with the contractor which 
:a~ going through painful internal administrative reviews and personnel 
:hanges. Perhaps a more severe management approach might have been beneficial 
)ut the approach taken does not seem unreasonable. 

;econd, much was made of the impact of -personality conflicts- between the 
:ontractor's Washington office and its previous team leader, a British national 
lith extensive experience in the region. A number of problems relating to 
:ompliance with AID regulations during this individual's association with the 
)roject have been addressed elsewhere and need not be considered here. 
Jresumably, the contractor's manager in Barbados participated in the 
;ontractor's overall management deficiencies. But it is difficult to assign 
;ignificant weight to consequences of -personality- issues. The problems 
lppear to be much more structural than personal. 

:\ third consideration was probably real enough but its effects seem to have 
Jeen overstated. The problems generated when the dispute erupted between the 
:ontractor's Barbados team leader and the Washington office did obscure for a 
time RDO/C's vision of the emerging performance issues: in effect a large black 
~loud nearby obscured a much larger cloud on the horizon. Among other effects, 
he dispute: 

-absorbed a great deal of contractor staff energy; 

-perhaps caused contractor staff to -hunker down- and -do their job- as 
they saw it rather than providing feedback on operational problems which 
might not have been well received at the time; 

-perhaps restricted contractor staff feedback to AID lest constructive 
criticism reflect badly on the contractor in a time of corporate trouble; 

-focused RDO/C attention on the dispute rather than operations. 

The foregoing considerations may throw some light on the timing of corrective 
action taken by RDO/C. But they do not explain - much less are they - the 

'underlying problems. 
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6. The skill mix and experience of contractor personnel changed. The 
techniques of using the search/Information machinery became a key project 
skill while operating experience in business, development, and the ~egio~ 
declined in relative importance in the recruitment process. Perhaps 
reflecting the perceived importance of the Washington based machinery and 
perhaps reflecting other internal imperatives, island advisor positions 
were filled with members of the contractor's Washington staff. The 
personal experience and skills of these new advisors may have tended to 
focus their attention, once they arrived in the field, on investor suppcrt 
rather than institution building, policy environment, and broader 
developmental concerns. (This is not a criticism of the advisors who were, 
in the absence of more effective management direction, doing the best they 
could according to their background and experience. However, it is 
possible that people with more"experience in the region, or in develop~ent 
operations generally, or less tied to the contractor's Washington operation 
might have raised questions about the cost effectiVeness of the strategy 
and time distribution being implemented.) 

7. Participation in the decision making process by Eastern Caribbean 
government and private sector people was not encouraged to the degree 
desirable in a project explicitly involving institution building. Thus 
another dimension of feedback and correction was limited. 

All these factors interacting tended to limit constructive communication 
between levels of the con~ractor organization and between RDO/C and the 
contractor's Washington office. Further, new contractor personnel had a 
narrower base of experience base than their predecessors which restricted their 
ability to contribute to a critical examination of project performance. These 
developments took place at about the time that a serious internal examination 
of cost efficiencies and possible declining marginal returns of the investor 
search operation might have been in order. 

RDO/C management recognized that the project was experiencing difficulties. 
But it is not clear that the extent of implementation deficiencies were 
recognized. Staff was carrying very heavy workloads and could not put in tiae 
needed for an in~depth assessm2nt of the situation. Project reporting 
continued to show (albeit inaccurately) progress in investor search and job 
creation. Informal information sources were focused on issues which had to 
await the passage of time for resolution." Termination of the contractor while 
supportable in light of what was understood implied attendent losses of 
personnel and investment. Thus management faced a dilemma of accepting 
serious program losses by terminating and initiating a reprocurement or risking 
further losses if the contractor was allowed to but failed to work out its 
problems. 

All these factors contributed to the project tending to drift free of its 
mandated management controls and away from its stated objectives. Some of the 
very factors which contributed to the contractor's performance problems partly 
obscured RDO~C's perception of the nature of the problems involved. 
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G. Cost Effectlveness of the PDAP Hodel 

Cost effectivnes5 cannot be measured without accurate data on project 
benefits. A theme of this evaluation has been the paucity and inaccuracy of 
information avaihable for program management and evaluation. The efforts in 
this section to qua~tlfy cost effec+.iveness of the project and major project 
components must be recognized as very rough estimates based on inadequate data 
and therefore subject to question. In particular, the inability to specify 
project employment benefits and to attribute those employment benefits to PDAP 
I or PDAP II has frustrated relating recent costs to recent benefits. 
Notwithstanding these problems, which ought not be allowed to shield the 
contractor from an effort to examine project performance closely, some general 
conclusions can be suggested pending contrary evidence. 

1. Assumptions and Data Sources 

The following data sources and assumptions are used in this section: 

1. Data on budget and expenditures as of February 28, 1986 for PDAP I, 
PDAP II, and total by function and expenditure type is accepted as provided by 
the contractor's Washington office (Annex 4, items 3 and 4). 

2. Supplementary data on costs of island residencies provided by 
PDAP/Barbados is accepted as provided (Annex 4, item 5). 

3. The April, 1986 contractor detailed invoice provided by RDO/C 
reflecting expenditure~ in PDAP II as of February 28, 1986 is a supplementary 
source (Annex 4, item 2). 

4. The contractor's Hay employment census reflecting 3668 current 
employees is accepted as an average level of PDAP generated employment 
(Annex 4, item 6). Employment claims included within this figure which were 
questioned in Section C 2 are in effect accepted on the assumption that some 
portion of the contractor's -forecasts- of additional employment generated by 
prior expenditure will in fact take place. 

5. Institutional development was not systematically pursued under the 
project and associated costs are quite low relative to investment promotion. 
Institutional development benefits cannot be separately identified. Therefore, 
for·purposes of the analysis, all project costs are considered to be costs 
associated with benefits of the generation of employment. 

6. Employment benefits are dealt with in terms of estimated aggregate 
payroll generation rather than -jobs-. As the limited data available 
necessitates heroic assumptions, the assumptions are specified here to 
facilitate substitution of better numbers for recalculation: 

a. The average job generated under PDAP pays $.85 per hour 
b. The average work year equals 1440 hours (36 weeks times 40 hours) 
c. The average annual income of PDAP generated jobs equ~ls $1224 (1440 

hours times $.85 per hour) 
d. The average annual aggregate payroll of PDAP generated jobs is 

employment (3668) times average income ($1224) equals $4,489,632 or $4,500,000. 
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e. The aggregate value of a -job- should reflect the expected duration o! 
the job. Some may last for some ti~e (albeit with different incumbants). 
Others will terminate quickly. (The termination phenomenon should be 
distinguished from seasonal and other fluctuations above and below the 3668 
level). Again there is no data. Necessarily, the analysis is highly 
speculative but the values assigned are an attempt to reflect observed data. 

The SRI Survey sought to contact each of the 69 investors listed as PDAP 
-success stories- and did co~tact 27 of which 17 were currently in operatio~, 
6 in pre-implementation phases, two had failed, ~ne was dis(nvesting, and one 
indicated no current or planned activity. Most -success- cases which SRI was 
unable to contact were apparently no longer in business. On this basis, the 
only data available, one-third of ventures that were -success stories- at any 
time re~ain active employers. A high term~nation rate seems reasonable give~ 
the nature of construction, -labor-sharing- contract, and agricultural 
enterprises. If it is assumed (gene~ously) that the average life of a job is 
3 years and the average annual income is $1224, then the aggregate life of job 
income of an average job would be $3672. 

2. Overall Estimates of Costs and Benefits 

a. As of February 28, 1986 the contractor had billed RDO/C $11,838,178 in 
the PDAP program. PDAP I and PDAP II gross project costs per -job promoted
(total jobs in May, 1986 Itotal expenditures alo February 28) = 
$11,838,178/3668 = $3227. If expenditures by May are estimated at $13,000,000 
promotion cost per job equals $3544. (Promotion costs appear to be higher per 
job in PDAP II than in PDAP I, but the benefits of the two projects cannot be 
effectively separated.) 

b. The aggregate payroll generated (assuming three year life of job tiRes 
$1224 per year = $3672, times 3668 jobs) equals $13,468,896 or $13,5JO,000. 

3. Costs and Benefits of Components 

a. Costs of Island Residencies 

PDAP II - Island representation operations, all islands (unburdened ie 
direct costs not including overhead, G&A, and fee): (average monthly costs 
of salary + fringe + allowances + house rent + education allowance + storage+ 
travellperdiem + communications + office rental + secretary multiplied by 
twelve months all divided by total PDAP II expenditures)= 

$1,621,447/$5,255,049=30.9% 

PDAP II - Island represent~tion operations (unburdened) on Antigua, Belize, 
Dominica, St. Kitts, St. Lucia, and St. Vincent (Grenada omitted as special 
case) (same basis of calculation as above for named posts) = 

$60,691 x 12 = $728,298; $728,298/$5,255,049 = 13.9% 



PDAP I and PDAP II per job cost of island residency by island based on 
4/25/86 Justis/Booker telex and Hay e~ployment survey: 

!~12!1g fQaf_! fQaf_!! IQ1ii!1_frQ9!:2!! ~Qe~_£l~l!!l~g gQ~1Li.ge 

Antigua 332136 205655 $537791 273 $1970 
Be I i ze 326485 197018 523503 357 $1466 
Dominica 406060 204329 610389 88 86936 
Grenada 92513 324698 417211 267 81563 
Montserrat 42565 42565 

.St. Kitts 542122 169850 711972 420 '1695 
St. Lucia 627233 386095 1013328 389 '2605 
St. Vincent 434733 178120 612853 1874 $327 

"Total $4469612 3668 $1219 

b. Cost of Washington Investor Search Operation 

PDAP II - Washington based investor search operations (investor search 
expenditures/total expenditure)=$1,522,265/$5,255,049 = 29% of PDAP II project 
costs. Even if half of all claimed jobs (3611/2=1806) are attributed to this 
operation exclusively, the investor search operation cost per job promoted 
would be $843, a high cost for EC countries to sustain after termination. 

c. Cost of management 

Taking overhead, G&A, and fee as the cost of management, the following 
calculations suggest a relatively high price for results obtained. 

1. PDAP II - Cost .of management not including Barbados ((overhead+G&A+ 
fixed fee)/total expenditure)= $1,598,710/5,255,049=30.4% 

2. PDAP II - Cost of management including Barbados ((overhead+G&A+fixed 
fee+Barbados office)/total expenditure)= $1,855,522/5,255,049=35.3% 

These figures imply a management cost per job generated of $506. This would 
seem to have some significance in the context of redesign. A substantial 
invest~ent in institutional development would seem 2_QrlQrl to be a feasible 
alternative to a program the management of which has generated the amount and 
quality of employment experienced by PDAP. 

d. Conclusions on Cost Effectiveness 

Given the data available, any calculation of ·cost-effectiveness· would be 
speculative and perhaps misleading. However, pending the availability of 

·better data, the following general observations seem reasonable: 

1. Overall costs per job and per dollar of payroll generated seem high and not 
sustainable by EC countries after the project ends. 

2. The investor search operation in Washington is not likely to be sustained 
by the EC countries post-PDAP, seems costly per job, and per dollar of payroll 
generated. 

3. Island advisor burdened costs are high if the only benefits considered are 
investor support. However, recasting the island advisor role could generate 
broader benefits to EC countries and RDO/C at no increase in cost. 
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4. Contractor manage~ent is very expensive given the results obtained. Other 
approaches to maintaining island residencies may be nore cost effective. 

It should be noted that the PDAP program may have generated significant direct 
and indirect benefits which cannot be specified because of lack of data. For 
example, the employment generation figure of 88 for Dominica does not reflect 
the significant impact generated by a PDAP promoted :lnvestment in an isolated 
area of southern Dominica. Jobs created but subsequently lest may leave a 
legacy of training and experience which make the wor~ force more attractive for 
future investors. The experience under the project does not necessarily 
indicate that investment or employment promotion is not a good idea. It may 
well suggest that low cost and locally managed techniques rnay make more 
economic sense than high priced expatriate staffed operations. 

H. AID Management Issues 

This project presents several fundamental management issues related to three 
perceived trends in AID operations: 

1. Declining staff ceilings available for project oversight and management 
relative to size and complexity of projects 

2. Increasing rigidity of the procurement system making it less an 
instrument of management and more an obstacle to effective implementation. 
utilization, and, when desirable, reprocurement of services 

3. Increasing dependence on contractor professionalism, candor, skills, 
experience, and willingness to conform to AID values 

1. Staff Resources for Implementation 

RDO/C management of the project presents superficially an easy target for 
criticism for all the various reasons the contractor is criticized. But the 
time and work pressures on RDO/C direct hire staff were at all relevent times 
extremely heavy. The mechanisms designed to assist the monitoring process were 
not implemented. Emerging problems which might have been identified earlier 
were not spotted in the turmoil of more pressing contractor problems. Thus 
PDAP demonstrates again the consequences of thinning ranks of AID project 
implementors while increasing portfolios and complexity of projects. 
Ironically, the original PDAP model was itself an artifact of insufficient 
direct hire and PSC ceilings. In another era, the contractor's island 
representatives might well have been USAID personnel. 

2. The Effect of the Procurement System on Management of Project 
Implementation 

The PDAP II contract was negotiated after a complete competitive bidding 
procedures in which the contractor proposed an elaborate program to be 
accomplished and an array of prime and subcontract resources to carry out the 
work. The proposal was incorporated in great detail in the contract. The 
reality of performance was far from the promise. The contractor ap~arently 

A \ 
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viewed the contract language as having little significance beyond deflnitio~ of 
the l~vel of effort for which AID would reimburse. RDUtC also apparently 
viewed the contract language as having little else than hortatory effect beycnd 
the level of effort provisions. Further, the cost in time, loss of momentua, 
and possible further complications ar'slng fro~ any reprocurement seriously 
inhibited RDO/C ~anagement in considering alternatives when the depth of the 
problems of the PDAP project emerged. 

If the detailed statement of work has no binding effect, ~hat has the 
competitive procurement been about? If the competition had tu ~o with the 
resources offered rather than the work to be done, why can a prime contractcr 
change the resources offered without approval let al~ne rebidding? If the 
contract has little more than level of effort consequences, why should AID 
impose upon itself highly complex reprocurement requirements? Why in any event 
should AID's own regulations operate as a shiel6 to protect a successful bidder 
from the appropriate consequences of deficient implementation? Does the 
procurement system really require these results or have AID officers become so 
innur~d to managerially counterproductive corlsequences of interpretations of 
procure~ent regulations that they do not fight the battles anymore? 

The procurement system imposl~s significant burdens on AID. But once the -u~ 

front- costs are paid for a given procurement, it is not clear why the systen 
must become an obstacle to change when poor performance suggestE that change is 
appropriate. 

3. Increasing AID Dependence on Contractor Conformity to AID Values 

A major consequence of shrinking AID staff resources for implementation 
oversight is an increasing dependence on contractors to conform to AID 
require~ents and values with minimal AID staff oversight. Commonly, AID 
projects are implemented by contractor employees who have in fact absorbed m~ch 
of AID's -culture- through extensive AID and development experience. Typically 
such people are temporary employees of con:sulting firm5 which are primarily in 
the business of servicing AID requirements. Such individuals may be to a 
significant extent -adjuncts- of AID, sharing AID's ·corporate values and 
culture-, and viewing their long-term interests in terms of association with 
AID, not necessarily with the firm which is providing the paycheck in the 
current assignment. Similarly, the small consulting firms which commonly 
provide such services are in a sense -adjuncts· of AID, are familiar with AIJ's 
needs, and are very much dependent on AID business . 

. The professional behaviors of people train~d for and experienced in accounti~g 
and certain types of business consulting may be quite different from the 
professional behaviors of people trained for and experienced in traditional AID 
development work. A -development person· might tend to be more oriented toward 

'such activities as trying to understand the broad range of effects of an 
intervention, more concerned with developing a local capability rather than 
accomplishing specific tasks one's self, more concerned with procedures whet~er 
formal or informal that assure AID approval and understanding of what is goi=9 
on, more open to experiment and consideration of redirection of strategy and 
tactics. Someone whose background is that of selling and producing defined 
consulting report deliverables might be more ori~nted toward -bottom-line
concerns and measurable performance standa:rds rather than vague notions such as 
·institution building-, more concerned witb doing one's own job than explori~g 
how other's objectives might be served. 



37 

PD~P is a project i~pleMented by a firm and by individuals who, for want of 
better description, tend would probably identify themselves as -bottom-line
oriented. Generally speaking, the firm's employees on the project see their 
probable long range int~rests in terms of the employer, not the employer's 
client. The firm and its e~ployees ~ay have a stonger short run bottom line 
orientation than a firm which is largely in the business of servicing AID. 
Performance under this project may suggest that capturing the benefits of 
-bottom-line- oriented incentives for AID may be more complicated than merely 
contracting with -bottom-line- oriented firms. 

One might speculate concerning the effect of internal corporate culture on some 
of the incidents of implementation. For example, the contractor's poor 
information system performance cannot be explained in terms of lack of 
expertise in the field. The redirection of the f.low of project resources 
through the contractor and its staff and away -other participants- cannot be 
explained as financial or ~angerial incompetence. The foregoing is not an 
allegaticn of possible deliberate wrongdoing by the contractor. It is a 
suggestion that firms have complex and powerful internal systems designed to 
guide employee behavior toward corporate objectives. The effects of such 
incentive systems are not necessarily consistent at all times with AID 
objectives. 

AID staff needs to know more about how a contractor's internal incentive syste~ 
can directly or indirectly provide a inducements to achieve particular outco~es 
of interest to AID. Aligning AID objectives and contractor incentives may 
require a good deal of thinking at substantive and procedural levels. 

In any event, AID staff accustomed to managing -development- projects 
imple~ented by -development- people sharing a -development culture- should be 
aware that there may exist other, perfectly legitimAte, but different 
approaches to operations. Expectations of -like-kind- behavior may have 
affected both RDO/C and contractor people in this program. Indeed, it may be a 
common issue in loosely controlled operations in which functions normally 
performed by AID staff are performed by contractor employees. It may be useful 
for AID to consider how its institutional needs can be addressed when 
contracting with firms with strong internal cultures and incentive structures 
which are not necessarily designed to promote behavior thought desirable by 
AID. 

I. Conclusions and Recommendations 

A. Performance 

1. The contractor did not fully implement the project as described in the 
project paper and in the contract much less contribute to an improvement in tne 
design of the project on the basis of implementation experience. Crucial 
functions which were specified as such in key documentation (such as the CAP 
process and management information) were implemented poorly. Lack of 
appropriate information and sound pla~ning led inevita~ly to other 
implementation problems. Thus Contractor management performance has been 
inadequate to meet AID needs and requirements. 

\'. ( 

~~' 
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2. RDO/C appears to have been too lenient In project oversight. RDO/C 
a~~arently did monitor the project and was aware of emerging problems. 
However, it .ay have failed to recognize the depth of the problems perhaps in 
part because of inadequate reporting and in part because RDO/C attention was 
focusp.d on one particularly disturbing problem: internal contractor disputes 
and related audit issues. It can be argued that RDD/C should have taken more 
severe action against the contractor. However, the decision to work through a 
major prob~em with a wounded contractor rather than to take more drastic action 
does not seem unreasonable given the alternatives. 

3. The underlying problem seems to be the contractor's failure to understa~d 
'what its job is in an AID operational setting. The contractor in a developDent 
project must underst~nd what it is doing, whether the ~roject is effective, 
and, if the project is not effective, notify AID and help develop better 

. approaches. In significant respects, this contractor failed to do so. 

4. Structural characteristics rather than personalities s~em to be the more 
significant causes of problems in the project. Virtually all the problems of 
the project appear to be controllable with the obvious exception of the· 
inherent difficulty of employment generation in the Eastern Caribbean. 

5. The energy, intelligence, and skills of contractor staff helped to mitigate 
the effect internal disputes, audit problems, and the weakness of contractor 
management. The institutional development aspects of the project were 
seriously constrained in order to focus efforts on investment promotion - a 
strategy which would have been questionable even if it had been successful ir. 
rapidly generating a great deal of investment and employment. In fact, it was 
not notably eff~ctive. 

B. Redesign 

1. A distinction can and should be drawn between defects in the -~QA~_mQg~l· 
(ie the project design) and defects in contractor 1!2!~m~u!~!lQU of the model. 

2. Some components of the PDAP model need to be redesigned; specifically, 

a. The investor search and information probably should be completely 
redesigned. 

b. The role of the island representative should be redesigned by expanding 
substantive responsibilities for other RDO/C private enterprise activities 
and turning over to local people insofar as possible tasks such as direct 
support to visiting investors. 

3. The PDAP -model- provides a sensible overall structure for the pursuit c: 
project objectives given the peculiarities of the Eastern Caribbean situatio~ . 

. Needed improvements in the design can be accomplished within the existing 
project structure. Improvements in effectiveness and cost reductions appear to 
be within reach. 

4. The communication and control mechanisms of the model (such as the 
management information system and the CAP process) are e~tremely important a~d 
need to be emphasized in future PDAP operations. 

5. The CAP framework offers a useful and non-controversial framework for a 
thorough review of project objectives island by island. Engaging local public 
and private sector people in the CAP process will help assuage concerns about 
-AID telling us what we need without asking us our views· while helping to 
develop more effective local strategies. 

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

. 7. Participation in the design and implementation of the project by EC private 
and public sector has been inappropriately limited. The management of th~ 

project has emphasized performance by contractor staff. Some East Indians 
believe that AID and the contractor have failed adequately to consult on EC 
views of wtat is needed and how needs should be met. The CAP pr.ocedure calls 
for such EC participation but the failure to achieve a broad-based sense of 
par.ticipation with the beneficiaries of the project is more than a procedural 
defect. Any data gathering and analysis process should deeply involve the East 
Caribbean private and public sector. The proposed new emphasis on institution 
building would gain both credibility and effectiveness by such EC 
participation. 

J. Lessons Learned 

1. Sound operational data and management information IS essential to project 
implementation. How the information is gathered, analyzed, and presented is 
crucial to effective implementation and AID oversight. In this case, the 
contractor's implementation of the project management and impact information 
system was key defect in an expensive, relatively low-payoff project. The 
information system was not narrowly conceived in project design. But in 
operation it WaS apparently not used to track the reality of operatiol1s and to 
test the validity of prBject design and implementation procedures. The further 
that AID staff is re~oved from day to day project operations, the more 
important accur.ate management information becomes. 

2. Assu~ptions about the skills and reliability of contractors should be 
tested from time to tiae. Even a -big eight- accounting firm might not, in a 
given case, do a satisfactory job in management information support, for 
example. 

3. The private sector is good at what the private sector is good at. AID must 
assure itself that private incentives are aligned with AID objectives before it 
can expect to reap the benefits of private enterprise efficiencies. 

4. InvestQr decis:ons on offshore investments are influenced primarily by 
local policy envirqnment, infrastructure, and to some degree local social and 
economic conditions rather than promotional skill as such. Different 
potential investors have different requirements. Investment promotion projects 
should attempt to assure that the national policy environ~ent as well as 
institutional, private sector services, a~d infrastructure considerations are 
minimally accepta~~e to potential investors before heavy promotional 
expenditures are undertaken. Thus in some cases -step-wise- programs which 
seek to build on existing strengths and changes governments are willing to 
undertake may be more efficient than -across-the-board- promotional efforts. 
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5. Projects which Involve new substantive areas or apply new technl~ues ~ay 
Involve a higher degree of uncertainty than traditional AID operations. 
Siallarly, projects blessed with enthusiastic support at the USAID staff le~el 
aay suffer a countervailing disadvantage of less than fully objective project 
aonltorlng. In such cases, there aay be a role for an Inter~ediate level of 
evaluation between normal Implementation oversight on the one hand and large 
scale, expensive for~al evaluations on the other to assist ~anage~ent in 
~aintaining perspective and control on project performance. 

6. RDO/C operates in a complicated environ~ent with complex projects, a 
relatively s~all staff, and an array of contractors so~e of whom thoroughly 
understand what AID expects of the~ and others, such ~s, apparently, the PDA? 
contractor who either do not understand the SUbtleties of AID culture or find 
it difficult to respond to it because of internal corporate imperatives. The 
PDAP ~odel reflects a nu~ber of good but not perfect co.promises needed by 
RDO/C to deal with its'staff and budgetary li~itations. To the extent that 
RDO/C (and AID generally> relies on contractors to carry out functions that 
involve broad field responsibility, the following must be assured: 

Staffing key contractor posjtions with people who understand AID's needs 
and culture very well; 

Strict adherence to project ~echanisms designed to provide understanding, 
flexibility, change, and consultation - such as the CAP activity in PDAP 

Serious attention to what information should be gathered, how, by whom, and 
for what ~urpo~e. 

Exchange of information within the AID system as a whole concerning the 
quality of contract performance. (The PDAP contractor, we are informed, 
has received additional AID business in part on the basis of what was 
understood to be its sound performance in PDAP.> 

8. Many contractors are engaged si~ultaneously in i~pleMenting existing 
contracts while seeking new business. Under such circumstances, complete 
objectivity in assessing current performance probleas is a burden not all 
contractors can be expected to carry. 
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ANNEXES 

F'DAP I .... as dt-sign.:-d in 198(1 t.:, rflt-t-t AID's pt-r,:t-pti.:.n of a n;:t-d b:, irllprc,vt- tl",,:. 
for~ign assistan':t- abs,:,rptivt- capa,:ity .:.f tht- srlla.ll East':-rtl Caribbt-an ':':'Wltr"!t-S 
by rflt-ans ,;,f t-:,;panding th':-lr dt-vt-loprllt-nt pr':'jt-,:t dt-sign and iwplt-rf't-ntatic,n 
.:apabiliti€-s. UnlH:t- largt-r .:,xmtr"it:-s, staff was tl,:,t availablt- in th€- EC 
q,:,vt-rlHllt:-nts t,:, rllanagfo a rll.;j,:,r inflL\:I; ,:.f dt-vt-l,:,prllt-flt fLlndlng. In ttlt- past, 
USAID steff pt:·rs,::.nnt-l ,:,ftt-n pt-t"fc,t"rllt-d imp,:,rtant asp€-,:ts e,f ttlt- fun,:ti,:,n ,:,f 
pr':'j.:-.:t dt-sign atld dt-vt-l,:,prllt-nt support t,:, h,:'st ,:r)Utltry g,:,vt-rtUfl.:-nts. H:'Io.'t-vt-l", 
by tht- timt- ttlat tht- F:DO/C pr':'gt"arll .... as bLlilding t':'\oIard its rt-c€-nt tligh l€-v€-l:", 
this kind .:,f AID r,:,l€- .:,f .... as ':'Llt c,f th€- qu€-stion f,:,r vari':'Lls r€-as,:,ns in,:ludl'",g 
staffitlg .:,:'nstraints, th€- srllall and is,:,lat€-d .:,:,untry sit€-s in ttlt- EC, and tt",o: 
ht-avy infusions ,:,f d€-v€-l':'prflt-nt assistan,:€- .... hi,:tl .... t-rt- t,:, bt- rflanagt-d. F.:DO/C 
tht-rt-f,:,rt- b€-gan t,:, €-~;pl,:'rt- tht- idt-a ,:,f ,:.:,ntra,:t.:,r pr.:,vid€-d prc,,j~,:t dt-sign 
assistan,:€- ,:,n sit€- in ttlt- r€-gi,:,n, do kitid c,f "sLlpt-r-c':.nsultant" .:,:'n':t-pt Lltld€-," 
whi.:h a ,:,:,ntra,:t,:'r ~rilpl':'yt-E- lc,,:att-d ,:,n i,ldividLlal lslands .... ,:,Llld pr,:,vidt- 1,:,,:.:: 1'1 
a rangt- ,:,f Hlanagt-rial and tt-,:hni,:al st-rvi':t-S as .... €-Il .:-.s pr,:,vldE- a':':t-ss t,:, ,:'t·".;.· 
I:inds ,:,f spt-cializt-d t€-r:fmi,:al assistan':t- st-rvi':t-s thr':'L',gh SLlb-,:,:,ntra,:ts: 

"In SLlW, PDAP p€-rsonnt-1 will St-rvt- at onct- as dt-v€-lopmt-nt plannt-rs 
and .•• dt-vt-l,:,prllt-'lt br.:,k€-t"s" (PID, p 17) 

Th€- pt"':'J€-,:t pap€-r ca,t"ri€-d this ':':"K€-pt thr':'Llgh \oItllIt- f':":LI.sing s,::.rflE-\o.'hat rf!,:,rto 
than ttl€- PID c,n €-rflpl.:,yrll€-tlt .:r€-ati,:'n and privat€- s€-,:t':'r ':,:'n':€-rns. 

DLlring PDAP I irilpl€-rflt-ntati,:,n, an €-rllptlasis ':'n €-rllpl,:,yrll€-nt crt-ati,:,n ttlr,:,ugh 
invt-strllt-nt pr,:'rll,:,ti,:,n d€-vt-l,:'pt-d. AID's ~:,;p€-,:tati.:'ns f,:,r inv€-strilt-nt drivt-n 
€-rllploymt-nt grt-\o.', fu€-lt-d by ,:'ptimisti.: rt-p,:rrting and ':,:'mrllt-nts in a 1'383 
t-valuatic,n. Th€- AugLlst, 1'384 PDAP II Pt"C'j€-,:t Papt-r t"lO.'flt-,:ts this ".:'rgani,: 
shi ft in t-rilphasis dLlring th€- first y€-ar of ':Jp€-r.:-.tic'n" (PP p 4) and stat€-s, 
" ••• tht- ft-asibility and €-ff€-,:tivt-nt-ss .;)f th€- PDAP rfl,:,dt-l is d€-rfl,:,nstt"att-d. Wo: 
S~€- no equally eff€-ctiv€- altt-ynativ€- to tht- F'DAP approach for invt-stmt-nt 
prom,:,ti,::.n in th€-st- c':'utltri€-s." (PP p 5) 

In SLlpp,:,rt c,f its ,:,:,nclusi,:,ns, th€- Pr':'j€-,:t Pap€-r .:itt-s c,:,ntra,:t,:,r SLI':':t-SS 
claims Yt-t t,:, b€- r€-aliz€-d as c,f this writing, April, 1'385. (F,:,r t-xarllpl€-, tht
cc,ntra,:t,:,r's May 31, 1984 "Inv€-stmt-nt Prc'jt-,:ts Nt-g,:,tiatt-d Or Itl Pla':t-" rt-p':'r~ 

citt-s "currt-tlt (t-mpl.:,yrnt-nt) platlS c,f itlVt-st,:,rs" t,:, bt- 4185 and "Pr.:,bablt
Expansi':'/1 Plans by Dt-,: 1985" tc' bt- 3235, a t,:,tal t-mpl,:'ymt-nt t-fft-,:t e~;pt-,:tt-d 

withitl 19 rll':'tlths .:,f 7421. A May, 1'385 survt-y .:,f t-rllpl,:,yrllt-nt gt-nt-ratt-d bYLI tt",-: 
pr':'jt-,:t ,:lairfls 3558 t-mpl':'Yt-d, a clairil tht- validity ,:,f \oIhi,:h is qLIt-Sti,:,tlt-d. 
Appa,t"t-nt pr':'grt-ss as rt-p,::.rtt-d t,:, AID itl 1'384 so:t-rllt-d t,:, jLfSti fy a maj,:,r nE- .... ' 
infusion of AID funds \oIhich .... as providt-d in PDAP II, authorizt-d on ALlgUSt 3(, 
1'384. 

Th~ PDAP II Rrp .... as ans .... t-rt-d by tht- PDAP ! contractor, Coopt-rs a'ld Lybrand, 
with a pr':'pc,sal dt-fining 15,000 j,:,bs as a pririlary g,:,a1. This figLfrt- ':,:'nforrl-::! 
r,:.ughly tr:, an utlSupp,:'rtt-d t-rllpl.:,yrflt-t1t gt-nt-rati,:,n t-stimatto in th'i- PDAP I 
t-va.lLlati,:,n. Wt:· d,:, t1,:,t ~t1,:,Ioo.' .... hat .:,tflt-t" pr':'iJ,:'st-rs suggtostt-d that tht-y ':r:'Llld 
a,:,:,:,wplish Ioo.'t-rt- ttlE-Y a\olardt-d ttlt- PDAP II cc,ntra,:t. BLlt tht- ':':'Hlbinati,:'n ,:,f 
t-):pt-ri€-tl':t- undt-r PDAF' I, a Ioo.',:,rld-wid€- .:,ffi,:t- nt-t .... ,:,d., n':, start-up ,:,:'sts ot" 
dt-lays, and tht- prc,rllist- c,f 12,000 tCI 15,000 nt-Ioo.' jc,bs in additic,n te, ttlt- 7,1)« 

j,:,bs t-:,;pt-,:tt-d t,:, b.:- gt-nt-ratt-d by F'DAF' I rllust havt- mad€- a fav':'t"abl€- impr~ssi.::.·" 

on RDO/e officials involvt-d in ttlt- procurt-mt-nt procE-ss. Coopt-rs and Lybrand 
was aw.;rdE-d tht- PDAF' I I ,:,:,t1tra,:t. 

During tht- ':C'LlrSt- .:,f tht- E-valuati::'n it \oIas SLlggt-stt-d by tht- cc.ntra,:t':,r that ~!D 
p.:,li.:y .:hang€-s had madto tht- implt-rllt-ntati.:.tl task r.I,:,rt- diffi':Lllt. Pt-rhaps this 

\ rID 
\1' 
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was so and p~rhaps in a d~gr~~ 9r~at~r ttlan oth~r AID contractors ~xp~ri~nc. 1" 

oth~r situations. w~ w~rt- unable tel confirn, that what app~ar ... d tel us,te. b. t~',t:
rllc,:- ... iwp.:.rtant ir'lplH",t-ntati.:.n pr.:-bl ... r"s ... >-:p-:-ri\!on,:t:-d by th~ cc.ntr,l.:tc'l" ""t:-rt:-
.:aust:-d by AID. Tc. tht:- .:.:.ntrary, C'Llr irllpr ... ssic.n is that a.:tiviti ... s call ... d fe' 
by AID did fall ""oi thin tht:- s.:.:.p .... :·f tilt- pr.:ograr" and tht:- .:c.htra.:t. 

WI'lil ... tht:- F'DAF' ~I F'F' and subst:"qLIt:-nt F.:FF' did ... r,',phasi:t- t:-r"pl':'ym ... nt ,:rt:-ati,:'n 
t hr ':'Llg h in Vt-S t r .. ,~n t p r ':'fI,,:.t i ':'n, t IH' b r .:.ad tor F'DAF' ': .:.".: t:-P t sin': c.t" p,:,r at i n9 
institLltl':·n bLlilding and " ••• (,:r ... ating) p,:.licy t:-nvir':'/Hi't-nts attrCl,,:tivt- t,:. 
pr,:,dL'·:tlVt- invt-strllt·nts ••• ", f,:.r t-:I:ar,.plt-s, ",'t-r ... n,:.t t:-lirf.inatt-d fr.:,rll "tht-
rll,:.dt-l ". AID d,:,,:wflt-ntati':'n rt-flt-,:ts rf,,:'rt- ,:.f a pr,:ogrc..rl. bCl,lClr .. :t- than t-:,:pt-ncltL"':' 
data c..tld ':'Llr Lllldt-rstanding ,:.f ,:,p ... rClti.:.ns t-:,:p ... ri ... n,: ... und ... r th ... pr':'jt-,:t. 

With r ... sp ... ,:t tc. AID .:hanglng its r.'oind c.v ... r tIl ... ':':'Ut'S'" ,:.f tht- pr':'gt"CI,rll t.:, tht:
':.:'ntra,:t,:.r's dt-trirf .... nt, pr':'jt-ct d·:.,,:ur., ... ntati,:,n indi.:att-s rf,,:,r ... ':':'nsist ... n.:y th.=" 
",:,:p ... ,:t ... d in F.:DO/C's arti':Lllati,:'n ,:.f tht- F'DAF' rf,,:,d ... l .:,:,n,:t-pt g':,in9 ba,:k t,:, th. 
':- I' i 9 i t1 a 1 F' I Din J u n t:- , 1 '380 • T h t- fI'I CI, j ,:. r ': han 9 t:- S I' t:- f 1 t:-': t t:-din d ':": urI', ... n tat i ':' to ft": " 
t ht- ':'1' i gi na'l F'DAF' ·:·:·n·: ... pt tc. tht- F'DAF' II dt:-si gn .... t:-r ... : 

l.Establislw,t:-nt ,:.f 1,:,,:,:;,1 institLlti':'I", building Ct,S a prifl,ary ,:,bjt-,:tlVt:- (a: 
dlstingLlisllt:-d fr,:,r •• r ... lying w,:,rt:- ':,n rt-gi':,nal institLlti,:,ns); 

2.A sharp in,:rt-ast:- in t:-rf,pl,:,yrf't:-nt g,:,als from 3000 t,:, 15(1)0 alld, rt-latt:--d 
tllt-t't:-t,:" tilt:-- at"ti':ulatic,n ,:,f a shi ft fr':,fI'! "invt:--st,:,r st:--c..r,:h" t,:, "i,".Vt:-strll':""-: 
pr,:,r,',,:,ti':'tl OO

, e, rll·:,rt- aggrt:-ssiv ... appr,:,a,:h t,:, t:--fflpl,:,yrf't-Ilt gt:--nt:--rati,:,n; 

3.An t:--fIIphasis c·to illtt:-rnCll tra,:king alld r"onitc,t'ing pr':'jt:-,:t a,:tivity at tl"o-: 
itlPLlt. and ':'LltPLlt It:-v~ls to:, t-nablt- AID wanagt-r •• t:-nt t,:, dt:--t ... rrf,irlt:-- tht:- p"":'grt:-:: 
.:;nd Lltility ,:,f th ... pr':'jt:-,:t - p ... t"llaps rt-flt:--,:ting an AID r.,anag~r.,~nt ':':'Il':t-t"" 
ab':'Llt ,:,:,tlfinlling tht:- SLI,:t-SS ... S ,:lairllt:--d t,:, datto. 

On pep-:-l", tht:- rf.c..j,:,r ,:I1C1,ngt- in tilt- "r",:,dt-l" is l,:,,:al lnstituti,:,n bLlildinq (whi-:", 
arguably was ifflplicit in significant ways in tht- first F'DAF' fI,odt-l). As 
rt-lativt-ly littlt:- institution building was dont:-- in implt-fflt:--nting PDAP II, it 
would not St:--t-ffl to bt- a fflajor caust:- of difficulty. TI~rt:-- is a ht-avit:--r t-mphas:~ 

in F'DAP lIon aggt't-ssivt- pursLlit c,f invt:--sto:'rs, but this d,:,t:-s n,:,t ,:,:,nstitLltt:- c 
f LIn dar" t-" tal c h angt- in t h t:-- r,K,d t-l • Bt:--t t t- r fI,an ag t:--rf't-n tin f ':'1' r .. ,CI, t i ':'1"1 d ':' ... s n,:,t 
,:,:,nstitLltt:-- a .:hangt:-- in tht:-- "ffI,:,dt-l" in allY way but t'atht:--r rf't-rt-ly "tightt-ning" 
i mpl t:-fl.t:-ntat i c'n. 

In c.:'ntrast t,:, pr':,.jt:--,:t d,:oo:urf,t·tltati,:,n, tht:--rt:-- St:--t:--fl, t,:, bt- difft-ring rt:--,:,:,llt:-,:ti,:·~': 

by parti,:ipants cc,nc ... niing .... 'ht:-n and tht:-- dt-grt:-t:- tc, t.lllio:ll F'DAP shi ftt-d itl 
t-r •• phasis fr':,rf, assistanct- t,:, island publi,: and privat ... t-ntt:--rprist:-- t,:, pr':'fI,,:,tic" 
,:,f privCltt:- f,:'rt-ign invt:--strf.t-nt. This shift was rt-':':'flHf.t:--ndt:-d in tilt- ALlgL'st, 1':':-:-
t-valLIc..ti,:,n atld irf.plt:--rf.t:-ntati,:,n was initiatt:-d dLlring F'DAF' 1. F't:--rhaps tIlt:- "shi ':" 
did afft:-,:t pt-rf,:,rrllan':t- ,:,f PDAF' I. Hc,wt:-vt:--r, tht:- currt:--nt PDAP ':':'n':t:--pt CI,S state: 
abo:ovt- appt-ars t,:, havt- bt-t-n s ... ttlt:-d and ,:It-arly arti':Lllatt:--d in tilt- F'DAF' II 
pr':'.)t:--,:t papt-r, ,:c,ntra,:t,:'r tt-,:11ni,:al pr,:'p':'sal, and ,:,:,ntra,:t sC':'Pt- ,:,f w,:,rk 
d 0:.': LIIIlt-nt .:-, t i ':'1"1 • 

Abst-nt fLll"tllt-r t-vidt:--11o:t-, tIlt- c':'tltra,:t,:,r's sLlggt:-sti,:'n that pt-rf,:,rr ... an,:t- pr,:,blt:-:: 
in PDAF' II wt-rt- ,:c..LISt:-d ':'1' ,:.:,ntr'ibutt-d t,:, by F.:DO/C r •• cltlc"'\gt-rllt:--nt ,:,f tilt:-- P~",:,jt:-,:t 

St:-t-rlls diffi,:Lllt t,:. ,:':'nfirr". T,:, tht:-- c':Otltrary, it c':oLlld bt:-- argLIt-d that PDo/C': 
I' t-l i all': t- ':,n t h t:-- .: ,:,n t I' a': t ,:,r ' s I' top ,:'1' tin 9 an d c,vt-r all rf,c..n ag t-rf .... " t ':' f tilt- P t" ':' j t-': t 
c':,ntr"ibLltt:-d t,:, c,r pt:--rr ... ittt:--d st-ri,:,us irf.plt-rf't-ntati,:'n pr,:,blt:-rf,s to:. t-rf,t:-rgt-. LJt-
tht-t"t:--f.:,rt- prt:--lir,',inarily .:,:,n,:lLldt- thClt tilt:- "F'DAP mo:,dt:-l" as t:--~:Pt"t-sst:--d in pr':'j':':-: 
d,:oo:LlfI'It-ntati,:,n and as bri":fly sw",rnarizt-d ab,:,vt:- fairly d ... fitlt-s tht- pr':'jt:-,:t t,:,~-= 
t:--valLI~tt-d, and that it 1's fair t,:, ... valuatt- th ... ':':'ntra,:t':'t"s p ... rf,:,rr.,an,:t- ,:,n t·,,:. 
basis c,f its ':':'ntra,:tLlal Llnd ... rtakillgs. 
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"I OBJEt: T I VES OF WOF.:L F'EF.:FOF:MED UNDEF: THE CONTRACT 

"A F'rir •• ary Obj~.:tiv~s: 

" ••• ,:.:.ntribut~ signi fi.:antl}' t.:. th~ g~n~ratic.n ,:., pr,:.dUt:tiv~ ~mpl,:,yr,,~nt =.~.= 

tf'~ ~·,pansi,:.n ,:.f prc,du.:ti,:,n f,:.r ~:,;tra-t'~gi,:,t,al ~:,;p':.rt. Sp~':ifl':ally, tf',.. 
goal of thi~ contract is to: 

"1. §~U!L~t~~~~!~£QQQ_j2~g (12,000 during thr~e y~ar contract t~rm and ~:~0 
rf •• :.r~ if opti,:.n is ~:I;~r.:i=~d) •.• additi':'nal t,:. th~ appr,:.:,;imat~ly 7,(,1)(> j.:.t: 
Clnd J.:.b ,:.ppot·tLltllti~s ..... hi,:h at·~ lU:~ly to: .• ,av~ b~~n ':r~at~d by PDAF' by h~ 
~nd ,:.f 1985 ••• 

"2. ~~Q~Ug_~~t~£=[!9i2U~1_!~Q2Lt§_iu_~2th_tL~gitiQU~1_~Ug_UQU=tL2gitiQU~~ 
Q!:.2Q.!:!£.t'§ ... (at a rat~ SLlfficl~nt t,:, ~~;.:~~d tl't d~t~ri':'rati':.n in t~rr ... s ,:.f 
trad~, d~signat~d in U.S. d,:·llars ••• 

"3. ~~g§t~_tb~_£9Q~~ili1~_21_Q~~li~_§~~i9r_in§iii~1i9n§_t2_iffiQl~~~ut 
~~Q19~W~Ut_g~U~[§ti2U_QL99L£W2£_~UQ_9§§i§1_9QQ[9Q[i2t~_Qri~9t±_§~£.t9L 
iu§tit~ti9U§£_9§§9£.i§ti9Q_~UQ_iQQi~iQ~91_1iL~§_iQ_~Qg[§QiUg_tb~ir 
£.~e~~ilit~_iu_tb~_1i~lQ_91_~~Q12~~~nt_g~u~[9ti9U~ B~caus~ of th~ 
lHlp.:'t·tan.:~ ,:.f assLlring viablt:· l,:,,:a.l institLlti,:.t,al ,:ap"'biliti~s ••• assist t: 
~stc.blisf' ~ff~.:tiv~ l':":Cl.l d~"/~l,:.pr"t-nt ag~t1t:i~s in ~ad, ,:.f tf'~ parti.:ipa.t:'·,g 
':':'Ltntt'i~s by th~ ""nd .:.f tflt: Pt":'gt'arll. " (Emphasis it; .:.riglnal) 

"1 •••• in.:r~a.s~ ,:':.ntribLlti,:.n ••• t.:. ~.:':'n':'ffli,: bas~ ••• by t"~ l':II:Cl.l and f.:.t·~l£:··,

o ..... n~d prjvat~ s~ctor ••• 

"3 •••• by ..... ':)rkit'g ,:lr.:,s~ly ..... ith th~ pLlbli,: s~,:t':'r, ~t":C'Llrag~ a rat1g~ ,:,f 
public s~ctor policy initiativ~s d~sign~d to ~ncourag~ local and for~ign 

pr i va t ~ i nv~st m~t,t " 

'II METHODOLOGY 

A. F~~sid~nt Advis':.rs" 

1. pr~par~ country action plans 
:::. i d':"'1 t i f y / i r.'lp 1 t-rll~" t vi ab 1 to .:..rflp 1 .:'yr"'~t't 9 €otleY at i '19 pl''' ':Ij eo,: t s 
3. assist proj~ct d~sign, pr~s~nt~tion, and impl~m~ntation 
4. assist in proj~ct contract n~gotiation and followup 
5. c..ssist t..'itf, rflar~:~t, t~.:fH1':.l,:,gy, and l':'gisti.:al inf,:,rrf,atic.n 
6. Pt-':'rf,.:.t~ lit'kag~s with l,:,,:al and for~ign pt-ivat~ s~.:t,:.t- gt-':'LIPs and 
lnstitutiQns 
7. participat~ in inv~stra',~nt pr,:.ra',,:.ti,:'n (t.rad~ sh,:.ws, sHa'linars t-t,:.) 
8. advis~ on policy r~lating to dom~stic and for~ign inv~stffl~nt and 
privat~ s~ctor d~v~lopm~nt 

9. assist plannning and manag~ffI~nt of industrial infrastructur~ 

l(>.d~v~lop awar~n~ss of public s~ctor officials 
l1.assist in pr':'ffI,:.ti,:,tl parti,:ipatic,n in trai"ing and ,:,:,t1f~r~"c~s 

http:0ner0ate0.15
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(c C'Llt1t r y pr c,rll,:,t i on an d c CoWl try sp t-': i f i ': p r ,:,rl,,:,t 1 .:.' 

1. Pr c,rll,:,t i ,:'nal t-vt-nt s 
:2. F:t-ft-l'rals fr,:,rll agt-n,:it-s and ':'r;lan;:atic,ns 
3. Mt-dla rt-lati,:,ns and advt-rtising 
4. Dt-s~ rt-st-ar,:f1 and r'lailitlgs 
5 Support for cOMplt-Mt-ntary institutions 
6. Stratt-gic follow-up and mar~t-ting attt-ntion to prospt-cts 
7. Dt-vt-l':'prllt-nt and dt-pl,:,yr.-It-nt ,:,f supp,:.t't systt-ri' (as dt-s,:ribt-d in pr':'p.:,~.::) 
cond ': ':'Llt1t r y I r tog i ,:,n co 1 p r ':,nK,t i ,:'na 1 rfla t tor i al s 
8. Stt'att-gi,: tCl,rgt-ting ,:,f industrit-s .?,nd ,:':'rllpani~s 

':I. W,:·d: l.o.'itf1 instituti,:,ns and ':'rganizati,:.ns ,tt:, irl'lpr,:,vt- tt'aining 
1 (l • F'r .:. rip:, t t- i n t r ':' d LI ': t i ':' n ':' f t t-dHl ':' 1 ':' 9 i ': ali r.-I p r c. v t- r.-I t- n t s i 11 E C i n d LI S t r i ~ s 
11.Assist l,:,,:al rflanufCl,,:tLlrt-rs t,:, a':'::t-S5 tt-dHli':Cll and bLISitlt-SS inf,:'rrllati':", 
l:2.Providt- information on U.S. quota regulations 

"e Instituti':,n Building" 

1. 
,-, 
.;:.. 

F ':' r mal t t' Co, i n i n 9 ( in,: .:' r p ':' rat t- s C ~~ L P r .:' P ':' sal by r t- f t- t' t- n .: t- ) 
F'rClctical application of formal training 
Assumption of activitit-s by country institutions 

1. " ... irflplt.-r.-It-nt a ':':,mputt-t'i:t-d Pt":'jt-,:t M,:,nit':'ring Systt-fil (PI"lM) l.o.'flldl ~,::l 

rlla in t a in LIP -t ,:,-d a t t- t' t-': ,:,r ds ':' fin v.:.i ': t-d t- :/;pen d it Lit' t-s, .: Llr r t-nt c.:l d p t' .:' ,i t-': t t-d 
itlpl_ltS t,:. spt.-':i ii.: at't-as .:.f ,:,pt-rati,:.nal a.:tivity, and rt-sLIltant ':'LltPLlt~ •.• " 

2. 1f ••• SP~,:ifi': F'MM inpLlt:, 1:'LltPLI,t5. and caSSI:II:ic.tt:"d it,di,:~.t':'r:: I.,..,'ill bt 
dt-tt-rr'-lint-d .:.n tf'lt- basis ,:.f C':'Llt1try A.:ti,:.n PICl,ns ••• and quartt-t'ly plans f,:,t' 
in Vt- s t r.-It-n t p r ,:.rIK.t i ,:'n ••• II 

"C. Prc.jt-,:t Pt-p.:.rting 

" ••• quartt-rly rt-p,:,rts ••• II 

I V II At' t i .: 1 t- I V - L t- V t-l .:' f E f f c. r t 

1. Er..2i!t§§!.2D£!. 
Invt-stmt-nt Pr,:.rIK.ti,:.n 
Inst i t LIt i .:.nal Dt-vt-l':'pmt-tlt 
Projt.-ct M0nitoring/Coordination 
T.:,t al 

Horflt- 0 f f i.: t
Fit-ld 
T.:.t Cl,l 

1 :::0 

458 

36 
288 
324" 

No ctlangt-s in contract obligations from thost- outlint-d abovt- havt- bt-t-n 
in,:.:.rp.:,ratt-d in tht- .:,:,ntra.:t. Tht- .:,:.ntra.:t was amt-ndt-d thrt-t- tirnt-s s.:.lt-ly f.:" 
tht- purp,:,st- ,:.f adding fundi ng. 
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Th~ w~akni-ss c.f thi- ri-p.:.rting syst~rll and pr.:.bl~ra'is with datCl g~n~rati-d by tt,i
.: c.n t r CI.: t c.r ' s man ag E-rllE-n t i t1 f .:. rrn a t i on sys t E-r.-. ar E- mCl j.:.r p r .:·b I E-rilS it' E-va I ua tin 9 
this projE-ct - CIS WE-II as CI significClnt pE-rformancE- shortfall. For purposE-s of 
this wt-iting, WE- mLtst sir.-.ply tCl~:E- thE- data CIS SLtpplii-d, .:.:.rnrlli-t,t hE-rE- .:.nly 
SE-IE-.:tiv~ly .:,n ltS appli':Clbility f.:.r pr.:.j~.:t E-va.luc?ti.:.n pLtrp,:'sE-S, c.nd n.:.ti-
vaxi':'Lls intE-~-nal it"rt:c·nsisti-tH-iE-s. A tE-IE-ph,:,nt.- SLtrVE-Y .:.f a.ll "su':.:E-SS st,:,ry" 
cliE-nts was .:,:.ndu.:tE-d by SF:I and its rE-sults arE- itKorp,:,ratE-d in tl'E-it- rE-p.:,rt. 

D,:,ubtlE-SS .:,bjE-.:ti.:.ns .:an bE- rais~d .:Ot'.:E-rt,it,g thE- SE-IE-.:ti,:wl at,d it,tE-t"prE-tati,:.n 
of this data. WE- bE-liE-vE- that thE- data is SE-IE-ctE-d Clnd tri-ati-d fairly, but 
ft-E-E-ly .:.:,n':E-d", thE- p,:.ssibility .:,f ~rr.:.nE-':'LtS sE-l~,:ti.:,n and analysis. On':E-
ag~in, thE- major problE-m of thE- E-valuation and oni- of thE- kE-Y problems of the 
pr.:.jE-ct is data .. Thi- .:.:,ntt"a.:t':'r d.:.\?,s n.:,t appE-a.t" t,:, ha.vt' th':"_tght tht"':'Ltgh wl"let 
data is ni-E-di-d t.:, ra'ianagi- thi- pt-':'ji-.:t, h,: ..... • t.: •• :,btain it, and h.:, .... ' tc' LtS~ it. 

En.: .:' u rag i n 9 t h ..,:. d eVE-I.:· p m 0:.- n t p t" .:": E- S S - w h E- t h i- r i" thE- P Lt b 1 i.: c. r p t" i vat E- s E-': t .:. r 
is an E-xpE-rimental E-nti-rprisE-. ThE- procE-ss der.-.ands that att~ntion be paid to 
Ltndi-t-standing tho:.- E-nvir.:.tHnent int.:. wl,i.:h at' intE-rvE-nti.:.n is ra'iade and that tl',e 
intE-rvi-ntion proci-ss bE- obsi-rvi-d in order, first, to managE-tl,e prOCE-SS as 
E-ffE-.:tiVt-ly a.s p,:.ssiblE- and, se.:.:.nd, t.:. IE-art' fr':'HI thi- pr':":E-SS s':' that thi-
a': t i vi t y .: an be d.:'nE- bE-t t E-r hE-t- e .:.r E-l si- .... ·hi-r E- in thE- fLtt ur E-. 

Th,:o F'DAF' F'r .:.je.: t has n,:.t advan.: ~d thE- st at e.:. f the ar t bE-': aLts€- in f .:.r ~!Ia t i .:.n has 
tK.1: beE-n ra'laint8ini-d .:.n tl'E- va.t-i':.LtS a.:tivitiE-s and thE-ir rE-sLtlts in ways .... ·hi.:h 
pE-t"rI'lit kt,.:,wlE-dge t.:. be built. TherE- are a l.:.t .:.f g.:,,:.d ani-.:d.:,tes in thE- F'DAF 
program. The data is difficult to vE-rify. 

It is ':Ltric'LtS that a prc.jE-.:t managE-d by a "big E-ight" a,,:c':'Llnting firm i~ 
~E-&I~E-st prE-cisi-Iy wheri- one might E-XPE-ct it to bE- strongest: in thE- gathering, 
mat,agera'lE-t,t, and USE- .:,f data. ThE- F'DAF' II prc.jE-.:t papi-r, tl'E- F~FF', thi- tE-dmi.:al 
proposal, and the contract all addri-ss thE- inforHlation probli-m. F'i-rformance on 
inf.:.rra'lati.:.n systems apparE-ntly fails tc. rl)E-E-t th~ ra'iinimuril rE-quirE-r"E-nts .:allE-d 
for in thE- contract. But apart from contractual obligations, thE- contractor 
with its inf.:.rrllati.:.n i-:,:pet-tisE- and fiE-ld E-:,:pE-riE-n':E- sl":'Ltld l,avE- been w.:.rkin9 
with AID t.:, impr.:.vi- thE- pr.:.je,:t's inf.:.rra'lati.:.n and "lE-arning". It Sh':'Llld havt-
b~E-I'"' c.:.n':E-rnE-d with h.:.w kt,.:.wlE-dgE- .:.f h.: ..... • to d.:. thE- j.:.b c.:.uld be tt-ansfE-rri-d t,:, 
local people. That transfer was a contractual obligation. ThE- contractor's 
appt·".:.a,:h t.:. the pr.:.je.:t d,:'E-s n.:.t appeal" t.:, bE- tha.t .:.f a devel.:,prllent .:.t-iE-nt~d 

r"ani:lger o:,f AID d.:-vi-l.:.pr"ent hinds. T.:. datE- littli- has bE-E-n lE-arned, littlE-
t t- a nsf e t" r E- d, rll LI d, E- :'; p E- n d i- d • 

In this section the following data is considE-r~d: 

a. Jobs o:rE-atE-d and forecast E-mployment 
b • " S LI.: c e S sst .:. t- y II d a t a 
':. F't".:.rll·:.ti·:,n a.:tivity data 
d. Sources of IE-ads 
E-. C':'ntra,:t.:.r .:liE-nt and .:.ffi':E- parti.:ipati':Jn 

ThE- survi-Y of invE-stors and fii-ld intE-rviE-ws to bE- prE-sE-ntE-d in thE- SRI RE-po~t 
addrE-ssi-s F'DAF' .:liE-nt vi~ws and prc.vidE-s s,:'rf,e .:ross d'E-.:k .:.n .:.thE-r data. 
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It is n,:,t p,:,ssiblE- t,:, pr€-s€-nt finn figur€-s Cln j,:,bs .:r€-at€-d. Th€- n€-€-d f.:.y tIns 
.:at€-g.:.ry c,f inf,:,t"rllatic,n was ,:I€-at-Iy €-stablish€-d in proje-I:t d,:,,:urf,tO-ntati,:.n. 
O€-v€-lopmtO-nt of hard data on €-mploymtO-nt was not €-mphasiz€-d in impl€-m€-ntation. 
Apparently, thtO- first atttO-mpt by C&L to pr€-stO-nt current ~~t~~l €-mploym€-nt waE 
n.:,t rrradtO- until this to-valLlati.:.n was sl:htO-d'_II€-d. 

TIlt, Apt-iI, l':i8E. bt-itO-fing d.:,,:urf,tO-nt pt-tO-stO-nttO-d t.:, AID and th€- to-vaILlat.:,rs 
.:,:,r.t2.ining thtO- ':Ut-t-elit €-rf,pl':,yrlltO-nt fig'_lt"€-S is, in rf,at,y r€-sptO-,:ts, n,:,t ,:.:'t1SiSttO-l-,'; 

. ""'ltl, ,:urrtO-nt figw-€-s. NOI~ is it r€-guI2.rly ,:.:.nsisttO-nt with und€-rlying "sw:':to-ss 
st,:,.t-y" filtO-s frl:,r" whid, w,~ LmdtO-t-stand that s':'mt' c.f thl£' ':urr~'nt €-rf,pl.:'yrf,ent d2ta 
is dtO-rivtO-d. On thtO- basis .:,1' fitO-Id inttO-rviews, CBA beli€-v€-s that the pr,:,bl€-rfl lS 
,:.n e c. f p.:,,:.r r €-p.:.r t i ng and in f .:,r ma t i .:,n rf,anag to-m€-n t rat I,...·r than ,:.n t- ':' fin t to-n t i ,::otia I 
overstating of jobs by field r€-pr€-sentatives. H~wever, th€-re is no tracking of 
er"pl.:.yr"ent t-tO-sl_,lt: in thtO- isl2.nd .:.ffi.:tO-s. _Field advi'~':.rs appat"ently wtO-rtO- n,:.t 
traintO-d or directtO-d to addrtO-SS employmtO-nt data problems. I am further informtO-d 
that rtO-p.:.t-titlg b:,' r1~-. (JallaghtO-r was d.:.t1.:- ptO-rs.:.nCllly by hirf' rathtO-r Ulan thrc.ug~"1 

c, s y s t to- r1l3. t i.: d a "t c. .: .:. I Ie.: t i.:. n p t" .:": e s~; • 

One pt"c,bltO-r" running tht"c,ugl, thtO- date, is thtO- di ffi,:ulty ,:.f determining what is 
being reported. Apparently, until the February~ 198E. PDAP Progress Report, tl,e 
,:.:.ntt-a,:tor ",,'as rep.:.t-ting tw.:. ,:12.sse:; .:.f fr.:at"e,:as1;s (vi~;:, ':Llrrent plans and 
e~;ptO-.:ted to-:l;pan:i.:.ns) rathtO-r than actua.l .jc.bs. The f,:oll':'''''ing tabltO- sLw,r',CI.rizes 
employmtO-t1t data reported sinctO- 1984 in the Contractor 1 s Progress Reports (1-4) 
and a:.:.rflpat"tO-s the l';.t.:-st (2/28/8E, ane:: M.;y surrHr',ary) "':UI-rtO-t1t err',pl.:.ymtO-nt" and 
"f.:.t-t,,:,~st to-mpl,:.yrlltO-nt" figures (5 ~~ Eo): 

Cc,n t r aa: t ,:"t" 
Rep.:!t" t Oat e: 

Current Plans 
Pr,:.babl e'" ' 85 
Pr .:·b ab I e+ ' 8E, 
Tc.t.,\l 
+ Pr ,:.du.: t i .:.n 

Sharing 

CLlrrent jobs 
For e.: ast jc,bs 

1 
3/31/84 

3155 
2E.E.E. 

5821 

145 

--, .::. 

5/31/84 

4185 
3:236 

7421 

205 

3 
3/31/85 

4425 

3336 
77E.l 

1112 

4 5 
7/15/85 2/28/8E. 

4E.75 

343E. 
8111 

1212 

4(115 
8100 

41E.5 
82'38 

E, 
5/SE. 

3E.E.e 
75E.5 

Th~' cun"ent empl.:,yment figure .:.f 4165 presented by the ,:,:.ntt-a.:t.:.r t,:. AID ane 
th~ evaluCltors in thtO- April, 1986 briefing materials WC:l: analyztO-d in tht- SR! 
F:ep.:,tO t . 

TI",(~ dat 2 t ,,' .::d I ab lei n Wash i ngt ,:.t"I d.:.tO-s n.:,t ptO':'vi de a basi s f .:.r que.! it Cl.t i V to
an2.lysi: .:·f to-rflpl':'yrf,ent genetOat.:-d SLid, 2.: .:hara.:teristi.:s ,:·f ttorr',p':.tOCltoy 
to-rr',p 1':'YrfltO-n t (to-g c .:.nst r u.: t i .:.n and ': .:.t t ag to I ab,:,r) c.nd .: .:.nt i nui t y c. f sub -.: (.nt r a.: t 
w.:.t-~·:. It is als·:. n.:·t p':'ssible I:.n tlli: data t.:. ,:,:.rfltO- t.:, any ,:.:.n.:lusi.:.ns ':,n 
qLltO-stic.ns SLI.:h 2S ",,'1, to-t htO-tO thtO- ,j.:.bs ",'.:.uld havtO- betO-n .:rtO-attO-d ""'ith':'Llt POAF' 
inttO-rvtO-ntion. HowtO-vtO-r, many investors rtO-porttO-d that thtO-y would have invtO-sttO-~ 

",,'ith':aLlt F'OAF'. Only first tirr',tO- invest.:.rs indi.:attO-d that F'DAF' was to-sstO-t,tial t.:· 
their dt.-.:isi.:at'l. C':'nverstO-Iy, it is als.:. n.::.t p.:.ssiblt.- to dt.-ttO-rmint.- ",,'I,t-tht.-r ane 
t,:. ",,'hat degrt.-t.- j.:,bs that F'DAF' rr',ight havt.- .:rt.-ated ",,'t.-rt.- "l.:.st" f,:.r reas.:.ns 
inhert.-nt in local conditions. It would havt.- bet.-n ust.-ful to havtO- dt.-tail€-d 
inf.:.rmatic.n .:'n "losses" as "",t.-II as "",'ins" t,:. 11t.-Ip sharpen futLlr€- t.-ff,:.rts and, 
perhaps, f.:tI:LIS g,:,vt.-rtHflt.-nt attt.-nti,:.n c'n ,:,:.nstraints subjt.-,:t t,:. tht.-ir ':':'ntrol. 
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Ttl ... ,\:ot1\ ·a,:t,:.r appar ... ntl), mad ... rl':, ... ffc.rt has bt.·t.-n madt.- t.: .... :.;amint.- st.-.:,;:,ndary 
... fft.-cts of t.-ffiploYffit.-nt. This is a s ... rious omission. ror ... xampl ... , it would s~~m 
t.:. tl'lis t.-valuatc.r that tilt.- fifty rt.-al pt:rmant.-nt j.:.bs pt·.:.p ... rly attributt.-d t.:, 
PDAF' t.-ff.:,rts in tflt.- alc.t.-s pr.:.jt.-.:t in rural S.:.Llth .... ·t.-st D,:.mini.:a has signi fi.:ar_:~ 
bt.y.:.lld tht.- tlwflbt.-I· .:.f j,:.bs .:rt.-ati .. d as SLldl. Thus a sillglt.- rllitldt:·d f.:,,:us .:.t-, tf·.t-
" j.:,b~;:. .: r t.-CI t t.-d" numb t.-r may ha vt.- ,:,vt.-r l':II:'~: t.-d p.:.t t.-n t i all y vt.-r y i mp.:.r t CI.n t p r .:.jt.-.: t 
bt-nt.-ifi ts. 

EVt.-1"I assLlffling tl-.at 41£,5 is a rt.-.3s':,nCl.blt.- clcrdr.-I .:.f cLlrrt.-nt t.-rllpl,:,ywt.-nt, .:.:.n,par:::n 
.:,f th~ 41£,5 figul-~ with past pt·ogrt.-ss rt.-p.:,rt5 c,f "':Llt-rt.-nt plans" and pr.:.bab:o::
~:..pansl.:.ns r~fl~.:ts b.:.th th~ ,:'ptirIl1srll .:.f tht.- c.:.ntra.:t.:·r and tf-.:~ di ffi.:u] ty .: ~ 
bt'ingitlg t.-~,;p~.:tati.:,tl= t,:· rt.-ality. It"! tilt.- M.?y, 1'j84 Pr.:.grt.-ss Pt.-p.:.t-t, th~ 

.:.:.ntt-a,:t,:,r indi.:at~d 4185 "':Llrrt.-nt plCl.ns" .io:.bs and 323£, additi':.nal j.:.bs 
"pr.:.babl "," in 1'j85, a b:·tal .:.f 74:21. Qut.-ry wllt.-tht.-r PDAP I I w,xlld havt.- bt.-t.-tl 
approvt.-d itl its currt.-Ilt form and funding l~vt.-l had AID managt.-mt.-nt t.-xpt.-ctt.-d ~165 
jobs cr~att.-d by May, 19B£,. 

b. Succt.-ss story data 

An t.-~,;arl-.inati.:.n .:,f £"3 "SU.:.:t.-ss st.:.ry" filt.-s sh.:· .... ·5 .:.:.nsidt.-rablt.- variati.:.n in t~·,~ 

qUCllity ,:,f rt-pc.t-ting. It d.:.t.-s tl.:,t appt.-ar that tht?- c.:.tltra.:t.:.r assLlr~d tht.-
availability and quality of data sought by AID for tht.- agt.-ncy's manag~m~tlt 
purpOSt·: in tllis da.ta .:att-g':.t-y. On tht.- ,:,th~r hand, su.:.:~ss st.:.ry data is 
': c.ll t~,: t ~d f .:.r a': t i vi t i t.-s dati tl9 bCl.': Lt.:. t.-ar 1 y 1 'j82. Pt.-p.:.r t i ng mi ght .... ·t.-ll n,: ': 
havt.- bt.-~t1 t.-rllphasiz~d t.-Cl.t-ly in tht:- Pt·':',it.-,:t. 

Tilt.- pr':'jt.-,:t databast.-, "StatLls VI - H.::ot/SLI':':t.-ss C.:.dt.-s", rt.-fl~.:ts tht.- f,:.ll.: ..... ·it·.; 
in f .:.t- rila t 1.:.n : 

"SLI':Ct.-SS" 70 
"Ust.-d t.:. bt.- h.:.t" 22£, . 

If tht- 241. hist,::orical rt.-.:.:.rd .:.f su,:,:t.-sst.-s tc. SLl':,:t.-sst.-s pIllS " LIS t.-d t.:. bt.- h.:.t" 
h.:.lds, :::3 .:urrt.-ntly h.:,t prc,spt.-.:ts will bt-c.:.mt.- "suo:r.:t.-sst-s". As rlc.tt.-d ab.:.vt.-, 
"SLI':':t:ss" is n.:.t rlt.-.:t.-ssarily t.-qLlivalt.-nt t.:. t.-rflpl,:.ymt.-nt gt.-nt.-ratic.n and tl.:.t all 
"rt.-al su':':t.-sst.-s" gt.-nt.-ratt.- signi fi.:atlt t.-mpl.:.yrflt.-nt c.r t.-vt.-n stay in busitlt.-SS. 

Tht- c.:.ntra,:t.:.r ':':'Llnts a pr,:,spt-.:t as a I SLI.:.:t.-ss" if and wht.-n a p.:.tt.-ntial 
invt-st.::or " rlla kt.-s a ':':'rMfdtrllt.-nt" t.:. invt.-st. As n.:.tt.-d abovt.-, inadt.-quatt.- data ir. 
tht.- Llndt.-rlying f1lt.-s rflakt.- it imp.:.ssiblt.- t.:. gt.-t a st.-nst.- .:.f CLlrrt.-nt statLls (""':'::'1 
tht- Lltlf.:.t-tLltlatt.- t.-~';':t-pti.:.t"! .:.nt.- whi':!l is t.-:';pt.-rit.-n.:ing " S t.-Vt-t-t.- finan.:ial .:rist.-:· 
a.nd a.n':,th~r lab,:,t· pr.:.blt.-rfls). Tht.- iSSLlt.- ht.-t-t.- is n,:.t that tK,t all "SLI.:.:t.-sSt.-s' 
SIJ,:ct.-t.-d bLlt t-atht-r tht- inadt-qLla.:y .:,f inf.:,nl,ati.:.n c.n whi.:h an .:.bjt.-,:tivt-
ass t- s s rli t- t1 t ':. f t h t- p r ':' 9 r CI. r", .: a tl b to rll a d t.- by man a 9 t.- rfl t- tl t, rll U ': h ] t.- s s by t.- v CI.1 Ll at,:, t-:: 1 tl 
CI ft-W dc.ys .:,f w,:,rk. Tht- ':.:,ntra.:t':'r dot.-s n,:,t appt.-at- to havt.- th':'Llght thr':'Llgh 
su,:h qUt.-sti':,ns CIS, " ..... 'hat art.- tilt.- dirllt.-nsic,ns .:,f " SLI ,:,:t.-ss" wl1i.:h tht.- pr':'jt.-,:t 
sh':'Ltld pLlrSUt'?"; "h,: ...... ' .:an data bt- gatht.-t·t-d and LISt-d to:. ht:·lp difft-t-t.-ntiatt- tf·.,:. 
typt.-s e,f Pt":'jt-,:ts to:' pr.::omott.- and tht- t.-:,;tt-nt .:,f .:.:.rurfdtwt-nt that F'DAF' shoLlld 
undt-rtaLt-?" 
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C,:,nsido:.-rablo:.- data has bt-o:.-n mait1tait10:.-d ,:,n pr,:,rl'll:,tiC't1al a,:tivity as r ... flt-,:to:.-d l~·. 
tho:.- f(,ll,:,\..-ing tablo:.-: 

Lin t- Ito:.- rll 3/31/84 5/31/84 3/31/85 7/15/85 2/28/86 

(:':'l1t a': t s 4886 51)86 61'~(l 6400 74'~G 

Fur t ho:.-t· into:.-r ... st 3410 3580 3':;'1(1 4850 
F,:.llo .... ·L!p 1 (II'? 1128 1505 12C5 
"H.:.t pr,:.sp\!'o:ts" 68 51 54 45 
Tt' ado:.- sh,:· ..... s 24 26 C'':! 

...Jw 53 
So:.-rlli nar:; 14 15 22 22 
Mass /"':ailing 18 18 21 21 
Art i ': 1 t- 5 / ads 15 21 ",,",,-. 

~..:.:. 3::' 

USt.,ful additic,nal data ,:att-g,:,t'it-s go:.-l1o:.-rato:.-d LIndt-\' "Status III" rt-flt-,:ts 
pr,:,spo:.-,:t visits t,:, tho:.- Eastt-rn Cat'ibbo:.-an (pro:.-surt'lably ,:wIIL!lativt- as ,:,f April :':', 
1':;'86). F'r,:,spt.-,:t visits at'o:.- ,:,:,t1sido:.-t'o:.-d a ,:rL!,:ial fa,:t,:,r in ,:,btainin~ invl?stc" 
': ('fllffli t fflt-fl t s: 

1. F'1 a tU1 i n~ t ':' vis i t - 1 07 
2. Visito:.-d ro:.-g1,:,n otKo:.- 213 
3. Visitt-d ro:.-gion 

r!'loro:.- than ,:,n·:o:.- 40 

(Quo:.-ry:. D.:,t':'s tf1is rflt-an that 253 pt'ospo:.-,:ts visito:.-d tho:.- islands yi.o:.-Idit1g tho:.- :..~ 

"su.:':o:.-ss" stor'io:.-s .... 'hid' in tL!t"n gt.·no:.-t"a.to:.-d 3E,68 j,:,bs? H,:, .... • is a visitati,:,n by c. 
f i rrfl '" 1. r 0:.- a. d y a.': ti v t- i nth 0:.- i s I and 5 tt, 0:.- a t 0:.- d ? ) 

d. Souro:o:.-s of lo:.-ads 

(This aro:.-a is analy=o:.-d in tht- SPI Po:.-port) 

Data bast- Status V cato:.-gorio:.-s indicato:.-s ho ..... prospo:.-cts wo:.-ro:.- idt-ntified: 

A. Do:.-sk ro:.-so:.-arch/mailings 
B. Ido:.-ntifio:.-d by subcontractor 
C. Trado:.- sh,:, .... · 
D. C~.;L Offi,:o:.-
E. OPIC Ro:.-fo:.-rral 
F. DOC F.:t:,fo:.-t'ral 
G. F'DAF' advisor 
H. 

I. 
J, 

F'rospt-ct contao:to:.-d F'DAP 
S':'L!r ': e Llt1 kn ':'\,o,'n 

So:.-rfli nar 
Advo:.-rtiso:.-mo:.-nts/articles 

f:::. Un k n':' .... 'n 
L. Otllo:.-r 
M. F: 0:.- f 0:.- t' I' 0:.- d b Y A I D 

1604 
502 

1807 
76 

103 
276 
270 

264 
':;'71) 
261 
205 
22() 

60 

6617 

(Ono:.- AID ,:,ffi,:o:.-r indi,:ated that tho:.- figLlr ... 60 f,:,r AID ro:.-fer~n':o:.-s is 
unquo:.-stiol1ably incorro:.-ct as ho:.- bo:.-lio:.-vo:.-d that ho:.- personally had mado:.- about th~t 

many ro:.-fo:.-ro:.-nces in a ono:.- yo:.-ar p~riod and that he knows that otho:.-r AID offic~~s 
ha v 0:.- a Is,:, rllad 0:.- nurt'l~r ':'LIS I' 0:.- fer o:.-n': o:.-s ':' f p,:,t ent i al i t1 yes t ':'1' s to:. tho:.- ': ,:'n t I' a,: to:,r. I 
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Thto dat~ bC:1St- indi.:.att-s ,:..:.nta,:.t::. ",'ith :::01 C~"L clit-nt£ (StatLls IV - ':'). It_: 
rll:,t .:ItoClI'" h,:, .... ' rllany b,,·,:arllt- ,:Iit.-nts as Cl ':C't1St-qLlt-tl':t' ,:,f F'DAF' c,:,,-,ta,:ts. only._ 
It-ads art- I io::tt-G c3~, g~t"ltol'att'd by C~~L ,:,ffi,:to::'. F:DO/C to!';Pt.-,:t.:-.tic,n c,f F'DAF' 
,:apit~ll::itlg ':'t1 C~..L'= .... ":'rldl.:id,,· nt·t ..... ':'rL ,:,f ,:'ffi,:to~ SI1':'Llld bt' "·:,.ar"int:·d 2,t 
g I" to Cl, t to r d to P t t1 • 

AID ,:,ffl':tot"S rtop,:,t"ttod it1Vtost,:,1'" dissatisfa,:ti':'/1 ,:,n nLlfl'ltot"':'LIS ,:,,:,:asi,:,t"ls ""ith tl''':' 
quality ,:,f ,:,:'ntl'"c3,:t,:,1'" I'"tosp,:,nst- teo inqLlit-itos. 



,1',,,,,._. 

To: Rob~~t Justis 
Coopers & Lybrand 

SEND VIA TELEFAX 

From: Matty Mathieso;-w:o....tt~ 
SRI International \ 

April 14, 1996 

/;71~'-~ f 
.7y',~ 2-
.?." r J 

As we discussed, ~ttached is a list of categories on which 

we would like additional information. One set involves budget/ 

financial data for the PDAP program. The other is related to 

program outputs. 

We wou.ld aFpreciate it if you. would supply this information 

to us by the end of the week. If you have any questions, please 

give me a call. Thanks. 

cc: Charles Blankstein 

-.sV - \~ 



4. INDIUIDUAL SUBCONTRACTORS 

LOU (S· BERGER 

ROBERT CARLSON ASC. 

CEO ACCESS PERSONS 

S. WINKELMAN 

J. THOS. "ALATESTA 

PUBLIC RELATIONS 

BURSON-MARSTELLER 

CARIB. BUSINESS DEVELOP. 

R.A. HILLIARD ASSC. 

MR. ROY CLARKE 

C+L CANADA 

C+L EARBAIIOS 

C+L HONG KOUG 

C+L LONDON 

C+L PARIS 

C+L SI .. GAPORE 

C+l TORONTO 

FREE ZONE AUTHORITY 

GENERAL CONSULTANTS LTD. 

MARTrN HERMAN 

TAM CHUNG-CHEONG 

WALLACE EUANS+PARTNERS 

WASH. CONSULT. + ~GMT. ASSC. 

C+L EELIZE 

IBERC 

DEUELOPMENT ASSOCIATES 

STATE OF FLORIDA 

824,799 

123,593 

37,724 

25,157 

488,592 

55,586 

9,233 

17,265 

19,584 

2,984 

77,771 

21,764 

49,118 

67,604 

133,789 

638,771 

120,900 

67,899 

447,936 

139,286 

171,332 

79,107 

57,791 

24,9ElO 

15,480 

53,394 

27,857 

16,112 

1,470 

5,177 

62,489 

19,251 

46,980 



5. PERSONNEL BY CATEGORY, INCLUDING DIRECT LABOR, FRINGE, OVERHEAD, 

TRAVEL. PER DIE" + OTHER ALLOWANCES 

A. INVESTOR SEARCH/PROMO 373,956 1,459,196 1,186,417 1. 426,761 

"Gf1T (BROWN, PAZMANY) 318.730 138,324 

ALL OTHER 1,149,466 it 288,437 

B. IN-COUNTRY ADVISORS 2,952,553 3,279,694 3,532,699 1,949,984 

MG"T (BARBADOS) 599,412 232,654 

ALL OTHER 2,761.282 1,70S,33e 

C. AD"IN./CLERICAL 176,528 223,237 199,80e 174,529 

6. BY FUND I NG CATEGORY 

A. DIRECT LABOR + FRINGE 

(EXCL. SUBS.+CONSULTS) i'32,462 it 234, 97B 1,302,314 1,048,696 

B. TRAVEL 279,848 392,304 382,310 268,987 

C. f1ATERIALS, SUPPLIES 

(EXCEPT conpUTERS) 48,090 11,329 5,oee 25,297 

D. conMUNICATIONS 57,609 227,172 115,gee 298,098 

Eo CAPITAL EQPMT (COMPUTERS) 599 27,909 85,129 

F. OVERHEAD + G+A 909,718 it 524, S89 1,673,213 1. 336,129 

NOTE: WASHINGTON DOES NOT RECORD ADVISORS' TIME BY THE ITE~ NO. 2A 

CATEGORIES REQUESTED: I.E .• PRIVATE SECTOR PROMOTION, INSTITUTION 

BUILDING, AND INTERNAL REPORTING AND DEMONSTRATION. PLEASE TRY TO 

CONVEY TO EVALUATORS YOUR KNOWLEDGE OF HOW ADVISOR TInE IS DIUIDED 

up, ALTHOUGH THEY PROBABLY. HAVE A FAIRLY GOOD SENSE OF THIS BY NOW. 

REGARDS+ 
2329 COL.YASCL. WI 

449241 C-L INT 



MJNTHLY PER DIEM/ COt-t1UNI- OFFICE 
COMPANY/NAME OF ADVISOR COSTS*(l) TRAVEL CATION (2) RENTAL SECRETARY 

ANTIGUA 11,855.51 1,159.93 608.33 800.00 450.00 

BARBAOOS 13,778.47 3,595.65 2,027.15 1,000.00 1,000 .00 

BELIZE 11,731.32 1,091.54 236.22 250.00 

OOUNICA 10p159.72 1,245.77 254.58 260.00 1, 125.00 

GRENADA 14,400.15 293.23 800.00 600.00 875.00 

10,661.60 10"1.77 

ST KITI'S 10,204.95 843.06 836.35 400.00 500.00 

ST LUCIA 11,647.84 3,170.25 963.21 350.00 1,125.00 

ST VIHCDIT 11,718.92 2,032.53 786.57 300.00 875.00 

TOTAL 106, 158.48 13,539.73 6,512.41 3,960.00 5,950.00 

(1) Monthly costs include: Labor, Post Differential/Allowance, House Rent, Education Allowance, 
Storage 

(2) Communications include: Telephone, Telex, Postage 

Note: These figures are averages based on a thirteen month period - October 1984 to November 1985 

TOTAL 

14,873.77 

21,401.27 

13,309.08 

13,045.07 

16,968.38 

10,769.37-

12,784.36 

17,256.30 

15,713.02 

136,120.62 
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!MPLOYMENr FIGURES 

May IS, 1986 

The attached tables provide a breakdown of empl~t generation in 
countries covered by the P01\P program which have resulted from PDAP 
promotional and follow up activities. 

A PDAPgenerated investrrent is defined in t:\oJO ways: 

- "'-"'"len the c:orrpany' s investnent in the region/country was 
a direct result of PDAP promotional activity 

- When PDAP, usually the field advisor, provided 
substantial assistance in the decision-rraking process 
of a corrpany, or \rtlere PDAP played a major role in 
successful implementation of the project. 

The type of investrrent varies, from wholly "",,ned subsidia..ry to joint 
venture to subcontract. In the case of subcontracts, the conpany narre 
provided on the table is the nanE of the U.S. firm, rather than the name 
of the local firm. 

The enploym;nt figures are broken down by country and by corrpany. 
Information is provided on current employment (as of May 15, 1986), 
forecast enploym;nt, and past peak errployment. Past peak figures were 
corrpiled to capture the nomel employment fluctuations which occur in any 
business and to provide a nore accurate employm;nt count. Forecast 
employnent· is based on coopany projections provided to PDAP advisors. 

The job breakdown for all countries are as follOw'S: 

- CUrrent 3668 
- Forecast : 7565 
- Past Peak: 5598 

The average employment, taking the average of current, forecast, and past 
peak-;-is approxi..rrately 5610. 'nlis figure reflects nest closely the 
employment impact of PDAP generated investments • 
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'!'he enployrrent figures relate to direCt labor errployrrent and do not 
include nanagerial enploynent, nor ~. indir~t enploynent in other . 
economic sectors generated from POAP vest.rrents. this indirect effect, 
\ow'hile not quantified, has been subs ,tial. 'furthernore, the list does 
not include subcontracts '-w'hich invol~ trial runs for a period of less 
than one rronth. It is est.irrated thatl there have been at least 15 such 
trial runs, enploying approxinately ljJO people. 

'!he type of jet> also varies, frem peJranent to seasonal, to cottage to 
construction. All jobs, tloNever, ar~ directly generated by the 
PDAP-generated investment a.rd reflecq the unique enployrrent requirerrents 
of the particular investment. 



Information Syst~m: Proj~ct Manag~m~nt Matrix and P~rformanc~ Data R~spon5~ 

It~~1 1 - Proj~ct Manag~m~nt Matri~ as propos~d (T~chnical Proposal, 27 ff) 

I t ~rll ::: R~qu~st for information in PMM cat~gori~s 

It~rll 3 Contractor r~spons~ to PMM information r~qu~st 
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Please provide the following information on PDAP operations: 

1.. Volume and types of assistance provided to local business 
associations in export and investment promotion. 

2. Number and types of formal training programs and number of 
participants. 

3. Number and types of technical assistance provided to 
individual companies. 

4. Number and type of formal policy inputs prcvided to 
government. 

5. Volume and types of informal assistance provided to 
industrial development institutions in-country. 

6. Level of support for on-the-job and formal training. 

7. Level of support to maintain support system and promotional 
materials. 

8. Number and value of new products exported and number of and 
implementation new markets penetrated. 

9. Increase in volume and types of participation by business 
associations and individuals in investment and export 
promotion activities. 

10. Increase in number of trained sup~rvisory production 
personnel. 

11. Demonstrable changes in local companies' management behavior 
and measurable increases in efficiency and competitiveness 
resulting from improved costing production and inventory 
control system. 

12. Demonstrable changes in attitudes, behavior, and policies 
toward private sector, local and foreign. 

13. Improvements in supporting infrastructure, including 
private-sector financed industrial estates. 

-1A~vera~e~umb~~ of new and hot prospects maintaine9~ _______ _ 



1. VOUJME AND TYPES OF ASSISTAN:E ProvIDED '.IO lOCAL BUSINESS AS50:IATlOOS 
IN EXPORI' AND INVES'IMENI' PR:HYl'ICN 

Belize - Daily, PDAP Belize we>rks with local business associations 
(BEIPU). Nearly all of the advisor's work with institution building has 
been directed toward the establishrrent, funding and inplerrentation of this 
unit. PDAP and the unit are usually viewed as one. Quantification of 
this close and integrated we>rking relationship is 'very difficult. The 
PDAP advisor is based in the BEIPU office. 

Antigua - The PDAP Advisor is oosed in the off ices of the the Charrber of 
Comnerce and as such, the advisor we>rks closely in every way with the 
Charrber. Specific programs have been - o=tober 1984 Investnent Mission to 
Rochester N~ York, 1983-1985 participation in the C/CAA Miami Conference 
on the Caribbean, production of a economic video prorroting invest.Irent into 
Antigua, production in 1984 and 1985 of an Antigua and Barbuda's 
Investnent Guide. 

Grenada - Major support was provided to the Oiarrber of Coorrerc.;e in 
preparation of participation in the Miami Conferece, including audio 
visuals and proootional naterials. On site consultation by three PDAP 
advisors at the Miami conference regc:.rding future parti cipation in the 
Miami Conference and irrproved preparation. PDAP has providing indepth 
consulting advice to the Grenada Hotel Association. 

D:xni.nica - The Advisor sat on the steering corrrnittee for the CARIHEX 
exhibition which was held in Barbados in July 1985. In this shew, a 
nunber of regional rrenufacturers displayed their products. 

051.: L...L.LC.t0o.. - OI~-\,.v uJ.. ~O?-' (,·tUJv.t,x.t..M-1) to Uu. C-Il."< E"u C .tv CL....1 ........ ll..t .I.. ~ i 
~'-tl.. ct.U r'~ ° 
2. NUMBER AND TYPES OF FORMAL TRAINrn::; PRCX;RAMS AND NUMBER OF 

PARTICIPANTS . 

Belize - Florida Departrrent of Corrrrerce Training Program for the new BEIPU 
Board of Directors (three fran private sector, two from public sector) in 
Florida for one~. Visited State of Florida officials as well as field 
personnel involved in local investrrent prcxrotion efforts. The program was 
very highly evaluated by the participants. Set the stage for the 
institution building process that has taken place since the establishrrent 
of BEIPU. PDAP has also been involved with missions to the Far 
East/Europe and the U.S. whereby the process of investIrent prcxrotion, as 
developed by PDAP was learned first hand by the participants. 

D:xninica - PDAP. ltd 11 sponsor the participation by the General Manager of 
the IOC in an Arthur D Little Training Course. 

-i-



Antigua - Antigua has no invest:nent prorrotion unit as such. Rather, 
investJrent prarotion has been carried out by an informal group cxrrposed of 
representatives of the Mamlfacturers' Association and the Olarrber of 
Comnerce. In 1983, PDAP organized a five city investnent prorrotion tour 
in the United States, where representatives of both organizations 
participated. In May, 1985, POAP sponsored the participation of Antigua's 
New York UNIOO representative in an invest:nent proootion seminar held in 
Puerto Rico, organized by F'Ct1EN'ro. In 1985, Antigua appointed a trade and 
investJrent officer to its embassy in Washington, D.C. He works closely 
with the Washington, D.C. invest:nent prorrotion staff and has attended one 
trade show with them. 

Grenada - PDAP sponsored participation for rrerrbers of the Board of 
Directors of the IOC in our program with the Florida Depart:rrent of 
Comnerce. This course was a one \tw'eek tour of four Florida cities,along 
the sane nodel as the training conducted for Belize. 

St. vincent - PDAP provides financial assistance in the salary of the 
General Manager of DEV'CO. PDAP sponsored his participation at the May, 
1985 Investnent Prorrotion Seminar held in Puerto Rico, sponsored by 
-mtENI'O. 

3. NUMBER AND 'lYPES OF TEX::HNICAL ASSISTAN:E PWnDED TO rnoMDUAL 
<XMPANIES 

In every country PDAP has devoted considerable resources to providing 
technical assistance, on a request basis, to local catpanies. 'Ihese 
requests generally fall into the following categories: 

i) information 
ii) market contacts 
iii) production assistance 

On average, approxirrately 50-75 such requests are serviced every m:mth. 

Belize - Three corrpanies received technical assistance in the form of 
feasibility studies under PDAP I - two of these, Q.Jality Poultry Products 
and Belize Tirrber, have been funded for $1. 5 million and currently enploy 
100 people. Three garnent operations received technical assistance 
resul ting in two contracts to produce garrrents under 807. PDAP has also 
acted as a liaison between other technical assistance programs and 
individual corrpanies, rraki.ng corrpanies av.-are of other assistance which is 
available such as International Executive Service Corps, Center for 
Industrial Developrent, caribbean Project Developrent Facility, and VITA. 
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Antigua - Electronic Technology International received technical 
assistance on a n\.lrTDer' of occasions fran PmP' s electronics industry 
specialist, HI'. Bob Carlson "Jho helped them analyze their manufacturing 
costs in order to bid correctly on potential subcontracts. P~ financed 
one m:mth' s assistance by the Internationa I Executive Service Corps to a 
garment carpany, CANAM. 

Grenada - PDAP has assisted a number of corrpanies. They are: 

Ramada Renaissance Hotel - valuation, financial forecast and 
assistance with ~'westor search wch resulted in an $1 
million investrrent to rehabilitate and expand the hotel. 

Grenada Telephone Company - financial analysis for 
negotiation of contract with cable and Wireless. 

Grenada Electricity Services - valuation, sources of 
capi tal analysis, ?...5set inventory, and ongoing investor 
search. 

Grenada Bank of Cormerce - Valuation, prospectus, strategic 
plan, investor search. 

GYS Machine Shop - valuation, rec:ortJrendation for disposition 
to cabinet 

carpentry shop - di vesti tutre plan r~tion to Cabinet. 

DEXX> Industries - financial forecasts for bank application for 
factory shell financing under the IPIP Program. 

GREm'EX - financial plan for joint venture. 

St. Vincent - PDAP subcontractor, IBE:OC, provided assistance to Jacob Ash 
and ccxrpany on quotas and other customs infornation. PDAP conducted- a 
market feasibility study of the arrOWToot industry and provided a short 
term technical consultant to help the industry. 

St. Kitts - Martin Herman, a PDAP subcontractor, provided technical 
assistance to a local ganrent carpany, SUn Island, on how to bid on 
potential subcontracts. PDAP did a feasibility study for Leeward Island 
ShriJrp COrTpany. For MKK Garrrents, PDAP provided technical assistance on 
manufacturing procedut'es. C&L' s National Tax Group provided tax advice to 
several carpan.ies establishing operations in St. Kitts. 
In Nevis, PDAP recruited a consultant to assist in the organization and 
start up of a privately held bank. 
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Dominica - PDAP f~ a short term study to assess the feasibility of 
grCMing fresh herbs for export and conducted a market feasibility study of 
aloe vera. PDAP fi..na.l'red a marketing trip for Tropicrafts, a local 
handicrafts carpany, an1 provided assistance to several potential 
electronics subcontractors on quotations. 

4. NUMBER AND TYPES OF FORMAL POLICY INPUTS PROVIDED TO GOVERNHENr. 

Belize - Policy advice has been provided by PDAP on: written investIrent 
code, written criteria for evaluating concessions, lifting price controls 
on beef, creation and delegation of responsibility for investrrent 
prorrotion to the Belize Export and Investment prorrotion unit • 

.Antigua - PDAP is engaged in an on-going dialogue on the need for an 
investment prorrotion organization. 

Grenada - Continuous policy advice is provided by PDAP on fiscal 
incentives, land acquisition and other areas related to tourism and 
rranufacturing. PDAP was inst.rurrental in governrrent decision to rerrove the 
five percent tax on IPIP loans (factory building construction). 

St. Kitts - PDAP has been invoh-ed in policy diSCl:ssion on [Xlrt charges 
and on the creation of an investment proootion institution. 

Dominica - PDAP fi.~, at the request of Govert'l.lreI1t, a feasibility 
study for a free zone to be located at Melvi11e Ha11 Airport. The Advisor 
has a backgrourrl in forestry and has provided a nurrber of [Xllicy inputs on 
the development of Daninica forestry reserves. In PDAP I, the advisor 
participated ext-=-.nsively in discussions on the banana industry. 

St. Vincent - PDl.P wrote the industry section of the three year Governrrent 
Develq::m;mt Plan. 

St. Lucia - PDAP provided a consultant (fran Louis Berger) to develop and 
inpleme.nt an industrial free zone at Vieux Fort. 

5. VOLUME AND TYPES OF INFORMAL ASSISI'AN:E PIDVIDED TO INDUSTRIAL 
DEVELOPMENI' INSTI'l't1l'ICNS IN-<X>UN'I'RY 

Belize - PDAP has worked with the DFC on their lady vi11e Industrial 
Estate Program - a11 three 6,000 sf she11s are currently occupied. 
PDAP ~rks informally with the business CClI1'm.lnity to get them to think 
rrore in terms of production, processing and marketing export products, 
in contrast to trading rrentality. 
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Antigua - As stated before, there is no invest.rrent prorrotion entity in 
Antigua, but rather the function is carried out by an informal group of 
private sector in:lividuals with final responsibility resting with the 
Ministry of Econanic Oevelopnent. PDAP in effect, is the industrial 
developre."'lt institution in the CXAlJ'ltry providing investor search, investor 
servicing, develq:ment of prorrotional materials, follow up and 
inplerrentation assistance. 

PDAP has also worked closely in the operation of the Manufacturers 
Association. 

Grenada - PDAP provides assistance in d:>taining [)In Ii. Bradstreet reports 
on potential investors, as well as conducting project evaluations for the 
IOC. 

St. Kitts - As in Antigua, the POAP Advisor is, in effect the invest .. rent 
promotion institution arrl provides the services associated "''ith that role. 

St. Vincent - With the rejuvenation of DEVro, the PDAP advisor provides 
on-going advice, an:l assistance with all aspects of DEVCO. 

Dominica - The Advisor is based in the IOC offices and, as such provides 
daily, ongoing informal assistance. 

6. lEVEL OF SUPPORT FOR CN 'mE JOB .AND FORMAL TRAININ3. 

In all countries, PDAP maintains a close relationship with the CAS/Skills 
Training Program, wch provides entry level and supervisory training for 
new rranufacturing enterprises. In .Antigua, PDAP helped organize a 
managerrent training courses for supervisors in the electronics industry 
which was conducted by ,the head of the dA.s program • .:J/U!<-t. (u ... c..... e t. tit... t.c. , .... n~/ 
t.:,~r~ . le. <.o....:..C -:t"L"-L.~c...<:-L ~r' .,~~ '"t:k. L ... c.~ c l .... (> .... LC S -<.~.{ (.( ... , TIy / 
Under a subconstract with a St. Iu::ian-based apparel consultancy firm, 
PDAP has provided i.."'l plant assistance to a n1.lIT'ber of ga.rm=nt corrpan.ies in 
the participating countries, nost recently to PYRAMID Ga.rIrents in St. 
:WCia an::] to MKK Garments in St. Kitts. 

-5-
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7. lEVEL OF SUPPORT '10 MAINI'AIN SUPPORT SYSTD1 l\ND PfO.Ol'ICNAL MATERIALS. 

In adell tion to PDAP brochures arrl count.Iy fact sheets prepared and used 
chiefly by the Washington, D.C. investor search team, Mary Rarrond, a PDAP 
subcontractor provided technical advice to St. Kitts and Nevis in o=tober, 
1985 regarding production of an economic videot.ape. 

Dominica - PDAP provided funds to print their Investor I s Guide. 

St. I.u:ia - PDAP purchased a videocassette recorder and a slide projector 
for the NIX:. 

Antigua - The PDAP Advisor wrote and printed an Investor' 5 Guide in 1984. 
The Guide was upjated arrl reprinted in 1985. The advisor assisted in 
wri ting and fi lming an economic videotape and prepared a brochure for a 
local corrpany, ErI, on their qualifications as an electronics 
subcontractor. 

Grenada - PDAP designed and printed invest:.nent guides which were used at 
the C/CAA Miami Conference. 

8. NUMBER AND VALUE OF NEW PRODUCl'S EXPORTED AND NUMBER OF AND 
~ATICN OF NFl-l MARKETS PENE'lmTED 

Belize - Cucumbers (350,000 Ibs) 1985 to New York market. Boxed beef 
(two containers to Barbados and 10 containers to U.S.) in 1985 

Antigua - Electronics ($500,000 - $600,000) beginning in late 1984. 
Waterbed sheets ($45,000) 

Dominica - Aloe Vera, grapefruit segrrents 

St. Wcia - eli ve suits, plastic products 

St. Kitts - roses, electronics 

Grenada - ga..nrents to the U. S. 

In 1982, when the project st..?.rted, there were very few exports of 
manufactured goods to the United States. Most trade was regional with the 
majority of sales to Trinidad. PDAP introduced investrrents have, without 
exception, been export oriented, with the major and usually sole market 
being the United States. In Antigua, electronics are !lOW exported to 
Europe as well. 
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9. m::REASE IN VOLUME RID T'fPES OF PARTICIPATICN BY BUSINESS ASSOCIATIOOS 
RID INDMDUALS IN INVES'IMENl' 1\ND EXPORT PKH:YI'ICN ACTIVITIES. 

Belize - PDAP has involved 12 business leaders in the investrrent/export 
promotion process through local activities and direct participation in 
missions abroad, to the United States, to the Far East and to ~lI'ope. 
Several Belizean companies displayed at USDA show. 

Antigua - Several investment promotion missions have been undertaken by 
POAP on behalf of Antigua. In every case, there was significant 
participation both in the planning and execution of the missions by 
private sector business associations. In addition, POAl' sponsored 
participation by Lionel Hurst, Antigua's trade and investrrent officer in 
Washington, D.C. to the WESCCN electronics show. ETI, a local electronics 
corrpany participated in several electronics shows, courtesy of POAPu POJl.P 
also organized a promotional trip to prospective customers for ETI in 
1984. 

Grenada -Edwin deCaul used the POAP booth at the Bobbin Show in 1985, as 
did Jenny Killand, fran the Charrber of Coomerce. 

Montserrat - Kenny Cassell attended Electro in 1985 using the POAP booth 
as a base. 

St. Vincent - Jim lockhart, electronics subcontractor, used the POAP booth 
at the wescon trade show in Noverrber 1985. 
Douglas DeFrei tus used the POAl' booth at the International Food Show in 
San Francisco in 1984. 

Dominica - Murray Peddada (electronics subcontractor) used the POAP booth 
at the Wescon trade show in 1985, then visited the Washington, D.C. office 
to work with leads in the data base. 

St Kitts - John Mallalieu, St Kitts Enterprises and his US agent, use the 
POAP booth regularly at electronics trade shows. Sam Nariani, Sun Island 
Clothes used the POAl' booth at the Eobbin Show in 1985. 

PDAP assisted in organization of St Kitts investment promotion mission to 
Boston in September 1985. A joint public/private sector deligation led 
the mission. 

St IJ.lCia - Ed Faber sent electronic sarrples to be displayed at the PDAP 
boo~ at the WF::SCCN show.i) r:- '. -.- . 

, TWo garnent companies displayed their products at the Bobbin Show. 

General -- PDAl' hosted several training sessions for the UNIDO!CIPS 
representatives over the years. Several CIPS representatives attended 
trade shows with POAl" s industry experts. TWo countries, Grenada and 
Belize participated in the F'lorida Department of Cormerce training.lO. 
Increase in nurrber of trained supervisory production personnel. 

-7-
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10. IN:REASE rn NUMBER OF TRAINED SUPERVISORY PRODlX::l'IaJ PER.SCNNEL. 
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Belize - PDAP has helped various consultants and the O1arrber develop the ,1.£ l,'! 

PIO a.rrl PP for USAID Belize's program "Training for errployrrent." A large . ..2 c :: 
training program tied in directly with BEIPU as as result of POAP efforts ~l. l.t .• 

to help train supervisory arrl production personnel over the next five L· .. · .. <·:..- 0 

..:.. ';Y·· .• years. 
• { Cn~ ~ 0,' 

Antigua - POAP sponsored ~ technicians from E:l'I to train in U.S. Helped _.Loot· "0 .. .
organize a supervisory training o:>urse for electronics conpanies. As a 
result of POAP-generated investrrents there are probably an additional 15 
-20 trained supervisors on the island. 

Grenada - Invest:Jrents by Ramada, Johnson and Johnson and SmithKline will 
increase the nurrbers of trained supezvisory personnel. 

11. OEM:NSTRABLE QlA!K2ES rn ATl'ITUDES, BEHAVIOR AND POLICIES 'Ia'WID 
PRIVATE SEX:'TOR, I.O:AL AND FOREIGN. 

'!he governrrents of all PDAP countries, with the possible exception of 
Grenada are private sector oriented, with an open attitude taward foreign 
invesbrent and private sector developrrent. POAP activities have 
sensitized the governrrents to the particular needs and requirerrents of 
U.S. rranufacturers, particularly with respect to incentives, and work 
ethic. 

12. IJEl-rnSTRABLE CHAN:iES rn I.OCAL a:'MPANIES' MANAGEMENT BEHAVIOR 
AND MEASURABLE IN:REASES rn EF'FICIEN:Y AND a:J.iPETITIVENESS RESULTm:; 
~ IMProvED COSTlN3 ProDUCTICN AND INVENI'ORY a:N1'ROL SYSTEMS. 

As stated previously, before PDAP roost manufacturing exports were destined 
for the Trinidad market. Production efficiency, quality'and on tine 
delivery were not required for this narket. With the shift tawards 
exporting to the United States, corrpani.es have gradually changed their 
production methods arrl nodes of thinking. This transition has not been 
easy and many conpanies have sinply closed down, rather than rrake the 
transition. 

PDAP has worked with rnany local corrpani.es in ootaining subcontracts. The 
corrpani.es that have been successful in securing contracts, have by 
definition, had to change their attitudes and corrpetitiveness. 
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Partipation in trade ShC7WS arrl investrrent missions and the sinple 
derronstration effect of PDAP activities has served to expose many 
businesses to new ways of thinking an1 to J'lE!',ol production techniques and 
methods. 

PDAP subcontractors have provided considerable in plant assistance to many 
corrpanies to i.rrprove their production efficiency and controls. In 
addition, success in obtaining subcontracts has resulted in exposure to 
U.S. production methods as u.S. trainers have corre to the region to start 
up subcontracts. 

13. IMProvEl1ENTS rn' SUPPORT IN:; INFRASTRUCTURE, INCLUDIN:; PRIVATE SOC'roR 
FINAN:ED INDUSTRIAL ESTATES. 

Belize - Roads, electricity have all in'proved over the past fEM years. A 
new airport will be constructed. A private industrial estate is being 
constructed in the northern part of the country. 

Antigua - .Antigua was the first country to privatize industrial estates. 
through the assistance of PDAP, goverrurent took the decision to all""" and 
grant generous incentives to a private sectl)r developer. PDAP also worked 
with USAID to design a financing program for private sector estates -
IPIP. To date, two developers have accessed this financing which is 
available through the East Caribbean Central Bank. 

Grenada - PDAP has assisted in the creation of an Industrial Developrrent 
Corporation arrl the establishment of a national economic council with 
private sector rrerrbership. PDAP assisted in designing the master plan for 
the Frequente Industrial Estate, and provided technical assistance to a 
private sector developer, Edwin de Caul, who will access funds from the 
IPIP program. 

St. Lucia - Considerable assistance was provided in the creation of the 
industrial free zone at Vieu (Fort. In addition, the Advisor has worked 
closely with the governrrent in attenpting to resolve another constraint, 
that is the lack of a container port at the industrial area. 

Dominica - PDAP worked with a private developer. of irrldustrial space and 
conducted a feasibility study for a possible free zone at Melville Hall. 

14. AV£P.AGE NUMBER OF HOI' POOSPEX:."l'S MAINTAINED. 

75 to 110 at anyone time. 
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