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596-0124 REGIONAL EXPORT MANAGEMENT 1986 12/90 6,800 5,282

TRAINING PROJECT
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Msponsitie for 0 be
Action(s) Fb_qukod . Acion Compisted
1. Prepare a systematic, well-coordinated policy INCAE Aug. 1988
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for all project activities. This would involve the Cooxrdi-
elabaration of a Glabal Strategy far the next 2 1/4 nator

Years (September 1, 1988-December 31, 1990) includ-
ing specific action strategies in each component .

2. Fnsure that the INCAE project staff are fully ROCAP Sept. 1988
aware of applicable AID policies and regulations, Projec: (compltted)
particularly in respect to cost reimbursement Manager

type contracts.

3. All project costs should be approved by a INCAE on-going
clearly designated.individual at INCAE Coardinator

who will be aware of and responsible for campliance
with all ROCAP contractual regulatians.

4. Prepare a long-term strategy document which INCAE March, 1989
outlines how INCAE intends to continue the Export Coordi- '
Management Program after ROCAP funding terminates nator

and, more specifically, how it intends to continue
the University Program and the Center for Policy
Analysis and Applied Economics.
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5. Develop a plan to assess impact of the com-
petitive seminars. {

6. Devise a plan to track the impact of recent and
future MBA and MEE graduates to determine the
impact of the revised curriculums on their work.

7. Hold a mid term review of the Project and
negotiate re programming and a new line item

budget based on mutually agreed changes.

I. EXPORT MANAGEMENT TRAINING QOMPONENT
A, Case Studies:
l. INCAE is to conduct more case studies
in El1 Salvador and Honduras.

2. INCAE is to write several simplified
case studies for new enterprises that
assist in assessing entry-level issues
and problems.

3. Provide detailed Economic Analysis
worksheets with the case studies, as

appropriate.

" B. Competitive Seminars

* 1. INCAE should develop longer seminars
that include an export strategy theme
and an additional compnent of assist-
ing managers in developing a market
plan strategy and specific information
on distribution channels.
2. INCAE should devote more time to
discussing and explaining economic evalua-
tions and eoonomic decision-making.

C. Student Internships

l. Write selection criteria guidelines
and requlations for internships so that
both INCAE and interns know clearly
the agreements and responsbilities of
both parties. This should also include
clear statements of the legal responsi-
bility of INCAE for internships, money
payments in accordance with AID regula-
tions, and required reports upon return
froa internships.
2. Follow AID regulations for participant
training and make sure legal responsibilities
for the students while in the United States
are clear.

Continuation Sheet, Page No. )
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Action

INCAE
Coordi-
nator
INCAE
Coordi-
nator
ROCAP

Coordi-
nator

Coordi- .
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Coordi-
nator
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Coordi-
nhator

INCAE
Coordi-

nator

INCAE
Liaison
Officer

INCAE
Liaison
Officer

Date Action
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Dec. 1988

Sept. 1988
& Nov. 1988

on-going

on-going

on~geing

orn~going

Aug. 1988

on—going
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Scholarship Assistance

1. The INCAE scholarship policy needs to
include criteria for selection and
qualification for scholarships.

2. Scholarships should only be provided to
participants who are exporting or have the
intention to export nonetraditional goods.
3. Campetitive seminars should be pramoted
as expart oriented seminars and have pre-
selection criteria for acceptance.

I1I. UNIVERSITY ASSISTANCE COMPONENT

A,

Program for University Professors

l. Go forward with PDU III, but subsidize
80% rather than 60% cf the student costs
and revise and strengthen the teaching
camponent .

2. Drop plans for PDU IV and PDU V. (They
are not viable and the funds can be better
used elsewhere.)

3. 'Reprogram the funds from PDU IV and V
to increase the level of subsidy for PDU
III'and into short teacher training
oourses (1 or 2 weeks) at INGRE and in-

ocountry technical assistance for univer-

sities.

Scholarship Assistance

1. The remaining scholarships should be
awarded only after steps are taken to
ensure that there is a very high prolba-
bility that the recipient will return

to teach a full oourse load.

2. Funds not used for scholarshipe shculd
be reprogrammed for short courses for
university faculty held at INCAE and in-
country technical assistance.

III. CENTER FOR POLICY STUDIES AND APPLIED ECONCMICS

A.

Policy Dialogue of Public and Private Sector

1. Future focus of dialogue seminars should
be oriented towards sectoral strategies stress-
ing its relationship to export management.

Continuation Sheet, Page No. 2

Name of Officer Date Action
responsible for to be
Action Campleted

INCAE Aug. 1988
Coordi-

nator

INCAE on—going
Cocrdi-

nator

INCAE on—going
Coordi- .

nator

INCAE ' June 1988
Coordi -
nator

INCAE : June 1988
Coordi-

natar

INCAE Nov. 1988
Coordi-

nator

INCAE July 1988
Coordi-
nator

ROCAP Nov. 1988
Project
Manager/

Coordi-
nator

INCAE on-going
Coordi-
nator




c.

2. INCAE should present a budget for
these seminars and funds should be repro-
grammed in order for INCAE to adhere

to its original targets.

Applied Economics and Policy Research

1. Target research topics for specific
themes that will affect more directly the
goals and objectives of the project.
Newsletters

l. INGAE should arrange for available
staif to produce 6 newsletters per year
according to its contractual ocommitment.
2. Develop a list of policy issues

for each country for the purpose of
guiding the research agenda for

FOCAP. Ideas of high priority

research topics should be obtained by
consulting INCAE regional offices, former

policy dialogue participants, entrepre-

neurs, leaders or bankers. List of topics

should be "do-able" in 2 years.
Strengthening Econamic Program

1. Reprogram the budgeted demand
analysis and MEE support funds within
the project.

2. Provide internal controls assuring
that faculty salaries are being used
exclusively for the redesigned MBA
programs and are not being used for the

MEE program.

Continuation Sheet, Page No.
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INCAE
Coordi-~-
nator

INCAE
Coordi-
nator
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Coordi-
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nator
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Coordi-
nator
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Nov. 1988

Nov. 1988
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on-going
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H. EVALUATION A3STRACT (do not excesd the 8paco provided)

service delivery of Project activities and expendi tures are basically on target. Tle
overall quality of performance is between good and excellent. There was some evidence
that certain Project activities were rot sufficiently emphasizing non. traditional
exports, but this has already been addressed and corrected wherever possible. Also,
there was not a totally satisfactory integration of the four project canpanents to
maximize effectiveness in a systematic fashion. A summary of component findings and
conclusions are presented in the next section of the PES. The project goal is to
stimulate export led growth in the region by helping to improve export management
training and encouraging policy reform with particular reference to non=traditional
eéxports. Although it has not been possible to verify increases of none traditional

though approximately 50% of the participants were not involved directly or indirectly
with export promoticn. Also, where the political climate for nonetraditional exports
in Central America has been somewhat -erhanced by the policy dialogues conducted by the
Project, there are no specific policies or legislation that can be traced back to the
INCAE project.

v e ————

1

L EVALUATION COSTS

1. Evaluation Team

Name Affiliation Contract Number OR Contract Cost OR Source of
TOY Person Days TOY Cost (USS) Funds

Develomment Associates No. PDC-0085- $61, 258 Project
Donald A. Swanson 1-00-6098-00
Malocolm Young Work Order

No. 28 (78

Work days)

2. Mission/Otfice Professional 3. Borrower/Grantee Professional

Staff Porson-Dayp (estimate) 10 Statf Person-Days (ostirrate) 22
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ALD. EVAI UATION SUMIMARY parT

J. SULHLIZRY OF EVALUATION FIND'NGS, COLCLUSIONS AND RECOMMEINDATIONS {Try notis excaod the 3 pages provides,
Address the following Htoms; '

® Puirzse ol activityfes) eva'usted * Frincical recommendaticr-
® Purpcse of evaluaticn and MethsZslagy uted * Lessons learned
® Findings and conclusicns (relate 10 Guestions)
ROCAP . Nov. 23, 1987
Mission or Office: Date this summary prepared: .

Title and Date of Full Evaluaticn Report: INCAE  Fxport Management Training Project Mid-Term

Evaluation dated June 1988.

Purpose of Project Activities: The purpose of the Project is to strengthen INCAE's
capabilities in the areas of export management training; assistance to other schools
of business/management in the region; and intersectoral policy dialogue seminars.
There are four major contract campanents: 1) Export Management Training; 2) Support
for Central ‘Amefican Schools of Business Administration; 3) Center for Applied
Economics and Policy Studies, and 4) General Institutional Support .

Purpose of Evaluation: The objective of this evaluation was to: 1) Determine the
extent to which INCAE has camplied with the goals and purposes of the project; 2)
Ascertain the usefulness of the project within the region; and 3) Generate
recommendatians for areas of improvements and for additional or follow-up activities.

Evaluation Methodology: A two-person team devoted 87 work days of effort to assessing
service delivery campliance and the usefulness of the project. The team conducted
over 100 interviews with participants and INCAE staff in Guatemala, Costa Rica, El

Salvador, and Honduras. They alsc reviewed documents and project records both at
'INRE and ROCAP. A summary of conclusions for each project camponent is as follows:

The Export Management Training, Camponent I is providing good case studies and
excellent campetitiveness seminars. The MBA summer internship program functions
fairly well also. The major concerns in this component are 1) ROCAP scholarship funds
are being used as an erntry fee subsidy to INCAE to conduct campetitiveness seminars;
and 2) INCAE lacks a focused export oriented approach to their competitiveness
seminars and permits project-funded open admissions. :

The University Program, Camponent II has provided good university professor training
in two university training programs. Consulting assistance also is being provided to
groups of university faculty and staff with reasonable success. However, the
university professor scholarship program is not likely to have a discernable impact an
university departments.

The Center for Policy Studies and Applied Economics, Component III has made major
advances in establishing the Policy Dialogue Seminars. There are however, managerial
and administrative issues between INCAE and ROCAP that need to be worked out regarding
cost documenting, performance levels and contract compliance.




HUMMARY (continued)

The INCAE Institution Building, Component IV is functioning smoothly in that the

library acquisitions are being made, physical construction is camplete and the low
income scholarship proyram is functioning well. The only concern relating to the
camponent is that the faculiy renewal program needs to be reviewed and revised.

Evaluation Principal Overall Recommendations are:

1) Greater Project integration is required to assure that project inputs work
together toward export oriented outputs.

2) Realistic planning for the sustainability of project activities needs to be
initiated.

3) A coordinated system for tracking project impacts rieeds tc be initiated to assure
that the project is as relevant as possible and to provide a basis for making future
adjustments.

4) Re programming and budget revisions are required based upon this mid-term review

-

of the project's present status. :

! -~

Lessons Learned :
The evaluation does not provide a specific Lessons Learned Section. However lessons

are implicit in the report which could be uszful to other projects. These include:
1) In undertaking large and complex projects the matter of central leadership and
coordination is an area of serious concern which should be addressed. prior to getting
involved in this type of projects; ’

2) The need for long-term sustainability planning by counterpart institutions to take
effect after project funds terminate. .




ATTACHMENTS

MISSION COMMENTS ON FULL REPORT
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K. ATTACHMENTS (Uist attachments submitted with this Evaluation Summary; atways atlach cooy of full
evaluation report, even If one was submitted earller)

-INCAE Export Management Training Project
Mid-Term Evaluation Report

L COMMENTS BY MISSION, AID/W OFFICE AND BORROWER/GRANTEE

Considering that the Regional Export Management Training Project is a large and
complex undertaking housed within a large educational institution, the evaluators did
an excellent indepth and orderly analysis of the many project activities. The
evaluators were very responsive to ROCAP's role which set-up the "findings and
conclusion approach" which set the tone of the evaluation. Furthermore, in-addition
to assessing the four project camponents, the report includes an assessment of overall
project usefulness and its impacts in the region. Both ROCAP and INCAE are in
agreement with most of the recommendations, and follow-up has begun. Many of the
recommendations have already been carried out and action on the others has begun.
Once implemented, we have no doubt that the Project will prove to be even more
effective and relevant than iv has been already.

39017
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IMPACT EVALUATION OF THE
EXPORT MANAGEMENT TRAINING PRGJECT

S 20

John €. Ickis and Ncel Vidaurre
(January 26, 1989)

"he purpose of this document is to provide guidelines
for the evaluation of the medium—term effects and the
longer-term impact of the Non-Traditional Export Management
Project carried out by INCAE with the financial support of
ROCAF.

Framework

The framework to be used was recommended by senior
associates from Management Systems Intecnaticnal (MSI), a
Washington-based consulting firm. 1In a two—day workshop in
mid—January 1989, the framework was used to develop
indicators for evaluating the three major components of the
Export Management Project. :

The framework consists of a nine-cell matrix a=s shown
in the following figure:

Programmatic ID/External ID/Internal

Impact 1 4 7
Effects 2 S g
Results 3 6 9

The most commen indicators for evaluation are those
that measure programmatic results; e.g., the number of
training seminars held, the number of participants having
attended, etc. While these indicators are easily measurable
and cbjective, they say 'little about the value of the
seminars in achieving program nbjectives. Similarly,
quality measures such as participant satisfaction do not
necessarily imply that the seminars have resulted in any
behavioral change or any tangible improvements in the
participant’s performance of his or her job.

The matrix shown above attempts to measure the outcome
of programs on two higher levels: at the level of effects,
or what changes occur within the individual or the client
organization as & conseauence of the seminar; and at the
level of impact, or how this contributes to achieving final
project objectives. These levels are 1indicated on the
vertical axis of the matrix.

It is expected, however, that the results, effects, and
impact o«f the Export Management Proagram will cccur not only
with exporters and export companies, but that it will also



enhance the capacity of institutions that support them

through 1legislation, technical assistance, education,’

credit, etc. Moreover, in the spirit of the original
Cooperative Agreement, it will also strazngthen the capacity
of INCAE 1itself to provide various kinds of support to
export—-led national strategies of development.

The second and third columns of the matrix are for the
purpose of evaluating these "“institutional development"
results, effects, and impact; both in external instituticns
{Ministries of Foreign Trade, exporters® associations, and
the like) and in INCAE.

Criteria for Selection of Indicaters

During the workshop with MSI, indicators were selected
through a two—step process. First, the director of each
project component and his staff developed indicators using
criteria provided by the consultants. Second, small groups
were formed, each including staff from all components, to
develos common indicators at the level of effects and
impact. One group concentrated on programmatic effects and
impact (cells 1 and 2), a second group on external
institutions (cells 4 and S), and a third group on INCAE
fcelle 7 and 8).

The criteria applied to the indicators were
plausibility, measurabilitv, and efficiency. For example,
an increase in non-traditional exports at the national level
is a clear indicater that project cobjectives are being
achieved, but how plausible 1is it to attribute this
increase to INCAE training activity? The increased
profitability of export companies having participated in
INCAE seminars would be a more convincing measure of the
quality and quantity of impact, but it is not an efficient
indicator in that the data required ic virtually
inaccessible. Companies are reluctant te divulge their
profitability and their accounting systems are often urable
to discriminate between profits from domestic sales and
export sales.

In the following paragraphs, indicators for six of the
nine cells shown in the above matrix are discussed. The
three "results" cells were not considered because indicators
already exist and are periodically reported to ROCAP in the
Trimestral Reports.

Programmatic Effects

Three types of programmatic effects were identified:
(1) 1increased incentives for exporters; (2) managerial
improvements introduced within exporting companies; and (37
develuvpment of an "export mentality.”

y;



Indicators of increased incentives include: changes in
existing legislation; passage of new legislation: and
improvements in the implementaticon of legislation. The
former can be easily identified through perusal of the
public record; the second may be measured by a longitudinal
sample of exporters seeking benefits, to see whether or not
there is a reduction of time and red tape.

Managerial improvements are difficult to verify.
However ; testimonials of specific improvements by seminar
participants would constitute convincing evidence. These

testimonials will be sought through the applicaticn of
questionnaires sent to a sample of participants six months
after the seminar has taken place.

The develocpment of an ‘"export mentality" is even more
difficult toc measure. However, some interesting ideas were
expressed in the workshop. For example:

- Trips made to the United States by former seminar
participants in search of export markets

~ Market cr other studies undertaken ir arder to
develop new products for export

= Number of contacts made with importers in the U.S.
tco explore the possibility of forming joint ventures to

penetrate the North American market.

Programmatic Impact

The two principal indicators of programmatic impact
selected in the workshop are: (1) increase the value of
e:xport sales by companies whose executives have participated
in INCAE seminars; and (2) launching of new export venlires
by firms whose executives have participated in the seminars.

The distinction is important, as ROCAP scholarships
benefit beoth exporters and potential exporters. The
assumption is that the concepts and analytic techniques
developed in the seminars will both help existing exporters
to boost their sales, and alsoc help potential exporters to
enter new markets.

Export sales by firm are not nearly as difficult to
measure as profits from export activities. These figures
can generally be cross—checked with government agencies and
exporter asscciations.

Institutional Development Effects (External)

if we think of a national export strategy in systemic
term=s, included would be the suppliers, producers,
transporters, and distributors of goods and services sold in
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third markets as the operating elements of the system; and
the public policy-makers, gocvernment promotion agencies,

producer asscciations, export banks, and educational
institutions (amcng others) as the supporting elements. The
designers of the Export Management Training Freject

understocd that success of the strategy would require
changes by both_the cperating and supporting elements. Each
of the compocnents addresses distinct target groups: (I) the
exporters and potential exporters; (II) the educators and
the universities; and (III) the policy-makers.

The instituticnal development (ID) effects may be seen
principally within the supporting institutions. These
include, four example, (1) the number of new activitiee in
support of exporzs carried cut by instituticns whose members
have attended INCAE seminars; and (2) the number of assets
that remain within those institutions such as books and
articles, case collections, course designes, new curricula,
etc. Bcth indicators may be measwed *hrough questiornaires
sent to the institutions.

Institutional Develcoment Impact (External)

The ulitimate indicator of instituticnal impact is the

impraved capac:ity aof participating institutions ta
contribute to increased exports in twa ways: (1) improved
capacity for policy analysis and formulation; and (2)

improved service delivery capacity. The activities measured
under ID effects should contribute but they in themselves to
net constitute ewvidence of impact. Nor does an increase in
non-traditional exports constitute sueh svidence: in some
cases, exports may 1ncrease in spite of adverse government
policies and lack of support.

The measure that we recommend is the exporters?
perception of this improved capacity. Ouwr- experience has
demcnetrated that where exporters genuinely feel that
government incentives, policies, and asszistance have been
effective, exports have 1increased dramatically. Where
exporters complain of a poor poelicy environment and
buwreaucratic foot-dragging, exports have lagged.

Qur recsearch has shown that even in couriries where
there is an acceptance by exporters of the highly positive
rele plaved by favorable incentives, there is a rather low
opinion of services provided bv public and privatce
supporting agencies. Therefore, it is important to separate
the two indicators.

Institutional CLevelopment Effects (Internal)

The right-hand column in the matrix concentrates on the
effects and impact on the implementing institution. What



does INCAE get cut of all this? How are its capabilities
enhanced?

Accarding to  internal documents, INCAE had three major
motivations for undertaking the Export Management Promcticn
project: (1) to renovate the course material in its
residential programs, with greater emphasis on the need for
competifiveness in an increasingly interdependent worild
econcmy; (2) to increase the relevance and cutreach of our
then—-stagnant executive pragrams; and (3! to build a
conceptual base of knowledge in export palicy and
management. It was agreed that these cbjectives could serve
as indicatocrs that the Froject was having a positive effect
an our institutional capacity.

The effect on cur residential courses can be measured
by (a) the use of Froject-developed materials in post—
graduate preograms; (b) the design of new moduleg cor courses;
and, ultimately, (c) the implementation of new pragrams such
as the MEE. The fact that such programs are funded by
agencies cther than ROCAF does not detract from them as
pesitive indicators ot ID; just the cppesite, it is evidence
of institutional sustainabilitv. In addition, student
evaluations of these ccourses and programs should be
considered.

The measurement of greater relevancy and ccverage of
INCAE executive programs is more difficult because of the
absence of baseline data and changing market cecnditions
{though the dramatic loss of purchasing power resulting from
devaluatiuns has been offset by the availability of partial
scholarships from ROCAP).

It was agreed that valid measures of the generation of
new concepts should include (a) the number of bocks,
articles, and working papers published; as well as .(b)
faverable or unfavorable reviews of this published matericl.

Institutional Development Impact (Internal)

Twe indicators of impact and their respective measuring
instruments were agreed upon, as follows:

Indicator #1

"INCAE as a recognized forum for the discussion of
policies and strategies relatirg toc exports.”

Procedures for measurement

Requests for policy dialogue seminars on export-
related topics from internaticnal organizations
such as the World Bank, BID, etc.

oy
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Demand for seminars on export policy and strategy
on the macro or micro level by guvernments in the
regicn, such as the Export Strategy Seminar for
exporters recently sponsored by the Central Bank of

El Salvador.

Testimoniale by high—level cofficials who have
attended these events.

Indicatar #2

"INCAE as a recognized center of learning and knawledge
in the area of export policy and management."

Frocedures for Measurement

Invitations to INCAE faculty to attend forums,
conferences, and other events of a regional or
internaticnal nature.

Mention of INCAE in internaticonal directories and
cther publications on non-traditicnal exports.

Requests from cgovervnments and institutione to hold
symposia on specific topics related to exports,
such as incentives, free zcores, etc.

Requests to INCAE for information ano materials by

universities and other organizaticons seeking expand
their knowledge of the topic.

The next steps required for the implementaticn of the
impact evaluation system for the Export Management Training
Project are the following:

Jan. 26: Distribution of this preliminary draft to MSI
consultants, ROCAF, and INCAE facultvy 1involved in the
Froject.

Feb. 13: Meeting of ROCAP staff and INCAE faculty at

Alajuela campus to discuss modifications and refinements.

Feb. 19-27: Design of questicnnaires and other
instruments toc measure Froject effects and impact.

Mar. 1: Putting evaluation system inte effect.

Responsibility

Primary responsibility for implementation of the Impact
Evaluation System will rest with the ROCAFP Liaison Officer,



Noel Vidaurre. He will be directly supervised by John
Ickis, Dean of the Management School and Cocordinator of
INCAE Preojects with ROCAP. In addition, an Impact
Evaluation Committee composed of senicr INCAE faculty
(Profs. Siivio DeFranco, Eduarde Montiel, and Julio Sergic
Ramirez) will provide support and assistance toa the

evaluation process.



