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The Small Enterprise Assistance (SEA) Project has two mai,rl 
components. An llSME/NDF component, l1 undurtakun as the o r i g  i r ~ a  L :;FA 
Project in February, 1986, accounts for the Larger amount o f  t h u  
project funding. 'rh0 "CAIC core componont, l1 had its origin in 1 9 8  I. 
as the Private Sector Investment Assistance Prcjec:t (PSIAP) . PSIAP 
was merged into the SEA Project by amendment in 1987. 

The merged project s s w e s  three distinct ~aribbean business 
conatituoncirs: 

(1) relatively large regional businesses, most of t .~em 
headquartered in Barbados, Trinidad, and Jamaica; 

(2) medium and small firms mostly located in the OECS States 
and Barbados; and 

(3) microenterprises mostly located in the OECS States and in 
Barbados. 

The "CAIC core componentI1 which the SEA project acquired from PSIAP 
by merger in 1987 consisted of elements aimed mainly at revitali- 
zing and sustaining an organization which looked for leadership to 
the larger Caribbean regional firms. PSIAP funds defrayed some of 
CAIC1s costs of membership expansion programs, studies used for 
policy advocacy in national and regional fora, training and 
technical assistance f ~ r  selected firms, an information network 
used for sharing export and investment opportunities, assistance 
to national and sub-regional business institutions, as well as in 
building the membership of the organization itself. While E'SIAP 
served some firms that were medium-sized by Caribbean standards 
(and small by those used in the United States), the project was, 
in the pre-SEA years, primarily identified with a program of 
enlightened business leadership supported by the larger firms i n  
the More Developed Countries (MDCs). 

The original SEA Project (before the merger with PSIAP) sought to 
combine a new focus on the needs of small and medium-sized firms 
in the region with a continuation of RDO/C assistance to micro- 
businesses through National Development Foundations (:'?F1s) in the 
OECS countries and through Women in Development, Inc. (WID) in 
Barbados. RDO/Cts assistance to the NDFts previously had been 
funnelled through the Dominica Small Enterprise Development Project 
(Project Number 538-0079) and the National Development Foundation 
Assistance Project (Project Number 538-0136) . The SEA project; also 
sought to achieve closer collaboration among the various elements 
of the business communities in the OECS countries. 



In 1987, at t h ~  time the Private Sector lnveotment Assistance Pro- 
ject was merged into the SEA project, it was clear that :lDO/C1s 
initial support of CAICts revitalization efforts had been largely 
successful. CAIC had established itself as a respected and cons- 
tructive influence on the business community and on public policy 
in the Caribbean region. N~~verthelese, CAICt s handling of its 
deve1,opment function6 had bee11 quite uneven, ranging from very good 
in some cases to quite poor in others. Fundamentally, it was 
apparent that: 

1. Substantial improt aments were required in CAIC's ability 
to handle the a,dministrative requirements of AID 
financing. 

2. The organization had not resolved underlying dilemmas 
posed by the intc!rmixing of advocacy and development 
functions. 

3 .  Relationships between RDO/C and CAIC were too frequently 
strained, and too often characterized by a mutual intole- 
rance of the distinctly different management styles of 
each of the two organizations. 

4 .  CAIC lacked a realistic and clearly articulated fina~cial 
strategy for the future. 

Two years later, both CAIC and RDO/C have made very substantial 
progress in the first three of these areas. In these two years, 
CAIC also has become a leaner, better integrated, more cost- 
effective organization for the delivery of development services. 
Nevertheless, fundamental problems of financial strategy and 
organizational destinies remain. 

Project performance is examined in two ways in this evaluation. 
The first approach is to review what has been accomplished in the 
initial years of the project against targets and/or reasonable 
expectations in the areas specified in our Evaluation Sc:ope of 
Work. The second approach is to look at future challenges faced 
by the project (mainly in the areas of finance and sustainability) 
and to examine how what is being done measures up to those 
challenges. 

It now seems virtually certain that project funds will be spent at 
a much more rapid rate than originally anticipated during the 
remainder of the project period. Accordingly, RDO/C and CAIC are 



likely to face difi'icuit iwmuss well in advance of the I ~ r n s e n t l y  
scheduled PACD. The bottom line questions w j . 1 1  havw tc:, dl3 w i t h  
RDO/Cfs willingntma to put more money into the SEA P r o j a c t  - ~ n d  t.0 
continus itu support well beyond the levels and timo p43ri.odg 
currently contained in t.he prc.jec:t documents. Specif l .cal  l y ,  i n  
1991 or before, should HDO/C extend and/or expand f inancia) :tssis- 
tance to: 

1. CAIC1 s Itbaseline" core functions of policy advoc:acy, 
membership development, and local affiliate development? I 

RCUts SME program? 

3 NDFs and WID? 

4 ,  CALC' s ltdevelopment-osiented" core functj.ons of admi- 
nistration and training? 

While definitive answers to these questions are well beyond the 
scope and resources of the preserit evaluation, we have sought to 
present our findings and judgments in ways that will be of assis- 
tance to organizations which will he making hard judgments on these 
questions in the future. 

IN FXNDINQS ANC RECOMMEND,-LTION~ 

The Scope of Work for our present evaluation defines a traditional, 
largely retrospective, mid-term evaluation. It is organized under 
threa beadings: "CAIC - Generaluu, ulCAIC - SpecificIf and Itsmall and 
Medium Enterprise Assistance". 

Our findings and recommendations with respect to each of the items 
listed in the Evaluation Scope of Work are as follows: 

CAXC - QeneraJ 
1-1. In the past two years, CAIC has m.ade commendable progress 
in adjusting its structure to the requirements of development 
program delivery. It has been very responsive to recommendations 
for organizational change made by RDO/C and by consultants and 
acditors. The tension between the policy advocacy and development 
functions which existed two years ago has noticeably abated, but 
there is further room for rationalizing the organizational 
assignments 09 responsibility for these two functions. 

Most corporate members view the organization's policy advocacy 
functions as the service in which they are most interested. On 
the whole, they are quite satisfied with what CAIC is doing in this 
area. The austerity program which the Association has put into 
effect has won the approval of corporate members who had previously 
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been critical of CAIC1s epending practices. However, those oryani- 
zational members who are ssrvad by the I,ocal Affiliate Develfipmant 
Program would like CAIC to provide them with more Puncis ancl 
,services. 

1-2, Ths interviews carried out by the Evaluation Team indicated 
that CAIC has an excellent image among its members, the public I 

sector, and in the community at large. At leant 80% of the 
K 

businessmen interviewed (both members and non-members of CAIC) had 
a knowledge of some CAIC activities and had a general sense that 
it was "guarding their interests.I1 In comparison with the results 
of the survey carried out in 1986 for LDII1a 1986/87 evaluation of 
the PSIAP project, the 1989 interviews demonstrated a much higher rPL 

level of awareness of CAIC and knoa.edge of !.ts activities. 

As a broadly based business organization, cAIC is not able to serve 
all its members in the ways and to the extent that they nright indi- 
vidually wish, but it has a solid base of support for what it does 
well. The Association appears to respond to criticism from within 
its ranks and to make constructive changes. Its delivery of servi- b 
ces to small and medium sized enterprises and its assistance to 
institutions supporting microhusinesses has enhanced its reputation 
and broadened public support. 

While CAIC is still seen as being led by the larger firms in the 
region, its services to SME and microenterprise constituencies are 
recognized and appreciated. The mast strongly critical comments 
of CAIC cane from some Chambers of Commerce whose staffs saw some 
of CAIC1s activities as competition or intrusion at the national 
level. However, even those Chambers which regard CAXC as a local 
competitor acknowled.ged the importance of CAIC1s policy advocacy 
functions at regional and international levels, if not at the 
national level. 

1-3. CAIC has made very great strides in improving its internal 
management systems, particularly its financial controls and finan- 
cial reporting. It has reduced its staff and made cost-savings on 
rent and other items. It is now a leaner and more cost-effective 
institution. It has made some progress toward financial self- 
sufficiency, but it remains to be seen whether the current member- 
ship drive can produce sufficient revenues to achieve the small 
surplus projected in CAIC1s budget for the current year. A compu- 
terized SEA project monitoring system has been put in place, but 
the data base was not up to date at the time the Evaluation Team 
carried out its field studies. The time lag appears to be attribu- 
table to (1) staff overload; (2) a requirement for more editing and 
revision of data received from the field than would normally be 
expected; and (3) more involvement of senior professional personnel 
in the editing and revision process than would normally be expec- 
ted. These problems should be addressed as additional staff 
resources and capabilities become available. 



1-4. CAIC's Regional Coordinating Unit (RCU) has reached its SME 
constituency hy utilizing the skills of its own staff, by using 
delivery organizations such as the International Executive Service 
corps, and by working through National Delivery Institutions ( I V D I S )  
located in each country. The original project design properly 
premised that most of the SEA Project's services to SMEs wou1.d be 
delivered through national institutions. However, such delivery 
was not possible in most territories until unrealistic conditions 
precedent requiring the establishment of National Coordinating 
committees were removed in 1988. Since these restrictions were 
removed, NDIs have been selected in each country and service 
delivery has been speeded up. Judging from its early performance, 
the NDI structure is an appropriate and effective choice as the 
main channel f-r service delivery. However, staff capabilities at 
both the RCU level and in the NDIs should be enhanced us the volume 
of activity expands. Further delegatior, of authority to the 
national level also will be required. 

11-1. CAICts present committee structure reflects the substantial 
influence of the ~ission at a time when institutional development 
objectives dominated RDO/Cgs thinking about its private sector 
strategy in the region. That influence resulted in the creation 
of one very useful and effective new committee, the SEA Policy 
Committee, but it also produced more new committees than CAIC could 
effectively staff and support. However generous their intentions, 
Caribbean businessmen have limited time to spend on business 
association affairs, and usually prefer to spend their time on 
committees that have tangible influence, resources, and staff 
support. The policy committees for the Caribbean and for the OECS 
turned out not to have these attributes, and were essentially 
still-born. Current de factq arrangements for policy consideration 
by CAIC Board Committees appear satisfactory. 

11-2. CAIC should now review its committee structure with a view 
to eliminating moribund committees and formally transferring their 
key functions to the more active committees with appropriate regio- 
nal perspectives. It should consider eliminating the Caribbean- 
Wide Development Committee (any important functions can be formally 
transferred to the Executive Committee) and the OECS Development 
Sub-committee (any important functions can be formally transferred r 

to the CAIC/SEAP Policy Committee.) 

11-3. CAIC is viewed by tho public sector and the public at large 
in the Caribbean as a knowledgeable and responsible advocate of 
private sector viewpoints. Each one of the public, officials 
interviewed by the Evaluation Team articulated positive views of 
CAIC1s presence and image. CAXC has had continuing access to the I 

public sector in the highest levels of Government and in regional 
institutions. CAIC's activities generally have had favorable 



coverage in the media, although the organization's own communi- 
cations program has been a subject of some considerable internal 
criticism. A recent assessment carried out on behalf of CAIC 
iderltifiad significant improvements which could be made in the 
cost-effectiveness of its own communications activities. CAIC has 
responded affirmatively to this assessment and is making needed 
changes. ' 

11-4. Businessmen in the Eastern Caribbean regard CAIC as impoc- 
tant to them because it often has freer access to governments than 
other private sector organizations, and because it is the only 
channel through which the private sactor in the region can be 
effectively represented in regional and extra-regional trade 
negotiations. CAIC is often seen by busil sssmen as a supplement 
to -- and occasionally as a substitute fo.' or alteri~ative to -- 
involvement with their national level business organizations. In 
Grenada, a committee of businessmen (both CAIC members and non- 
members) reported to evaluators that CAIC had assisted them 
immeasurably in both policy analysis and policy advocacy during 
times of political turbulence. They were of the view that CAIC was 
in a unique position to assist the Government in resolving problems 
posed by a current split in leadership. In ~rinidad, the view was 
expressed that a national umbrella organization for business asso- 
ciations was not required in that country because CAIC was able to 
perform any needed integrating functions which could not be worked 
out .I.ocally from a distance. In at least one case, a business 
person who had became alienated from his local business association 
saw CAIC membership as an alternative fonn of participation in 
business community activities. 

The SEA project has helped to soften the impression that CAIC1s 
primary interest is in the region's large firms. The SEA project I s  
practical assistance in improving SME business performance received 
high praise, along with CAIC's assistance in obtaining desired 
policy changes. 

11-5. CAIC1s internal management has been vastly improved as a 
result of the appointment of a Deputy Executive Director and a 
Financial Controller, and movement toward the objective of 
separating 1tbaseline18 (traditional business association) functions 
from development functions. Financial reporting, budgeting, and 
cost control systems are now in place. In view of the likelihood 
that resources will be reduced for some elements of its program 
(particularly NDF/WID funding and LADP), CAIC should review its 
monitoring systems with a view to regularly obtaining the best 
possible information pertinent to actual and prospective impacts 
of funding reductions on recipient institutions. CAIC should 
monitor arrearages and bad loan rates for NDF/WID loans specifical- 
ly financed by A. I.D. funds as a matter of go practice. The 
talents of the personnel of the Finance Departme "3g t in systems and 
financial analysis could be utilized to contribute to improvements 



in the monitoring system to better measure changes in financial 
conditions and strategies of its implementing instif:utions. 

11-6. CAIC has followed three basic strategies to improve its 
viability: cutting costs, increasing revenues from membership dues, 
and increasing income from services. Although it has made progress 
in each of these areas, it i:i not yet certain whether the measures 
taken thus far will close the gap. CAIC may be able to effect 
further savings -- or derive further income -- from the premises 
which it rents. It is conceivable that CAIC1s new Jamaican 
President can help to expand the Associationls nembership in that 
country. Apart from deriving more income from dues and the 
services which it presently renders, any substantial new money- 
making venture underta :en b!( CAIC is 1.ikely to present downside 
casts and risks as well as upside benefits and opportunities. 

One area worth consideration is that of providing services in the 
area of computers and computerization. There is a substantial 
market for the services of organizations and individuals who are 
skilled in providing computer services. CAIC has a potential 
threshold position deriving from (1) its successful computerization 
of its own finance functions; (2) computer networking activities 
envisioned as part of its export promotion project; (3) its 
involvement in computer iamil iarization training; and (4) its 
project monitoring system. With firm and imaginative leadership, 
CAIC might turn a threshold position into a money-earning asset. 

small and Medium Enter~rise-~ssistance 

111-1. RCU1s overhead costs may be defined as the sum of four line 
items in the original project budget: (1) Regional Coordinator 
operating costs; (2) National coordinator operating costs; (3) 
management support to the R.egiona1 Coordinator; and (4) project 
monitoring, audit, and evaluistion. The relationship of these costs 
to program costs (monies moved to NDFs/WID and spent on SME inter- 
ventions) defines a simple pro ject overhead rate. The overhead/pro- 
gram cost relationships contained in the financial plan of the 1986 
Project paper compare with a.ctual results as follows: 

Original Financial Plan 36.08% 40.75% 54.94% 
Actual Expenditures 17.99% 21.94% 26.42% 

Among the factors responsj.ble for the much lower-than-expected 
overhead rates were (1) rela-tively tight cost control; (2) lower- 
than-pro j ected staff costs ; (3 ) expanded funding for the NDF/WID 
program; ( 4 )  delays in the start-up of the SME program; and (5) 
elimination of some costs of national administration when the 
National coordinating Committee (NCC) idea was dropped from the 
program. The budget contained in the original project design 
apparently envisioned that RCU would expend substantial resources 
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on sustainability issues and w o ~  !I achieve cloaure on such issues. 
While RCU certainly has been act:. .,*s in this area, it ].nay well have 
committed fewer resources and rladte less progress than the p r o j c c t  
designers had projected. 

During the first three years of the project, RCU effectiveness was 
adversely affected by the conditions prese?.ant requiring the 
formation of NCCs prior to undertaking natio~ial-level operations. 
Performance also was affected by the multiple responsibilities of 
the Regional Coordinator who doubled as CAIC1s Deputy Executive 
Director for nine months. As the requirements of the SME program 
have mounted, it seems clear that RCU is understaffed. RCU should 
bring on board the second project officer envisioned for the unit 
in the project design. RCU s operating procedures are satiiqf ac- 
tory, but the personnel of the unit would benefit frcm traininy in 
project management. 

The project has had a favorable impact on local and regional 
supporting services for SMEs. That favorable impact is likely to 
increase as the SME program gathers momentum. In the past, SME's 
have lacked networks t.hat are friendly to them and supportive of 
them. Because of the absence of prior assistance, the changes 
wrought by the project are highly visible and well-appreciated by 
recipients. The creation and use of a list of approved consul- 
tants, most of them local, who have been able to provide quality 
services to SME firms is in itself a significant step forward -- 
as is the designation and activation of NDI1s. 

The growing list of SEAD interventions carried out by regional 
professionals in combination with favorable reports by recipients 
suggests an expanded capacity to apply their skills to this target 
group. The Evaluation Team found evidence of positive results 
following interventions and the generation of financial returns 
that could be used for direct purchases of local supporting 
services in the future. However, it should clearly understood 
that what SEAP has established is a fledalinq service network. 
If RDO/C assistance were to cease in the near future, it is 
doubtful that the favorable impact on local and regional supporting 
services would be long sustained. 

The Evaluation Team's field visits also showed that there have been 
beneficial social and psychological gains as well as favorable 
economic impacts in terms of exports and employment opportunities 
from the SME component of SEAP. With a few exceptions, the 
interventions were directed to firms who would otherwise have had 
great difficulty paying for the technical assistance on their own. 
However, a number of them -- as a direct consequence of the initial 
help -- probably could afford to pay for such assistance now. 
Businesses assisted by SEA expanded sales, exports and employment. 
For example, in St. ~ucia, a firm whose operations had been a net 
consumer of foreign exchange (assembling imported electronic 

viii 



components into kits sold in the domestic market) was transformed 
into a much more profitable export operation with SEAP funded 
training in circuit board assembly. The circuit board business 
employs almost five times as many people as the original kit 
assembly operation, and all of the companyts products are now 
exported. 

In Dominica, the Leather Goods Cooperative received SEAP technical 
assistance as well as a working capital loan from the Dominica 
Working Capital Fund. This cooperative has managed ta expand it 
markets both in and out of Dominica while keeping many craftsmen 
employed who otherwise might have lost income. 

In Grenada, SEAP trained two e.-pl.oyees of a battled gas plant. The 
rasul.ting increase in gas quality brought in new customers and 
expanded sales. 

In St. Kitts, SEA training helped a bookstore owner modernize her 
physical layout and create more eye-catching displays. Sales 
increased. 

In St. Vincent, SEA assistance helped a pasta manufacturer find 
export markets in Dominica. 

SEA also has been active in helping business firms in the printing, 
furniture, apparel, and agribusinesses on several islands. 

For the most part, the SEAP assistance has been directed to firms 
and business-people who have been considered as outsiders by the 
Caribbean business elite. As these businesses have expanded and 
become more profitable, SEAP has helped to change the attitudes of 
small businessmen towards their own destinies. In the process, 
their attitudes toward CAIC and their local business associations 
has changed. The availability of good business advice has 
ameliorated the sense that class and ethnic distinctions serve as 
serious barriers to business success in the Eastern Caribbean. 
Because putting a structure of support services for SMEs in place 
has improved recipients performance and it has energized entrepren- 
eurial motivation, it: has started to create its own.market. 

111-2. Most recipients of technical assistance and training 
expressed satisfaction with the quality and outcomes of the 
assistance provided to them. Most also said that they would not 
normally have been in a position to avail themselves of such 
assistance in the absence of the SEA program. Probably the most 
beneficial interventions have been the in-plant consultancies and 
training workshops which have provided Ithands ontt training and 
advice to company staff in the application of simple technologies. 
Strategic business planning assistance has focused on helping 
entrepreneurs to think about the future of the enterprises and to 
prepare business plans. Assistance in product-line pricing 
strategies, an area in which Caribbean manufacturers have been 



notably deficient in t h e  p n a t ,  i s  one to which SEAP should devote 
attention in tha future. 

111-3. CAIC'S Selectilon of National Delivery Institutions has been 
based on criteria which combi.ne considerations of organizational 
competence and repressntat,iveness among types of Caribbean business 
institutions. The group is made up of four Chambers of Commerce 
and Industry (Dominica, Grenada, St. Kitts and St. Vincent), one 
Manufacturers Association (St. Lucia) two NDFs (Antigua and Mont- 
serrat, the latter ie also a credit union) and the RCU itself 
(Barbados). The sels!ctions seem appropriate and appear to have 
been well accepted. lJDI staffs all will need assistance and/or 
training as the SME program gathers momentum. 

111-4. The pace of delivery of SME assistance has speeded up since 
the National Delivery Institutions started their activities in 
1388. It is quite apparent, however, that (1) the SEA program 
functions are taking more of the time of NDI personnel than origi- 
nally envisioned and (2) NDI personnel require training in carrying 
out their new functiol~s. The NDI1s appear to operate most effec- 
tively where, as in Grenada, they have an active outreach program 
or where, as in St. Lucia the NDI is closely identified with an SME 
constituency. The oriy i.nal SEA Project design budgeted substan- 
tially more funds for national level operations than has been spent 
to date, mainly for the now-defunct National Coordinating Commit- 
tees. As the pace of delivery of services to SMEs accelerates, it 
is important that the NDIs acquire or be provided with access to 
the substantive skills and knowledge needed to carry out diagnos- 
tic, intervention packaging, and monitoring tasks. 

111-5. The Dominica Working Capital Fund is an innovative program 
which was undertaken in September 1988 to provide working capital 
loans to firms unable to secure such financing from commercial 
banks. The program was undertaken at a time when local banks were 
highly liquid and thus more lenient than is normally the case. 
Thus the pilot program in Dominica has moved more slowly than 
anticipated. Only three loans has been made at the time the 
Evaluation Team conducted its field study. 

One expectation of the fund designers was that the loans would have 
lower overhead costs per dollar than do NDF loans because less 
technical assistance would be required. On the basis of the 
limited evidence presently available, it is conceivable that the 
loans actually made will not result in higher net margins than 
those of conventional NDF loans. However, it is also possible that 
the program will turn out to have characteristics that would 
justify its replication elsewhere in the OECS. 

The administration of the DWCF by the National Development 
Foundation of Dominica already demonstrates a high degree of 
professionalism despite the short length of time the fund has been 



in operation. The apparent1.y high overhead costs per dollar 
probably can be reduced over time tt:rough measures whic:h include: 

-- focusing lending on graduated NDFD clients with 
established track racordu; and 

-- charging interest premiums to clients with :Less 
impressive track records to take account of risk as 
a commercial bank would. The NDFD a.l:raady has 
detailed credit histories for its mic:robusiness 
graduates. 

The program appears to be quite useful and its c1ie:nts highly 
enth~lsiastic. It has helped exporters and productive investors, 
and t.~at is quite desirable from a macroeconomic point of view. 
The National Development Foundation of Dominica is quite capable 
of running the program at its existing or at an expanded level. 

Two of the three loans had the anticipated pay-back period of six 
months. One, which had actually been arranged before the program 
took effect and was then I1grandfatheredttf had a longer term, 
Ultimately, it may be desirable to move to wline-of-creditu or 
"overdraftm facilities, but the costs of such services would have 
to be carefully considered before any such changes are made. Until 
a clear case to the contrary is made, the six months pay back 
period should be retained. 

Since the Dominica Working Capital Fund has been in operation for 
only a short time and the Scope of Work for this evaluation does 
not include the question of whether the program should be extended 
to other countries, we did not examine DWCFfs experience th.us far 
with the objective of recommending whether or not the program 
should be replicated elsewhere at this time. We believe that the 
originally scheduled mid-term review should be carried out to 
establish the basis for any decisions required in the near future. 
A description and analysis of the specific plan for expansion unde 
consideration should be part of the basis of an informed decision. 

111-6. RCU has supported four marketing research and training 
programs attended by 17 entrepreneurs engaged in agri-processing, 
crafts, furniture, footwear, printing and other fields. The program 
consists of two days of theory and two days of practical applica- 
tion. These programs have been successful to the extent that some 
participants complained that they received more leads and opportu- 
nities for orders than they could possibly handle. The approach 
taken deserves replication. However, it is particularly important 
that the NDIs develop sufficient diagnostic capabilities such that 
they do not select SMEs for training and technical assistance in 
markets that they are not ready to enter. It is also important 
that technical assistance be packaged in a fashion that provides 
recipients with follow-on assistance in production, quality 



control, or other arena important to exploiting marketing oppor- 
tunities. 

111-7. Although Women-in-development objec:tives and targets wera 
not included in the project design, a review of achievements in 
this area nevertheless was incorporated in the Scope of Work for 
the present evaluation. CAIC data show that: woman-owned businosses 
represented about 43% of a combined tota,l of 593 training and 
technical assistance interventions. Participation rates by women 
in particilar types of activities varied widoly. Women represented 
100% of the recipients of assistance in the field of interior 
decorating and 50% of trade show attendees. In the areas of the 
technical assistance in marketing, production, quality control and 
operation of equipment--women represented over 35% of the par- 
ticipants. In management (35% participation) and maintenance of 
equipment (30%) man received the predominant amount of the 
technical assistance. 

Virtually all of CAICts affiliate and corporate members are 
controlled and managed by men. However, women make up 66.67% of 
the NDF/WID staff, 71.43% of the NDI staff, and 57.14% of the RCU 
staff of CAIC as reported by CAIC. 

Available data on NDF loan recipients show that women recipients 
ranged from a high of 96% of the loans extended by W.I.D. Limited 
(Barbados) to a low of 16% loans made to women in Montserrat. 
For the eight NDFs (excluding W.I.D. Limited), 35% of the loans 
went to women. Apart from WID, all other NDFslloans to women were 
under 50% of total 'loans disbursed, The average principal amount 
of loans to men was higher than for women for most countries and 
most years. W.I.D. Limited has made an effort in recent years to 
include men in its lending portfolio. 

The Evaluation Team did not find evidence of discrimination in loan 
processing. Decisions on loan applications appear to have been made 
on their merits. 

RECOMMENDATION8 WITH RESPECT TO THE PROJECT'S FUTURE 

Our assessment of the SEA Project and of CAIC is quite favorable. 
Nevertheless the future is bearing down on the SEA Project with 
considerabl~o velocity and threatening to bring serious problems in 
its wake. These problems center on (1) a potential SEA Project 
budget overrun of considerable size; (2) sustainability issues 
affecting each of the CAIC functions presently being funded by AID; 
and (3) RDO/C's long-term relationship with CAIC as an implementa- 
tion organization. We believe that these issues deserve attention 
soon. Accordingly, at the risk sf going well beyond our mandate 
and the subject matter we have analyzed, we offer the following 
opinions. 

xii 



1. RDO/C ehould add pruffici~nt funds to the project bllciclet to 
enable the SME program to reach its original t a r y ~ t n  by it:: 
PACD. If the performance of the SME program cant-inues to he 
satisfactory, RDO/T should consider extending the program w~ L 1 
beyond its current PACD. 

Total spending on the SEA Project has lagged well behind t.ha 
original financial plan, but we believe that the undarlying 
dynamics of the SEA Project are rapidly pushing it toward a 
prospective overrun on the order of $1.8 million. The project 
already has exceeded its targets for micro-enterprises but it is 
unlikely to come close to the targets established for Small and 
Mecllium Enterprises (SMEs) before current project funds are 
sxh.austed. 

SME interventions have been generally quite succesvEu1 in harness- 
ing the energies and increasing the competence of an aggressive 
and adaptable rising class of business entrepreneurs. SEA has 
dem.onstrated that it can help these entrepreneurs create job, 
expand exports, and increase productivity. Pr~spects that the 
region can finally overcome its chronic dependence on outside 
assistance may well hinge on the performance of the SME target 
group which the SEA Project has been able to galvanize. It is 
recommended that USAID add funds to the project so that at the very 
least the original SME targets can be achieved. At the present 
pace the project will run out of resources before PACD and before 
the SME targets are achieved. F1r:lding beyond the originally 
targeted SMEs should also be conlsidered if these interventions 
continue to be successful. 

2 .  RDO/C and CAIC should consider recovering a larger proportion 
of the costs of assistance from SMEs by means of loan 
financing. 

At present, 75% of SEAP technical assistance is being underwritten 
in the form of grants. Many of the SMEs can afford all, or a 
larger portion of, the full cost of assistance but do have short 
term cash flow problems. The SEAP contribution for these SMEs 
should be in the form of loans. To avoid additional paperwork at 
the RCU or in non-financial NDIs, the loans might be administered 
through a special window in the development foundations, similar 
to that used by the ~ominica Working Capital Fund. 

3 .  CAIC and R W / C  should reach agreement on strategies for moving 
toward sustainability of each of the seven functions which 
RDO/C is presently supporting through the SEA Project. 

Prclject Paper Amendment No. 1 (1987) took a significant step 
forward by addressing issues of sustainabilty and self-sufficiency 
cor~cerning CAIC Itcore functionsI1 in a direct and comprehensive way. 
But the financial analysis which it contained had three limita- 
t ions. First, it did not clearly distinguish among the three 
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types of functionm with .Ln the "core func t :  iontt basket : bus i ness 
asso~iation wbaeollnelt tunc:t.i~,ns:, cluvuL.*~~>rnunt: func~tIons, , I ~ C I  

support of sdmini~tr~rttve poa at ions  needed f o r  compl Lance w i t t ~  A r t )  
requirements. Second, it r~:;r;lr~t~t;cl a crrt-o t f of AID funcla i n 1 ~ , I O  1 
which in fact may not be i r i  txc.:l:ord with HDO/Cts beet i n t a r ca s t  ! J .  

Third, it trsatad tha sustn i nt1b i i I t .y  issue s s  though it were a ba 1 I 
in the court of CAI.CI rather t i ~ o n  a form of ''cooperation game1! 
requiring a common stratocjy f o r  the most effective e o l u t i o n .  
~ecognizing that RDO/C may not b('! able 5.0 maXe binding commitments 
for the future, they neverthe1e:as sho~~ld devel.op a consensus on 
realistic strategies f o r  dealing with RDO/C support for each of the 
following: 

a. Membershi.p Dt:!valopment 
b. Local A f f i l i d t e  Development 
c. Policy Advocacy 
d. Training 
e. NDF/WID Program 
f. SME Program 
g. Administration 

Our recommendations with respect to the SME program are set forth 
above. We set forth below some s1.1ggested approaches to issues of 
budgeting and sustainability as they affect other functions and 
CAICVs role as an implementing srganization. Conceivably these 
suggestions could be used as an agenda for discussions between 
RDO/C and CAIC on strategies for the future. 

4. We regard membership development as a candidate for early 
graduation from AID funding, We suggest that any new RDO/C 
funding should be in the fcrm of "challenge grants1' which 
compensate CAIC only to the extent that it raises more 
membership funds on a cash bi!~sis than it has in prior years. 

In 1980, CAIC1s revitalization manifesto "Creating the Futurett 
described an organization which wc~uld: Itin a period of four years 
eliminate the need for grants .. and permit the Association to be 
adequately financed on a self-sustaining budget." While it may 
not be in the interest of either CAIC or RDO/C for CAIC to elimi- 
nate grant funding of development: functions in the near future, 
both organizations can benefit from a policy which mandates that 
CAIC must cover the costs of its baseline functions from dues. If 
RDO/C wishes to give further assisitance in the area of membership 
development, we suggest that it take the form of a grant which 
matches b r e a s a  in amounts of dues collected over the previous 
year up to an established maximum. That approach requires improved 
CAIC fund raising performance, and still pennits RDO/C to designate 
the purposes for which the funds it provides are to be used. If 
CAXC can not meet its current baseline costs on a regular basis, 
its "marketu will have spoken, and it should cut them back. 



5 ,  We nleo raqartl. ] ~ Q G ~ L  sffkliate 4svelspment ;r@ a ( - a n d i l l a t 0  
for e a r l y  gsatluatian from A I t )  furlding, I f  Hl>OjC w i n l ~ ~ c :  ! I 

provtdm eddLtiona1, fund inc l ,  It. I i kewi ?a shoi l l c l  tank@ the f o r m  
of qtchaL lenqe grants. It 

The L,ocal A c f  li.ilte Daveloprnont Proyram h a s  shown a mixed p e l ) f o r -  
m%iniu over the years. As Q s u a s i d y  program f o r  national hl ls iness 
as~sec!ationaa, 1,Al)V does not: provicle effec:t ive iricent.ivea for E ; ~ I  f- 
sufticiancy. There does no t  appear to be a long-term p l a n  for 
shifting the costs of LADP from AID funding to the CAIC mc~mberghip 
at large. 

Roughly one fifth of the funds devoted to LADP have been expended 
on activities within the "human resource development" category. 
A case for continuing 2uch activities can be made on grcunde other 
than local affiliate development alone. A case also can be made 
for the continued development of those CAIC affiliates which serve 
as NDIs for the SEA program. However, given the socio-economic 
characteristics of most affiliate members, we find no persuasive 
rationale for continuing the remainder of this program beyond PACD. 

The program binds local affiliatqs to CAIC to some degree, but it 
also leads to some ill-will concerning the sizes of local affi- 
liates' subsidies and the extent of CAIC services provided. ItChal- 
lenge grantsH conditioned on increases in the levels of support 
which affiliate members provide to their own organizations, could 
be used to bring this program to a conclusion on a positive note. 
However, given multiple demands on limited RDO/C resources, we 
basically agree with the position taken in the Project Paper Amend- 
ment: CAICts Affiliates should become self-sustaining by PACD. 
LADP should be subjected to the test of its marketplace. 

6. icy advocacv is a business association baseline function 
requiring expertise which RDO/C may wish to utilize from time 
to tine. We suggest that RDO/C graduate this function from 
long-term funding at PACD, or fund it through "challenge 
grantstt. The costs of time spent by the Executive Director 
on AID-mandated development or policy reform activities, 
including full overheads, should be compensated on a case-by- 
case basis. 

There is considerable overlap between CAICts objectives and U.S. 
objectives as a business association in the region, and it can be 
argued that assistance to CAICts policy advocacy activities is more 
cost-effective than other RDO/C approaches to policy reform in the 
region. But it should be recognized that the involvement of the 
Executive Director (CAICts chief advocate) in development CAICts 
development activities can serve AID'S interests. Clearly the Exe- 
cutive Director's skills can be critical in the effort to attract 
funds from other development agencies to sustain functions which 
were started with AID funding. From the viewpoint of attaining 
self-sufficiency in baseline functions, however, it would he best 



for CAIC to raly an i t o  members to underwrite ths I!ull (:r)fit-s r,r 
policy advocacy actj,vl.t lesl undartakan on their h a h e l l  f , ; ~ r l c I  f o r .  
IXDQ/C to pay f u l l  coat for what it war~tre and nestls wher? t h e  ~ x c 3 , -  
cutive Dlractor's high-impact service0 ars rcsyu i r e d .  

7. wb is an area i r ~  which the CAIC sta:'R has show11 
considerable competence and in which RDO/C tias! import:ant: 
interests. CAIC project ions show rising revenJea and close 
to break-even pgrformanccr in tha reaaonably n @ a l  fukura, 
~chieving viability within the CATC matrix ar as a separate 
CAIC subsidiary will involve some significant changes on the 
part of the unit. Making those changes will require help from 
RDO/C. 

The Training Department has shown growing if modast revenues. 
Nevertheless, its services require subsidy in almost every case, 
despite the fact that it serves soma commercial clients. CAIG1s 
training unit is heavily oriented toward development assignments 
and is fundamentally dependent on development mone,y. Under the 
right conditions, we believe that the region could support a ser- 
vice entity in the training field, The most fundamental require- 
ment is that development agencies, RIX)/C 2,mung them, be prepared 
to pay full overheads, including the costs of seeking new business 
elsewhere. A s  long as development agencies periodically subsidize 
the costs of training supplied to most Caribbean businesses, it 
will be very difficult to convince these businessmen to pay full 
costs. As long as development agancies prefer griant funding of 
organizational units to paying overheads for services rendered, 
sustainability ,-.part from them will be very hard to achieve. 
lioweuer, an independent training unit co7clld be created and sus- 
tained with the understanding and support of the donor community. 
Ideally, a study oC training requirements throughout the region and 
agreement on a strategy for meeting these requirements through a 
variety of services suppliers shoulc? be a predicate to such a plan. 

8 .  It is virtually certain the NDF/WIQ Program cannot become 
financially self-sufficient in its present f ~ r m  although it 
could sustain itself with the assistance of a number of 
donors. If the N D F s  are not to become heavily and chronically 
dependent on RDO/C, a realistic strategy for declining funding 
is required. RDO/C should consider shifting its funding of 
NDF/WID loans from a grant to a concessionnl loan basis. 

As long as NDFs/WfD are structured t o  provide loans and technical 
assistance to microenterprise clients whose financial requirements 
are otherwise unbankable, they are unlikely to he abls to cover 
their administrative costs from their own revenues, The reasons are 
(1) the bankability criterion means that their best clients even- 
tually became clients of the cammercia.l banks, and (2) the high 
cost of loan officer techL:ical assistance needed 1:o make sure that 
the microbusinesses do not fail. Default and d.elinq[uency rates 



rise without thLs  type of int ,csrvent ion. U 9 A l D  and other clonors w j  1. l 
need to c a n t i n u e  to support at l east .  the TA component of the devo-  
lopment foundationm expenses f o r  the Poranesnble future. 

Xt i.s conxivable that t h e  r IVc l  i Lab Ll i ty aP IIDO/C grant: Puncli n r j  &or 
Laans has encouraged same N D F e  to expand loan volume and low+%r Lo,lt~ 
quality. If AID were to convert its loan fundlny to a concasslonal 
loan basis at rates slightly above the concossional rates of other 
development l,enders, a d~sirabie diversification of funding could 
occur a:ong with additional incentives for maintenance of the 
quality of the loan portfolio. 

RDO/Cts total funding of N D F s / W I D  doubled between 1986 and 1987, 
and rose slightly from 1987 "o 1988. The NDF/WIB program is a 
meritorious one which is we1.-regarded in most of the Easte:n 
Caribbean countries in which it operates. Sooner or later, the 
Mission will have to make a decision about whether it actually 
wishes to reduce the resources it supplios to one of its most 
popular and successfu,l projects. If HDO/C is serious about reducing 
the dependence of 'the microenterprise organizations on its funding, 
the Mission lshoulcl develop, discuss and apply a fair and realistic 
strategy for achieving this result. Given recent history, it is 
hard to conceive that AID would not continue some NDF/WID funding 
beyond 1990. A reasonable approach beyond 1990 would be to limit 
such funding to support of administrative costs. 

9. RDO/Cfs support of improved CAIC administration and orcraniza- 
tion functio:~ principally serves RDO/Cgs interests in effec- 
tive compliance with AID regulations and requirements. Exten- 
sive administrative capacities are not required by other 
donors and would not be sustained by CAICgs membership in the 
absence of support from development funding. RDO/C should 
plan to sustain a suitable level of administrative support at 
CAIC as long as RDO/C implements large development programs 
through the Association. Both organizations would benefit if 
each were to take a long view of its relationship with the 
other. 

The progress of CAIC in improving its handling of AID regulations 
and requirements has been outstanding, as has the adjustment of 
the CAIC organization to its dual baseline and development func- 
tions. The long term interests of both organizations can best be 
served by building on the progress that has been made thus far. 

CASC has achieved the position of a respected toice ir, the region. 
It's present goal is to consolidate that position. It's role as 
an executing agency for various USAID and other development pro- 
grams supports its objectives. In its execution of the SEA pro- 
ject, CAIC has shown a blend of flsxibility and practicality which 
wou1.d be useful in the execution of other projects. While care 
shou.ld be taken not to overload the organization or divert it from 



it's fundamental rala a. the spokeeman For t h ~  regional privatc4 
aoctor, wa balieve that the Aaaocintlon can nnd ahould a v o l v e  i n  
a way that pamite  it to take on more development projacto. Thn 
main :- are: 

(i) A ~tructure which, insofar as practical, separates 
responsibility for tha exmcut ion af projects Purrdad 
by devcalopmsrnt agerrcieo from responsibil ity for 
CAIC's baseline functions as a businese association. 

(ii) Fully allocated overhead costs to any new projects 
to allow the organization to tool up for the addi- 
tional projects. 

(iii) A staff that is fully trained especially in the area 
of proj act management. 

In \our view, these three desirable elements are we2.1 within CAIC's 
prs,sent reach. 



This evaluation report consists of seven chapters. The present 
chapter (Chapter I) first describes the SEA project and the scope 
and met.hodolocjty of this evaluation. It then provides a brief 
history of CAIC and the SEA Project ir the context of the sagionfs 
history. 

Chapter I1 discusses the financial performance of CAIC. This 
Chapter analyzes SEA Project budgets and performance and provides 
an overview and analysis of CA,IC1s financial performance examining 
self-sustainabi1i.t~ scenarios and issues, The Chapter also reviews 
the cost-effectiveness of the SEA Project service delivery element. 
Finally, it provides a summary assessment which raises fundamental 
questions which could lead to a long-term financial Strategy for 
RDO/C and CAIC. 

Chapter I11 provides a descrj.ption of the institutional structure 
and organization of the Caribbean Association of Industry and 
Commerce (CAIC) as it has developed to meet the needs of its 
members, and analyzes the effectiveness of the present structure. 
This chapter also presents the Evaluation Team's findings regarding 
perceptions of CAIC in the regional private sector and CAICts role 
as a development project implementation organization. 

Chapter IV examines t"AICis role in policy advocacy. It first 
explores tho importance of policy advocacy as a CAIC function and 
CAXCfs role within the region. It then briefly reviews the posi- 
tions CAIC has taken and methods it has used to assert its views 
with respect to Caribbean regional and trade policy issues, 
rlational policy issues, and extra-regional market access. The 
chapter closes with a summary assessment. 

Chapter V describes the organization and functions of the Small 
Enterprise Assistance Project, including project coordination and 
service delivery systems. This chapter specifically addresses the 
SEA Project's technical assistance, training and credit components 
and their impacts on small and medium businesses and microenter- 
prises, The Evaluation Team also assessed the success of the pilot 
Dominica Working;' Ca2ital Development Fund. Finally, Chapter V 
provides conclusions and reco~nmendations for more effective imple- 
mentation of the project. 



Chaptor VI diacuesee Woman in Development isauee in the SEA Pro- 
ject, including apsciul project aeeistance to women, the impact 
of the project on jobs for women, and the addressing of particular 
technical aaasistancsa, training and credit necads of women-ownsd 
businesses in the ~aribbean. This chapter also discusses W.I.D. 
Limited of Barbados, and its relationship to the CAIC organization 
and the SEA Project. 

Chapter VII summarizes the recommendations of this evaluation. 

~ppendix A to this report contains the Statement of Work for the 
evaluation. 

Appcsndix B lilts the members of the evaluation team, their fields 
of rxpertise, and the role that each member played in the 
evaluation. 

Appendix C provides the Project Logical Framework and sets forth 
achievements to date. 

Appendix D reproduces the detailed financial models of four alter- 
native scenarios described and analyzed in the Project Paper Amend- 
ment and discussed in Chapter I1 of this report. 

Appendix E sets forth CAICt s projection of revenues and costs and 
its anticipated financial performance. 

B. THE PROJECT ' 

1. Proiect Components, Antecedents, and constituencies 

The Small Enterprise Assistance (SEA) Project has two main compo- 
nents and three principal target groups or constituencies. SEAP 
consists of a "CAIC core componentut and an "SME/NDF componentut. 
The SME/NDF component accounts for the larger amount of the project 
funding. That component, undertaken in February, 1986, has given 
the project its name (Small Enterprise Assistance) and its number 
(Project No. 538-0133). The "CAIC core componenttW in fact, is of 
much earlier origin (1981), and was merged into the SEA project by 
amendment in 1987. The core component had a separate project iden- 
tity as the Private Sector Investment Assistance Project (PSIAP, 
Project No. 538-0043) during the period from 1981 until the merger 
in 1987. 

At the risk of some oversimplification, it may be said that the 
merged project serves three distinct Caribbean business consti- 
tuencies: (1) relatively large regional businesses, most of them 
headquartered in Barbados, Trinidad, and Jamaica; (2) medium and 
small firms mostly located in the OECS States and Barbados; and (3) 



microenterprises mostly located in tho OECS States and in Barbados. 
There are of course other ways of describing or classifying Carib-- 
bean bueinees communities on the basis of distinctions concerning 
owner/managersr gender or ethnic group; trading or manufacturing 
orientation; associations with industrial, commercial, and agricul- 
tural sectors ; foreign, regianal , and national ownership and/or 
principa18sources of supply and markets. However, from the view- 
point of the business association dynamics with which the SEA pro- 
ject is concerned, most of these more elaborate descriptions lead 
back to a three-fold classification of Caribbean businesses. 

The Itcore elementsv which the SEA project acquired from PSIAP by 
merger in 1987 were aimed mainly at revitalizing and sustaining an 
organization which looked for leadership to +,he larger Caribbean 
regional firms. PSIAP funds defrayed some of c9IC's costs of mem- 
bership expansion programs, studies used for policy advocacy in 
national and regional fora, training and technical assistance for 
selected firms, an information network used for sharing export and 
investment opportunities, assistance to national and sub-regional 
business institutions, as well in building the membership of the 
organization itself. While PSIAP served some firms that were 
medium-sized by Caribbean standards (and small by those used in the 
United States), the project was, in the pre-SEA years, primarily 
identified with a program of enlightened business leadership sup- 
ported by the larger firms in the Caribbean. 

The original SEA project (before the merger with PSIAP) sought to 
combine a new focus on the needs of small and medium-sized firms 
in the region with a continuation of RDO/C assistance to micro- 
businesses through National Development Foundations (NDFs) in the 
OECS countries and through Women in Development, Inc. (WID) in 
Barbados. RDO/C1s assistance to the NDFs previously had been 
funnelled through the Dominica Small ~nterprise Development Project 
(Project Number 538-0079) and the National Development Foundation 
Assistance Project (Project Number 538-0136) . The SEA project also 
sought to achieve closer collaboration among the various elements 
of the business communities in the OECS countries. 

The allocation of financial resources between the needs of micro- 
businesses, on the one hand, and those of Small and Medium-sized 
enterprises on the other, was an important concern in the design 
of the original SEA project as it ultimately is in the present 
evaluation. At the time of the merger, issues of the sustain- 
ability of CAIC, of the NDFs and of SEA1s new services for SMEs 
were intermingled. These issues affect all three of CAIC1s cons- 
tituencies under the merged project. 

RDO/CVs private sector program foctisses on the lesser developed 
countries who are members of the Organization of Eastern Caribbean 
States. SEA funding, which has accounted for a sukstantial portion 
of CAIC revenues, is largely oriented toward the Eastern Caribbean 



LDCs. However, the largeet portion of CAXC's membership duh!e a11d 
several key members of its Board come f - ' s m  MDCs. Muat of (:A1Cds 
largor firms ars headquartered in Barbados, 'rialdad, or ,lama ica, 
and these firms in turn are those most v i t . a l l y  intarastctG in r3AlC1s 
policy advocacy functions. The main thrust toward r:ugional inte- 
gration and toward liberalized international trade practicue comes 
from these larger firms. 

As described in its original. SEA Project: Paper (February, 1986), 
the project was to provide technical, managerial, marketing, and 
financial a~sistance .i.n seven OECS states and Barbados. CAIC was 
to establish a Regional Coordinating Unit (RCU), a distinct organi- 
zational unit within the Association's structlrre, to administer the 
project. The RCU was to make sub-grants to national private sector 
entities which were to be responsible for the actual delivery of 
services. For delivery to micro-enterprises, sub-grants were to be 
made to the ~ational Development ~oundations established in six of 
the territories and to W.I.D. Limited ~f Barbados. For delivery 
of assistance to small and medium-scale enterprises, sub-grants 
were to be made to national private sector entitieu constituting 
the National Coordinating Committees (NCCs) in each OECS territory. 
NCCs were to be representative of all individuals and organizations 
with a legitimate claim on project resources. They were to be res- 
ponsible for identifying needs for SEA technical assistance, train- 
ing, and financing. 

b. Taraet G r o u .  

The Project Paper starts with a fourfold classification of busines- 
ses: micro, small, medium, and large, but it then lumps microenter- 
prises with small enterprises in a definition of ltsmalllv (under 
10 employees, under U.S. $35,000 in sales, and under U.S.$15,000 
in assets), indicating that there is a continuum between micro and 
small enterprises. I1MediumH enterprises have 10 to 50 employees 
U.S. $35,000 to $250,000 in sales, and up to $75,000 in assets. '1 
Later, the paper draws a distinction between micro and small 
enterprises. It states: 

Most of the microenterprises are by their very nature 
not primarily commercial entities. They tend to engage 
in subsistence actFvities as an extension of the house- 

' Small Enterprise Assistance Project Paper (February, 1986) , 
p. 14. Small (inc:luding micro) and medium enterprises account far 
25% of the region's Gross Domestic Product and half of the labor 
force . 



hold. The benefits of the microenterpriserp thurefare 
accrue directly to the household In the form of an in- 
crease in the houeeholdgs real incoms, Incremental 
employment or linkage effects for this group will be much 
smaller than for S M E s . . .  For SMEgs, benefits will be 
manifested in the form of I.owerad costs, increased sales, 
or both. Increase in gross profit therefore becomes a 
proxy measure of project benefits to SMEs. 

Precise definitions aside, it seems quite clear that the designers 
of the S E A  project believed they were doing two things: (1) con- 
solidating, and providing a single administrative vehicle for, an 
ggoldgg RDO/C activity (assistance to the region's National Develop- 
ment Foundations), and (2) launching a ggnewu program a!med at small 
and medium-sized firms (SMEgs) llBfr served by the MDFs. .'he NDFs are 
principally identified with microbusinesses but in fact do include 
some commercially oriented small businesses in their clienteles. 
Nevertheless, when the Project Paper uses the term "SMEgl it usually 
refers to the new technical assistance, training, and financing 
functions and funding, as distinguished from the functions and 
funding of the NDFs. 

Of the two segments of the original SEA project, the SME element 
was the one which was to blaze a new trail. The innovation lay not 
on1 y in delivery of RDO/C-f inanced assistance to a different stra- 
tum of the Caribbean private sector, but also in attempting to 
unify various elements of the private sector through the creation 
of a new kind of delivery mechanism. 

The vehicles for unification were to be National Coordinating 
Committees (NCCs) established in each of the OECS territories 
served by SEA. The NCCs were to be representative of the national 
business community, determine SME needs, formulate annual Work 
Plans, and allocate SME resources. Day-to-day implementation of 
activities at the national level were to be carried out by a single 
National Coordinator, which could be a particular organization 
(such an NDF or a Chamber) or a new, separate office. The SME 
channel of assistance was to be coordinated from Bridgetown, but 
the system was to have decentralized, tgbottom-upll characteristics 
as well as regional, gIt~p downgg features. Interaction among 
representatives of various segments of the business community at 
the national level would strengthen the Iglinkagesgg within the 
business community. Democratizing dynamics at the grass roots 
were to percolate up to CAIC, broadening its representativeness as 
an umbrella organization and strengthening its accountability to 
the larger business community. 

c. Unification of the Business Communitv 

The theme of unification of the business community runs throughout 
the 1986 Project Paper. At least ten different ideas -- often 



looe~~ly rerlated to each other, but neverthelese reflecting tho 
theme of unification in one way or anothor -- are articulated or 
implied in the text of the Project Paper. These include: 

(1) @IGraduatingN businesses assisted into higher and more 
self-sufficient categorioe (from micro ta small, from 
'small to medium, from medium to large) to achieve a form 
of institutional upward mobility. 

(2) Linking eirterprises in the same or different business 
categories, tnrough subcontracting and other forms of 
business transactions, using stranger firms to help 
weaker ones. 

( 3 )  Forging ailiances an:ang business associations and their 
leaders in order to improve public policies affecting 
business, particularly those policies affecting the 
smaller categories of businesses. 

( 4 )  Establishing National Coordinating Committees to provide 
coordination and formal cooperation among private sector 
organizations and delivery agencies. 

(5) Expanding the membership of business associations by 
bringing in new members from medium and small businesses 
who previously have been reluctant to associate with the 
"elitistN groups perceived by them to dominate these 
associations. 

(6) Changing the perception of CAIC (through RCU activities) 
to one of an organization concerned with small and 
medium-sized firms as well as larger ones. 

(7) Building social stability within the OECS nations by 
removing constraints to successful self-employment. 

( 8 )  Overcoming class distinctions among businessmen through 
wider associations and better communications in the 
pursuit of common goals. 

( 9 )  Offsetting 1eadershi.p and resource imbalances which put 
small businesses at a disadvantage in dealing with larger 
businesses in face-to-face dealings. 

(10) Developing a consensus which reduces problems and 
complaints concerning which SME recipients are selected, 
how resources are allocated, and how services are priced. 

It is noteworthy that neither the goal nor the purpose presented 
in the SEA Project LogFrame mentions business unity as a primary 
objective. Instead, they refer to increasing levels of employment, 



income, productivity, and economic growth within the region and to 
increasing the efficiency 06 individual firms. Taken as a whole, 
the Pro'jerct Paper tands to straddle the dichotomy be1:waen subs- 
tantive aconomic achievement and in~ltitutional objectivers. Looking 
backward with the benefit of almost four yearst h.j.ntl~iicjllt, the 
original LogFrama objectives appear much more sharply focueared than 
does the institutional disc~~ssion in the 1986 project Paper. 

Among the variety of approaches to "unityu intertwined in the 
Frojoct Paper, one can discern an amalgamation of two themes, 
perhaps reflecting a kind of "hard/softW dichotomy within the 
Mission. One line of thought, which focusses on thta production 
and efficiency objectives contained in the LogFrame, appears to 
define "unityg1 as the result of effective delivery of funds and 
services to the SME target group. If this could be dorm well, c Z I C  
and its associated national business institutions wou.?.d be percei- 
ved as seriously interested in the welfare of smaller businesses - - able to provide something they need and want. 
A second line of thought appears to give primacy to the need to 
empower organizations and leaders representing smaller businesses, 
to rectify the resource and social imbalances between them and the 
larger ttestablishmentH firms which currently supply most of the 
leadership for national and regional umbrella organizations, and 
to induce luaders of the larger organizations to represent the 
interests of the smaller firms in the business communhty. However, 
even granting the possibility that the Project Paper represented 
something of a synthesis of two such positions, the nature of that 
synthesis is indistinct. Nearly four years after the SEA Project 
Paper was first drafted, defining the "unit-rfl  whic:h its authors 
then expected to achieve remains something of a Rorschach Test. 

3. The 1987 Amendment 

The Amendment in Brief 

The 1987 Project Paper Amendment left the scope and purpose of the 
SEA project unchanged. It did, however, add another sub-purpose : 
to strengthen CAIC and its affiliates to enable them to effect 
policy change and improve their delivery of business-related deva- 
lopment services. The Project Paper argued that this subpurpose 
fit into an evolving Mission private sector strategy: 

This longer-tern view of development of the private sector, 
especially the indigenous private sector, places its emphasis 
on developing institutional mechanisms to improve public sec- 
tor support for the private sector, improving intra-private 
sector collaboration, improving dialogue between the public 
sector and the private sector, and improving the rational use 



of businssa ayirtance services and thair access by the 
private sector. 

The 1987 amandmant ~nerged RDO/C support of aix CAIC "core activi- 
ties" into the SEA project: utrengthening of CAIC cantra?., adminis- 
tration; policy advocacy; membership development; training; local. 
affiliate development; and export pro otion. Thess activities are 
described in the amendment es ttnew."P "hilo they were certainly 
"newv to the SEA project, most activities were similar in kind to 
those su,pported by RDO/C u n d ~ r  the auspices of PSIAP. With the 
possible exception of export promotion, the Amendment did not 
introduce genericalLy new kindn of activities. 

What was distinctivle about the 1987 Amendment, and what set it 
apart from PSIAP, wzrs that ,:he Amendnent demonstrated that RDO/C 
and CAIC were Fnt.e:~t on responding to recommendations for change 
made in two reviews of progress under the PSIAP project: an audit 
report conducted by 'the Regional Inspector General for Audit (RIG) 
issued at the end of? October, 1986 and an evaluation of PSIAP by 
Louis Berger Interna~tional, Inc. completed during the f irat half 
of 1987. These reviews identified a number of deficiencies in 
management and administration, financial management, and financial 
planning. 

The Inspector General's audit found that (1) CAICts controls over 
project resources and activities needed more intensive monitoring 
and guidance by AID; (2) accounting and internal controls needed 
review and improvemisnt; (3) project funds were commingled with 
other Association molnies and were not used as agreed upon by USAID 
and CAIC; and (4) previously recommended organizational 
improvements had not been implemented. 

The LBII evaluation conclude!d that the PSIAP project had been a 
distinct, but qualified, suc:cess. CAICts accomplishments in the 
areas of policy advocacy, building of formal and informal 
pub1 ic/private ne,tworks, changing the attitudes of its members, 
and creating a new image of Ihe private sector in the Caribbean 
were found to be impressive. On the other hand, CAICt s performance 
as a development institution received mixed reviews. The evaluation 
found that, until very recently, neither CAIC nor USAID had faced 
up to the dilemmas posed by the intermixing of advocacy and deve- 
lopment functions in CAIC, the differing geographic priorities of 
the two functions, and their differing constituencies. It conclu- 
ded that postponement of direct attention to the underlying pro- 
bleras had contributed to a confused financial strategy and a 

Project Paper Amendment No. 1 (July, 1987). p. 11. 

Project Paper (Small Enterprise Assistance Project: 
Amendment No. 1 (July, 1987). p. 1. 



troubled adminlstratlve style. The avnluation made sixteen rocom- 
n~endatione for improvements, wh ch the 1987 Pro j ~ c t  I'spar ,~ddrenaed 
individually. 

The original 1386 Project Pdper had contained an order-of- magni- 
tude cost-benefit analysis f o r  the $10 million SEA project. It did 
not explicitly take RDO/C findncing of CAIC1s core functions into 
consideration. That early analysis oxamined the benafits of the 
SEA project essentially as though they rebulted Prom the provision 
of Itpublic goods. " By contrast, the oconomic and financial analy- 
sis in Amendment No. 1 guts forward an fitacid testt1 which treats 
CAIC core functions more or less like a privats good. Applying 
this "acid test, the benefits generated by the c3re functions are 
determined by a ulmarket" consisting of members willingness to pay 
dues and customers willing to pay for training and other services: 

The consumers of CAIC1s services will ultimately judge the 
worth of the institutional changes wrought by this project. 
The acid test of its economic worth will therefore be 
effective market demand for its services as manifested by the 
willingness of beneficiaries to pay membership dues and fees 
for special services or to make voluntary contributions to 
support CAIC.. . CAICfs revenues from dues4, fees, and gifts 
will therefore be the measure of benefits. 

However, the analysis also recognizes the possibility that this 
"acid testtv of self-sufficiency may be too stringent. The services 
provided by Amendment No. 1 funding have some of the characteris- 
tics of Ivpublic goodsu in that they may generate positive economic 
externalities to nonmembers. Revenues from dues and fees would 
understate social benefits if "free ridersw obtained the benefits 
of changed public policies without paying dues to the organization: 

Governments solve the free rider problem through taxation, 
but voluntary organizations do not have this option. Lacking 
the power of coercion, such organizations therefore resort to 
persuasion to acquire funds from outside their memberships or 
their immediate clienteles ... 
The test of economic viability based on the second model is 
not the strict "acid testu suggested earlier but rather 
whether the organization is likely to be able to cover its 
fees and costs plus vcluntary donations from outside organi- 
zations ( e . ,  it will not necessarily be self-sufficient, 
based on its own revenues, but will be self-susta-, with 

Project Paper Amendment No. 1 (July, 1987) . Annex E pp. 
1-2. 



tha aid o t  Punde f r o m  o u t s  l d a  aourcns) , In caraslo such aa t h i s ,  
thlp organianti.an h a s  raa(-t1~19 an operrrtlnq l eve l  where t .he  
worthinear of its e f f o r t  s a r e  .ruff L C  i e n t l y  a p p a r e n t  to 
outsldrrre that donatinns an(l  q r - a n t s  can be (3btair)ed v i a  ther 
organization's own prr)mutl i o i ~ n l  efforts, much i n  the way an 
opera company would qenerate support beyond ticket salee  ar 
that tha Red Crass or a I W C l  would soLici.t csupport. In this 
caee, "self~-titustai.nab i. L i ty" insans "no longer dependent on 
AID." The criterion exclude. future follow-on AfD funding to 
avoid tautology and self-ful f l.lling prophecy. ) . 

The Project Paper Amendment's ecanomic/f inancial analyeio laid out 
four f inancia1 scenarioo/models tc:) describe alternative futurea Por 
CAIC. The analysis concluded that. thc project f e  unlikely to result 
in an institution which wauld gperate at the level achieved during 
the grant period, but that a M~~~inimaliet't institution could ba 
self-sufficient at t h e  end of t h e  project period. It also found 
that a self-sustaining and somewhat larger-than-minimalist argani- 
zation was possible if CAIC can find untied external funding to 
cover general expenses. on tne basis o f  its examination of the 
scenarios, the analysis conclucled that an institution with an 
annual budget of approximately $B00,000 per year (am compared with 
a present annual budget in excess of $1 million) and a staff of 
five to seven full time employlees (well below current staffing 
levels) probably could attract s u , f  f icient members and donor contri- 
butions t o  be viable over the long term. 

The four scenarios are discussc!d in Chapter I1 of this report. 
Appendix D reproduces the detailed financ:ial models which repre- 
sent each of the scenarios. 

c, Assessment 

The tone of Amendment No. 1 is distinct1.y tougher than that of 
the 1986 Project Paper, both in the rigor of its analysis and in 
its underlying message. The sense that the main concern of the 
SEA Project is crafting of new sl:)cio-politj.c:al relationships within 
the business community is noticeably abstrnt from Amendment No 1. 
Presumably the firmer tone in the Amendment reflects a realization 
that the amount of resources which RDO/C would have available for 
its total Mission program was being reducad, as well as a response 
to criticisms made in audits and evaluations. 

The Amendment ' s presentation of Itglobal budgets" (including all 
CAIC's nources of funds and all costs as distinguished from RDO/C 
funding alone) represented a refreshing change from analyses in 
previous project papers which dealt only with RW/C1s funding of 
CAIC. The conclusion of the economj,c/financial analysis that a 

Project Paper Amendment No. 1 (July, 1987), Annex E, p. 3. 
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ae 1 f -susta  f n i n c ~  (.'A I C  wolr 1 1 1  oyer a t.e rln a wma l 1 er sr:a l o than i t had 
rlur i n q  a period i n  wtl i( 'h i t I-er2e i ver1 s t  a i a 1 r l t ~ t  i ad HrHl,fc' 
ass i stanc:n Flssmm e m i r l e r r t  1 y reasc)nah 1 e, 

l,ooked at f rum the v iawpo i nt o f  t he y r enerrt. eva I ira t i o n ,  htrwpver , 
the e l reny t  ha of the A m e n r l m e r l t  ' n ec:onomi c:/r itrsnc:in l ana 1 y s  i s  ( i t s 
wlllincjr\eorj t o  examine the trr 1 1 p a t t e r n  of C:Alc: ftrr~cilrrg In a rior:u- 
msnt directly corrc:erned or11 y w i t h  (:ore funct iot ie  and to c u t  throrrrjh 
c:onlplax issues with simplify inr j  assumptions) also qavs rise to i.ts 
two principal weaknesses. F i r - a t ,  the analysis skirted the undarly- 
inq policy issues at stake in HDO/C's support of CAfC's policy 
advocacy and membership functions. Sscond, it did not examine t h e  
long term implications for ROO/C@s SHE, NDF and other private sec- 
tor procjrams of cutting back on a cvntral C A f C  sup%rstruc ure ttrat 
has been built up in large part t o  serve RDO/C raqulwements. Chap- 
ters I? 2nd 111 of the present repgrt deal with these matters. 

C ,  T I E  SCOPE AND UETHODOLOOY OF THE PRESENT EVALUATION 

1. Evaluation Work IItatement 

Our review of the Project Paper and the Project Paper Amendment in 
the previous section focuses on the kinds of '@macroM issues that 
usually are the focus of evaluations near or after the end of a 
given project. The Scope of Work for the present mid-term avalua- 
tion6 in fact runs the gamut Prom the rather specific (e.g., asses- 
sing the CAIC Board Committee Structure) to the clearly funda~sntal 
(e.g., CAIC financial viability). Our view of CAIC's performance 
i.2 the past two years is that it is has been driven by fundamentals 
and by prioriticts which t Z ow from those fundamentals. Acc~rdingly, 
wherever possible, we have sought to relate our assessment of par- 
ticulars to larger issues. 

The Scope o f  Work for this evaluation is divided into three main 
segments. Tha f i r s t  segment is directed to across-the-board CAIC 
issues such as thcace of organizaticrral structure and delivery 
mechanisms. The second segment focusses mainly on CAICqs core 
functions and internal management. The final segment is directed 
to CAIC@s Small and Medium Enterprise assistance. 

Notably absent from the Scope of Work is any specific reference to 
National Development Foundations. Presumably this omission 
reflects the fact that the NDFs were considered in some detail in 
the Small Business Enterprise Evaluation completed in 1988. Never- 
theless, the NDFs loom large in CAICts activities and the implica- 
tions of the rate of NDF spending are of critical strategic impor- 

The iull Work Statement and Scope of Evaluation are set out 
in Appendix A to this evaluation. 



t anc :e .  I ier lc:e ,  n 1tha11c;lh n o t  ~ p e c :  i f icSn 1 1 y ment i onrscl In the evn 1 tra- 
t i c ~ f l  !,( . I ~ ) c ;  o f  Work, w e  h . 3 ~ ~  ( l e v r ~ t a d  uamo a t  E-.~nt. i n r ~  to t h i n  wubjec:t. 

llec,~uee Ni)F/WILI fundar are  t ) c . i r v y  spent at: a mrlc;h more r a p i d  r a t e  
t h a n  ar iq i r la l l y  ant icbpat.cl?(l, HL)t:)/C and ( I A l c  may have to f a c e  d i  f- 
ficult ent-**nsion/expans ion iosuss we1 l in ~ d v ~ ~ n c a  of the praannt. ly 
ochaduLed i'ACD. The battun l i n a  questions w i l l  havc t.o dc, with 
HDO/C1s willinqnsas to cont inue its support well beyond tha levels 
and t Lme ~)er iods  currently cantcl ined i n  the PI-ojarct documents. 
Specifically, should RDO/C extend and/or expand financial assis- 
tance to: 

1. CAIC's "sock bottomtt core functions of policy advocacy, 
membership development, and local a "1 lliate development? 

2 .  CAICts "big ticket" core functions of administration, 
training, and export development? 

3. N U F s  and WID? 

4 .  RCUt  s SME program? 

While definitive answers are well beyond the scope and resources 
of the present evaluation, we have sought to present our findings 
and judgments in ways that will be of assistance to organizations 
which will be making hard judgment on these questions in the 
future. 

This evaluation was carried out durlng a period of s i x  weeks utili- 
zing approximately 3.5 person months of professional effort. The 
bac;grounds and roles of each of the members of the svaluati~n team 
are described in Appendix B of this report. 

The evaluation plan was developed in Barbados during the week of 
May 29, 1989. Field surveys were conducted in Antigua, Barbados, 
Dominica, Grenada, Martinique, Montserrat, Trinidad, St. Kltts, St. 
Lucia, and St. Vincent during the period June 5 through June 21, 
1989. The project supervisor participated in a review of the Draft 
Final Report held in Barbados in early August. 
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~ u r i , n c j  the 1360s and 10 '10~4 ,  thu prasl(Aenr:y o f  the CATC moved f rc ;~m 
island to i s l a n d .  Each p r e s i d e n t  made r4s;rs of him own company 
racilities to c a r r y  o u t  C A l G  d f f  r i r s .  'I'hraro wae no permanent CAIC:  
o f f  ice  or m c l - e t a r i a t ,  n l thoucjh t h e  CAIC Articla~ of A e ~ o c i ~ a t i o n  
were established in Trin ic lmA.  A*s far a.?r many mumbars were cancer.- 
nad, CAIC existed more in name t.li;rn i n  r e a l  lty. X t  had no program 
or plans, few funds, little or na inf luance i n  the public arsna, 
and provided little in the way o f  services. 

A second major attempt at regional integrzrtion in the public sector 
took place during the late 1960s, i,nitiated by then Prime Minister 
Burnham of Guyana, Prime Minister Barrow of Barbados, and Prime 
Minister Bird of Antigua. Lt was quickly supported by Dr. 
Williams. The new organization was known as the Ct ribbean Free 
Trade Area, CAR.IFTA, and was formed in part as a respoblse to the 
EEC and its plans for trstabilizing@r trade in sugar (i.e., pratec:- 
ting European sugar producers). At the sane time, there developad 
a growing interest in a Caribbean Community to facilitate co-opera- 
tion in culture, education, and sports. Private sector support was 
solicited for CARIFTA on a low-key basis, and CAIC waa the regional 
resource drawn upon for this purpose, but CAIC and the private sec- 
tor in general were still maintaining a very low profile. 

CAHICOM took over from CARIFTA in the e!arly 1970s. It includedl 
the concept of the Caribbean Community; although in practice, the 
unity achieved was much less than had been envisioned. Oil pricas 
began to rise in 1973, and although the net impact to most econo- 
mies was negative, oil wealth in Trinidad and elsewhere created new 
markets and fostered the development of manufacturing in the 
region. But the climate for business was growing less and less 
favorable. 

During the 1970s, there was a strong political movement away from 
free-market economies in many nations in the Caribbean, Aside frorn 
Cuba, this trend was strongest in Guyana and Jamaica, and later 
(after the demise of the government of Eric Gairy) , in Grenada. 
Prime Minister Bishop's political and economic experiment in Gre- 
nada was considered by many socialist and populist politicians as 
a good model for the region. Political conflict ii1 Jamaica between 
the pro-business Jamaica Labour Party and the increasingly anti- 
business People's National Party was becoming violent. 

Oil wealth accrued by the public sector in Trinidad was used to 
involve the government more deeply in the economy. The PNP admi- 
nistration in Ja-maica imposed heavy taxes on its bauxite industry, 
while the Guyanese adairlistration nationalized theirs. Governments 
and much of the public throughout the region felt that the public 
sector should be actively involved in the economy: providing sex- 
vices, guaranteeing employment, and ensuring an equitable distri- 
bution of income. 



'rhe i n t a l l , s c t u n L  c:crmmunity 11ntJ m.~tiy p o l  itlc:ianer i n  t.he rc~cllc,n werc-I 
I ~ U  l t c a  hoat ila t,a buleineas i n  qnneri l l  a n d  bus  l ness cjrotrpirvjs 1 1 1  p n r -  
t i c ~ r l n r ;  and t h e  h o e t 1 l . i t . y  wwilr; mr,rtunl. A t  this point, C'AfC r ; t - , i l ]  
r.epr:esented tdl'le old, most l y wh i te c:nmnrorc L;I 1 ar:ti\h l i shmc~nt .  - ,I 

qrouping which had ant:aqoni:rrnr; l , ~ o t :  o n l y  with the I f i b o r  rnovnmont 
and much of t h e  gubl i c  s e c t o r ,  1;zut with many of tha new mantif'ac- 
turers  and smal 1 e r l t c e p r s n o ~ ~ r o  . I S  wall. The @conomic and politic,ll 
d l  Pferences t' y e  s t r o n q 1 . y  re i nforc:ed by ethnic claavnges. 

Businessmen (both tho : A  c;ommercial establishment and the new 
enltroprwnsurs) in many counti.-iee felt besieged in the face of 
in t reas j  ng government r a f , u l a t  i c n ,  taxation, and nat,ionalization. 
In Guyana, Grenada, and e v e n  Jamaica, enterprises were actually 
clasinfj down and laavinq. The ones remaining considered the exodus 
to be the ominous trend, and were afraid that the region was in 
danger of chanqi.ng irrevocably, In 1979 and 1980, a number of 
prominent Caribbean businessmen (most of them still core members 
of a mor~bund CAIC), felt the need for a grouping to counterbalance 
t-he anti-business drift in t .he region. 

At the same time, USAID was re-examining their mode of assistance 
to the region. Up until that point, USAID had been channelling 
most of their assistance to the region through the Caribbean 
Development Bank. The Mission particularly interested in finding 
s vehicle of direct assistance to the private sector. The United 
States was also growing concerned with the political and economic 
trends in the region. USAID officers involved in capital and 
private sector development in the region met with the key members 
of the regional business communiry, including the (then) current 
president of CAIC and the (future) first president of a revitalized 
CAIC. Their efforts converged, and USAID indicated interest in 
providing financial assistance for certain functions which could 
be undertaken by a revitalized CAIC, 

This interest led to a conference of praminent regional business- 
men and USAID officials, partially funded by USAID. As a result of 
this conference, a steering committee was formed and formal 
decision was made to elect new leadership to CAIC, to rebuild the 
institution, to finance new activities, and to become more involved 
in economic policy making in the region; in shart, they voted to 
commit themselves and their resources to revitalizing CAIC. 

The core greup of business leaders felt that in order to ensure 
the survival of the private sector in the region, they needed: 

1) unity within the business community, and 
2) a more positive and co-operative attitude towards 

government and the rest of Caribbean society. 



For tile F i r a t  time, the owncars and manaqars of' the  Caribbean's 
1,eading private f i r m a m  beqan to reach out to t h e  nuwar and smnLbar 
members o f  the burrinesa commun i ty - milnufnctutars and smn L l traders 
and provider@ of asrvicea. T h i s  was n siqnifi.ccint step: socially, 
the old business establishment had Looked down on the new s n t r e -  
prenaura and made Paw e f f o r t s  to interact with them. Now CAXC 
sought them out and proposed a dialogue and a common effort for 
creating a better climate for private sector business in general. 
Although the priarities of the two groups were aften divergent 
(e. g. , the manufacturers sought protection and ase istar~ce while the 
traders sought relationships with extra-regional markets) the new 
emphasis was on mutual concerns such as social and economic stabi- 
lity, and a reduction of regulations and taxatian. 

In order to i7nplement their common agenda, CAIC sought to prbse~t 
a more positive image to the public at large, one which emphasized 
their role in providing employment, income, and turaign exchange. 

More importantly, CAIC's leaders recognized a need to project a 
more enlightened position to the rest of society in the region 
(which was simultaneously moving toward the political center, 
disappointed with the results of past policies in the region and 
increasingly wary of trends in Guyana and Grenada). Theso recog- 
nized a need to distance themselves from the positions and attitu- 
des which had isolated them in the past and to demonstrate a 
sincere willingness to cooperate with labor and consumer groups a8 
well as with the public sector. 

To supplement their contacts with USAID, these business leaders 
conferred with overseas organizations of West Indians, such as the 
West India Committee in England (the old sugar lobby in the Corn- 
monwealth) , C/CM in the U. S. and CALA in Canada. The overseas 
organizations provided advice, moral support, and expectations of 
financial backing to supplement substantially the resources pledged 
by the core group itself. 

The C A I C  core group sought a more specific folmula for solving 
their mutual problems. They took considerable care in recruiting 
an Executive Director who could command respect among public sector 
officials, regional leaders, and potential CAIC menlbers throughout 
the Caribbean. 

For this position, they sought out and recruited Mr. Patterson 
Thompson, the possessor of a combination of experience, qualifica- 
tiona, regional identity, and high-level contacts which most Carib- 
bean obsenrers deem to be unique. Mr. Thompson spent the early 
years of his career in major British-owned congloaaerates in Guyana, 
working principally in the areas of accounting and finance. Me 
then served as Guyana's Ambassador to the United Nations. Subse- 
quently, he was named Chief Executive Officer of the Guyanese 
parastatal responsible for bauxite production, which \]as operated 



prof  1 t a b l y  ~uncler h i s  rl irect: icrn.  Mr. 'rhompsan as:t:.~trl i.sh@tl ,I repu- 
L,lt ion for integrity, i~s t l l tenosr : ,  ~oc:inl cons(: iouwncrse, onc-1 pol i - 
t. ica 1 courage wh ich macie tl i m  w i cle l y ssturrrnc~d I n t .ha Car 1 t s t ~ ~ a r ~ .  

'I'ha members of the Board who s e l ~ c t ~ e d  Mr. T'hompstcnn wars thomsc~lvag  
heads of ma:jor Car ibbeiln c:orpornt.f.ons. 'I'hay onw tha  p o s  it i o n  f o r  
which they were recruitlng hi.m in terms that were familiar both to 
themselvas and to Mr. Thompson -- as the, equivalent o f  a c:orporat,c? 
"Chief Executive Officer." Mr. Thompson was given the full support 
of the Board and a free hand in selecting and managing his staff. 

With the help of a consultant funded by U S A I D ,  tha leadership of 
CAXC articulated their ideas for the organization in a document 
entitled "Creating the F u t u r ~ . ~ ~  This document presented a plan of 
action tied to program goals. 

Major activities included recruiting new members, providing train- 
ing and technical assistance and pledges to: 

". . . publicize the purposes and activitjes of the 
organization, 

... develop methods of responding to public interest, 

... encourage a positive business-community relationship, 

... improve the public-policy and community-image climate 
for business effectiveness by working with public 
officials, 

. . . promote new and expanded business activity to create jobs 
and raise income levels, 

... promote exports of Caribbean industries, 

... help identify opportunities far entrepreneurship within 
the region, 

... work for a more equitable distribution of the fruits of 
private enterprise between people of the Caribbean 
nations and between the nations themselves within the 
Commonwealth Caribbean..,." 

The new CAIC established an office in Barbados, adopted new 
Articles of Association, set up a professional secretariat, signed 
a cooperative agreement with USAID, and began to implement their 
program on the basis of a detailed planning guide. The Articles 
of Association and the planning guide called for the establishment 
of departments of Organizational Affairs, Business-Government Rela- 
tions, Economic Development, and Technical Assistance and Training, 
and established an ambitious set of goals and timetables for each. 



3. Post-Revitalisation 

The political and economic climate in the Caribbean has changed 
markedly during the 1980s. The socialist government in Grenada 
was removed from office. The governments of most nations in the 
region (with the exceptions of Cuba and Guyana) are supportive of 
the private sector, willing to listen to the representations of 
the private sector, and to take the interests of the private sector 
into account in the making of policy. 

The criticism of the business community has muted considerably 
within the press and the university community. CAIC and local 
business groupings are well accepted by government leaders. 

Newspapers in the region, which had earlier ignored business news, 
now publish a business page, and report the views of local business 
on current events. Regional organs such as Caricom, the CDB, and 
the Caribbean Examinations Council (public education) consult 
regularly with CAIC. CAIC has been granted observer status with 
the Caricom Council of Ministers - Joint Consultative Group (inc- 
luding attendance at regular Caricom Heads of Government Annual 
Conferences and Council of Trade Ministers meetings, and special 
meetings on Caricom Rules of Origin, the Common External Tariff, 
and Fiscal Incentives). 

Many governments are reducing the burdens of taxation and business 
regulation. Within the business community itself, CAIC represents 
a force for unity across divergent interests: between traditional 
commerce and the new entrepreneurial manufacturers, between the 
More Developed Countries and the Less Developed Countries, and 
among the different language groups in the region. 

Over the years, Caribbean businessmen have developed a more enligh- 
tened attitude toward labor and consumer groups, ecological/ 
environmental issues, and toward potential new entrepreneurs. CAIC 
has lobbied vigorously in favor of a human rights treaty before 
Caricom and for stiff environmental protection laws in Antigua. 
Businessmen credit CAIC with giving them a sense of unity, provi- 
ding an effective common voice, and re-establishing a sense of 
pride in their contributions to society. 

Larger social, political, and economic forces were obviously at 
work contributing to the changes outlined above (in continental 
North America and Europe as well as the Caribbean) : some might say 
that CAIC was simply riding the crest of the wave. On the other 
hand, interviews conducted throughout the region during the course 
of several evaluations (including this one) support the claim that 
CAIC and its affiliates have been important actors in shaping the 
current state of affairs. 



 his Chapter 1s organizad i n  !JAX sections. Following the present 
introduction, Section F analyzes SEA project budgets and 
performance against budget. Section C examines se1.f- 
sufficiency/sustainability scanarios and addresses some of the 
issues they raise. Section D provides an overview and assessment 
of CAIC's financial performance. sect.i.cn E deals with the cost- 
effectivenass of service delivery by thb SEA Program. Sectian F 
contains a summary assessment. 

B. PROJECT BWD4ET8 AND PERFORMANCE AGAINST BUDGET 

1. Introductioq 

This section has three purposes. First it reviews and comments on 
the budgets and/or financial analyses contained in the Project 
Paper, the Project Paper Amendment, and the most recent 
modification to the Project Agreement. Second, a framework is 
established which is used to reconcile budgets and operating 
statements presented in differing formats and to illuminate issues 
of financial performance and cost-effectiveness. Finally, in this 
section financial parformance is compared with the most recent 
Project Agreement budget, and the issues implicit in that 
performance are underlined. 

2 .  B o i e c t  PaDer Financial D e s a  

The original SEA Project Paper (1986) provided an AID grant of U.S. 
$10 million to CAIC. An additional $3.9 million was to be provided 
from local sources, mainly in the form of commercial and private 
sector investment funds and client fees. 

Of the $10 million RDO/C grant, slightly under 22% represented line 
items for or directly associated with NDFs/WID as follows: 

NDF Credit Component 
NDF operating Costs 
WID operating Costs 
PADF TA for NDFs 
Other NGOs Operating costs' 
SUBTOTAL NDF/WID PROGRAM 

1 This item is treated as an operating cost (budgeted at 
zero) in the CAIC Work Plan for the Project Year 1989/90 (May 
1989), p. 55. Our understanding is that it was originally intended 
to be part of the NDF/OIXD program budget. 



P.bout 362 rerpresslntad b ine I for c ) r  (I i C O C ~  Ly r l t l ~ ~ c i d t o d  w i t h  
the RCUis SME programs as 1'01 Lows: 

SME Technical Assistance Fund 
I VS 
I ECS 
SME Pilot Matching Fund 
SME Training Fund 
SBIC Pilot Project Investments 

SUBTOTAL SME PROGRAM $3,593,000 

About 42% represented line items which cannot be associated with 
either of the two previous categories. They represent non-allocated 
costs as follows: 

Management Support to Regional Coordinator $ 178,000 
Regional Coordinator Operating Costs $1,505,000 
National Coordinator Operating Costs $ 924,000 
Project Monitoring, Audit & Evaluation $ 700,000 
RDO/C Project Management $ 680,000 
Contingency $250,300 

SUBTOTAL NON-ALLOCATED $4,237,000 

When RDO/C Project Management and the contingency are removed, 
the items in the non-allocated cost category provide a basis for 
approximating a project "overhead ratet1 for activities administered 
by the RCU. Section E-3 below explains and applies this concept. 

The original SEA project budget clearly emphasized the SME program, 
which was new and experimental. Costs not directly allocable to 
either the SME or the NDF/WID programs represented the largest 
single cost category. The subsequent increase in the NDF/WID share 
came out of both the SME program and out of non-allocated costs. 

3.  menbment8 to  Pro4ect PaDer amd Proiect Aureement 

An Amendment to the Project Agreement in June 1987, increased the 
NDF/WID share of the $10 million total from 22% to nearly 35%, 
shifting financial primacy from the SME program. The financial 
primacy of the NDF/WID program continued in the budge,t presented 
with Project Paper Amendment No1 and has continued to date. 

Project Paper Amendment NO1 added U.S. $1.85 million to the $10 
million SEA Project, bringing the RDO/C total to $11.85 million. 
Of the $1.85 million added, $1.65 million supported CAIC1s core 
costs and $200,000 was added to the original SEA budget. Modifi- 
cation No9 to the Project Agreement (March, 1989) shows a total 
$4,913,357 for NDF/WID credit and other costs, 44% of the budget 



total. of $11,110,000. SME ilnncti.ans total lad $2, 3 million, , ~ b ( ~ \ i t  
2 1 %  of  t h ~  t ' o t a l ,  

A si.~nIficant change in tha  r a l a t i v a  potsitions of' t h a  :;ME ,lnd 
NDF/WID line items thus took place betwcan 1386 ( ( : ) r i r ~ i n a L  Projot:t-. 
E'aper) and 1989 (Projact Hqreemant Modif lcat ion N u O )  : 

w1 
$2.3 mill. .ion 

NDF/WID $2.2 million $4.9 million 

Al,ounts originally budgeted for the NDFs and WID . ore than doubled 
in less than three years. Amounts budgeted for the SME program 
were reduced by more than one-third. 

A comparison of core funding line items in Project Paper Amendment 
NQ1 (1988) and Project Agreement Modification NP9 (1989) shows 
relatively small changes: 

Project Paper 
Amendment #1 

Amount -- Percent 

Project Agreement 
Modification N09 

Amount perce,,t. 

Policy Advocacy $ 116,550 (7%) $ 71,500 (4 % 
CAIC Administration $ 631,931 (38%) $ 619,467 (39%) 
Membership Development $ 15,000 (1%) $ 85,000 (5%) 
Training $ 389,828 (24%) $ 360,915 (23%) 
LADP $ 302,500 (18%) $ 269,500 (17%) 
Export Development $ 194.24L (12%) $ 190,911 (12%) 

Total. $1,650,000 (100%) $1,597,293 (100%) 

Total funding for core functions declined by 3.2% and all line 
items except for the Membership Development decreased. Of the six 
items listed above, five represent "program costsI1 and one 
(Administration) is non-allocated or "overheadu cost. 

4 .  Combininu Prouram and Overhead Costs 

The distinctions between I1program, llnon-allocatedls costs, and 
overhead costs were not explicitly made in the SEA budgets, nor in 
the project documents. However, using these concepts, we can now 
combine the RCU cost elements in the Project Paper financial 
analysis with the CAIC core cost elements presented in Amendment 
N g l  to the Project Paper as follows: 



NDF/WID Program 
SME Program 
policy Advocacy 
~embers,hip* Development 
Training 
LADP 
Export Development 

TOTAL $ 6 , 7 4 0 , 8 2 6  

Management Support to Regional coordinator $ 1 7 8 , 0 0 0  
Regional Coordinator Operating Costs $ 1 , 5 0 5 , 0 0 0  
National Coordinator Operating Costs $ 9 2 4 , 0 0 0  
Project Monitoring, Audit & Evaluation $ 7 0 0 , 0 0 0  
CAIC Administration $ 619.467 

TOTAL $ 3 , 4 2 6 , 4 6 7  

The concepts involved are further explained in Subsectl.on E-3 below 
and in the following subsection. 

The following tabulation shows performance against budget as set 
forth in Modification N P 9  to the Project Agreement for the period 
1986-1988: 

CURRENT ACTUAL EXPENDITURE8 REMAINING 
L b T  1986 1987 - 1988 END 1988 

SME 2 , 3 2 3 , 2 3 3  3 0 9 , 2 2 7  474 ,213  2 6 3 , 9 4 0  1 , 2 7 5 , 8 5 3  
NDF/WID 4 , 9 1 3 , 3 5 7  7 6 0 , 6 4 8  1 , 3 5 1 , 6 4 6  1 , 3 9 0 , 4 8 4  1 , 4 1 0 , 5 7 9  
NON-ALL. 2 , 2 7 6 , 1 3 8  1 9 2 , 4 6 0  400 ,507  4 3 7 , 1 4 5  1 , 2 4 5 , 9 9 6  
CORE COSTS J.. 5 9 7 . 3  02 0  9 4 . 3 2 1  4 8 1 . 0 5 9  1 , 0 2 1 , 9 2 2  

TOTALS 1 1 , 1 1 0 , 0 0 0  1 , 2 6 2 , 3 3 5  2 , 3 2 0 , 6 8 7  2 , 5 7 2 , 6 2 8  4 , 9 5 4 , 3 5 0  

Total expenditures through December 1988 were $ 6 , 1 5 5 , 6 5 0  or about 
55% of the total project budget. As of the end of 1988 ,  35 months 

Omits RDO/C Management Costs and Contingency. Overhead costs 
equal non-allocated costs less RDO/C Management Costs and the 
Contingency. 



o~rt of b 0  months or a t o u t  'liI3 o f  bhe project pariocl had el r7pnot1. 
I f L t. w a r m  alslnunied that gpencl i II(J WO\ I  Lrl  c . : c > r ~ t .  i , nu~  For* t h e  rest .  
the proje(:t ,  at the game r a t e  an I n  L1)f18,  there would b s  ,~r.r  <,vsx.r\lrl 
o f  about $ . f 6 J , D l ) O ,  a r  ,.rbout: 1% O F  C A l { : ' s  bottom l ine, 

Ifawevet-, tho undarlyinq dynamics of the projact r e  clr'ivlnrl it 
toward (1 much larger ovarrun.  Thaso d y n a m i c s  are (1.) tha very hirlh 
rate of spending f o r  NDF' c:osts which may ba only g r a d u a l l y  
moderated and (2) the accelerating pace of the SME program. A more 
raalistlc picture of the direction in which spending is heading is 
presented in the following tabulation, which shows an overrun of 
U . S .  $1.76 million; 

REMAI WINO BUDGET PROJEC..'ED ENDING 
END 1988 1989 1990/91 BALANCE 

SME 1,275,853 1,027,782 1,005,115 (757,044) 
NDF/WID 1,410,579 1,352,000 1,288,540 (1,229,960) 
NON-ALLOCATED 1,245,996 493,162 534,259 218,575 
CORE COSTS 4,021,922 506 a 9 L . - - - 5 _ ; h 5  000 ---A 

TOTALS 4,954,350 3,379,866 3,342,914 (1,768,430) 

The 1989 budget figures for SME, NDF/WID, and Non-Allocated Costs 
are taken from the CAIC Work Plan submitted in May of 1989. That 
Work Plan did not include estimates of Core Costs for the year. 
In the light of the accelerated utilization of the Core Cost line 
items, we have projected a continuing acceleration, resulting in 
the full utilization of budgeted core costs by the project's end. 

The projection for 1990/91 is based on the CAIC proposed budget 
with the following modifications: 

(1) tne figures have been adjusted for a thirteen month 
period (through January, 1991); 

(2) it is assumed that non-NDF credit would be held to the 
$300,000 line item limit, slowing the pace of SMS 
spending slightly. 

(3) it is assumed that funding of N D F s / W I D  would decrease 
from the previous year in about the same proportion as 
the 1988-1989 decrease. 

The results show substantial overruns of the SME and NDF/WID line 
items, a modest surplus in non-allocated costs, and a neutral 
result (as premised) for CAIC core costs. 



while It i s  poaeihln t o  n1-3kc  l a t q ~ )  t f nc lr l i t i c , r \q l  
~ d j u e t m e n t m  end rraf in~rnc lnt s ,  t t i ~  i r n i > I i c . a t  ion!: r ~ f  the ~ I I ' ~ D (  t j r , , l q  

we have made -- tekerr i rl  ( - o r n t ~  i I lac i O I I  w i V t~ , ) t  t ~ a r  - v r \  ! l i . 3 t  i l l r l  f i ntl I r l c l c ;  -- ara very clear: 

( 1) The !;ME groqram hast l i l i d  down 01 founclat inn wtr i { ' h  i t  rlc,w 

Is abler to, and n e e d s  to, expand. 

( 2 )  The NDF prnqram h a s  r e a c h e d  a Level of apandfng  t h a t  may 
be quite d i f f i c : u l t :  to curtail. 

( 3 )  If substantial funds are not to be (added to the project 
budget, the  dynamic:,^ of t h e  programs supported by the 
project must b e  chanqed.  

(4) The earlier the budqst, i ,ssueci can be addressed, the 
greater the l ike1 , ihood  that they can b e  satisfactorily 
resolved. 

The budgetary issues, the sustainability issues discussed in 
the following section, represent challenges not only to this 
project, but also to RDO/C's overall strategy for dealing with its 
implementing institutions and with the private sector. 

C *  BgB-ABILfTY PROJECTXONB AND 188Vgfl 

The original SEA Project Paper (1986) had little to say about the 
sustalnability of CAIC, the MDFs, or the new SME functions which 
it was introducing. By contrast, Project Paper Amendment N @ l  gave 
this subject top billing as it merged support of CAIC core 
functiok.3 into the main SEA project. At the conclusion of the 
three and a half year Amendment period (from the effective date of 
the amendment), the Amendment anticipated tRat CAIC would be 
capable of financing its core activities and that i s affiliates 
in nine countries would be self-sustaining entities. f 
Project Paper Amendment No. I. added $1.65 million for core costs 
to the SEA budget. The Amendment's financial plan, reproduced in 
Table 11-1, showed costs for core activities declining from an 
annual rate of spending of $600,000 in the first half-year of the 
project ($300,000 times two) to $400,000 in the last project year. 
As shown in the Table, most of the reduction was to take place in 

Prqject Paper Amendment No. 1 (July, 1987) . pp. 1, 12. 

I1 - 6 



TABLE 11-1 
PROJECTED USE OF FUNDS FOR CORE ACTIVITIES 

YEAR 
FIRST - SECOND THIRD - FOURTH 

s 

TOTAL - 
s 

Policv Advocacy 
(Economic Research and Analysis Dept ) 

P d i  MvlBusiness Policy 
TA for Policy Studkr 

Sub-Total 

FAlC Administration 

Personnel Costs 
Staff Training 
Short-Term TA 

Sub-Total 

TA for Strategy Development 

Sub-Total 

Training (Training 8 LA Dept.) 

Personnel Costs 
Anal/Eval. Training 
Training Support 

Sub-Total 

LADP - 
Grants to Affiliates 
TA for Affiliates 
Miami Conference 

Sub-Total 

6. Export Development 

Personnel 
Caribbean Manufacturers Council 

Sub-Total 

GRAND TOTAL 

SOURCE: Small Enterprise Assistance Project Paper. Amendment No. 1, p. 26b. 



t !~e Llc~c-a l ACC 1 i a t n  Deve 1 opnrer~t  IBr('tclram q r i c i  I ri i t 0m.c; y t l ln r  tflrl,, 
the c~asts af regular .it.;\ f P  parsr~r~ne 1 . ?*GI R O ~ I I I ~  1 c ' o ~ t  = t llnlTIRFJ i V L , I ;  

risa significantly cltrrinc.~ Vtrs y e r i o r l .  

Aa diacuaeed in r3crct.ton 1 1 - 1  of C l r a p t ~ ~ r  I ,  t h e  f ; ~ ~ o n o ~ n i ~ ~ / I ~ i r , , ~ ~ ~ ~ ~ i , q ]  
Ar\a lys i s  appl tar8 both an ";\cvirl t " a . s t ' V o  t ha csr)st,c, c ) f  I q c ) r - a  q e r t ~ i c - ~ g  
(whether CAXC mernbare ware w i 1 l i rvj t o  p a y  sr101lfjl1 (1rre.s ,1nr1 c :  1 i e n t : ~  
ware w i l l , i n q  to pay enol~clh for t r a i n i n c l  A I I ~  o t h e r  s o r v i u e s  rendered 
by the ~arsoc ia t ion)  anrl A I ~ - , s  s t r  i nrjent "sust.;l1 nabi 1 i t  y t est" 
(whether tha otyankzation i s  1 i k e i y  to b e  a b l e  to covsr i t.s tees 
and costs u m  volilnt:ary dona t ions f I-om outside c~rqanizat ions, A I D  
excl udsd) . 
The Project Papcrr hm.mdment. s ecanomi.c/ f inanc i a l  a n a l y s i s  1ai.d out, 
four fi.nancj.al scenarios/models to descrihe alternative futures for 
CAIC. The analyais concllrded t h l t  an institution with an annual 
budget of approximately $600 ,009  per year ( a s  compar~d with a 
present annual budget in excess of $1 million) and a staff of five 
to seven full time employees ( a s  compared with its present staff 
of 24) probably could a t t . r a c t  sufficient members and do' Dr 
contributions to bi viable over the long term. 

Each of the four scenario/models is discussed briefly below. The 
four scenario models are reproduced in Appendix C of this evalua- 
tion report. Section D of the present chapter compares Scenario 2 
with a restatement by CAIC of its financial performance and its 
projections for the future. The C'AIC rastatement,/proj estion, which 
is in the same format as the scenarios, is reproduced i n  Appendix 
D, 

Scenaris 1: SoLf Sufficiency at Current O~eratinq L e a  

The first scenario assumed that CAIC -- in the absence of any donor 
funding -- would seek to maintain the same Level of core operations 
as it had during the course of the project. Since some core costs 
(particularly those of administrative) are directly related ta AID 
requirsmentm, it was assumed that costs could be cut from the level 
of slightly aver U.S. $1 million per ye.ar expenditure during the 
project pried to about $700,000 during the first post-project year 
(1991-1992). It also was assumed that at least the direct costs of 
training and technical assistance would be covered by user fees. 
In order to break even under these asrumptj.ons, the projection 
shows that dues would have to increase from an estimated U.S. 
$35?,000 in 1988-89 to U.S. $576,000 in 1991-92, a growth of more 
than 61% over three years. The scenario/model projects a need for 
43.69 incraaaa in total revenues between 1990 ard 1992, an 



rich iclvnmant whlc:h i s  j \ l l l r ( e c I  1 1 r 1 l  i k~ l y .  'l'tle ,lna lygj i i n  t he i v r o  j a c . t  
Popcar Amanclmcrnt. (:uric l l l n e s  t tlat i t: i c t f  1 t-h;l t ( ' A  1 c: 
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Scenario 2 is the sdrn6~ as the previoula scenario ~ A X C C J P ~  t h a t  
ceceipt i l  from dues are pi.(> jactefl to incraaae by abaut 6% per annul\\ 
and s\rhzrtantlal a s s l s t a r i c : ~  from other donors i s  assumad in the 
years fol lowing i99Q-91. The analysis conclude& that such a level 
clf donor assistance is u r ~ l i k a l y :  

This high-level. of I ?n-specific donor funding, particularly 
in the first yeax: after U S A I D  funding has ceased, seems 
unlikely to materialize based on CAIC's past experience, so - 
that self-sustainabi~.ity, 1s improbable at that high level of 
activity rlnlose donors can be persuady to give general, 
rather than project s p e c i f i c  assistance, 

Scenario 3 ; Minimal --.---.. Self - S u f f  iciency 

Scenario 3 is a "minimal i a t u  or "low" projectj,on. CAIC operations 
would be sharply scaled down from current levalls, and would focus 
exclusively on policy advocacy and membership deveiopment. The 
austere organization would have five full time employees and 
receive the equivalent of the services of one full time employeets 
sssvices from short-term assistance. Operating costs of the scaled 
down operation would be '5485,000 in 1991-92. No increases in 
receipts from dues are projected after 1991-92. 

Scenario 4: Hinimal Su,stainpbiltv Plug 

In this model, CAIC was assumed to retain i.ts present functions, 
but to operate each of them in a scaled-down manner. The key 
differences between Scenario 3 and Scenario 4 ak:? the assumpt.ions 
(1) that dues could be increased at the rats of about six per cent 
per year for an extended pe;riod, and (2) that $94,000 in revenues 
would be generated from Training and Technical Assistance aftex 
RW/C funding ceases, enough to cover the costs o f  these services. 
The operating costa of the *'Minimal Sustainability Plusu scenario 
were projected as $552,000 d.uring 1991-1992. 

Project Paper Amendment No. 1 (July, 1987), Annex E, p. 6. 

This compares with receipts from training during the RDO/C 
assistance period of well under $10,000 per year. 



(:A ECte "carmW L"unctiona ( . . , tha f1lnc:t. i onri flinded k ~ y  A m e l l ( l m m n t  
N w L  to the PrajaCIt Paper) arm not n t  all c , f  -3 e t n ( ~ l n  k i n d .  'yaken  
,-I@ a whale, they serve the I.ntcsrc;rat:a of CAEC's main  (.:onst- i t \ rer lc .y  
only in part, Adminiatrat Lon, the, 1.argeat 8ingl.e item at $ 6 )  i , 3  I 1, 
provides CAIC with the capability to camply with h,l@ raqulrements. 
The adrnini~trat~fon item may be t-ecjardad as an qfovschsadvl i t e m ,  
properly related to ,gU program ,ncti,vltiea funded by AID, not just, 
the five itcsms included in core casts. Given the magnituda of 
administrative cost8 (roughly equivalent to two thirds af tot-a1 
membership revenues on an annual basis) and the fact that their 
principal purpoge is to assurca comp: ianca with A I D  rclwiremonts and 
~'actices, it 8 1  ems most unlikely that the C A I C  membership would 
ac ree to assume , hass costs. 

Training, th@ second largest item at $389,828, was introduced into 
CAIC at the time of its initial revitalization osaentially as a 
deve.l_o~ment function. CAIC s training unit certainly can and does 
serve organizations capable of defraying full costs and i t  
certainly has the potential for becoming self-sustaining. But the 
orientation and rationale of many of its activities are 
development-oriented, and will remain so for some time to come. 
In order to become self-sufficient, the training unit will need to 
sell to the development market in the Caribbean, a development 
market in which RDO/C is a major player. 

Export Development (funded at $132,241) is pure:.y a gevelo~menC 
function. RDO/C funding is tied into a multiple donor effort in 
which CAIC is participating. 

The reality is that the bulk of CAIC core funding is earmarked for 
activities very close to the mainstream of RDO/C1s own programmatic 
and administrative interests. These functions are so closely 
related to the Mission's future intentions (beyond 1990-91) with 
respect to its support of NDF1s, SME1s and ozher development 
activities related to the private sector, that it. is difficult to 
address them independently of these intentions. 

The reality is that only about ten percent of RDO/Zqs funding (U.S. 
$156,500 out of the U.S. $1.6 million providedl by the Project 
Agreement Hodif ication No9:t is related to CAIC's v:~aseline'l program 
functions of policy advocacy and membership deve;.opment. Another 
seventeen parcent (U.S. $268,500) represented funding of Local 
Affiliate Qevelopment activities, but a sharp cu~rtailment of this 
program can be expected. 

Our view is that, if need be, CAIC could carry c)n its most basic 
functions of policy advocacy and membership development with a 
staSf of five good people. We suspect that CAIC can now meet the 
"acid testn with respect to these two 4.nstitutionaL essentials of 



Y.ho or iq inn  1 r'covi tn  l i zat i on  - i ly r - l ~ n n  i n(*f t i r lb \ f .  sh i p ,  i t ,  ,.f7,,, 1 , I  
l i v e  wi t .h in  tha rescrlrc-ells i t a  members c.:urr.ent..Iy prr ,v ic i s .  

'I'he +lsrsumpt bun that f1SAlI.l q r , l n t  fund i n 7  of c:or'q itc't. i v  l I- i es w I I I 
(lrop tc, taro i n  133 1. reyresnnta  a l isefrr L n 1 a I h y p ~ t  h p s  I 5 ,  

hut it is one which may not: r e f  lac-t HI)O/C"a heqt i t~tarest ,c )  1 1 1  t t l c ~  
r e a l  world i n  which it may wish t.o ccrntinucs to \lac CAIC ; r w  ,?n 
implan~ar?t inq i .n%t i t u t  i on  f o r  its proqriime, Pol i r : ~  advocnc;y ant1 
membarahip support a s l d e ,  what in f a c t  may be at stake in the "core 
fundingw d i s c u s s i o n  is i7ALC6 s a b i l  iti{ to carry ~ u t  UJI) developnrant 
functlane and CAIC1s future as an Instrumentat l ~ y  far  implement inq 

programs, Given the present composition of CAICfs "core 
coststt, the burd~n of  the sustainabllity d,klemma does n o t  Z i a  with 
CAIC alone: it should r e p r e s e n t  a concern which CAXC and the 
Mission share in common i f  each wishes the Association to serve as 
an implementing agency fo r  complex programs in the future, 

This section examines CAIC9s financial performance as a membership 
organization carrying out a variety of service functions 
(Subsection 2 )  and with SEAP financial performance against budget 
(Subsection 3). Each subsection ends \ ith an assessment. 

2 .  GAXC Financial Psrformanca aa a ~ u l t i - S a w i c e  Momborshi~ 
tfou 

To provide a perspective on CAIC1s financial perfcrmance which fits 
into a familiar overall framework, we asked CAICts Finance Depart- 
ment ta prepare a restatement sf its past financial performaitce and 
a projection of future performance following the same format as 
that used for the scenarios contained in Project Paper Amendment 
N * l .  The response is reproduced in Appendix D. The main points of 
~ o m p ~ ~ r i s o n  are discussed below, 

! 

a. E a r f m n c a  in 1987 and 198Q 

A summary comparison of the Amendment N*l Scenario data for the 
years 1987-88 and 1988-89 with CAXC historical data is as follows: 

"he project started in February. The project years thus 
start in February and end in January. The prior calendar year is 
used, as a proxy for the project year. Thus the historical data for 
1987,-8 are really those fox calendar year 1987. 



I.tEVF:NUE : 
MEMBER!;HXIV U U F : ~  al*J,ooo J ~ I J , Q ; I O  A-J(I, rjoo 2 19 , (1 i r )  
BANK LN'I'EREYT 6 t 0 0 0 7,000 fi , 000 - ... 
GfUNTLG: 

USA I D 5 0 0 , 0 0 0  500,000 466,642 484,665 
OTHER 53,000 142,000 -... -- 

OTHER INCOME 77,000 74,OOO ZL,295 86, (587 
T M X N I N G  REVENUE 2 , 0 0 0 4,000 7,000 7 , 5 0 0  

~ra.cnu ~ ~ S , O Q O  1,084,000 -167,443 857,271 . 
%increase in dues 5.9% 3.0% 

COSTS 975,000 L , O R 4 , 0 0 0  89'3,224 892,510 
SURPLUS/DEFXCIT 0 0 (132,781) (35,239) 

A l l  four of tbe scenarios i n  Project" Paper* N n l  were identical 
until 1992-93 (the first year after the completion of the SEA 
project). It ia clear that both CAIC1s actual revenues and costs 
in the first two years were well below the projections. 

A striking difference is in the amount of membership dues shown in 
each year. The use of much higher numbers in the scenarios is 
probably attributable to CAIC1s use of an accrual accounting 
approach to showing revenues from dues prior to 1987. This accrual 
approach was adopted in 1980 and continued through 1986. Members 
of the Association who did not (or were not able to) pay their dues 
were carried as accounts receivable on the books, although the 
chances of collection of past dues may have been remote. Under 
this system, both revenues and arrearages were overstated. In 
3987, CAIC want to a cash basis for membership dues, recognizing 
dues as revenues only when payments were transmitted. 

The scenarios in the Project Paper Amendment projected substantial 
grants from other donors during the first two years. None were 
received during these years, but are expected to start in 1989 in 
connection with CA1C8s export promotion actj.vities. 

The Administration department exceeded Scenario projections in the 
first two project years. The Training and Local Affiliate 
Development Department was under the Scenari~ projections in the 
first year but not the second. Actual expenses were far below ,the 
Scenario projections for Communications i.n both years, and well 
below projeetio~s for the Economic Research and Analysis Department 
in the second year. An "Otherw category shown in the projections 
(probably as a ccrntj.ngency) was not actually used. 



r :A IC racjiaatererl n very s l l t ~ ~ t i \ l l t :  i c g l  1 i t  i n  I V whLr:h W , ~ R  

R irln 1 Cicantly reduced i n  1 I 'T'hcl Asnoc: i at, f o t ~  ~ ~ x [ ~ m c ~ t a  il smt-1 I 1 
surplua i n  1989. 

b. &x~jc ) .~ t .&ona  %or t h e  Futura 

CAIC's projectims far t h e  i u t u r a  c: losel .y  resemble the p a t t e r n  r ) f  
:;c;unaria 1 2  (set out in Appendix C). These projections f o r  the 
years 1989-90, 1290-9 1 ,  1931-02, and 1 9 9 2 - - 3 3  follow. 

A2B?.-.?.Q .1?-mz8_;X X2.9.1- 3 2. u22.722 
REVENUE : 
MEMBERSHIP DUES 323,600 339,780 35Bi, 769 374,607 

BANK INTEREST 0 0 0 0 
G I W T S  

U S A I D  517,000 430,000 0 0 
OTHER 163,000 172,000 232,000 60,000 

OTHER INCOME 109,000 130,000 130,000 130,000 
TRAINING REVENUE 8,250 40,000 65,008 65,000 

TOTALS 1,120,850 1,111,780 7t33,769 664,607 
%increase in dues 13 . ' /&  5.0% 5.0% 5.0% 

COSTS 1,120,616 1,103,920 785,000 642,650 

The critical assumptions are (1) the 13.79 increase in revenues in 
1989-90; (2) substantial grants from sources other than AID for 
three of the four years; (3) the rapid growth of training 
revenues; and (4) substantial other income. 

CAICts membership revenues have been stagnant in recent years, 
showing a relatively low growth of 3% between 1987 and 1988. The 
assumption, contained in \7AICfs financial plans, that a major 
increase can be achieved in 1989 is a critical one. I.€, for 
example, income from dues only increases by the same amount as in 
the previous year ( 3 % ) ,  a deficit of about $36,000 will result 
(about the same as in 1988). 

In hie comments on a previous draft of this report, the SEAP 
Regional Coordinator asks the evaluators to recormend: 

... which unit or manager should bear the direct responsibility 
for realizing the critical 13.7% increase in dues in 1989/90 
and future targets. 

As we see it, there are four kinds of responsibilities with respect 
to setting and achieving targets for dues. An early requirement 
is for staff analysis providing data and recommendations to key 



rlac! is 1011-makers nrld ot:tre ra o r 1  p r o u p n ~ t  ivcl t a n  a 1 reflu i rurntrtl t .: 
O P  present and a n t  iclyatcrd yrrorjrams ( inc: 1 u d  i nq dues) , The rc .r : i ,c)r ,  
r;Lbll I t y  for t h a t  annlyticnl function 1 i o n  with t.he Vinr\nl.:e I )epnrt  . 
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r:hown above. 

  he saconds(and operationally mare fundamental) requirement i s  for 
the President, ths Board, and thq Executive Director of CAXC t o  
commit thslmselvas and the organization to achieving particular 
dues-collection targets for the forthcoming year, to establish a 
realistic dues colXection st-rategy, and to make suitable assign- 
ments of responsibility. Normally the Executive Director and the 
Finance and Membership ~ubcommittee of the Board should take the 
lead. 

The third function is that of solicitation of members. Ordinarily, 
tho Executive Director, Board membcsrs, and other key members of the 
organization should coLlahorate on a program of face-to-face fund- 
raising concentrating on present and prospective members thought 
to be particularly important to meeting the targets. As wide a 
range of other CAIC members as possible should be involved in the 
face-to-face effort, Mail, telephone, and other forms of communi- 
cations also can be important. 

The fourth function is that of providing sufficient staff support 
for the fund-raising effort. Normally support functions would be 
carried out by the Communications and Meinbership Department under 
the direction of the Executive Director. The staffing of this 
Department is discussed in Chapter I11 below. 

Raising membership dues is a classic fi9baselinett activity which is 
essential to survival of a business association. It has been well 
said that the three most important concerns of a membership 
association are (1) membership; (2) membership; and (3) membership. 
From this point of view, every member of CAIC and of the staff a f  
its Secretariat has an interest in expanding the organization's 
membership and its income from membership dues. 

a *  Membership Trends 

CAIC combines organizational and individual memberships in the same 
way as does the Chamber of Commerce of the United States and the 
umbrella organization for cooperatives in the United States. 

CAIC has 
(companies 
to CAIC i 

three categories of membership, Corporate Members 
in trade, manufacturing, and agribusiness that belong 
n their individual capacities), Associate Members 

(companies in banking, finance, and insurance), and organizational 
members (national and regional organizations, such as Chambers of 
Commerce and Industry and Manufacturers Associations). Of these 
three membership categories, corporate membership is particularly 



i mpostnnt: boeanscr i t :  is both the I l r r c l ~ w t  N o r 1  I-c.e o f  i trc:r)rne , ~ r v l  t h ~  
m o s t  s u b j ~ t  to chanya. 

As tabulated Pram CA 1C rer:ords, the o n  I I i 1 ' ; m e ~ n ~ , c ~ t . : ; t ~  i 1, 
through April  1983 was as f o l l o w ~ l :  

MU-MBER OP CAIC MEYBERB 
Th raucjh 
April 

u4.ti. _--138h 13_&7 19 @9--- 1?813_-.- - _ 
corporate 86 90 32 35  3 3  
Associate 4 5 5 6 7 
organinat ion 3 '  , .-a __ - ----- 22- ----- 27 - - 27 ----- - " .- 

TOTAL 117 122 '1.2 4 123 127 

Because dues are assessed by farmulas which take into account 
corporate size and location, trends in membership are not a1,ways 
reflected in revenues. ~ h u s ,  in a given year seven new large 
corporate merhers could replace eight small members leaving -- and 
an increase in membership revenues would result. Nevertheless, 
while the books for 1989 certainly are not closed, both the trends 
over the years and the results for the current year suggest that 
achieving a 13.1% increase in revenues in 1989-90 will be 
difficult. 

One positive factor that may help CAIC achieve its targets is the 
fact that the organization currently has a Jamaican President. 
Jamaica is one territory with a significant potential for 
membership expansion. At present, the respective contributions of 
three moderately developed countries are: 

Barbados U.S. $112,000 
Trinidad U.S. $ 95,200 
Jamaica U.S. $ 48,500 

Zamaicals economy in fact is much larger than that of Barbados, 
and its potential support for the organization should be 
consi.derable. CAIC's policy advocacy for greater integration of 
CARICOM economies should help to sell the Jamaican private sector 
on the utility of a regional private sector organization. 

d. gthor Factors 

CAIC projections show substantial grants from non-AID sources 
during the three years of the XADB-funded Export Promotion Project 
(1989-90. 1990-91, and 1991-92) and declining steeply thereafter. 
Other income consists of income from sub-leases, the SEAP 
administrative fee, radio programs, the business center, and 
studies. The sub-least? income is quite substantial and conceivably 
could be increased if CAIC were to change locations. CAIC1s 



p r o ) ( s ( : t i o n a  of rewenussu from t r n l n i n r j  , ~ c t I . v i t : i ~ ~ d  show il s h r l r ~ )  
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i3ur 1.9 concoivab Le. 

It will be quite difficult, but not impaaoibla, for CAIC t.o meet 
itu financial targets for 1.90(.,/90 and 1990/91, 'I'he interest o f  
development agency donors, and A I D  in particular, i s  that CAIC 
maintain the administrative mecharlisrns adequate to serve thnir 
requirements as long as CAIC functions as an institution for 
delivering development services. From this point: of view, t h ~  
"zero ansumptionsfl for A I D  funding beyonc! the SEAP PACD seem unduly 
severe. However, we agrt3 with the pociition presented in the 
Project Paper N P 1  to the egtent that CAICts vtbaselinaN functions 
(policy advocacy and membership development) should be subjected 
to market tests. 

The lacal affiliate development program ( U D P )  at present provides 
grants under CAIC management to private sector organizations in 
OECS territories. At present the grants are re.ducad as each 
organization raises more revenues. This reduces the incentive for 
i.ncreasing membership revenues. LADP should be re-oriented to 
providing matching grants to organizations that increase membership 
revenues. This will create the conditions for long-term self- 
sufficiency of the affiliates. 

If new funding Is considered for CAIC and/or its affiliates for 
activities not concerned with the execution and effective 
administration of development programs, we suggest that it should 
be cast principally in the form of "challenge grants." Such grants 
could provide matching payment formulas directly tied to net 
increases in membership and paid-in dues. 

CAICts successful management of SEAP should increase donors 
confidence in its ability to manage other projects. The managemant 
fees from them should be structured so as to provide a contribution 
that would augment CAIC1s core finances. 

CAIC may be able to raise additional revenue through selling of 
its services and perhaps through conventions. Yet, membership 
drives should be the principal thrust of its revenue strategy. 
Membership growth is fundamental not only because it can provide 
a relatively reliable source of income, but also because it 
directly affects the political standing and policy impact of the 
organization. 



t, C Q B T - Y I O U ~ C ~ ~ Y W B ~ ~  Q;P RCV ISERVXCE D E L I V E R Y  

rn this aectFon, we pravitle (1 n t~mmary  raview wf d , ~ t . a  on t h ~ 4  ~ ~ t : t -  
effectivoneas of RCIJ operations. Our evaluation :;cope of Work ~ C J Q ~  

not include aeaearument: of tho NDF and WID microonterprios prorjrams 
in themselvta~e, and we did not axtarnine the internal costs and 
finances of these organizations. We do, however, examine some data 
pertaining t:o NDFe/WID for purposes of providinq (1) n lfmoney 
mcvinqw overhead rate (relationship of operating and central costs 
to oney expended for the SME and NDF/WID programs, and (2) some 
hypozheses concerning the expansion of NDF/WID share of the overall 
budget which has taken place since the project was undertaken. 

The concept of '@overhead't which we us69 is this evaluation is quite 
different from the one which CAIC uses for purposes of cost 
control, and serves a different purpose. CAIC4s "overheadw 
budgeting provides a disciplined framework for allocating and 
keeping track of expenditures by department and by detailed line 
item ( e . g . , ,  ~lectricity, insurance, postage, stationery) on an on- 
going basis. It is well designed for its purposes. 

We treat RCU "overhead1@ in this evaluation as a group of costs 
which relate directly to CAIC1s project budget. They include a 
management fee paid to CAIC, the operating costs of the Regional 
Coordinating Unit, the operating costs of the National Coordinating 
Institutions, the costs of certain non-gove,:nmental organizations, 
together with those of audits, monitoring, and evaluation. The 
'lbasefl of the overhead used for the purposes of this evaluation 
consists of (1) monies provided to NDFs/WIi) for administration, 
technical assistance, loan operations, and lcans; and (2) costs of 
SME technical assistance and training agreements, SME technical 
assistance and training funds, and non-NDF credit. We are adopting 
this @9macrow concept of overhead of RCU (as an umbrella 
organization including the costs of the NDI1s) for two reasons: 

It illuminates the financial structure and perfonnance of the 
SEA project; and 

It permits comparisons with the financial plan contained in 
the original (1986) SEA Project Paper. 

Examples of CAIC1s overhead budgets are contained in 
Schedule 1 through Schedule 5 in CAIC1s Work Plan for Project Year 
1989/90 (May 1989). 



Note well t h a t  the coats (sf N O 1  ; t d m i n i s t . r ; r t  I on  e x p e n s e s  at-m t r e a t e t ]  
I S  "overheadn coa t# ,  w h i  1 +a I.4I)k7/Z.JID ad mini at^-at ~ v e  c :ont :~  ,,re 
i n c l u d e d  in t h e  baoe . 'I'h i s  ru f 1 ectw botAt\ the t: 1 l ~ s s  i f  i .c;~t i or1 ~ i s ~ l  
I n  the 1986 Project payer ~ ~ r l t l ,  wa t h i n k ,  f u n c t . l o n n l  r e i l l i t y .  AS 
discussed b e l o w ,  t h e r e  I e:l.asa rclllnt [on~ lh  C Q R  ancl c70st:- 
sf fect ivenees t r a d e - o f f s  between v n r  ious combinat tons of 1eval.s o f  
reqional (RICU) and n a t  i o n d l  (1501) guidance and supervision. The 
functional relationships between RCJ supervision and NDF/W L D  
administrative costs thus are  judged not to be of the same kind,  

In section FJ-2 above, we saw that the urigin.al ;budget i n  the 1986 
Project Popar could be restated as follows: 

NDF Program Costs 
SME Program Costs 
Non-allocated Casts 

TOTAL $10,000,000 

In order to convert these figures into a simple overhead rate, we 
first remove RDO/C project managenrent costa ($680,000) and the 
contingency ($250,000) from non-allocated costa. Overhead then 
becomes : 

Non-allocated Costs $4,237,000 
Less RDO/C Project Management (680,000) 
Lens Contingency I_a50.000) 

Overhead $3,307,000 

A simple overhead rate can now be calculated as follows;: 

Program Costs ($2,170,000 + $3,593,080) = $5,763,000 

divided by 

Overhead Costs ($3,30a7,000) = 

A Five-Year Overhead Rate of 57.38%. 

Applying this concept of overhead to tha time-phased f inamcia1 plan 
in t:he Project Paper produces the following results: 



OVRRHEAD BATU HAHID ON 
F1PO*lEC'7' P'AI'F:It F I NAN('1 A18 I'IAN 

( t 4 i  1 I  loti:^ of  r J , ' ; *  t ) o l  I a r - G )  

Proqram Coats $ 1 . 3 6  0 $ 1 . r b o e )  $ 1 . 2 2 5  $0.52 1 $0 , 4 3 0 
Ovarhead Coots $0.700 $0  . o 5 0 $0.6'7 I S O .  h 1 2  S f l . f ~ I 2  
Overhead Rate  1 6 ,  ( l P $  4 O S  7 ' 5 %  5 4 . 3 4 %  117.02% Z Q O , o O O  
Accord incl t.o the pro jec.:t, Is F lnarrc i a l y Ian, overhead c:owts ;.om;\ i rl 

fairly conatant while proclram costs doc1 i n e  sharply. The d e c l  i ne 
in program casts is prima~ily attributable to the "fr-ant-end 
loadingw o' Nl)F/WID casts which were programmed to decline from 
$1.12 mil.li>i in FU 1986 t:o $1'75,000 in FY1989. The result i:; 
the steep arrcetlt a f  the overhead rate. 

Our undergtanding is that there were two basic reasons far this 
pattern in the Projert Paper's financial plan. First, It was 
assumed, in the early stages of project design, that the funding 
level would be about $20 million and that tho N D F s / W I D  would be 
financed throughout its term. When it was decided that funding 
would be reduced to about half that amount, the l a t s c  years of the 
project and the NDF funding took the brunt of! the cuts. Second, it 
was assumed that as program activities and costs phased down, 
project manageinent would devote a very significant portion of its 
time to finding other sources of funding and to solving the 
sustainability problem. Thus the overhead rate (the relationship 
of operating costs to program costs) rises in each year, nearly 
quadrupling between the first and the fifth year, 

The pattern of actual expenditures is shown in the following 
tabulation: 

OVERBEAD RATE BABED 
OBI ACTUAL EXPENDITURZS 
Cnfilionv of U.B. Dollars) 

Program Costs $1.070 $1.826 $1.654 
Overhead Costs $0.192 $0.354 $0.3 60 
Overhead Rate 17.99% 21.94% 26.42% 

The overhead rate is significaritly lower than that projected in 
the project paper -- about half of the levels of the rates derived 
from the Project Paper data for the years 1986 through 1988. 
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i n  the first three  project yearg. 

A ris ing p a t t e r n  o f  NDF/WXU funding rather  than  a d e c l  i n i n q  
one, 

~peratlng costs which are lower in e,~ch of t h e  first three 
years than those shown in the financial plan in the Project 
Paper. 

Much more modest use of monitoring, audit and evaluation funds 
in the first three years than that predicted in the Project 
Paper financial plan, 

In his comments on a previous draft of this report, the SEAP 
Regional Coordinator states: 

It is incorrect to state that Low ovarhea costs were partly 
caused by non-attention to sustainability. RCU1s deliberate 
policy to control overhead spending, keep a small staff, 
[bring about] the elimination of unnecessary superstrdctures 
and ... maximize impact on the clientele were the prevailing 
forces . 

It is not our view that CAIC has failed to pay attention to, or 
indeed to spend money on, sustainability issues. However, given 
the (probably unreasonably draconian) projections of zero AID 
support after the curreRt PACD contained in the Project Paper 
Amendment and the (probably unrealistically hiqh) projected 
spending on sustainability activities assumed in the Project Paper, 
the project appears not to be meeting project design expectations. 
We believo that CAIC's effortm have been laudable as far as they 
have gone, but more attention needs to be devoted to sustainability 
now. Othar things being equal, keeping overhead costs low is a 
laudable f nstrumental practice, but this practice should not be 
allowed to deflect the project from azhieving an important goal. 

The Regional Coordinator also states that: 

NCU [in the RCU unit] was directly caused by 
the spending cuts which RDQ/C incurred in 87/88. The hiring 
of additional staff zas then postponed. 



Again, we think that the important question is what is to be done 
in the future. We understand that RCU is now recruiting for an 
additional position and we believe that to be laudable. In our 
judgement, R a t s  overhead cost performance thus far reflects both 
care and prudence and (for whatever reason) some underspending for 
activities needed to build up the capabilities of the SME program. 
The program potentially is a very good one and it deserves the 

support necessary for growth. 

4. CAIC Manauement Fee 

In 1987, the management fee to CAIC was $7,500, about 2 %  of the 
overhead base in *,*at year. In 1988 the management fee was 
$17,886, about 4% of he overhead base in 1988. No CAIC management 
fee was charged in 1986. 

The CAIC management fee may be considered roughly equivalent to a 
negotiated segment of General and ~dministrative expense. It is 
meant to cover those central costs not included in AID support of 
CAIC core costs. The CAIC management fee was introduced after 
extended negotiations between the Mi.ssion and CAIC. It is a 
concept which we find attractive in that it could provide a source 
of funds from which sustainability-related costs of pursuing other 
sources of funding can be defrayed, and because it serves as an 
additional motivation for sustaining project performance. Conside- 
rations of sustainability require covering full costs associated 
with a given activity. The management fee could be too low. 

5.  Utilization of Funds by NDFs and WID 

We undertake a brief analysis of the of some data on the 
utilization of funds by the NDFs and WID in order to provide 
perspectives on sustainability issues and on the shift from 
planned SME primacy to de facto NDF primacy which has taken place 
during the course of the project. 

a. SEA Assistance to NDFs/WID 

For the period 1986 through 1988, the percentages of operating 
costs and loan funds supported by AID funding were as follows: 

Operating Costs Funding for Loans 
Total US $ SEA% Total US $ SEA% 

It should be noted that both NDF operating costs and loan funds 
grew rapidly during the period. However, loan funds grew more 
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c:ertstnly not clear from t:ha data t h a t  t.he NOF%/WID arc. movknrl 
tawfird inde~qndenca I r ~ m  SE;A func l ing .  

In tarme of annual d o l l a r  totals, SEA support of aperatinq c o ~ t s  
dscr~zased  between 138-1 and 1 3 8 8 ,  brig fundinq f o r  loans f.ncreasetl 
in each year: 

Operatinq Costs Funding for Loans 
UEmaAZA VSSL:_~_JJI- .= 

The loan funding increase should be a source of particular concern. 
It should be noted that AID fundinq for N D F / W I D  loans is provided 
on a basis. Once 0 microenterprise pays back its loan to an 
N D F ,  the NDF does not have a repayment or other obligation to SEA 
or AID. It csq use reflows at its discretion. Given thsse 
circumstances, an N D F  with an expectbt ion of approaching reduction 
or termination of AID funding might have a strong motivation to 
increase the volume of loan applications which it accepts. That 
motivation could include expectation that a higher percentage of 
overhead coats could be covered by increased volume of interest 
payments and/or by a desire to receive unencumbered reflows. 
Either way. loan quality conceivably could suffer as loan volume 
expands. As discussed in the following section, the monitoring 
infonnati.on we have examined is considerably more ambLguous on this 
point than it can and should be. Supplemental monitoring 
information is required. 

b. m r a a e s  and Bad L o h i i ~  

Several N D F s  and WID receive loan funds Prom sources other than 
RCU. Although theso organizations do in fact segregate their 
individual loans by source and could indeed report on arrearage 
and default. rates for AID-funded loans alone, the data which they 
present to RCU relates to the total portfolios of these organiza- 
tions and not to the loans funded by AID funds alone. That form 
of presentation makee it difficult to relate reported changes in 

A. pointed out in CAICrs comments on our earliar draft 
(Appendix El, the present monitoring and disbursement system does 
not allow for an NDF t ,o  draw down funds "quicklyM or ahead of 
schedule, unless actual lending to clients was greater than 
anticigatad. 



volumes of loans made with AID funds to rates of arrearage and 
default on these AID-funded loans. 

An arrearage ceiling figure of 7% on annual new lending was 
established as a target in the Project Paper logical framework. 
In 1986, three of the seven NDFs reporting in that year had arrears 
over the 7% target rate. In 1987, all eight of the organizations 
reporting in that year were under the target. In 1988, three of the 
eight organizations reporting were up above the target. Specific 
countries with loan arrearages above 7% were as follows: 

1986 - Barbados, Dominica, Grenada 
1987 - None 
1988 - Grenada, St. LL::'.~, St. Vincent. 

Experience for government owned lending institutions in the 
Caribbean is that loan losses can average 25 percent or more. 
Microenterprise programs worldwide tend to have better records on 
loan collection than government institutions lending to larger 
clients, and this is certainly true of the NDFs. The World Bank 
staff has concluded that most well-run microenterprise projects 
can achieve default rate of ten percent or less. In the Eastern 
Caribbean NDFgs, the following organizations exceeded a breakpoint 
of 11%: 

1986 - Antigua, Barbados, WID 
1987 - None 
1988 - Antigua, Barbados, St. Vincent, WID. 

It is interesting to note that operating costs were higher in 1988 
than in 1987 in seven out of the eight organizations reporting for 
those years. Thus the data we have reviewed provide no evidence, 
on the surface at least, that the 1988 increases in arrearages and 
bad loans were attributable to reduced technical assistance or 
reduced attention to loan collection. 

In its comments on an earlier draft of this report, CAIC finds an 
absence of evidence that poor loan quality is directly associated 
with rapid expansion of the loan portfolio: 

The 1987, 1988 year-end reports and the June 1989 report 
reflected regional arrearages hardly exceeding 6%. And the 
NDFs w i t h  the highest arrearages did not owe that condition 
to portfolio growth rise. 9 

We w i s h  to emphasize that neither our evaluation Scope of Work nor 
our field investigations covered the subjects of NDF loan losses 
or arrearages. However, in the absence of a definitive, data- 

' Memorandum of August 23, 1989 to Harvey A Lerner from Melvin 
Edwards, Regional Coordinator, SEAP, p 4. 



baokerfl, pon itivm exy lnnat  i on  of t h e  I f40A u y w a r r l  trend i.n arrc?nt;\cjc.n 
and defaultm, w o  bmlicava a r e t l  f l n c ;  B~\C)IIICI he  rniecrcl. Tho reasc1n.s 
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be euetainsd/expandad only by L o w e r i n c ~  the portEo1i.o quality, 
perhaps RC?Uts  etrategy should change. 

In any event, CAXC should moritor arrstnrages and bad loan rates 
specifically far NDF/WXD loans financed by A, I ,D. flunds a s  a mat ter  
of good practice. It is particularly important to understand the 
pattern@ and c o n s e q u e n c e s  of chanyee in AID-fund recyclinq by 
NDFa/WID ss t h e s e  inst~itutiunw start to reduce the extent of t h e i r  
derendencs on RDO/C. L f  effect, t h e  patient will be in the 
rf ,every room if not on the operating table: the monitorinc, sys tem 
should be measuring c h a n q e s  !'I the patient's condition as precisely 
as possiblsa as flows through particular support systems are reduced 
or shut down. 

This Chapter has dealt with issues of financial performance and 
cost-effectiveness. In the past two years, CAIC has put a number 
of cost-reduction measures into effect. There doubtless is room 
for further cost saving, but the SEA project faces questions of 
t h e  pace and balance of its spending and of the sustainability of 
its sube~tantive programs which CAIC cost-cutting alone cannot 
solve. Nor can cost-cutting alone ensure the survival of the 
adm?~nistrative mechanism CAIC has put r place to meet AID 
requirerments. On paper, RDO/Ctr2 assistance to HDFs and SMEs ends 
in early 1991 along with its support of CA,LCts core functions. It 
is most unlikely that other donors will pick up the costs uf all 
these programs at that time. Nor is it likely that they would 
substantially subsidizn core costs. The present evaluation reaches 
quite favorable conclusdons concerning h W / C t s  conduct of SEAP. 
What should CAICts good parfomanca mean in texms of future funding 
by RDO/C? Should CAIC anad its staff continua to build up 
capabilities to serve AID because they are doing a good job? Or 
should they now be laying the groundwork for a major c~tback 
becausa R W / C  fund. are likely to be much reduced? Is there a 
middle way? 

The search for answers to these qussticns takes us far beyond our 
evaluation Scope of Work and beyond the subject matter which we 
have examined in detail. Nevarthsless, it is difficult to address 
the adequacy of the financial performance of the SEA Project and 
to make recommendations for the future without raising these 
questions early in our analysis. 

As suggestad in Chapter I of this report, the Economic/Financial 
analysis containad in the 1987 Project Paper Amendment took a 



s i g n i  f i ~ a n t :  8 t . e ~  forward by e i z  lnq 11p C!AZC'a f ir~ar~f: 1 a 1 nrl i t \ lra  
tbsrmar of comylretmrrrr 1.va ~r :er iar  i o a .  Four f i nanci n 1 motlo 1 s p r o  j e c : t . ~ , l  
f~lrld i r i q  and sxpannsa from a 1 l sraurcas, -i\t,her than  A i m i t  1 n c j  i t.sp; f 
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ivan t h e  aesilnlpt ione of the and lyais -- were renson; lbl  y rea I. i st i f : ,  

the invewtiqation st.opped qhort  uf squarely facirrq t h e  Rundament,ll 
( luest  ion which 1 i a s  behind tile issltia of the w a u s t a i n a b i  1 i t -y i r  o f  
C:AXC'S core functions: 

Does R W / C  want CAIC to sustain the c a p a b i l i t y  to administer 
substantial a,nd complex RDO/C programs beyond tha currarlt 
termination d a t e  of S E A P ?  

I f  the answer to that question :s Itclearly no,t* a major 
dismantling of CAI!:: core functions prcbably is i n  prospect, whether 
or not other donor funds are obtained by CAXC. Even if other 
donors were persuaded to contribute su~stantial untied, non- 
project-related resources, it seems unlikely that these donors 
would support the extensive administrative apparatus required to 
handle AIR-funded projects. If the RDD/C8s answer is ttnoq@ and CAIC 
nevertheless wishes to continue a significant commitment to 
development activities ut.il izing funds provided by other donors, 
nanagement should shift its attention and priorities from the 
RDO/C "bird in handtq to the other donor "birds in the bush." 
Finding and securing new sources of funding for CAIC development 
functions should become its overriding concern. If the answer is 
"no," and RDO/C wishes to help CAIC to sustain its development 
activities, RDO/C should be encouraqing CAIC to follow a "birds in 
the bushw strategy, rather than insisting on the exclusive primacy 
of its own program and project interests in the n. x t  two years. 

If the answer to the fundamental question is "clearly yes,'' the 
search for ather donors should continue, but becomes less urgent, 
The focus shifts to planning and executing a balanced program 
suited to the nature, magnitude, and "agingw characteristics of 
tho R W / C  project elements assigned to CAIC. Those project 
elements can be characterized as follows: 

Membership 
Advocacy 
Local Affiliate Bavelopment 
Training 
NDF/WID 
SWE 
Export Pr~mot ion 
Prospective RDO/C-funded functions 

The eight project elements are presented in roughly the order of 
original entry and anticipated exit from the RDO/C-funded CAIC 
wportfoliom. Each element can be regarded as being at a given 
point in its own "product cycletN a cycle whizh has "start- 
up," wgsowth,N and Nmaturityn phases in terms of donor support. 



Evan though fu ture  A X 0  funding can naver be rayarcled as a 
aar t .a in ty ,  A wclearly yest' anawarr tn the funclarnerltnl iluesT.ion would 
maan that RRQ/C and CAXC could work out a coat-efCoctive pxocjram 
approach wi th in  t h e  f ram~wask ail a rirt ionnl. l a r i c r - t e r m  f! inanci  ,I 1 
strategy. 

t b  thta arrmwec t o  tlla E\~ndamental ques t ion  posed is 'tmaybbrl* (and 
we a n t i c i p a t e  t h a t  i,t i s ) ,  same set of reasonable Workinq 
assumptions concernlnq th6 f u t u r e  @till nucrds t o  hs p u t  forward. 
O n e  of t h e  recommendations of t h i s  caval\iation is thn? R W / C  and 
CAfC c o l l a b o r a t e  i n  developing c r e d i b l e  time-phased "pro formaw 
l ifce cyclco s t r a t e g i e s  f o r  each of t h e  ftlnctionta funded through C A I C  
by Rm/C -- s t r a t e g i e s  t o  which n e i t h e r  o rgan iza t ion  may be a b l e  
t o  commit. itscel: a t  p resen t ,  bu t  which both ag ree  represent  
reasonable couraea of a c t i o n  if e x t e r n a l l y  determined even t s  prove 
fnvorablo.  
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This chapter discusses the evolution of CAIC into its currant 
organizational structure, and assesses CAIGfs suc:cess in 
implementing its objectives. Section B deqcribes the background 
of the institutional changes which have tar. !n place in the past 
two years. Section C reviews CAIC'S organi~ation and committee 
structure. Section D assesses CAICfs achievements in delivery of 
services to the private s a c t o r .  Section E evaluates CAIC in its 
role as a project implementation organization. IndLvidual 
assessments are contained at the end of Sections C, D, and E. 

B • T H E  BACKGROUND OF INSTI-TUTIONAL CW3B 

In September of 1987, CAIC initiated a new organizational 
structure. The reorganization reflected changing conditions and 
the recor~ciliation of a number of different recornandations and 
viewpoints. Apart from the individual viewpoints of the rnembers 
of the reorganization team, the reorganization was influenced by 
the findings of AID audits, opinions of Mission personnel, advice 
of CAICts consultants and a number of other considerations. Two 
such external influences which were taken into account in CAIC8s 
reorgarlization are described below: the institutional thrust of 
the M!Lssionts private sector strategy at the time and the findings 
of an evaluation of CAIC carried out in 1986-87 by Louis Berger 
International, Inc. The fundamental elements of the organizational 
changes made by CAIC are then s~mmarized. 

2 .  Positions Influencina Institutional C h a n u ~  

a. PDO/C1s Private Sector Strateav U ~ d a t e  

In early 1987, the Mission submitted to ATD/Washington a "Private 
Sector Strategy Update." It proposed a n. approach which may be 
s.ummarizsd for present purposes as follows. 

(1) The Mission's Private Sector program was to emphasize 
i nstitutioual objectives (ffstrengthening the private 
sectorIf in the region) rather than direct economic 



impacts ( e x p o r t s ,  j oba , inc:rsascad p roduc t  l v  i ty , ha 1 ar\(-:ec;t 
sconomic growth and the 1. i .kta) .  

(2) Within the pr l v a t a  sector, t h e  Caribbean Assoc Lat. i o n  o f  
Industry and Commerce and its :;ma 11. Ent.erpr isjs A*s L s t a n ~ : ~  
project, a r o  t r a a t n d  as keys to putting t h i s  stratecjy i n  
place. 

(3) Within SEA, N a t i o n i l l  Coordfnat l n q  Committees, formad in 
order to unify the bus inesa commurlity , were presented as 
critically i m p o r t a n t  to the success of the strategy. 

( 4 )  RDO/C would react to the changing needs of the private 
sector and focus its own leadership role on building a 
structure of relationships that would enable the private 
sector to lead the course of economic development in the 
region. 

The updated strategy brought the SEA project to center stage in 
the Mission Private Sector Program and treated the innovative 
institutional arrangements designed into the project (as 
distinguished from the economic impact of the services which it 
was to deliver) as the hallmark of the success of the Mission's 
Private Sector Program. This :\nstitutional emphasis was 
graphically illustrated in an Appendix to the Strategy Update 
(l*Institutional Setting and Structure of RDO/Cas Private Sector 
Programw) which is reproduced in the present report as Figure 111- 
1. 

b. I1 Evaluation 

In the Louis Berger International, Inc. (LBII) evaluation of CAIC 
carried out in 1986-87, a central theme was CAICts uneasy and 
incomplets process of reconciling the respective requirements of 
advocacy and development functions. It found that the mixing of 
policy advocacy and development roles carried with it both problems 
and significant potenf~ials. CAIC had done quite well on the 
advocacy side, but its development activities had shown mixed 
results. The evaluation identified problems in the areas of: 

o project design and implementation strategy; 

o organization and personnel; 

o membership promotion; and 

0 self-sufficiency. 

The LBII evaluation argued that these problems could be best 
addressed (and the opportunities best exploited) through approaches 
that acknowledge differences between advocacy and development 
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t: ~ n s t  Ltuen~lcaa and imyerat. i v o s ,  nrld w t ~  i r:tx rnti~,in c:orlst.htlct ivcr \ ise 
t t ~ e  d i f  frroncem. 

CAIC i n  the main responded poeit: i .veLy abntl Plexibly to the M ~ R s ~ c ~ , ~ ' E ;  
knsit:itutton-bui lding i d e a s  and to avakuation recummendat ions. r.t8 
moved t o  separate  AID- funded developm~ent f1~ne:t ions Prom those o f  
advacacy, and vaetly improved t t ~ c s  r a u t i n a  administration of t h e  Air) 

g r a n t .  The sugyestioaa made in the 1986 E v a l u a t i o n  have been in 
large part accommodated in a modified organizational s t r u c t u r e .  

Othor considerations t.hat governed the new organization s t r u c t u r e  
were requirements to ensure t.hat: 

o CAIC would provide a mechanism for consultation with and 
consensus among its members and affiliates on issues 
af fectinq the r e g i o n t  s development, especia.1 ? y  in light 
of growing concerns about the special probl.ems of the 
sub-regi.on i . e . , the OECS) ; 

o CAIC was orgar~ized to permit easy access by the decision- 
making councils of the region ap well as national and 
international decision-making councils; and 

o CAIC1s internal organization was put on a more effective 
and sf f .icient footing with respect to financial 
managemerit, to allow for more careful apportioning of 
casts between baseli.ne functions and development 
functions, and to satisfy the donor agencies. 

In the context of these imperat.ives, in 1986-1987 CAIC commissioned 
a Task Force made u p  of Board Members, U S A I D  officials and an 
external consultant. The Task Farce, drawing on inputs from USAID, 
recommendations from the evaluation, and its own experience 
concluded that: 

o CAIC should differentiate its strategic objectives 
between those baseline private sector advocacy functions 
that any "chamber of commercew should conduct on behalf 
of its membership and those development functions that 
can be carried out only with development funding. There 
should be a clear separation between CAIC @*baseline1' 
functions and vwdevelopment projects" that CAIC could 
manage with the necessary "overheadu donor agency 
financing. 

111 - 4 



C A , [ C ' ~ >  objec:t ivsa wars r e s t , ~ t e d  follows: 

1. To f n s t s r  the ~ l s v e l r ) p m s n t  r > f  ,I v r t ~ t - a n t  p r i v a t  a .;u,.t 
whlc:ta w o u l d  c ' o r > t . r i k ~ ~ ~ t m  the  sr'vr~clmi(: c l e ~ ~ l o p m e n t ,  r t f  

t h e  raqiun, 

2. To effectively rapresant,  t:.he i n t e r o s t . ~  o f  the p r i . v a t e  
.sector on major public pulicy i s s u e s  aEfec-;.tdrlcj t h e  
development o f  tha reg ion .  

3 .  To provide technical nssi.stanc:e to local national p r i v a t e  
sector orqanizations w i , t h i n  the limits of its resources. 

In addition to these baseline objectives, the Task Forct- also 
proposed that CAIC should have tho following development objec i v e ,  
depending on the availability of funding: 

4 ,  To assist develapment agencies such as U S A I D  in t h e  
design and implementation of private sector development 
programs in the region. 

The Task Force and Board concluded that this fourt-h objective, 
though important, should be considered a secondary priority 
relative to the more long-term private sector advocacy role of the 
organization, especially since CAIC can only play a role in this 
area with development funding from international development 
institutions. 

Based on these strategic objectives, it was recommended that CAIC 
devise a new organizational structure that differentiates between 
its baseline private sector advocacy functions and its development 
activities. This division was deemed especially important since 
the skills that are needed to successfully conduct these two types 
of activities are co~~siderably different. Figure 111-2 presents 
the basic organization structure recommended for CAIC. 

Figure 111-3 presents the proposed organization structure for 
conducting the two baseline activitiss recommended for CAIC, 
private sector advocacy and local affiliate development. 

The baseline program activities were to be supervised by the 
Executive Director, with two Program Managers (Private Sector 
Advocacy and Local Affiliate Development), and an Administration 
and Finance Manager reporting to the Executive Director. Overall 
policy direction and guidance on baseline activities would be 
provided by ,xhe Board of Directors. 

It was initially recommended that specific board committees be set 
up to overeee activities being conducted in the baseline area. 
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Recommended Base Line Organizational Structure 
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t i r ~ w e v s r  , g i v e n  t t ~ c r  rl i f T i c 7 1 j  l t i -c; o f  r stt ,vcn i rrcJ 1;11r.tl r rlrnm i t t ~ P P  , l r l o  
t o  t-he tlncsd to trnvsl f r t r m  t hm marly r l i  f f ~ r  -r ) t  I t i i t tlo 
retj ion,  i t  wisa f i n a 1 L y  ~ - ~ c ~ r - r r n m ~ r ~ ~ l e c l  t h a t  t t ~ e  P Y P I \ ~ + I V ~  ( f t m m j t t p m  

travs r~verrmiqtlt: 1-ae)>onsit)i  l i f y  f o r  the ma j t ~ r  t , a s e l  i t \o  p r  C W J P  ~ V Q  r,, 
-lcdc.l i t 1 c.m, i t  was rar3r~rnmera~l~ll t h ? t  a Memtwrsh i y q n ( l  F \ r r \ f l  Pa i s i rrcg 
c l o m m i  t t  lwca be @ s t a b 1  i shntl t o  q p ~ a r  t ~ ~ a ( i  the  a f  f o r  t t t 2  t ~ t  ~ a ~ l p n  t t l m  

mennbersh ip  t h a t  c:r,nP r i h u t o s  t2~-) the orqarr i t a t  i c ~ n .  

The Task Force considered an approac-h to development proqrams t h a t  
could encompass a wide r a n q e  of t h e  a c t i v i t i e s  o f  R C ) O / C  a n d  t h e  
ut 9er deve1opment agencies c:oncerned with ass is tan1  ? to tho prlvfat  P 
sac t a r .  

Fiqr~re 1 1 1 - 4  presents the proposed development committee conc9pt .  
It waw recommended that two c leve loprnent  committees of the Board be 
establi.shed: one to oversee development programs focused on the 
OECS countries, the t h r u s t  of the major programs sf the U S A r D  
Rarbad~s Yission; and the second to oversee development proqrams 
focused on the broader Caribbean regian, 

It was recommended that both committees draw their iwmbers not 
only from the Board of Directors of CAIC, but also from other 
private sector representatives in order to broaden the 
participation of the private sector in the p~licy directron and 
guidance of the subject programs. 

The two development committees were to have deveiopment 
subccmmittaes reporting to them, to provide policy guidance and 
direction to major programs in specific functional or sectoral 
areas. 

CAIC was quite flexible in adjusting its structure in accordarlce 
with the suggestions of the Mission, the LBII evaluation, and its 
own outside consultant. The new CATC organizational structure 
incorporated: 

o A committee structure that allowed for both Caribbean 
vide concerns (Caribbean-Wide Development Committ.ee) and 
m o m  particular OECS concerns (the OECS Development Sub- 
Committee). 

o A better separation of '*corew or "baselineu activities 
from wProjerctH activities, though there is room for 
improvement in this regard. 

o Broadened Zunctional committees, at least in theory. 
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Recornmenaed Developmen! Organization Structure 

DI rectors i 



13 n I)czpllt y Fxcectr~t ive f ) i  r'csr!tor to a 1 1 o w  the 1*:~er.11t ivo 
Dirracltor mars f irne f o r  < : r i  t. i :a I p o l  ic4y ? c i v ~ ( ~ a c * y  f1rnc:t icbrla 
and ma jc.11- pro je::t ac:t.iv r tiee, 

Q Strerigthened and rrpyraded the " F  tnanc: : 4 1 Mana(lem~,~t:" 
f u n c t i c ~ n  and c:apat~i 1 i t.y o f  the o r q c l r ~ i  /.at i on .  

Q A c:entra l Management Committee, thac,ret ic3al l .y  entrarlc i t ~ c ~  

intra-orqanizat i-ona 1, commurricat ton and deleqat i o n .  

Figure Iff - 5  presents the revised oryanizaticsnal, structure of C A I C  
as of Septemett' 1987. 

This section reviews the stcuctur~ of the i bbaan ~ssociation of 
Industry and Commerce, its Secretariat, .l:l(l its committees. The 
section end!; with a commentary on CALCt s institutianal st-*cture. 

a .  ~ ~ ~ U C ~ U X O  of the A s s o c ~ ~ ~ ~ o ~  and i t 8  b @ ~ ~ @ t l r r h t  

Artic'le 2 4  o f  CATC's Memorandum and Articles of Association dealing 
with the Association's Board of Directors stateg7 

"The Board of Direztors comprising not mare than fift)' ( 5 0 )  
perocns  shall be constituted as follows: 

(a) The President; 

(bj Not more than three (3) Vice Presidents at large; 

(c) Not more than s i x  (6) Departmental Vice presidents; 

(d) The Immediate Past President; 

( 8 )  The Secretary; 

(g) The Executive Director who shall be appointed in the 
discretion of the Board and be employed by them. He 
shall be the Chief exi?cutive and administrative officer 
of the Company. With . . i d ~ i ~ e  and counsel of the President 
and of the Executlx .. Tomittee, he shall be in charge of 
operations, organir ~t i;:ri and staff. He shall be an ex- 
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(h) auch direc:tors ac; may he selec~te(1 a t  t t ~ e  Annri;lI c;or\c;,?l 
Meeting in at:c:cjrflctnf ca w i t h  Ar- t i c la  5 2 " ,  

Within the legal framework A t  r. i ( -1s  2 4  ( g )  , v r l r i . ~ ~ ~  adminiut.r.;rt I vr= 
arkangrsnents can ha and a t -  made by t:he Executlve Director, v i t h  
the knswbadge and concurrence o f  t h e  F'resident and Exec:utive 
C~mmittse to facill tate the dab--to-day running a f  the Secretariat. 

The Secretariat i3 headed by the Executive Director, who is 
assisted by the Deputy Executive Director. Their responsibilities 
are described below. 

The following specific functional areas report directly to the 
Executive Director. 

o paonomio Resoarch and Analysis (tRAD1 - The main content 
of the work of this area relates to the Association's 
public policy advocacy, its inter-relationships with 
CARICOM regional issues and matters relating to CBI, LOME 
111, CARIBCAN and similar trade and investment schemes. 
At present the department has no manager and consists of 
the Executive Director and an Assistant. 

o CoolPPurlli~ations and MomBorshi~ Dev8io~nrant (CHDL - The 
work of this area is concerned with the vital subject of 
communications with C A I C  members and with its several 
publics - in face to face meetings, via the press, radio, 
television and cassettes. In addition, this area has 
assumed responsibility for a formal, structured 
membership development program, with the advice and 
oversight of the Finance and Membership Sub-committee. 
This department htrs no program manager, even though this 
is critical to servicing ChIC members. 

6 ] l in .ao .mco  .. ControPla~ - This area has overall 
responsibility for managing the day to day financial 
affairs of the Secretariat, including its cash flow 
projections: for en~uting compliance with all donor- 
related Grant requiresents, including periodic retur~s; 
and for preparing and disseminating to the Board, staff 
and othar relevant persons periodic financial statements, 
audited accounts, carnpllance audit reports and all other 
financial documonta'tio~!. It has been professionally 



a t a t f e d  and La arm tr f  t h e  moat e u r : c ; ~ n a f u l  depnt t,ment.w o f  
CAXC:, Tts muccsse h a s  meant; that, t tre r ) rqan i z n t  i o n  i w now 
i r \  a prr~jcnat management mode: v r n ~ p r , r ~ e  i b i 1 i t y  manarjernent~*@ 
can t a k a  place w i t h  d i  f fererrt prt)clt'?m lnclrlarjer 3 heir~cj  able 
to ialJ,w:wte overheads anti t.t.ac:k (:oats on an onquirlq 
baar i,a, 

Tha Uapci-tment provides timely, adequate anci re l e v a n t  
inform&t ion and innovative advice for management decisiorr 
meklng. Among the important improvements noted are: 

- A stringent budgetary control syl tern with a view to 
generating a n e t  excess on the general fund. 

- i3evelopment of improved cash flow forecast iny 
techniques allowing for a month-by-month cash 
forecast. 

- In~proved capability of all management and 
accountinq staff in the area of the financial 
control aspects of program management. 

- Improved quality and timeliness of financial reports 
through computerization of all accounts, allowing 
up-to-date financial management records for CAIC 
managers, and improving the on-time submission of 
financial reports to USAID. 

o Irr>ort P_ronoti~n - Maaaaez - An Export Promotion Manager 
is to be recruited whan the IADB agreement is signed. 

A W-wvis serves as an advisory body to the 
Executive Director:-% meets weekly under the Executive 
Director's chairmanship. Its membership comprises the Deputy 
Director (who chairs in the Executive Director's absence), the 
three Prwgram Managers !Communications and Membership Development, 
Training and Affiliate Developmcent, and Economic Research and 
Analysis) and the Finance Controller. The Regional Coordinator of 
the SEA Project Unit is also a member of this advisory body. 

This Committee reviews the work of the Secretariat on a weekly 
basis: ensures that all senior managers are informed of work being 
undertakrn in all areas of the Secretariat; anticipates and 
resolvas major operating probleml~; ensures coordination between 
departments and programs and seeks to interpret and administer 
Board policy in a uniform and objective way, in terms of the 
effects of that policy on Secretariat staff and work related 
issues. This Committee has addressed tne need for more effective 
communicatLon among senior managers in the organizatfon. 



Thia l a  a pomt created w i t h  in the Saucetar i a t  clarlvl.nq prir~c.  i p s ]  l y  
from the axpanrrion of tha Stacretartat's work, particularly I n  terms 
of developmental activities. 

The Memorandum and A r t i c l e s  of CAIC, while not inhibitinq the 
establishment at s u c h  a post, do not th~msalvro eyeciflcally 
provide for i t .  The s p e ~ i f i c z  nctivitiee aaaiyn~d to the post - 
apart from acting f o r  the Executive Director when the latter i s  
nat in Barbados, are as shown .in Figure 111-~5 (the revised 
organizational structure). Many - but not all - of the duties are 
on the developmental, as opposed to the core, side of the 
Secretariat's work. 

Specific areas of responsibility assigned to the Deputy Executive 
Director are: 

This is a new post which had been strongly recommended 
by a U.S. consultapt who reviewed the work of the USAID 
audit team in 1986. This re-arganization relieves the 
Finance Controller of the work relating to internal 
office management procedures and syatems, which had grown 
along with the increase in the Secretariat's range of 
activities. In addition, this Manager has responsibility 
for actively promoting CAIC's existing Conference and 
support service facilities, as a source of revenue fcr 
the Association. T h i s  has been very successful. 

Essentially, the training activity is now of two kinds. 
w, the training related to affiliates, which includes 
training ~ e r  s@ and activities, such as those funded 
under the new Local Affiliate Development Program, which 
have a technical assistsmce character specific to the 
nec!'sr of the individual. Chambers and/or Manufacturers ' 
Associations of the relevant OECS territories. 

Basically, affiliate development is a CAIC 'core' 
activity, but given the restriction to the OECS of the 
current USAID-funded EADPprogram, and the organizational 
*fitt with some of the other OECS activities ( 8 . g .  the 
SEA Project) falling under the overall supervision of the 
Deputy Director in the revised organizational 
arrangements, affiliate development is included in the 
Training portfolio. 



-4 i m  private oactor traininq, includlnc~ some SEA 
Project-rmlatard trsr ininq, whic:h 19 arrenqed, admini stqr ~d 
and .valuated within thlm area. 6AICqs CAHICOM wide 
training activlt ias ralat  ing ta the t J . 3 .  P r e ~ i d e n t . ~ ~  
Training Initiat iva (USAID-funclod, mai.nly through gp-hljc 
sector channels) or to the work of! the Heqional 
Management Devel opment Pilot Pro:ject (USAID- funded 
through University of the West Indisa, Cave HAIL), are 
largely being administered from this area. 

The LEA Project is discussed in detail in Chapter Five. This is a 
major USAIB-funded project, aimed principally at medium, small and 
micro enterprises in the OECS countries and, to a lesser extent, 
in Barbados. Its implementation has pos.itively affected the 
operations of various Chambers and Manufacturers Associations and 
their member companies, especially in the OECS countries. This is 
one of the reasons for which the Local Affiliate Development 
Program, although a core activity, Palls under the same overall 
supervision as the SEA Project. The work of the NDFs in the OECS 
countries is nlsa being administered and monitored as part of the 
SEA Project, as is the coordination of assistance to the National 
Development Foundations in the OECS countries and to the NDF and 
WID in Barbados. 

There has been considerable collaboration and integration of effort 
between SEAP and TAD. Examples include impact assessment of SMEs; 
Affiliate and NDF training; CAICts Private Sector Convention; 
CAICts 1989 Outreach to Affiliates and Potential Members; and 
RCUts institutional development through the NDI program. 
Nevertheless, there does not seem to be as much interaction between 
the two departmencs as originally envisaged by the reorganization. 
Differences between the two departments in numbers of full-time 
professional staff and staff support personnel, as well as 
differences in their respective missions, inevitably affect the 
volume and nature of interactions between them. 

Taking i n t o  account RDO/C plans for a private sector strategy based 
on institutional development (as vetted by its Task Force), CAIC 
expanded it8 committee structure. The roles of the principal 
committees are described below. 



The role t h i n  key C r ~ ~ m m i t . t  ee is to lotak at the w h o i a  t 4 r 7 1 ~ r j e  o f  
dovcrlopmsntal initiatives, from whatever. aource and hawever f\~r\rls;d, 
which impact on and veek to involve the private aectar in CARTCUM. 

The mandate of the Development: Ccmmlttee is to d i a c u s s  tire 
rellava~~osl o f  such initiatives, and where necessary to try to ctinnye 
the emphaeia of specific programs, to minimize duplication and the 
consequent waste of scarce extarnal aid reeouscea, and to recommend 
areas of potential specialization to given donors, The Committee 
also is to adviar on the farmat and cantent of major programs and 
tries to ensure that the package of developmental programa, not 
only makes sense to and for the pr vate sector in the region but 
maximizes, insofar as is practicable, the overall effect of the 
several initiatives being taken by various donor agencies. 

The Caribbean Manufacturers Council (CMC) theoretically reports to 
this Committee. In order to facilitate this process, the President 
and First Vice President of the CMC theoretically serve on the 
CARICOM Committee. 

The Executive Director is supposed to be the main Secretariat link 
with work of this Committee. Because of the plethora of Committees 
and the fact that most of the members of this Committee are an the 
Executive Committee, the work of this Committee in far'= is subsumed 
under the Executive Committee, Its weakness was the inability of 
CAIC to involve non-CAIC Members, While it is conceivable that the 
Caribbean environment of the 1990s will call for such a Committee, 
its function may well be formally divested to the Executive 
Committee. 

The role of this Sub-Committee is similar to that of the broader 
CARICOM Committee in scope. However, because the major part of 
USAID Grant funding to CAIC is restricted for expenditure in the 
OECS countries -- and, to a lesser extent, in Barbados -- it was 
thought necessary to have a Sub-committee concentrating on those 
developmental initiatives which were designed to impact solely or 
mainly on the private sector in the OECS countries. 

The Council. of Eastern Caribbean Manufacturers -- an OECS 
manufacturers' group now dormant -- falls within the purview of 
this Sub-committee. The CECM President and First Vice President 
are theoret =ally drafted as members in the OECS Development Sub- 
Committee. 

The Deputy Executive Director is the main Secretariat link with 
the work of this Sub-committee. The OECS Development Sub- 



Committee, whiuh was in t ended  t o  overmea much act l v  l t  lee aa C'FY(: 
and HIAMP never took on these ovara lqht  f u n c t i o r ~ a ,  and Is n o t  now 
iunetioning. A strong and active S E A P  Pol i c ~ y  c'orntni t:tee appears t : ~  
be well abla to hendle whatever ba left o f  the Oevelopment srlb- 
Comitteata QECB mandate. 

Theoo ara, as t.heir names imply,  the functional sub-committees o f  
tho CARICOX Devalopment Committee. Their membership is drawn Eram 
MUC end OEC8 cauntrAes alike. Their main focus will be to look at 
developm~ntal initiatives from the perspectives a f  the pairticular 
functional ft :us ( e . ~ .  , Training) , and to seek to snhiura that those 
specific init, atives make sense for the individual c;ountries or the 
sub-region OF the region, as  the case may be. An associated 
objective was to have been to define the varying assistance needs 
of the private sector in the region in terms of the function 
involved, ta ensure that the donor funds spent in these functional 
areas address real problems efficiently, promote private sector 
profitability and groductiZvity, and contribute to national and 
regional development goals. These committees are at present 
dormant, but the structure allows for the  organization to call them 
up when needed. A number of private sector persons with recognized 
expertise and good 'track records1 in the various functional areas 
can be called on to serve on these Sub-committees, whether or not 
their companies are CAIC members. 

Theoretically, the respective Sub-Committee Chairmen were to he 
members of the full CARICdM Committee. 

d. rho C U C  Executive Committee and its Finance and 
-D 8ubcomi tte* 

These committees are both chaired by the President. They are the 
original and basic Board Committees that directly oversee the 
management of CAIC. The Executive Director is the main Secretat Lat 
link with the work of both of these bodies. 

The role of this Committee is to be the CAIC's Board monitor, 
overseeing the SEA Project and the work of the SEA Project unit 
within tho CAIC's Secretariat. Tha Committee seeks to ensure that 
polici~s and programs which constitute the SEA Project are in 
accord with CAIC Board objectives and goals. 

Ths Chairman of this Committee is an OECS private sector person 
from St. Kitts/Nevis. The majority of the Committee's members are 
from the ORCS private sector, although not necessarily from CAIC 



member companies or a f  t i1  l a t e s .  T h i s  c - o m m i  t ree  esaent l a l  l y aeayec: 
a r  Ghr OEC8 Sub-Camm l tt.ee. 7'ho Fzmq iona l coorrl i nat ar  of t,he 
ppajcoet Lo thra main Secretariat link wi th  the, w o r k  o f  t - t ~ i q  :;ut,- 
Committee. 

CAXC has made an earnest- response to recommendations for 
improvement of its inr8t itut ional structure. The organftation is 
now a leaner, more coherent, and more cost-effective unit than i t  
was in 1986. Tha dissonance between CALC and ROO,", eo noticeable 
in I,BIIfe prior evaluatian, has been substantially raduced i f  not 
entirely eliminated. But the objectives of the reorganization have 
not been entirely bulf illed. In some areal, additional progress 
is attainable, In other areas, the objectives ':hemeelves deserve 
re-examination. 

Viewed with the benefit of hindsight, the committee structure 
generated by the reorganization was over-elaborate, requiring more 
time, energy, and resources than in fact were available within the 
buainess community. The Caribbean-Wide Development Committee has 
not worked out well. Among the factors presumptively responsible 
are 1 the dearth of development funds on whose dieposition it 
could advise, (2) the lack of an effective backstopping mechanism 
for the Committee within CAIC, and (3) the handling of CARICOM 
policy matters by r*her inf luectial committees. The OECS Policy 
Committee a'so is active; its functions in fact are being 
carried out by . =CAP Policy Committee. The SEAP Policy 
Committee, backstopped by CAIC and concerned wlth a program 
distributing s! ;nificant resources, appears to be a solid success. 

The Caribbean business community appears to respond well when a 
Committee structure is administratively well-supported zrnd when 
its members can influence important decisions that affect the 
welfara of their communities and their businesses. It is not 
energized by development or policy concerns unattached to resources 
or reel-world impact. We believv that the expanded committee 
structure has accomplished its most fundamental objective -- to 
reach out to tha new constituencies which the SEA Project brought 
to CAIC. Wa think that the CAIC cor  itt tee structure can now be 
safely reaxamined with a critical eye. Dupli~ative committees 
should ~::har ba consolidated or eliminated. M,:ribund committees 
should 0s revitalized or put ta rest. CAIC should consider 
formally tra-lsferring the functions of the Caribbean-wide 
Development Committee to the Executive Committes and eliminating 
the OECS Development Sub-committee. 



The nain rarviaes that CAIC has riel ivarad ta t .he  r e q i o n , ~ l  p r i v a t  s 
qectnr fall into four distinct ~ : a t e q o r i s a ~  The f i r a t  two  ( p o l i c r /  
advocacy and local a f f i 1 i a t . e  development) are seldom direc t - ed  t o  
the needs of membera Ind iv  i . d u a l l y ,  but r a t h  s serve their in t - ere s t  s 
generally, The second two (training/technical assistance sncl ~ 9 , h e r  
services) can be targeted to the nesda of individuai. ffrms, 

Policy adv cacy is a "servicet' of which members ar3 axare, but 
which ofitcan is not directly linked to their day-by-day performance. 
The CAIC's performance of policy advocacy functions is discussed 
in Chapter IV. Our assessment of these functions, on balance, is 
quite favorable. 

It is particularly noteworthy that many of the small and medium 
business persons interviewed j.n the OECS countries were aware of 
CAIC's policv advocacy activities on the regional level and in some 
cases on the national level, and were quite positive about these 
activities. They saw policy advocacy as necessary to maintain a 
'positivet business climate in the Caribbean, and felt that CAXC 
was playing a useful watchdog role for the private sector in the 
regional councils. 

The LADP program has had mixed success in supporting the Chamber 
affiliates of CAIC. CAIC's Training and Affiliate Department has: 

o Provided assistance with planning three year programs 
that permit affiliates to access USAID LADP funds; 

o Met with managers, Boards of Directors and functional 
committees to ensure that the appropriate programs are 
being implemented; and 

o ?acflftat.ed the coming together at the Miami Conference 
of ten Executives of CAIC affiliates (providing 
oppo- cunities for exchanges among CEOs as well as 
training in management of Chambers, etc). 

The Evaluation Team found some concern among affiliates in the OECS 
that there needed to ba more emphasks placed on Affiliate 
Development and suqport. It was pointed aut that there was no full 
tbma staff within CAIC dealing with tha afffr.iates; as the Chambers 
begin to face more turbulent environments and faster staff 
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t;urnc>ver, CATC m e d ~  to q i ve t-hot~qht t.o ir more rlynam l c .  ,r1-<40 1 rlc, 

~trategy a& ,support f o r  t h e  ''hambet n i n  suc!h a r m a r ~  a s :  

o Csmput.er L z a t  ion:  

o Local. pal i c y  advoc:ac: y inputs ; 

o Information on trade, markets and other sub jec:t.s r ) f  

interest to t h e  members of their Chambqrs. 

In fact, about 35% o f  the time of the two-*person staff of the 
Training and Affiliate Development Department is spent on LADY 
activities. From the point of view of eervinq these €el t needs, 
a stront case can be made for assigning a full titfie staff member 
to semil:@ CAIC affiliates. The underlyinq questicn, however, is 
whether and when the Chambers and their members are prepared to 
support the costs o f  some or all of the services they wish to have 
provided to them by CATC. 

The 1987 SEA Project Paper Amendment stated: 

At the conclusion uf  this three and a half year amendment, it 
is expected that . . [CAICqs] affiliates will be self- 
sustaining entities.' 

We have not received a detailed breakdown of LADP expenditures 
(budgeted at $269,500 for the project period under Project 
Agreement Modification No. 9). However, we understand that about 
209 of the budget is expended on Technical Assistance (provided by 
TAD mainly in the fields of project design and strategic planning) 
and 8CI goes to affiliates in the form of grants. Of the grants, 
we understand about 25% is u s ~ d  for human resource davelopment 
(i.ncludinq financing trips by business persons to the Miami 
Conference) and 75% is used for cther purposes, mainly to purchase 
inputs for income producing and meritorious community projects. 

There does not appear to be a long-:em plan for shifting the costs 
of LADP from AID funding to the C A t C  membership at largb. Given 
the socio-economic characteristics of most of the affiliate 
members, wa believe it is difficult to make a case for continued 
subsidization through LACP, particularly for functions not related 
to training and to human resource development. Some of the latter 
activitias wall may be justifiable on grounds other than local 
affiliata davelopment in itself. 

As we have suggested in the prtmvious chapter, "challenge grants" 
conditioned on incroasss in the levels of support which affiliate 
members provide to their own orga:\izations, could be used to bring 

' Small Enterprise Assistance Project Paper (July 31, 1987), 
p.  1. 



t?r i s  program t o  a c:onc'lcln i on  (3n a pc~s i t  ivr? trr)? e, However, r~ i v e n  
mult i p l a  ciomanclhl on 1 L r n ~  P l ~ O / ' ~ '  r e s o u r . r 7 e ~ ,  we bas ic-?l  1 y a y t e e  
with tho yoal t  ion t a k e n  i n  t t r ~  i t rn /ec* t  Paya t  Amendment. rAi)p l q  

a s u i t a b l e  c a n d i d a t e  f o r  par  1y mal k e t p l a ~ ' e  t e s r s ,  

The Training and Affiliate [levelopment; Department o f  ( ' A r c  i.3 
reoponoible for (a) del i v e r  i n g  trainitrg and technical a a s j  s t a n c e  
to CAXC member&; (b) develop inq mc ~itaring and evaluation services 
tor donor agency t r a i n i n q  programs;  as w e l l  a s  (c) providing 
services for the LADP proqrqm. 

In the area of Tra ning anti Technical Assistance for its memhlers, 
we note eomething of a retreat from the relatively high prafile 
that existed in 1986. A 'degree of reorientation apgarentl,? has 
gone hand-in-hand with growth in revenues and tighter managemel-t. 
SEAP and other public sector funded assignments have claimed a 
greater share of the unit's attention in recent y e a r s .  

The monitoring capability which t h e  Department ie building up will 
provide a service for w h i c h  pub1 ic sector clients are likely to 
have the greatest demand. 

CAIC staff have developed plans for the Training Department to 
become self-sustaininq, perhaps profit-making. Fundamental to 
these plans is the willinqness *ability of members to pay full cost 
for high-quality servxces and, the willingness of the donor 
community to pay the full overheads that attach to services which 
CAIC's training or $itation provides to them. A very significant 
proportion of the apartment's costs are now covered by core 
funding and by SEAP grants ('2% in 1987; 86% in 1988). The 
transition to a more self-sufficient operation will be a difficult 
and challenging one. 

CAIC distributes economic reports (the Manchester Study) to its 
members. Its revenues from this service were about $6000 in 1988. 

CAIC derive. some revenues from business center services (conferen- 
ce room rental and associated services). These services are 
available to the general public, 

In the past, CAIC provided a computerized information service on 
export and joint -4enture opportu,nities to its members (CBXN) . 
Anothar such sclntice may be initiated in connection with the export 
promotion work funded by IADB. Tha Training Department is pla~ning 
to hold a mcomputer awarenessu seminar for managers during 1989. 
If CAIC were to develop significant in-house expertise in 
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chat  t h e  argenization'~ f  in?^ i a l zontrol performance and hand1 i.nq 
of AID requfiramenta have vastly jmprci~red. 

In his comments on a previous d r a f t  of this report, the S E A P  
Regional Coordinat-or states: 

. . .the treatmer~t f organization leadership anbg project 
implementation t end  to focus unduly on the Execut ive  Director 
and the Deputy Executive Direr-tor of CAPC. The critical roles 
of Project Manager- SEAP and the Programme Manager - TAD ware 
suppressed . . .  
The sharing of $overs and division of labour concepts.. . stop 
short of -hso emphasizing the needs fo r  a clear role and 
function del ineat~on between tlSenior Manfigern for w j & y  
~ e r s i Q h t  . . and the Project or Programme Manager for  
g u u n  ar implementation. 

In our June, 1987 e v a l u a t i o n  of the PSIAP project, we said the 
f~llowing concerning C A X C t s  operating style: 

. . . the principal concern of a donor should be with tlre 
setting of objectives and with the measurement of performanc?, 
not with whether tho style is formal or informal, hierarchical 
or collagial, prsssurj.zed or relaxed, harmonious or confron- 
tational. If the work is performed well, i f  the organization 
j.s meeting reasonable performance and financial targets, and 
~t it is conplying with its obligations with respect to 
adninistrativr procedures, that should ba ths end of USAID'S 
concern. A successful management should be given the latitude 
to c h w m e  its own way of getting the job dona. On the other 
hand, i f  CAIC management is falling significantly short of 
reasonable parformancm targets, it should not be accorded 
latitude either by its own board or a donor. , .  

While professions1 organizations in the United Statssi and 
elmewhara ara generally moving toward Plaxible, interactive, 
self-motivating, matrix-type approaches to organizational 
structur8, this phenomenon is by no Beans universal. As 



described [earlier], the private sector management in the 
Caribbran has been characterized by a "top-downa1 management 
style, and CAIC has been no exception. Each of the previous 
eval~ationa has commented on this phenomenon. Nonetheless, 
it bears ooting that an organization with important functions 
in the area of advocacy is not likely to operate in the same 
way nor with the same ambience as one whose sole function is 
delivery of development services, However amiable an 
advocatefs exterior appearance may be, he or she primarily is 
a participant in an adversarial process--a fighter whose 
dominating objective must be to win. Successful advocacy 
organizations usually are meritocracies, in which conuidera- 
tions of competence, hard work, and success predominate over 
other values. What ~ v e r  their size, management structure, and 
outward appearance, they are almost invariably places where 
internal struggles over power, status, and resources are in 
evidence. There is a substantial formal and informal 
literature on this subject, centered on the American legill 
profession .... 
It would be a mistake if an overriding concern with 
[consensus] were to deprive CAXC of its fighting trim. 
Differing types of functions call for differing styles of 
management, even when the two types of functions report to a 
single person. Development functions typically can be 
delegated and lend themselves to collegiality. Advocacy 
begets tight control under the leadership of a s!.ngle capable 
commander. 

However, the fact that managing advocacy and development 
functions within the same organization is a complex task does 
not justify managing them poorly. Although the present 
evaluation judges PSIAP, on balance, to be a success, this 
judgement does not justify a continuation of the management 
deficiencies which have occurred in the past. Nor does it 
justify a backward-looking complacency. Management needs to 
set goals for the future which are commensurate with its past 
accomplishments -- and it needs to develop resource 
strategies, staffing patterns, and management styles which 
are appropriate to those future goals. 

CAIC should continue the efforts which it initiated in the 
past to involve middle managers in the development of 
organizational policy, and, sho711d also examine areas where 
delegation of authority and responsibility can be increased. 
There are two distinct reasons for the continuation of this 
effort. The first, and most important, is that development 
of middle management capacities are important to the present 
efficiency and future capabilities of the organization. A 
second consideration is that RDO/C is an organization that 
places considerable emphasis on the development of middle . I 
management consensus in the making of decisions. It is almost 



j.nevitable that RDO/C1 s judgments of CAIC1 s overall management 
effectiveness will give a heavy weight to tha way in which 
cAIC1s middle managers are utilized. 

TWO years later, it is quite cleiar that CAIC has three energetic 
and highly coinpot@nt middle managers: the SEAP ~egional Coordina- 
tor, the Training and Affiliate Development Program Manager, and 
the Financial Controller. be think that CAIC can and should build 
on the skills of these managers a6 well as those of other hniddle 
mal?agers who may enter the organ-ization. In part, the process 
should be one of delineation of respon~ibility and, as Mr. Edwards 
puts it, "the sharing of powers and division of labouru between top 
and middle management. Ecrually important,, in our view, is what we 
would term the sharing of opp7rtunities and of chal.lenging 
possibilities among middle manager,:. 

The likelihood that CAIC will be able to meet hard tests of 
sustal.nability and retain its capable personnel will be much 
enhanced if each manager j.s given reasonable latitude to build a 
creative future for herself or himself within an understood 
organizational framework. In our view, CAIC1s training professio- 
nals have  potential,^ for creative contributions to human resource 
development in the ~aribbean that as yet have only been partially 
tapped. We also believe that, as the urgencies of overcoming past 
deficiencies recede, the personnel of the ~inance Department can 
be used for a wider variety of professional tasks. 

The activities of each of the thrlae strong middle managers have 
heavily oriented to RDO/C-supportied activities than ta CAIC1s 
oaselina functions. It is perhaps significant that, j.n a period 
uf financial pressure, those middle management positions most 
c~losely associated with baseline functions (Economic Research and 
Analysis; and Communications and Mc:!mbership) have remained vacant. 
It is not yet clear whether CAICts baseline ttrnarketll (its members) 
has finally I1spokent9 on its willingness to sustain middle managers 
for these functions. It is conceivable that the ultimate answer 
may be negative, but it certain1.y would bode better for the 
continuity of CAIC as a business association if the answer were 
affirmative. 

4 .  Tho Evolution sf CAICls Orcraniaation 

As we have seen, the basic structure recommended by the CAIC 1986- 
1983 Reorganization Task Force drew a clear distinction between 
CAIC's basslinb organization and internationally funded development 
programs, whidh would report separately to the Executive Director. 
The baseline functions were identified as l'Adm.inistration and 
Finance, @P ''Private Sector Advocacy, and 'ILocal Affiliate 

r 

Davelopmentl@ (Figure 111-3 above). The recommended development 
organization structure covered a range of RDO/C programs in the 
OECS states and of Caribbean-wide development programs, explicitly 



including export promotion (Figure 111-4). The planned 
organization assumed a level of proqram activity and tinancia1 
support which in fact did not prove to be forthcoming. 

The organization which tias emerged in fact has divided the main 
responsibilities between tho Executive Director and the Deputy 
~xecutive Director under the overall direction of the Executive 
Director. As shown in Figure 111-5, development functions (SEAP 
and ~raining) have bsen directly assigned to the Deputy along with 
the baseline fu.nction of Off ice Management (combined with Corporate 
services, which also may be regarded as a baseline function) and 
~ffiliate Development (combined with training). The Executive 
Director is directly responsible for the Finance Department [many 
of whose activities have been undertaken to comply with RDO/C 
administrative requirements, Ccnmunications and Membership (a 
baseline function), policy advocacy (a baseline function), and 
Export Promotion (a development function, as defined by the 1987 
Task Force]. 

The SEAP Regional Coordinator states: 

In my view there is an umbilical linkage between Membership 
Growth and Affiliate Development, likewise between Finance/ 
Administration and Corporate Services. The integration of 
these into single units would also generate needed savings as 
well as earnings. The SEAP experience has demonstrated the 
efficiency of the integrated approach to advocacy and 
communications. 

If LADP functions were shifted to the Communications and Membership 
Development Department and Corporate Services/Office Management 
were shifted to Finance that would place all baseline functions 
under the direct supervision of the Executive Director. If the 
Export Promotion Project were to be placed under the supervision 
of the Deputy Executive Director that would locate all development 
functions (with the exception of AID-oriented administrative 
support functions residing in the Finance Department) under the 
direct supervision of the Deputy Executive Director. The result 
would be to substantially separate baseline functions from 
development functions in line with the spirit of the 1987 Task 
Force Recommendations. 

Nevertheless the idea of shifting Export Promotion--and parti- 
cularly the TUB-funded Regional Export Promotion Project (REPP) to 
the Deputy Executive Director is one to which the Executive Direc- 
tor takes exception. His main points include the following: 

1. The REPP has been the subject of multi-party negotiations 
between IDB, CAIC, the CARICOM Secretariat and the CDB over 
the last two-and-one-half to three years. The reporting 
r . .  ationship has been written into legal documents concluded 



with international agencies and with the coordinator retained 
by CAIC for the project. 

The REPP is a logical outcome of CAIC8s policy advocacy work 
over several years in the area of export promotion which the 
Executive Director has supervised. That export promotion 
policy is constantly evolving, as a result of the inter-play 
between CAIC and its private sector constituency on the one 
hand and the Caribbean governments and the public sector on 
the other, largely through the CARICOM secretariat. CAIc's 
ERAD and Finance Departments, which report to the Executive 
Director, also will be involved in REPP. 

3. The Deputy Executive Director will bk> closely informed on a 
regular basis on the project's progre,:s and involved in key 
meetings related t,o its implementatioi?. The Executive Direc- 
tor intends to delegate specific aspects of the project's 
supervision to him, while retaining ultimate control of its 
budget and of any proposed changes in its strategic direction. 
Any such changes would need to fit into the overall export 
policy promotion framework which CAIC is advocating at any 
point in time. 

We certainly do not think that CAIC should renege on the arrange- 
ments which it has made with IDB, CARICOM or others, or that the 
Executive ~irector should withdraw from his commitment ,to creative 
involvement in the project. The substantive, geographic, and 
institutional characteristics of REPP do lie closer to policy 
advocacy and the interests of CAIC1s traditional constituency than 
do most of the OECS activities which CAIC is now carrying out for 
RDO/C. It is also true, however, that some of these characteris- 
tics were present j.n the investment and export promotion functions 
carried out by the Economic Development Department (predecessor to 
ERAD) contained in the original PSIAP project. The PSXAP promotion 
functions did not prosper in the Economic Developmerrt Department 
and were brought to a conclusion. Some of the reasons have little 
in common with the present circumstances of REPP, but the expe- 
rience hardly proves that policy advocacy and export promotion 
functions blend naturally and easily. The current literature on 
effective export promotion in developing countries draws clear 
distinctions between (1) changes in government policies and 
international arrangements among governments which have the effect 
of increasing exports and international trade; (2) catalysts within 
the private sector which stimulate exports; and (3) services and 
subsidies provided by government-sponsored export-promotion insti- 
tutions. These functions certainly can be inter-related by proac- 
tive management, but they are by no means identical or naturally 
compatible. 

P See assessment on page 124, E:valtiation of the Private 
Sector Investment Assistance project (June, 1987) 
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From our vantage point, there are two main reasons for eventually 
placing the REPP in the same organizational framework as other CAIC 
project0 financed by development agencies. First, we think that 
the distinction between baseline functions and internationally 
funded development programs made by the 3987 Taslc Force was funda- 
mentally sound. Although no one can claim to pos~sesq an infallible 
crystal ball, we think that the likelihood that advocacy and deve- 
lopment functions can be sustalnsd under the flame roof will be 
greatest when there is a reasonable degree of separation between 
them. It is very difficult for any manager, par:ticularly a Chief 
Executive Officer, to march simultaneously to the respective drum- 
beats of private sector constituencies and a public sector clients. 
We are concerned with implications over the long haul of having 
both of CAIC1 s top executives assuming pri nary responsibilities for 
development agency projects. 

Second, we think that a Chief Executive Officer usefully can super- 
vise a project during its formative or critical periods, without 
inevitably "taking ownershipl1 of that project or category of pro- 
jects on a long-term basis. A s  REPP1s project history unfolds, the 
opportunities for creative input well may become less central and 
the requirements for routine development project indministration and 
the execution of the mechanics of export expansion (making exports 
happen) may become much more important than policy change in 
itself. At that point, the interests of all parties may be well 
served by informal or formal transition in basic responsibility. 

Our opinions on the wisdom of separating supervision of baseline 
functions from that of projects funded by development agencies are 
subject to three caveats. First, we assume RDQ/C1s sustained use 
of CAIC as an implementing organization beyond the termination date 
of the current SEA project. If RDO/C funding were to cease in 
early 1991, little would remain other than the bare bones of CAIC1s 
baseline functions (absent USAID funding of administrative func- 
tions) and REPP. If it were clear that such an ~nhappy scenario 
were about to unfold, our views concerning a desirable organization 
structure for CAIC would change. 

Second, it should be understood that our views are presented as 
opinions emerging from a relatively brief and essentially retros- 
pective evaluation. We have not carried out the kind of thorough, 
participative, future-oriented institutional study on which recom- 
mendations for changes in organization should be based. Nor have 
we studied REPP in detail. Our purpose here is to flag issues 
which we believe to be pertinent to CAIC1s sustained future perfor- 
mance as a project implementation institution. Those issues can 
best be worked out over time with the benefit of more attention 
than can be given to them in the present report. They need not be 
settled in a day and, ultimately, they should not be settled by 
consultants. 



 ina ally, we suspect that the choices before CAIC management may be 
more those of etyle, timing, and degree than those of basic direc- 
tion. The practical results of delegation of specific aspects of 
the REPP Su p e ~ i s i o n  to the Deputy Director (the Executive Direc- 
torts fornulation) may not turn out to be all that different from 
the ones in which the Executive Director involves himself mainly 
in the early, high-level, and creative aspects of the projects 
funded by developmerit agencies and leave supervision of the execu- 
tion of these projects to the Depu'ty E X G C U ~ ~ V ~  Director (our form~l- 
lation). Our underlying concern is that, at the end of the day, 
each of CAICts main functions should be able to stand on its own 
two feet, and that CAICts fundamental management strategies should 
be directed to this end. 

5 .  Other Areas for continued I m n r o v e q ~  

Despite CAICts significant improvements an.d generally laudable 
implementation of the SEA project, we did difscover some soft spots 
and opportunities for improvement. Work Plans and some key reports 
have been delayed well beyond the due dates,, The Evaluation Team 
found that some key information in data base was not up to date in 
a form suitable for release to us, and that information on some 
pertinent subjects were not included in th.at data base. Future 
enhancements of the SEA Project monitoring system should add key 
data series particularly on issues related to sustainability. RCU 
attributes time lags in updating the data base to its own staff 
constraints. However, we have the impression that RCU has devoted 
more of the time of its senior professional staff to reviewing, 
editing, and revising information input submitted to it than would 
nozmally be expected of a well-functioning r~onitoring system. As 
RCU adds personnel and continues to focu:s on increased staff 
efficiency, additional time should be devoted to keeping the data 
that is fed into computerized monitoring systems up to date and 
hopefully to improving the quality of data submitted from the 
field. 

CAIC has been effectively re-structured to: 

a. Sat up broader mechanisms for consulting with its various 
constituencies and publics through its expanded committee 
system ; 

b. Separate the Finance and Off ice Administration functions t 

c. Use an internal 1!4anagement A,dvisory Committee to 
encourage a tatearn" approach {to management, better 
communication, and more effective problem solving; 



d. Put in glace financial manaqement systems and personnel 
to facilitate a Project management format and more 
effective financial management and reporting; 

e. Delegate some functions of the ~xecutive Director by 
retaining a strong Deputy; 

f . Separate policy aclvocacy and most basel ine functions from 
developme~lt project functi.ons ; and 

g. Achieve cost savings by reducing staff and combining 
functions. 

CAIC's performance as a project implementation organization has 
not been flawless and improvements should contin~s. On the whole, 
however, that performance has been most impressive. 

While the organization has an improved structure both in concept 
and in practice, it has not yet completely demonstrated an 
intention to integrate implementation of development functions. 
Nor has it yet, in our opinion, fully harnessed the complementarity 
in the talents of the Executive Director and the Deputy Executive 
Director. 

As we see it, the great strength of the Executive Director lies in 
his access to government and business leaders in the region, his 
reputation for integrity, his creative vision, and his ability to 
influence important decisions by public sector organizations. The 
assets of the Deputy Executive Director lie in his capacities as 
an administrator and implementer, his tenacity in building toward 
the achievement of defined objectives, and the trust that he has 
built among development institutions in the Eastern Caribbean. 

Funding issues and particular project histories aside, we do 
believe that there is a persuasive case for a division of labor on 
development projects in which the Executive Director establishes 
early relationships with new clients and deals with high-profile 
issues during the course of the project, and the Deputy Executive 
Director is made responsible for project implementation. 

Such a division of labor can he applied productively to SEAP 
itself. The sustainability questions currently confronting the 
NDFs and WID in our judgement represent "high profile1' issues in 
which the Executive Director's involvement could be highly 
beneficial. From RDO/C1s point of view, his contribution to 
efforts to find alternative funding for NDFs/WID, particularly 
through IAIIB and CDB, might make an important difference. From 
CAIC's point of view, however, the Executive Director's services 
repreaeilt a scarce, high-value resource. RDO/C may wish to 
consider same form of compensatory arrangement for his involvement 
on a high-,leverage basis that provides a significant financial 
incentive to CAIC to utilize his time in this way. 



CAIC'a Communication/Membership Department, which has a direct 
relationship to CAIC1s strategy for fund raising, lacks a manager. 
Last year CAXC increased its membarship revenues substantially 
while significantly reducing the costs of the Communications and 
Membership Department. CAIC has set ambitious fund-raising goals 
for the present year, which it has not yet achieved. Recognizing 
that CAIC's leaders play the most decisive role in determining 
whether the year's objectives will be met, it remains to be seen 
whether the present department staffing will provide sufficient 
support for a membership recruiting drive that will produce the 
revenues CAIC needs. 



This chapter examines CAICts role as a policy advocacy organiza- 
tion. It first explores the importance of policy advocacy as a CAIC 
function and CAICfs role within the region. It then briefly reviews 
the positions the Association has taken and methods it has used to 
press its views with respect to ~aribbean regional and trade policy 
issues, naticnal policy issues, and extra-regional market access, 
The chapter c,'.ases with a summary assessment. 

v 

B. CAIC AS AN ADVOCACY ORGANIZATION 

The newly elected President of CAIC, Mr. Roy collister, noted in 
his inaugural address in May 1989 in Guadeloupe that the key role 
of CAIC was 'public advocacyf. CAIC reeds to shape and unite the 
views of the region's private sector so that they may speak with 
one voice to the regional governments. He argued that, while 
CAIC's development projects were very important and demonstrated 
CAICfs commitment to the economic development of the region, itfs 
role as a regional private sector advocate was indispensable. This 
is particularly important in view of the pressing need to integrate 
regional economies. 

In the Evaluation Team's view, CAIC nas an important role to play 
in po!icy reform advocacy within the various countries from which 
it draws itfs members. CAICts role in policies affecting internal 
policies of many countries is restricted except when they impede 
economic relations across countries. This is best illustrated by 
examples. A decision by a government to impose an income tax sur- 
charge may be opposed by CAIC as inimical to the interests of the 
private sector, but it s role in lobbying against such increases 
has to be minimal. However, the lead has to be taken by the local 
private sector groups. CAIC can help them with studies or research 
materials. However, in the case of non-tariff barriers impeding 
trade between CARICOM countries, CAIC can play a key role by its 
access to all the governments concerned in the dispute as well as 
the local private sector groupings. This does not mean that CAIC 
avoids issues which may be considered internal mai:ters to be dealt 
with by the national private sector bodies. CAIC is often requested 
to do so by the Chambers of Commerce or Manufacturers Associations 
in the countries, particularly when a respected outside voice such 
as the Executive Director of CAIC may have an impact. CAIC has his- 
torically lobbied for Human Rights in Grenada and Guyana as well 
as in other countries. CAIC has acquired such a respected status 



that its President and Executive Director have direct access to 
Heads of Governmellt and Ministers. This access is a measure of the 
rgspect CAIC has earned since it's revitalization in the e a r i y  
1980's. 

CAIC'S role is premier at regional forums and in representing 
regional private sector interests at extra-regional forums. T ~ U S ,  
CAIC has been active at the CARICOM level. CARICOM includes the 
Caribbean Community of thirteen member countries - Antigua & 
Barbuda, Bahamas, Barbados, Belize, ~ominica, Grenada, Guyana, 
Jamaica, Montserrat, St. Christopher hr Nevis, St. Lucia, St. 
Vincent & the ~renadines and Trinidad & Tobago. Among them, Bahamas 
is not a member of the regional common market. Regional policy is 
decided by the CARICOM Heads of Government (CHOG) and the CARICO' 
Council of biinisters. The former meets at least once a year ana 
the latter more often. There is a CARICOM Secretariat (CARISEC) 
based in Georgetown, Guyana. CAIC is a member of the Joint 
Consultative Group (JCG) of the CARICOM Council of Ministers. The 
JCG also includes the Caribbean confederation of Labor (CCL) . CAIC 
has been lobbying for observer status both for itself and CCL at 
the CARICOM Ministerial Meetings. 

The perception of CAIC among small and medium-sized businessmen of 
the region has improved since the evaluation of the Private Sector 
Investment Assistance Project which LBII carried ou2 in 1986-87. 
In the OECS territories, CAIC is no longer viewed as an organiza- 
tion exclusively devoted to the established larger business elite. 
SEAP has provided services to SMEs and in doing so has managed to 
change their perception of CAIC and it's importance to smaller 
businesses. CAIC itself has changed through more frequent contact 
with the SMEs. This change is reflected in management attitudes 
and thlll1iing. The CAIC Board still remains dominated by the old 
elite. Until the composition of the Board changes significantly, 
most SMEs will be unable to view CAIC as their organization. 
CAICts present board members have made significant contributions 
to the re-establishment of CAIC as an effective regional private 
sector organization. Nevertheless, in the politically conscious 
and class conscious world of the Eastern Caribbean, CAIC would be 
viewed more favorably by civil servants and politicians if it 
included more SME representatives on it's Board. 

C. TB SECTOR ADVOCACY: REOXONAS AND TRADE POLICY ISSUES 

CAICts role in CARICOM as the recognized spokesman of the region's 
private sector makes CARICOM it's principal forum for private sec- 
tor advocacy. CARICOM Pias been moving towards economic integration 
even though the pace has been much slower than desirable. Further 
economic integration of the region is essential if the economies 
of the region are to become mature. At present the markets even in 
the biggest CARICOM member countries are small. Efficiencies,of 



scale are difficult to achieve in a wide range of products. T ~ u R ,  
CARICOM producers are unable to be competitiva in most export mar- 
k e t s  with thu exception of specialiaerl products. within CARICOM, 
CAIC has been advocatisg the following issues: free intra-CRRICOM 
trade and the CARICOM Enterprise Regime (CER) which CAIC views as 
a first step towards genuine regional intograticn. 

The Evaluation Team travelled to nine CARICOM countries including 
all seven LDCs and two of the MDCs. The consensus of private sector 
opinion was that CAIC's principal advocacy role was to represent 
the private sactor at regional fora as the CARXCOM countries slowly 
move towards a genuine common market, lblnrort aJJ int@rvir,wsd bv t h e  
E v _ a l u a t m T p _ a a ! w s r e - - 4 a  

rl' i n  l i b e r a l i a n u  trads f l ~ j  w i w n  CARICOM, 

1. SARICOM Trade Isaues 

Intra-regional trade ' declined between 1981 and 1987 from a high 
of over three billion Eastern Caribbean (E.C.) Dollars to just over 
E.C.Sl.6 billion. For the January to September period in 1988 
trade rose to E.C.Sl.4 billion up from E.C. $1.2 billion for the 
same period during tha preceding year (1987). This improvement 
follows a decline which can be attributed to the impact of the 
global recession on domestic economies. An important local factor 
was the collapse of the oil-led boom in Trinidad. 

Many countries took defensive postures which affected not only 
extra-regional trade but also intra-regional trade. Many countries 
were in technical violation of the CARICOM treaty but none of them 
raised the issue. Different governments were also in violation on 
different occasions~ CAIC played an important role during this 
period by bringing up individual violations of the regional trea- 
ties to the respective governments. 

The respect gained by CAXC for its role in arbitrating and lobbying 
for freer movements of trade within the Caribbean was reflected in 
an unofficial approach to CAIC's Executive Director by the Minis- 
ters of Trade and Industry of Trinidad and Tobago and of Barbados 
to arbitrate a trade agreement between the two countries. The 
agreement was hrokered in a series of meetinqrs held under CAIC 
Chairmanship and including key public, private and diplomatic 
figures from both countries. The consensus agreement was incor- 
porated into a summit communique issued by Prime Ministers Barrow 
and Robinson. This 'consensus' was eventually 'sold8 to other 
CARICOM governments and in October, 1988 the CARICQM Council of 
Ministerst meeting endorsed the 'consensust and was brought legally 

1 Measured as the sum of domestic imports from ather CaRICOM 
countries and exports to other CARICOM countries. 



into being. In effect,, apart Prom twenty-one items with ralspect to 
which the OECS countriea have been qranted a special derqntion or 
exception, all other products are supposed to move freely within 
CARICOM 

There was one loophols in the agreement. This concerned 'rules of 
origin'. In some instances, there rules have bsen arbitrarily used 
to reduce the flow of free trade. Thus, even apart from the items 
on tha spacial derogation list for OECS countries, impediments con- 
tinue to be placed on the free flow of trade between CARICOM. CAIC 
is playing a leading role in resolving individual cases raised by 
members, It is ideally placed to do so, having representation in 
a11 countriea and having an Executive Director who has more or less 
direct access to all heads of government within the region* As 
these problems contiwe to occur, CAIC is continuing to lobby f o f  
the establishment of a genuine common market or indeed a sj.ngle 
market within CARICOM. 

Currently, the focus has shifted to achieving agreemant an three 
areas, These include (i) revised CARICOM rules of origin, (ii) 
determining a common external tariff for countries exporting to 
the CARICOM area, and (iii) harmonizing of fiscal incentives in 
the region. CARISEC hes been periodically consulting with CAIC in 
these matters. The proposed rules were presented to the CMICOM 
Couvlcil of Ministers meeting in Jamaica towards the end of May, 
1989. They were unable to reach agreement. Two full days are to 
be set aside for these issues during the CARICOM Heads of Govern- 
ment meeting (CHOG) to be held in Grenada towards the end of June, 
1989, 

2. Thm CARXCOM E n t n r ~ r i s e  Reaim8 

The CARICOM Enterpri? a Regime (CER) is an intra-governmental treaty 
originally drafted in the 1970's. The treaty was signed by several 
qlovernments in the early 1980's but it has yet to be ratified by 
at least four governments which is an essential pre-condition for 
treaties of this kind to be S..egally effectj.ve. The CER would recog- 
nize enterprises satisfying certain criteria as special CARICOM 
Enterprises (CEs). Once rem~ognized, a CE would have an easier time 
i.n moving funds and labor across national boundaries than companies 

a incorporated within particular jurisdictions now do. As part of 
its policy to encourage the free movement of capital, goods and 
skil1.a within CARICOK, in 1986 CAIC took the initiative to have the 

CE status could be advantageous to entities such as the 
Agricultural Venture Trust (the organization through which RDO/C8s 
High Impact Agricultural and Marketing Project funds are invested 
in the OECS states) some of whose resources are subject to taxation 
as they are used to purchase the stock of local firms. 



Traaty up-dated, re-signed and re-ratified. Consequently, in 1987 
the CARICON CounaiZ. of Ministers agreed to CARISEC holding an 
inter-govcrrnmental meeting to re-negotiate the terms of tha Traaty. 

The meeting wan held in early 1987 at CAICts Secretariat.  his 
was tha firat time that a CARICOM inter-governmental meating had 
been held in a privet@ sactor office. A re-worded treaty was agreed 
upon subject to ratli'ication by the CARICOM Council and by CHOG. 
The new Treaty accorded the CI4RIC01.. Secretariat, tho Caribbean 
Development Bank (CDB) and CAIC the statue of non-voting members 
02 a Board of Authority set up to administer the Traaty. This was 
the firet time a regional private sector organization had been 
given representation as well as equal status with official 
organizations such as CARISEC and the CDB. 

The revised Treaty was approved and signed as well aa ratified by 
the required minimum of four governments. It is now Isgally in 
existence, but only one preliminary meeting of the authority has 
been held and tho Caribbean Enterprise R e g h e  is yet to be opera- 
tional. Once operational, it will be a ma:jor step to the much 
desired objective of freeing the movement of all funds, goods, and 
skills within CARICOM. 

3. Other CARTCOM-Wide Issues 

CAIC has launched an initiative with the Car.ibbean Hotels Associa- 
tion (CHA) on the broad policy aspects relating to tourism wj.thin 
the region. This initiative is focused particularly on the inter- 
face of tourism with agro-processing and light manufacturing. CAIC 
is also engaged with CARISEC on ~liscussions on the development of 
an appropriate export promotion policy for extra-regional exports. 
CAIC has just: set up, with Inter-American Development Bank funding, 
an Export Promotion Project focusing on three sectors - garments 
and apparel, furniture and food processing. A wider dialogue on the 
broader issues of constraints to exports with CIUISEC is expected 
to start later in 1989. 

PRIVATE BECTOR ADVOCACY AT THE NATIONAL LEVEG 

CAIC has also been pursuing  issuer:,^ at the regional. level which can- 
not be strictly called CARICOM or regional issues. These include 
taxation, privatization, export promotion zones and commercial law 
reform. This last is being pursued in association with the Carib- 
bean Law Institute under USAID funding. In all of these issues 
CAIC has been working closely with na~tional private sector 
organizations. 



Mort of theso issuo. are the bailiwick of the national private 
sactor oryanizatlonu. Yet CAICtr support i s i  rrcognj.zed by the 
national bodies as an important opur to grogreee in t h s a ~  areas. 
The Evaluation Team interviawad various private sector antrapre- 
neurn and orymnizations. The finding was that most of tham Itiswed 
CAICtr study "A Review of Taxation in Ten CARICOM Territorias" an 
invaluabla aid to thair lobbying efforts to reduce taxes. There is 
reaeon to believe that the study played a lead role in reduction 
of personal and corporats taxes in Barbados, ~ r ~ n i d a d  L Tobago and 
several OECS states, though this I s  imposaibls to prove. Also, 
USAID has playad a key role in the OECS statea in helping implement 
tax refom. 

Privatization is another target area for CAXC advocacy. CAIC held 
a Privatization Workshop in Jamaica in 1987. It was reasonably well 
attended. An attempt to hold a similar workshop in Trinidad and 
Tobago was rclcently postponed on the advice of ail otherwise suppor- 
tive Mini~ter, who argued that the time was not yet ripe. Privati- 
zation has been gaining ground all over the region even in Guyana: 
CAIC expects to continue its efforts to mobilize support for priva- 
tization in the region. These efforts provide valuable support for 
similar policy dialogue being conducted by tho IMF, World Bank and 
other donors. 

Another area for CAIC involvement is export processing zones. 
Jamaica has launched a major initiative on this within CARICOM. 
Trinidad and Tobago are also considering the issue seriously. CAIC 
has been asked to help. The Chamber of Commerce and the Trinidad 
and Tobago Manufacturers Association, through whom CAIC would work 
on these essentially national matters, have noted that they believe 
that the best time for a major private sector initiative would be 
late in 1989 or early 1990. 

The law relating to corporate affairs, particularly issues of in- 
tellectual property rights and foreign private investment, remains 
outmoded in various countries across the region. CAIC is working 
with the Caxibbean Law Institute (CLI) , which with USAID funding 
is conducting serious law reform efforts across the region. CAIC 
is coordinating private sector input into this project. 

CAIC is often seen by businessmen as a supplement to -- and occa- 
sionally as a sub~titute for or alternative to -- involvement with 
their natiorral level business organizati.ons. In Grenada, a commit- 
tee of businessmen (both CAIC members and non-members) reported to 
evaluators that CAIC had assisted them immeasurably in both policy 
analysis and policy advocacy during times of political turbulence. 
They were of the view that CAIC was in a uniqve position to assist 
the Gover~uaent in resolving problems posed by a current split in 
leadership. In Trinidad, the view was expressed that a national 
umbrella organization for business associations was not required 
in that country because CAIC was able to perform any needed inte- 



grating functions which c;ou;ld not be worked out locally from a 
diatanaa. Xn at least an0 c a m ,  a burinearn person who had brcome 
alienatad from hi. Local busfneaa aeoociation saw CAIC membarship 
am an altemativr form of participation in bualneoa community 
activitiaa. 

CAIC has repreeented the regional private sector at various forums 
to lobby for trade prefercance~ for the region. The three important 
forums arer Caribbean Basin Initiative (CBI), CARIBCAN (with Cana- 
da) and currently Lorna I11 negotiations which govern EEC trade with 
ACP (Africa-Caribbean-Pacific) countrils. The lobbying focuses not 
only on ~ecuring market accesm but also on simpl.ifying procedures. 

CAIC's success in recruiting the Chambers of tha French Departments 
3 of Guadeloupe and Martinique has given it access to privileged 

infomation on the developmerrts in Europe towards the Single Market 
in 1992. The European market': is very important for Caribbean rum, 
bananas i~nd sugar. CAIC has been kept informed of developments and 
has somfrtimes been able to provide valuable intelligence tc~ 
CARXSEC. 

CAIC has been lobbying the U.S. Congress for Phase I1 of the Carib- 
bean Basin Initiative. While direct private sector lobbying is not 
possible in the European case, CAIC has been taken as an observer 
by CARICOM to various discussions in Brusscals concerning Lome IxI. 
CAIC has also discussed desired reforms in CARIBCAN with CARICOM 
governments and representatives of the Canadian government. 

The regional private sector views CAIC's role in lobbying for 
extra-regional trade preferences as very valuable. There is indeed 
no other suitable spokesman for the region's private sector. 

An organization may perform a great many tasks quite effectively 
and still be perceived as ineffective. The Evaluation Team took 
special car. during their field visits to identify now CAIC was 
perceived by various businessmen in the private sector, both 
members and non-members of CAIC. The Evaluation Team also soli- 
cited opinions of other private sector organizations. The overall 

This association is an important breakthrough in view of the 
isolation which the French Departments normally maintain vis-a-vis 
neighboring countries. Guadelope even hosted the 1989 Annual 
General Meeting of CAIC. 



viaw waa found to be extremely favorable. This was not only true 
j.11 tha ntatos and territories wherar CAXC deliverst devalspment 
smwiaas but also in areas where CAIC's role is primarily one of 
advocacy. 

The privats sector in the Eastern Caribbean views CAIC as an essen- 
tial organization that must continue to exist. The key reasons 
identified by the regional private sector for the favorable 
assessments of CAIC include the following: 

(i) CAIC has frssr access to governments than other 
private sector organizations and can therefore 
easily represent private sector views to officials. 

(ii) CAIC has broughi toyether the region's private 
sector at a time when intra-CARICOM trade faces some 
major hurdles. CAIC has helped to remove many of 
those hurdles. 

(iii) CAIC has provided valuable research materials on 
the economic costs of high taxation. These materials 
have provided effective ammunition to local private 
sector organizations in lobbying for tax rate 
reau~kion. 

CAIC is the only vehicle through which the region's 
private sector can make its views known, during 
negotiajtions towards further economic integration 
within CARICOM. 

(V) CAIC is also the only possible representative for 
the private sector during discussions and negotia- 
tions involving extra-regional economic relations. 

(vi) CAXC is perceived as being an honest and relatively 
efficient organization.' 

(vii) The stattlre of CAIC's Execiutive Director and the 
Associati.on's Presidents assures CAIC access to any 
inter-governmental forum in or out of the region. 

(viii) CAIC ha,s been delivering useful development 
services. 

' This perception of financial efficiency appears to be of 
rellatively recent origin. It: is probably a consequence of the 
changes in CAICOs overhead management. I 
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(ix) CAIC is a representative of the old business elite 
in the region and the "little guys" are not really 
part of it. 

( 1 0  CAIC sometimes usurps the role of national private 
sector groupings. 

One local affiliate suggested that CAIC should use the local 
affiliates as its representatives in the territories, i.e. decen- 
tralize operations. Such decentralization however leaves no real 
role tor firms which have joined CAIC themselves. They may consi- 
der that, under uuch a decentralized system, they are represented 
th119ugh their local organization and stop paiving the extra dues. 
Thirl would effectively be a return to the skstem that prevailed 
before CAIC was revitalized a decade ago, and could lead to a 
colla~se in CAICfs finances endangering all its achievements to 
date. At the same time local affiliates have brought up an impor- 
tant issue which needs to be addressed. CAIC needs to do more to 
keep local affiliates informed of all that is happening so that 
they may in turn pass on the information so small and medium enter- 
prises who are not direct CAIC members but are members of tho local 
affiliates are informed. This role should not be left to the 
Directors from the individual countries. CAIC should provide the 
local affiliates with mitlutes of board meetings (except for 
certain confidential or personnel matters). 

Another weakness i :~  the CAIC structure that was noted by our inter- 
viewees is that CAIC has become less visible. This view was para- 
doxically voiced by people who thought that CAIC had achieved more 
successes recently than it did before. They Pelt that word of 
CAICfs good work is not being spread as it was in the past. This 
particular view is probably quite correct. It reflects in part the 
cut-backs in CAIC headquarters staff as required by budgetary pres- 
sures and tte need to make CAIC self-sufficient in its core opera- 
tions. 

LBIIfs evaluation of the PSIAP/CAIC Project in 1986-87 noted that 
there was tension between CAICfs role as an organization deliver- 
ing development services, particularly in the OECS states, and its 
role as the private sector spokesman for the region. The past two 
years have seanthese tensions become muted. Two formerly competing 
sets of intarests within the organization and, to a lesser extent, 
within its constituenciss appear to have found a modus vivendi. 
The smaller and medium businesses see CAIC primarily as a service 
delivery organization, while the larger businesses see CAIC's 

I Even if CAIC continues to receive donor support, itfs own 
revenue base will become very weak and may sap the organization's 
present vitality. 



primary xola as a spokesman for private sector int .ereat,s  in the 
region. 

CAIC is the most important advocate for the privata sector in the 
region, particularly when issues cut across national boundaries. 
CAIC coukd in the future become an even more important organization 
aa cAPICOM develops into a true common market or even becomes a 
single market. 

CAIC has been lobbying for free access to extra-regionlal markets 
, ut at the same time it has been less than e thusiastic at opening 
ug regional markets to outsiders. There are zhree factors at play 
in the dynamics that determine CAICfs position on trade. They 
include: 

(i) CAIC members who are manufacturers desire protection; 

(ii) CAIC members who are traders prefer to get their goods 
at the lowest price from any source; 

(iii) regional governments who earn revenue from taricfs and 
at the same time want to diversify their economies away 
from agriculture. 

Even though CAIC has a great many trading houses among it's cor- 
porate members, the general stance on trade has been protection 
from extra-regional manufacturers and free trade within the region. 
The dangers of such a policy is that it generates non-oompetitive 
manufacturing industries. The long run aim should be to eliminate 
protectionism at all levels. This would allow healthy manufactur- 
ing industries to develop in the region, and would improve consumer 
welfare. 

Recently, CAIC has moved to a less protectionist stance, partly at 
the prodding of its members in the distributive trades. Many regio- 
nal manufacturers have also become more competitive fol.lowing the 
devaluation of the Trinidad, Jamaica and Guyana dollars. Other 
manufacturers have been converting their operations to 807 and CBI- 
type off shore operations, and do not require proteotion. CAIC 
should be able to move towards a completely free trade approach 
without lasing the support of many members. 

Looking to the future, the arguments for a beyond-the-RACD conti- 
nuation of RDO/C's assistance to CAICfs policy include the fol- 
lowing: 

(1) CAIC exerts an influence on the policy positions taken 
by the private sector in the region which is both cons- 



tructive and realistjc: ft nudges connensus toward the 
enlightened end of the spectrum without losing i.ts 
constituencies. 

(2) CAIC is best established in this area of acti.vity, h a s  
its greatest comparativti advantage, and therefore It i s  
the area in which U.S. assistance results in the highast. 
"policy bang for the buck." 

(3) There is some evidence that cost-cutting has already 
prevented CAIC from realizing the full public relations 
potentials of its accolnplishments. 

The argumelts against be:ond-PACD continuation include: 

(1) CAIC has substantially achieved the policy advocacy 
institutional objectives at which it aimed at the 
beginning of AIDfs isssistance to its revitalization 
effort: respect for the private sector within the region 
and access to national and regional decision-making 
bodies. 

(2) Policy advocacy is the CAIC function most directly 
related to the needs of the most affluent members of the 
Caribbean business community, and hence at a level most 
appropriate for corltrol by market forces (membersf 
willingness to pay). 

(3) From the stilrt of the revitalization effort, CAIC has 
had the announced objective of making its business 
association functions financially independent of donor 
support. Policy advocacy is the area in which such 
independence is most: immediately attainable. 

Given the presence of significant constraints on RDOiCfs total 
funding of its prgrams and the current absence of any new RDO/C 
policy thrust in the region in which CAIC has a key role, the case 
for extended RDO/C funding of policy advociizy and membership 
functions seems less substantial to the Evaluation Team than the 
case for assistance by RDO/C for CAIC development functions. 



CrKAP-9: 

RCU ITe 8ERVICE0 TO THB @ME CONBTITVENCY 

In the first three chapters of this report we examined the SEA 
Project with a wide lens, taking into account CAIC1s business 
association functions, RDO/C-funded "core activitiesu (originating 
in the Private Sector Investment Assistance Project and merged into 
SEA in 1987) and the functions contained in the original SEA Pro- 
ject itself. ChayL.er IV narroiied the focus on policy advocacy, 
the business associ,ction function which is of greatest importance 
to CAIC's traditional constituency, much of it located in the More 
Developed countries of the Caribbean. The present chapter also has 
a relatively narrow focus. It concentrates on the RCU's services 
to its SME constituency in eight countries in the Eastern 
Caribbean. 

As we have seen, the original SEA Project consisted of two main 
program elements assigned to the Regional Coordinating Unit within 
CAIC: (1) a new SME component, providing training, technical assis- 
tance, and innovative financing to small and medium scale enterpri- 
ses in the OECS territories and Barbados and (2) a microenterprise 
component, continuing the provision of RDO/C grants for loans and 
administrative support to National Development Foundations and 
WID.' The focus of the present chapter and of our evaluation Scope 
of Work is on the first of these two elements, the SME component. 
However, since the relative positions of the SME and microenterpri- 
se componerrts of the SEA Project have been in a state of flux 
during the first three project years, this chapter starts with an 
assessment of the factors to which the shift in emphasis can be 
attributed. 

The SEA Project provides credit and management support for 
the micro business sector in eight Eastern Caribbean Islands. 
Funds are provided for: (1) loans to new and established micro 
enterprises; (2) loan processing costs; (3) technical and (4) 
managerial support for NDF clients; and (5)administration support. 
The SEA Project also provides training for the staff of these 
institutions and acts as a catalyst in their development through 
seminars. It collaborates with ECODEF (their umbrella body), and 
participates in dialogues with international agencies concerning 
sources of NDF funding. In March 1988, the Montserrat NDF was 
established as a window of the St. Patrick's Credit Union. 



Section Bi identifies the factors which resulted in the shift 
program priorities. Section C assesses the provision of technical 
assistance and training to SMEs, Section D describes the Natianal 
~evelopment Institution (NDI) mechanism for service delivery and 
the selection of NDIs in each country and examines the effective- 
ness of this system. Section E examines the progress of the pro- 
jects pilot Working Capital Fund in Dominica. Section F describes 
the funct:ions and operation of the Regional Coordinating Unit. 
Finally, Section G provides a summary assessment. 

B e  m 9 R 8  8BFECTING THE SHIFT IN 8EA PROGRAM PRIORITIEi 

The design of SEAP in the original Project Paper emphasized the 
(SME) component of the project and assigned a less important role 
to the N1)F portion of the program.' The SME component sought to 
reach a greviously unserved private sector target group which lay 
between the NDF-aided microenterprises and CAIC's core constituency 
of larger businesses. As discussed in Chapter XI, the original 
financial, plan for the project envisioned that roughly 36% of 
CAIC1s $10 million budget for SEAP would be spent for the SME pro- 
gram as compared with under 22% for NDFs/WID. The revised budget 
contained. in the March, 1989 Modification #9 to the Project Agree- 
ment (the currently operational budget) showed a dramatic change: 

SME $ 2,323,233 20.91% 
NDF/WPD 4,913,357 44.22% 
NON-ALLOCATED 2,276,108 20.49% 
CORE COSTS 1,597,302 14.38% 
TOTAL8 $ 1111101000 100 . 00% 

The projection which we made in Section B-6 of Chapter I1 (based 
on the currently operating financial dynamics of the project) 
points toward a conceivable end-of-project budgetary outcome along 
the following lines: 

SME $ 3,080,277 23.92% 
NDF/WID 6,143,318 47.70% 
NON-AUCATED 2,057,533 15.98% 
CORE COSTS 1,597,302 12.40% 

TOTALB $ 1218781430 100. 00% 

The projection shows the SME component exceeding the current budget 
by about $757,000, but the projection totals are about $517,000 
less than in the oriainal, project budget. Since the shift in fund- 

2 See also the discussion of the project design in Section 
B-2 of Chapter I and B-3 of Chapter 11. 



ing to NDF/WID activities has been a predominant feature alf the 
RCU'S program for the past three years, we start with an interpre- 
tive assessment of the reasons for that shift in program emphlisis. 

2 .  Baotoka ~nflusrrcincr t h e  S h i f t  of Procrram Em~hasia 

Increases in NDF/WID share of the SEAP budget and decreases in the 
SME share are attributable to the following eight principal 
factors: 

a. In-Place Foundations f o r  NDF E x D ~ ~ s ~ o ~  

In many of the eight Eastern Caribbean countries, RCU took on NDF 
programs where foundations for growth had already been laid. 
Rather than struggling w;.th a host r - f  start-ups and problem 
situations throughout the r,bgion, a large majority of the MDFs had 
surmountczd initial growing pains and were ready for axparsion. 
Such in-place building blocks did not exist for the SME program 
(see item I1gl1 below) . 

b. Jnvolvement of Communitv Leaders in thr NDF PrOUrqlg 

Although it has had its share of difficulties3, the NDF program on 
balance has bean very successful and has been recognized as such. 
Its performance clearly has surpassed that of prior government- 
sponsored efforts aimed at the same target group. The involvement 
of business and community leaders in the NDFs has been both a cause 
and a result of success. NDF involvement is generally regarded as 
a respectable, socially responsible, even prestigious activity by 
opinion leaders in Eastern Caribbean communities. 

c. CAIC Policy Stance 

OECS business leaders advising SEAF advocated strong support of 
the NDF program. Presumably they were motivated by business 
community involvement in the activities of the NDFs, by a sense 
that the NDF program was "ready to movetU and a belief that it 
contributes directly to social and political stability in their 
countries. CAIC1s traditional stance has been that support of 
enlightened socio-economic objectives are in the best interests of 
the business community, and it has usually adopted a syncretic 
approach in working with other Caribbean institutions. 

Some of these problems are outlined in Harry Ruasellls 
study," Self-sustainability for the NDF1s/WIDI1 submitted to SEAP 
in December of 1988. The preliminary analysis presented in Section 
E-5-b of Chapter 11 suggests that the quality of NDF loans may have 
declined in 1988. 



The NDF/WID program reflects traditional AID objectives concerned 
with the poor majority and the status of women. The evident SUC- 
cess of the NDF/WID program generated strong staff support within 
RDO/C. As noted in Chapter 11, an early ($20 million) version o f  
the project design anticipated generous funding for the NDFS 
throughout the project life, rather than the sharp downward trend 
in the later years that emerged in the more modestly funded version 
of the final project design. Apart from sympathy with the objec- 
tives of the NDF/WID program, AID internal procedures tand to favor 
projects that meet their spending targets. As it became clear 
that t k ~  RCU1s SME program would be delayed and that NDF/WID requi- 
rements were growing, RDC'IC agreed to shifts in project funding. 

8 Broblems in Im~lementinu the NCC Conca~t 

The original Project Paper contained conditions precedent requiring 
the establishment sf National Coordinating Committees broadly 
representative of the business community in each country prior to 
the disbursement of funds for major national components of the SME 
program. In all hut one country, these national components were 
held up for the better part of two years because they could not 
conscientiously be fulfilled. NCC conditions precedent requirement 
were removed in the spring of 1988, thus permitting the national 
component of SME services to move forward. 

f administrative Overload 

In September of 1987, RCU's Regional Coordinator was promoted to 
the position of Deputy Executive Director. He was not replaced as 
head of RCU until July, 1988, and thus discharged the equivalent 
of two full-time jobs for a period of nine months. Despite an 
extraordinary effort on everyone's part the program was slowed in 
some measure. 

g. Preconlditions to Effective Delivery of Effective 
Technical Assistance 

The original Project I?aper assumed that services could be delivered 
in volume to the SME target group very early after program start- 
up. The project design had Itfront-end loadedtt plans for SME 
training and technical assistance spending as well as other program 
activities. In effect, the design presumed the almost instant ful- 
fillment of three preconditions which in fact took considerable 
time to fulfill (1) putting in place institutional arrangements 
in each country acceptable to RDO/C (see item lidu above); (2) 
establishing a local capability for diagnosing SME client needs and 
formulating appropria~te assistance packages for these clients; and 
(3) compiling and testing on the basis of experience a roster of 



local consultants with capabilities of daliverrlng rreedcnd assistance 
wi.thin the limitations of the project budget. 

The original Project Paper (1986) envisioned an experimental credit: 
component consisting of a matching credit fund and a small business 
investment company. A n  effort to establish these facil itiers 
demonstrated that the financial community was not ready for the 
types of innovative activity envisioned in the projact design, and 
that something else was needed. RCU management and RDO/C then 
to~ether decided that a working capital fund would be more suitable 
to the needs of the SME target grot? and to deliq.rer:y capabilities 
within the region. Time was required for the redesign of the credit 
component. 

The factor most constraining to the SME program was the effect of 
the conditions precedent requiring the establishment of NCCs in 
each country prior to the creation of a national delivery system. 
While that condition did not prevent the delivery of all training 
and technical assistance services, it affected the largest portion 
of these services which were supposed to be delivered through 
national institutions on a decentralized basis. 

In Chapter I, we noted the ambiguity and tension in the original 
Project Paper (1986) between an approach which sought to achieve 
project objectives by increasing the productivity of the SME target 
group and one which stressed innovation in the process of building 
representative business in:stitutions. In Chapter 111, we saw that 
the Mission's 1987 Private Sector Strategy Update came down very 
heavily on the side of the institutional objectives, explicitly de- 
emphasizing trle focus on job creation, export expansion, and 
productivity increases which had characterized the Mission strategy 
in the past. The Update drew particular attention to the institu- 
tional development features of the SEA Project, emphasizing the 
role of the National Coordinating Committees (NCC's) in the 
implementation process. 



~ u t :  the NCC idea simply did not work in the Eastern Ci?triSbsan, 
On@ NCC warn formally established and h e l d  meetings, hut even that 
NcC did not achieve very much for a variety of reasons. l'ho 
inafferctivoriese of the NCC System required that the BCU  us^ o t h e r  
techniques to handle TAT interventions. This of courne r e s u l t u ~ . l  1.n 
administrative delays and vario~s in~fflciencieo. 

Since the removal, of tho NCC conditions precedent, the RCU has 
concentrated on building effective delivery institutions and on 
the service delivery itself. Its philosophy has been that improved 
perfomanca by all elements of the business community is the basic 
medicine needed to moderate the social and organizational problems 
experienced within that communitv. 5 

C. AL A8aJBTBNCE AND TRAXNINP ( T U T )  .._1TQR AND MEDIUM 
ENTBRPRIBEB 

During the twelve-month period ending December 31, 1988, SEA 
carried out 109 technical assristance interventions for 82 small 
and medium enterprises in areas such as agri-business, craft, 
furniture, footwear and printing. This compares with 74 interven- 

4 This NCC was in Dominica. conflicts within the NCC 
between the representative of the Dominica Association of Industry 
and Commerce and the NDF representative reduced the effectiveness 
of the NCC. To some extent this could be viewed as a conflict 
between the micro-business and SME components of the project. 
However, the Evaluation Team learned from conversations with 
members of the NCC that it was also a matter of personalities. Some 
memnbers of the NCC also point out that another reason for its 
failure was the lack of an NCC staff person. It is understood that 
the Prime Minister objected to the composition of the NCC, possibly 
because it was an all private-sector grouping without any govern- 
ment participation. It was felt that the NCC had wasted a great 
deal of time and energy and it could nat be re-established. 

9 CAIC certainly does not lack a capacity for social en- 
gineering, but it has tended to establish its own agenda in this 
respect. CAIC has supported and participated in the process of 
cohlaboration among development foundations in the region. WID 
Ltd. originally opposed the notion of receiving SEA funding through 
CAIC, having received its money directly form RDO/C in the past. 
However, the organizatioil's experience has been such that it now 
prefers to work through CAIC. Its staff believes that the CAIC 
connection has helped incorporate the organization into the 
Caribbean scene, where it often had been viewed as a U.S.- based 
PVO. The Eastern Caribbean Organization of Development Foundations 
(ECODEF), an organization which brings together all the development 
foundations and WID Ltd., now has a place on the CAIC Board. 



tiona for 63 comganiss betwaan April 1986 and December 1 3 8 7 . '  
'rhrough .?line 20, 1989, some 2 5 5  lnterv~ntiona had been carried out. 

Tho Logical Framework presented in the 1986 Project Papar presented 
ambitious quantitative targets for the SME portion o f  SEAP. Z . ~ Q  

targeted number of technical assistance interventloris for SMEs was 
450 and the number of SMEs participating in training was set at: 
750. For the reasons discussed, the SME component is behind its 
original schedule. At the same time the targeted numher of micro- 
business interventions has been far exceeded. With approval from 
USAID, a substantial portion of the project budget was shifted to 
the micro-enterprise compon~nt. However, the pace of SME achieve- 
ment has picked up recently, particularly following the establish- 
ment of NDIs. RCU believes that the Prajtbct Payer tartaast of 450 
interventions can be met before the PACD That is \:ertainly 
possible if the project does not run out of resources first. 

Spending on training and technical assistance during the first 
three years of the project has been as follows in U . S .  dollars: 

1986 1987 1988 TOTAL 
TECHNICAL A8818TAl:iCE: 
Trade Fairs & Exhibitions $7,097 $14,770 $28,917 $50,784 
CBI 21,200 4,895 5,584 31,679 
RCU Direct 41,155 26,732 42,065 109,952 
Institutional Activity 0 4,462 2,816 7,278 
Regional Conferences 0 0 0 0 
Marketing 0 0 31,902 31,902 
SUBTOTAL $69,452 $50,859 $1110281 $231,595 

0 CAIC Annual Report for Financial Year 1988 and Program 
Year 1988/1989. In 1987, the RCU received and evaluated 120 
requests for various forms of assistance. Of these, 43 requests 
were approved. An analysis of these interventions is as follows: 

Garments 
Food Processing/Agri-Business 
Electronics 
Other (including Printing 
Chemicals, Ceramics) 

Interventions Percentages 



TRAININO R 
Regional Conferencea 
subregional 
Attachmento Local 
RCU Staff 
~xtra-Regional 
Local 
SUBTOTAL, 
TOTAL 

The provision of tec:hnical assistance and training to SMEs under 
the SEA Program is market driven, in thzlt: it is responsive to 
local ~ 0 ~ U e s t s .  The client is expected to pay a fee of 25% of the 
total cost of the assistance provided. There is an emphasis on 
ensuring that the intervention closely mat5nes the practical needs 
of the client. The use of local and regional resources is also 
stressed. The training element of the project seeks to upgrade 
local skills using existing training institutions such as the 
Barbados Institute of Management and Produc:t ivf ty (BIMAP) and the 
Foundation for International Training (FIT). 

From April 1986 to March 1989, the assistance has been primarily 
in the areas of plant consultancy, training,, trade missions, 
business planning, and marketing. our general findings with 
respect to these areas are set forth below: 

have betrn most beneficial in 
helping to bridge the gap for SMEs between simple 
technologies. These consultar~cies have also been 
particularly useful in helping small and medium companies 
address specific needs or problems identified by company 
management. This kind of assista.nce is highly relevant 
and practical. In plant consultants often provide "hands 
onn1 training to company staff, thereby improving their 
technical skills and capabilities. The end result is 
often improved methods of production and product enhance- 
ment, leading to increased production levels and 
increased sales. RCO is also helping to develop consul- 
tancy skills in the region by using experienced entrepre- 
neurs who are SEAP beneficiaries to assist other entre- 
preneurs. Examples of such cases are Angelus Furniture 
of Barbados working with National Furniture in Grenada, 
and Hooper Garments of Barbados providing assistance to 
the Women's Social League and Sewing Centre of 
Montserrat. 

2. Trainincr Attachments and Trainbg Prour- have helped 
SME personnel acquire new practical skills and techni- 
ques. Training attachments with regional companies 
organized by RCU have proved to be very valuable learning 
experiences because participants gain practical, 



"handsa-on" experiance, obrperving and workinq 1 ; I  

conditicrnsr simlLl~r t>o the anvironment Chat they oper , l t .? ,  
i n ,  7 Some SME a t a f f  have benefitted Cram ( ,Vet  sea:; 
training. RCU has also bean instrurnontal In p l a n r t i n ~ ~  1 ~ 1 ~  

conducting skills enhancing proqrams Cot. pereons f t t - ~ ~ ~  
OEC3 countries and Bacbildoo. Ttle most ~ u ~ c ~ . , s ~ f a l  r j i  

thass programs have been (1) the Trainer of Tra ine l - ;  
Workshop conducted in March 2989 and benefitting 1,1 full 
time trainers from the N D F s ,  WID and the OAS : j ~ . i l l 2  
Training Project; (2) the regional Hairdresser Workshop 
aeries commenced in its first phase in st. Lucia in March 
1989, and benafitted s i x  participants who engaged in 40 
hours of classroom and practical training in the use of 
hair chemicals, treatments, styling and other rnade1.q 
techniques; and (3) an Interior Dacoratint, Workshop n e l k l  
in St. Kitts in February 1989, benefitting nine 
companies. The rssu1.t~ have been tho acquisition of 
new/improved products and improved methods of production. 

3. SMEs which have been given financial support to particl- 
pate in Trade Mission3 ta other OECS countries and 
Barbados have benefitted in numeLous ways. Fj.rstly, 
Trade ~issions provide valuahle marketing experience for 
businessmen and women, as they learn first hand of the 
specific needs of their consumers. They can also learn 
about their competition (in terms of quaiity, prices 
etc.) in the markets they are trying to penetrate. 
Businesses are also often able to secure an the spot 
orders, as was the case of the DAXC Trada Mission I n  
April 1989 which estimated that these orders exceeded EC 
$500,000. Long and short terms orders are also secured, 
as well as good business contacts, Overall, the Trade 
Missions are eye opening experiences, which enable SME 
operators to focus more realistically on what is involved 
in doing business, particularly in an export market. 

4 .  Strateaic Business Plannina Assistance programs have been 
conducted in Grenada and Dominica with six companies in 
each country participating. The major objectiva of these 
programs is to train participating entrepreneurs to write 
and assemble their own business plans. The writing up 
of these business plans have benefitted the businesses 
in that their owners and operators have been forced to 
focus on the future of the businesses and address such 
issues as short-term and lang-term financial viability 

7 Report on "An Assessment of the Impact of Technical 
Assistance and Training Interventions for Project Year 1987" by 
Bonita Morgan and Hyacinth Griffith, November 1988, pg. 9. 



and f u t u r a  oxpanaion of ope ra t i onn  wi th  a view to 
anhancing t h a  o v e r a l l  af  Pec t ivanese  and ratticicarrcy o r  
thane b u a i n r r a  a p a r e t t o n o ,  

An area t h a t  d6serrves p a r t i c u l a r  a t t o r l t l s n  in t h c ~  Euturo 
is t h a t  of p r i c i n g  a t r a t e g y  f o r  mnnufacturace producing 
more t han  a o i n g l e  p roduc t .  Coat accoun t ing  problems ate 
most e v i d e n t  i n  Caribboan f i r m s  manufacturinlg a range oe 
groduc to ,  a s  many of! them do.  The p r i c i n g  of specific 
items w i t h i n  a p roduc t  range  o f t e n  i a  n o t  dona vary  well. 
Soma l i n e s  lose money a t  t h e  p r i c e  set  whilta o t h e r  pro- 
d u c t  l i n e s  may be o v e r p r i c e d ,  Thus, an  a s t u t e  kuyar may 
p u t  i n  a l a r g a  o r d a r  of t h e  Stems w i t h  t h e  h i g h e s t  c o s t  
t o  p r i c e  r a t i o  p o t e n t i a l l y  bankrupt ing  t h e  aupply. 'ng 
film*' 

5. So f a r ,  t h r e e  M m m ~ & m s c h  and_Tr4inaa P r o q m  
have been conducted b e n e f i t t i n g  13 e n t r e p r e n e u r s  from 
s i x  OECS c o u n t r i e s  i n  such s e c t o r s  a s  c r a f t s ,  agri; 
p r o c e s s i n g ,  f u r n i t u r e ,  footwear  and p r i n t i n g .  T h i s  s i x -  
day programme, o r i g i n a l l y  des igned  by t h a  Courici1 of 
E a s t e r n  Caribbean Manufacturers  (CECM) , h a s  two p a r t s .  
F i r s t ,  t h e r e  a r e  two days  (16 h o u r s )  o f  c lassroom 
t r a i n i n g  i n  t h e  P r i n c i p l e s  of  Market ing and Marketing 
Rceearch.  Second, t h e r e  is a  four-day p r a c t i c a l  program 
conducted i n  t h r e e  i s l a n d s  d u r i n g  which t h e  p a r t i c i p a n t s  
a t t e m p t  t o  app ly  t h e  t h e o r y  ga ined  i n  t h e  c lass room t o  
acztually marke t ing  t h e i r  p roduc t s .  

These programs have a ided  i n  expos ing  OECS b u s i n e s s  
pa r sons  t o  i n t r a - r e g i o n a l  market  demands and have 
a s s i s t e d  i n  good b u y e r - s e l l e r  c o n t a c t s .  Overal.1, 
p a r t i c i p a n t s  i n  t h e s e  programs have been v e r y  p o s i t i v e  
abou t  them, The programs have success fgu l ly  met t h e i r  
o b j e c t i v e s ,  and many companies have now ach ieved  e x p o r t  
s a l e s ,  S e v e r a l  o f  t h e  b u s i n e s s e s  i n t e r v i e w e d  a c t u a l l y  
complained t h a t  a f t e r  t h e i r  market ing t r i p s ,  t h e y  s ecu red  
s o  many o r d e r s  t h a t  t h e y  cou ld  n o t  f i l l  them. Technica l  
a s s i s t a n c e  t o  i d e n t i f y  p roduc t ion  b o t t l e n e c k s  and improve 
p r o d u c t i v i t y  shou ld  b e  l i n k e d  t o  marke t ing  i n t e r v e n t i o n s  . 
i n  t h e  f u t u r e .  

A weakness of t h e s e  programs is t h e  s e l e c t i o n  of  corn- 
paniasss t h a t  would most b e n e f i t  from p a r t i c i p a t i o n .  The 
program is des igned  f o r  t h r e s h o l d  companies -- i. e. , com- 

8 The Louis  Berger  r e p o r t  G a s ~  S t u d i e s  of t h e  P r i v a t e  
Sector i n  the E a s t e r n  Cambean notes cases of firms t h a t  a lmos t  
went bank rup t  due t o  bad p r i c i n g  p o l i c i e s .  The s t u d y  was produced 
f o r  RDO/C i n  J u l y ,  1987. 



panioa with a good local market base for  their products 
which are soaking to venture into sxgort markets, How- 
aver, out of t:he 13 companies participating in these pro-  
gramo, five did not: w e n  hava a home baev and clearly 
b.fd not have the production capacity to export. The 
lrsoon learned is that the RCU and NDIe involved have to 
angaga in more vigoroui~ screening and nomination of corn- 
paniea for the progranls to realize their desiraad out- 
c o m m  * 

Moat recipients of technical assistance and training interviewed 
by the Evaluation Team exprussed considerable flatisfaction with 
the quality and outcomes of the sarvices grovicbd, acknowledging 
that the SEA project is providing valuable inputs which thev would 
not normally receive, A few clients were impatient with t1,s pace 
of service delivery and wanted RCU to respond to their requests 
more quickly. With a local agent (the NDI) now in place to channel 
the requests to the RCU in Barbados, and with the N D I s  motivated 
to provide prompt, efficient service to their members, conceivably 
this response time will be shartened considerably. 

A few clients also believed that the HCU should demonstrate more 
flexibility in its operations, particularly in responding to 
changing and unanticipated conditi.ons, and in those situations when 
technical assistance -and training recipients are participating in 
programs overseas, 

The project has had a favorable impact on local and regional 
supporting services for SMEs. That favorable impact is likely to 
increase as the SME program gathers momentum. In the past, SME1s 
have lacked networks that are friendly to them and supportive of 
them. Because of the absence of prior assistance, the changes 
wrought by the project are highly visible and well-appreciated by 
recipients. The creation and use of a list of approved consul- 
tants, most of them local, who have been able to provide quality 
services to SME firms is in itself a significant step forward -- 
as is the designation and activation of NDIs. 

The growing list of SEAP interventions carried out by regional 
professionals in combination with favorable reports by recipients 
suggests an expanded capacity to apply their skills to this target 
group. The Evaluation Team found evidence of positive results 
following interventions and the generation of financial returns 
that could be used for direct purchases of local supporting ser- 
vices in the future. However, it should be clearly understood 
that what SEAP has established is a fledaling service network. 
If RDO/C assistance were to cease in the near future, it is 
doubtful that the favorable impact on local and regional supporting 
services would be long sustained. 



Thr tvaluaticvn Taam'r flald viaitm a l s o  ohowad that tharc~ have been 
beneficial rocial and poychological gains a#  war1 as favc)cable ~ C O -  
nomic impactm in tarme of exports and employmrsnt opporturrltiaa tram 
the SME aomponent of SEAP, With a few excaptions, the in te rvan-  
tions war@ diracted to firms who would otharwima have had great 
difficulty paying for the technical assliretanca on their own. HOW- 
ever, a numbar of them --as a direct consequence of the Srtl,tial 
help-- probably could afford to pay far much aosiatance now. 

Businesses asniwted by SEA expanded sales, exports and employment. 
For example, in St. Lucia, a firm whose operations had been a not 
consumer of foreign exchange (assembling imported elactronic corn- 
ganents into kite sold in the domestic market) was transformed into 
a much more profitable export operation with SEAP-funded training 
in circuit board assembly, The circuit board businetns employs 
almost five times as many people as the original kit: assembly 
operation, and a l l  of the company's products are now exported. 

In,Dominica, the Leather Goods Cooperative received S2AP technical 
assistance as well as a working capital loan fronr the3 Dominica 
Working Capital Fund. This cooperative has managed to expand it 
markets both in and cut of Dominica while keeping many craftsmen 
employed who otherwise might have lost income. 

In Grenada, SEAP trained two employees of a bottled gas plant. The 
resulting increase in gas quality 3rought in new customers and 
expanded sales. 

In St. Kitts, SEA training helped a bookstore owner modernize her 
physical layout and create more eye-catching displays. Sales 
increased. 

In St. Vincent, SEA assistance helped a pasta manufacturer find 
export markets in Dominica. 

SEA also has been active in helping business firms in the printing, r 

furniture, apparel, and agribusinesses on several islands. 

For the most part, the SEAP assistance has been directed to firms 
and business-people who have been considered as outsiders by the 
Caribbean business elite. As these businesses have expanded and 
become more profit,able, SEAP has helped to change the attitudes of 
small businesrrmen towards their own destinies. In the process, 
their attitudas toward CAIC and their local business associations 
have changed. The availability of good business advice has 
ameliorated the sense that class and ethnic distinctions serve as 
serious barriers to business success in the Eastern Caribbean. 
Because putting a structure of support services for SMEs in place 
has improved recipients performance and energized entrepreneurial 
motivation, it has started to create its own market. 



The SHE program presently operatae through a single Nat:ional Dave- 
lopment Institution (NDI) operating in each country. The Institu- 
tions chosen to sarve as NDIs in each island are: 

Antigua & Barbuda National Development Foundation 

~arbados Handled by RCU directly 

Dominica 

Grenada 

St.Kitts & Nevis 

Dominica Association of Industry & 
Commerce (DAIC) 

Grenada Chamber of Commerce and 
Industry 

National Development Foundation/ 
Credit Union 

St. Kitts-Nevis Chamber oQ Industry 
and Commerce 

St. Lucia St. Lucia Manufacturing ~ssociation 

St. Vincent & the Grenadines St.Vincent Chamber of Industry & 
Commerce 

While only one institution has been selected in each country, the 
group taken as a whole represents a fairly wide socio-economic 
spectrum. At the risk of considerable oversimplification, it can 
be said that the Chambers of Commerce tend to represent larger 
trading firms, the Manufacturers' Associations represent smaller, 
wnon-sstablishmentfl businesses, and that the National. Development 
Foundations are identified with microbusiness. 

We understand that one of the dilemmas of RDO/C1s project design 
team--and one of the reasons for its original choice of the 
National Coordinating Committee mechanism--was the uncomfortable 
prospect of having to make a choice among national, organizations 
competing for the role of SEAP project implementer. One certainly 
could imagine serious complaints if RDO/C had undertaken to make 
such a selection. However, CAIC and SEA appear to have had a 
sufficient credibility and knowledge of local conditions to handle 
the selection process effectively. 

The NDIs were selected by RCU by weighing the institutional and 
staffing strengths of the various candidate organizat,ions together 
with considerations of balance in tho types of institutions chosen. 



Thia was dona partly to avoid overburdening a particular gQnre of 
organization end partly to arasuru a psychological separation of the 
sME component of the p r o j a c t  Prom other programs and constituen- 
cies. 

conceivably an organizat!.on sslscted as NDI may be able to use the 
resulting public exposure to its own bensfit. Nevertheless, SMEY 
are eligibla for benefits whether or not they are members of that 
NDI or other recognized private sector groupings in the country, 

The Evaluation Team's field visits demonstrated that RCU'I approach 
to NDI selection hasi made gooa sense. It also underlined the 
importance of decentralizing some of the project's authorities and 
respunsibilitias. The SMEs targeted for Technical Assistance and 
Training reported almost universally that communications had 
improved significantly since the establishment of the NDIs. They 
see the NDIs as a key to effective service delivery. The RCU 
cent1:al unit has been oparat irlg under considerable pressure, which 
has made it difficult for the staff to service local requests and 
requ:Lrements from Bridgetown. Beyond this, there is a tendency 
for targeted recipients to feel more comfortable if a coordinator 
is only a local phone call away. 

The only criticism ot note that the Evaluation Team received about 
NDI activities was a lack of coordination with regard to training 
couxaes. The President of the Dominica Employers Federation com- 
plained that DAIC had organized a management training course simi- 
lar to one organized by the Federation resulting in low attendance 
for both. The DAIC course was sponsored by SEAP and is not 
directly relevant to this evaluation. However, it makes little 
sense to duplicate efforts when scarce resources are involved. 

From its own vantage point, the Evaluation Team concluded that the 
NDIs are short on the resources and staff time needed to serve SME 
needs. The original notion was that the Executive Officer of the 
organization would not spend more than 20% of his or her time on 
SEAP activities. Experience has shown that more time has been 
required, 

The present source of funds for compensating the NDIs for staff 
time is the 25% TA cost share paid by target SMEs. While NDI 
managements have not yet complained, some members of their asso- 
ciations expressed the view that their Executive Directors are 



spending too much time on SEAP. ' These mnmbers were usually in 
the diatributivo trades and probably gsrcaived the SEAP program as 
being diractod towards manufacturers rather than traders. Ln st. 
~ucia, whore the HDX is the Manufacturers Assor:iati.on and the 
~xecutivo Director spends a considerable amount of time on S E A P ,  
there wers indeed few comments of this kind. Presumably many 
members of the St. Lucia NDI see themselves as an SME constituency 
and view SEAP as a program that directly benefits their in,terests, 

The Dominica Working Capital Fund (DWCF) is an innovative progran 
that has been in affect since late 1988. The program is designed 
to provide working capital loans to firms which are unable to 
secure such assistance frorn the commercial banks. One loan was made 
before the effective date of the program. So far, three loans have 
been made under the program averaging about EC $ 22,000. The 
largest loan, over EC $ 30,000, was the first. 

The working capital loan program addresses a gap in SEAP, i.e. many 
of the firms receiving TAT under SEAP were then unable to execute 
orders or changes in production techniques due to the lack of work- 
ing capital. The program went into effect in September, 1988. There 
are three clients so far under the DWCF program. The program has 
an individual loan limit of EC $ 50,000. The total allocated under 
the program for the fiscal year is U.S. $ 50,000 (i.e. EC $ 134,500 
approximately). The pay back period was supposed to be a maximum 
of six months. 

0 In his comments on a previous draft, the RCU Regional 
Coordinator writes: 

The impact of the NDI programme in strengthening the sus- 
tainability of the Chambers through the 25% fee for service 
is a worthwhile trade-off for the time spent. Also increased 
member satisfaction with real services and the recent emphasis 
on hiring younger professionals rather than part-timers or 
retirees should be recoqnised as a positive change. RCU 
training in project management has also helped. 

Earlier he comments: 

A cursory comparison with the Non-NDI Chambers e.y. Antigua 
and Montserrat illustrates the fact. The Evaluators did not 
recognise RCU's development of reliable credit, management 
training, project management as well as research capabilities. 
Most of the institutional training is delivered directly by 
RCU staff rather than consultants. This in turn has strength- 
ened CAIC institutionally. 



The DWCF program was etarted at a time when tho commorclal b o n k i n g  
sector in Dominica was highly liquid. Consequently, as their. shart, 
liabilitiem increased they were looking for short term iAsssts; 
working capital and overdrafts are good sourcas for this. The DWCF 
was designed to be available only to non-bankable clients. Conse- 
quently, during a period when commercial, banks are more lenient 
than usual, the source of potential clients for the DWCF was rQ- 
duced significantly. The fund has only disbursed about EC $65,000 
to three clients over the past nine months. It is unlikely that the 
budget will be used up this fiscal year. 

The first of the fims to receive a loan under this program was 
the Leathergoods Manufacturers cooperative Society Ltd. Tho loan 
was actually mads before the program became effective and was 
transferred to the program when DWCF became operational. However 
the EC $ 30,000 loan was made under normal NDF-Dominica terms, 
repayable over a two year period rather than the six month period 
recommended under DWCF. The loan was made to the Cooperative to 
expand production in order to meet orders resulting from attending 
a trade fair in Antigua (sponsored by SEAP) and to respond to a 
business plan developed under a SEAP TAT intervention. The Leather- 
goods loan was the only DWCF loan that was not formally secured. 
This was because the Cooperative had been an NDF client for a long 
time and had developed a good track record. It had expanded from 
a micro-business to a small firm with 33 members/workers selling 
their products both in the domestic market and overseas. 

Two other working capital loans were made -- one to a furniture 
manufacturer and one to an agriculture marketing business. The 
loan to the furniture maker was for EC $ 11,000 and was designed 
to finance an export order. The loan was secured by putting a 
I1lientt on the payments received by the furniture maker for his 
exports. He is only able to access the payment after the NDF 
deducts the payment due to it. The loan to the agriculture market- 
ing business was to finance inventory. This loan was secured 
against the personal property of the owner. Both of these busi- 
nesses had not succeeded in receiving loans from the commercial 
banks despite their high liquidity. 

The DWCF is working to alleviate the problems it was designed to 
resolve. One expectation of the fund designers was that the over- 
head costs par dollar lent would be significantly lower than the 
overhead cost for micro-businesses. It is not clear that this has 
happened. The amount of technical assistance required by these SMEs 
seems almost as high per dollar as required by the microbusinesses. 
Most of these businesses do not have their books in order and 
require a great deal of help with accounting procedures. Finan- 
cially, tho NDF expected to make larger net margins per dollar on 
these loans. It is not clear if this has happened. 



The NRDF in St. Lucia has started to make loans co non-bankable 
SMEs from its own resources lo. Their loans are tarqeted to N R D F -  
graduated micro-businesses which have become SMEs. 'rhoy seern to 
have lower coot per dollar as they already have developed account- 
ing and other business systems necessary during their period a s  
micro-business clients of NRDF. 

The administration of the DWCF by the National Development Founda- 
tion of Dominica already demonstrates a high degree of professiona- 
lism despite the short length of time the fund has been in opera- 
tion. The apparently high overhead costs per dollar probably can 
be reduced over time through measures which include: 

-- focusing lending on graduated NDFD clients with es- 
tablished track records; and 

-- charging interest premiums to clients with less impres- 
sive track records to take account of risk as a commer- 
cial bank would. The NDFD already has detailed credit 
histories for its microbusiness graduates. 

As noted above, two of the three loans fit within the six month 
pay-back period limitation. One, which had actually been arranged 
before the program took effect and was then I1grandf athered, tt had 
a longer term. Ultimately, it may be desirable to move to "line- 
of-creditw or Itoverdraft" facilities, but the costs of such 
services would have to be carefully considered before any such 
changes are made. Until a clear case to the contrary is made, the 
six months pay back period should be retained. 

The program appears to be quite useful and its clients highly 
enthusiastic. It has helped exporters and productive investors, 
and that is quite desirable from a macroeconomic point of view. 
The National Development Foundation of Dominica is quite capable 
of running the program at its existing or at an expanded level. 

Since the Dominica Working Capital Fund has been in operation for 
only a short time and the Scope of Work for this evaluation does 
not include the question of whether the program should be extended 
to other countries, we did not examine DWCF1s experience thus far 
with the objective of recommending whether or not the program 
should be replicated elsewhere at this time. We believe that the 
originally scheduled mid-term review of DWCF should be carried out 
to establish the basis for any conclusions required in the near 
future. A description and analysis of the specific plan for 

lo The resources were not provided directly by USAID but 
repayments of loans originally financed by AID funds did generate 
significant amounts of untied resources. 



expansion under cor~siderration should be part of the basis of an  
informed decision. 

The Regional Coordinating Unit (RCU) is responsible for overseeing 
the provision of training and technical assistance to the Project 1 s 
SME constituency in the region, for the experimental SME credit 
component, and for the NDF/WID Program. It has responsibilities for 
accounting and f inanci.al functions and project monitoring. As 
described in Chapter IV, the program of the RCU is overseen by a 
Regional Policy Committee which reports to the CAIC Board of 
3irectors. 

The RCU has a professional staff of four persons and administrative 
Support staff of three. It is managed by a Regional Coordinator. 
The present staff complement is as follows: 

Professionals: 

1 - Regional Coordinator 
1 - Project Officer 
1 - Assistant Project Officer 
1 - Accounting Officer 

Support Staff: 

3 secretaries: 

This staff is charged with the following tasks: 

Accounts 
Brokering of Technical Assistance and Training 
Consultants Roster 
Contracts 
Data Base Development and Analysis 
Finance/Disbursements 
Inter-Agency Collaboration 
Project Management 
Project Monitoring 
Reports 
Secretarial Services 
Studies & Analyses 
Specialized Technical Assistance (Marketing) 
Supervision of T.A. Grantees 

The consultants roster is a function of particular importance to 
the SME program. It contains the names of some 80 international 
and regional consultants and technical agents and is used to iden- 



tify experts for consultancy work and for referral to other 
development agenciea. 

The SEAP staff haa managed to perform reasonably wall with 1 i m l t a J  
staffing and under difficult circumstances. A difficult period 
occurred when the original Regional Coordinator was also handllnq 
duties as Dvputy Executive Director of CAIC and was only abls to 
devote a part of his time to the SEA Program. There wae a lengthy 
intervaning delay before the new Regional Coordinator came on 
board." SEAP had only one project officer on its staff a& comparad 
to the two proposed in the project agreement. 17 

Once the new Regional Coordinator had taken up his post, the new 
National %livery Institutions (NDIs) were named and replaced the 
NCC system which was not working. The NDIs started to function in 
late 1988. As the demands from the field have become more complex 
and the need for servicing both the N D F s  and NDXs becomes more 
acute, increased pressure is being put on the RCU staff. There is 
need for additional staff support and for a vision of the program's 
future beyond the PACD. 

RCU has developed a sound framework for selecting eligible compa- 
nies for receiving Technical Assistance and Training and a National 
Delivery Institution (NDI) System for dispensing the support. A 
Technical Assistance Manual has been developed, documented and 
reviewed for implementation by each National Coordinator (NDI 
Agent). A Technical Assistance Committee approves requests and 
monitors impact. 

Seven National Delivery Institutions have been identified and 
strengthened. Interventions have been extended to more than 100 
companies. A review of the impact of these interventions on reci- 
pient companies points to a very good track record overall with 
productivity improvement, quality improvement, increased sales, and 
development of new markets as some of the outputs. 

11 The new Regional Coordinator was appointed effective July 
1, 1988. Previously, he established and managed the St. Kitts- 
Nevis NDF and was seconded to SEAP for one year (1986-1987) in 
order to initiate the NDF/WID program. 

" In his comments on a previous draft of this report, 
RCU Regional Coordinator takes the position that RCU understaf 
was directly caused by cuts which RDOJC incurred in 1987/1988: 
hiring of additional staff was then postponed. We understand 
RCU is now recruiting an additional member of its professi 
staff . 

the 
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The Evaluation Team found the Small Enterprise Aseiotance P r o j e c t  
(SEA?) wid.1~ acceptad crrP an e f f i c i e n t  and reliable program f o r  
providing badly naedefl managerial, tachnicol and tinancia1 s u p p a r t  
to strengthen and axpand Small, Medium and Micro businessas, 

SEAP'a track record in handling the institutional rida of I t s  res- 
ponsibilities hae been quite satisfactory. Business leaders and 
development planncrre interviewed sxpreslaed confidenca in the abili- 
tiaa of the NDFs, Chambers of Industry and Commerce, and the C A I c  
itself to process and deliver the haervicos needed. The NO1 approach 
generally seems to be working well. 

The SME component has made a very good beginning under difficult 
circumstances, but it is only a beginning. If the program is to 
aclkieve itca full potential, it requires a higher level of resource 
comitmerlt then it made in the first three years, a plan for its 
continuat-on beyond the PACD, and the building up of capabilities 
both in RCU and the NDIs. The main needs of an expanded program 
may be anticipated as follows: 

1. An expanded decentralized delivery capability is required to 
fulfill the original intent and targets of the SME program. 
Properly staffed and executed, the SME assistance function 
could be a significant revenue ganerator for an NDI. However, 
the majority of NDIts lack the necessary manpower to maximize 
the benefits that can be gained from the project if it were 
to be fully implemented at the local level. 

2. There is a need for more delegation of authority from the RCU 
to the NDIts. This in turn will require more RCU staff 
interaction with, and training of, NDI personnel. 

3. The capacities of RCU and NDIs in the diagnosis of the needs 
of SMEs and the designing of suitable packages of training 
and technical assistance for them should be substantially 
strengthened. 

4. Training activities for SMEs should be expanded. Additional 
resources need to be applied to accurately assess and identify 
specific training needs of SMEs in the various territories. 

5 .  RCU has been working on its system for monitoring SME activi- 
ties for some considerable time. This work needs to be. brought 
to decisive closure within tlhe next s i x  months. RCIU should 
also develop a system for providing MDIs and SME clients with 
access to trade, industrial and other basic information help- 
ful to businessmen. 

6.  RCU needs a second pr0gra.m officer. The project was original- 
ly designed to have two project officers at the RCU level. 



Lack of otaft has sitretchad t h e  d a l  ivery c:apabLl, ity of t h e  
unit, particularly with reagsct to t h e  BME component o f  the  
projeat. Thu program managaman*. capabllit ien of! RCU are c r i -  
tically important to @very p h a s e  of t h n  ; ~ r c ) - ) a d t  cycle. 



CHAPTER V I  

l!!QUN&-QEIY_W!.-Z II.!JJ&8 

The Scope of Work for this evaluation requ:Lces an a@eessment of 
benefits to women in connection with the SME portion of the 
project, with particular attention to credit activitins. Since the 
SME component accounted for only 25.8 percent of SEAY spending in 
the early years of the project and its new project lending facility 
had disbursed less than $25,000 at the time of the evaluation, our 
analysis takes a project-wide perspective, and includes the NDF 
credit component, 

As in the case of many other societies, the Eaatern Caribbean has 
its share of institutions controlled and miinaged mainly by men, 
including organizations which are members of CAIC itself. The 
project thus operates withing an environment in which widespread 
adherence to traditional gender roles has created barriers to 
economic achievament by women at many levelai of! society. 

CAIC projects funded by RDO/C (including th.e SEA Project) never 
have articulated improving the status of women as a specific goal, 
nor have they established targets in this1 area. Thus, project 
managers have never been specifically and concretely charged with 
the task of changing the conditions of women in the largely 
traditional project sitting. Nevertheless, it is fair to say that 
the resources provided by RDO/C have had an ameLiorating impact on 
woman as a beneficiary group and, perhaps i:o some extent, on the 
institutions responsible for delivering RDO/C-funded services. 

From the start of AID funding in the early 1980ts, CAIC n;.s lr.m- 
ployed women in supervisory positions. Women have headed C A l C  
units concerned with communications and menlbership, training, and 
financial administration. Today women in, positions of respon- 
sibility include the Program Manager for Training and Affiliate 
Development, the Financial Controller, ancl the! Office Manager. 
As described later in this Chapter, CAIC has assisted in the 
process by which W.I.D. Limited of Barbados beca.me integrated into 
the region's NDF network. 

Section B of this Chapter provides background and involvement of 
women in the sector, and assesses the general level of Project 
benefits to women small business operators. Saction C discusses 
in more detail specific issues of womtmts participation and 
experiences as beneficiaries of the Project components of training, 
technical assistance, and credit. Section I) provides an assessment 
of the Project Is success in assistance to women in development, and 

'VI - 1 



Today, aa i n  the p a a t ,  t h e  m?jotit;y Q C  Caribbean women wwr-k out U P  
economic necessity, not by choice. The f u l l  nuclear family u n i k ,  
particularly among the low income groups in these societies, is 
rare, with the nrale figure oEtan being absent  or not a  ons st ant 
preeenca. The result l a  that, from a regional perspective, over 
S O %  of Cmribbaan households are headed by woman who are often the 
sale breadwinners for their familias, 

Caribbean women continue to work pximarily in traditional wo.?enls 
roles. In tne private sector, women are predominant as emplayees 
in light manufacturing (e.g., garments and assembly-type 
operations), and in the service industries ( e , g . ,  hotels, eating 
establishments). They are also involved in the small scale growing 
and selling of vegetables and fruit. Additionally, as stated in 
the Project Paper, women comprise a significar~t percentage o f  micro 
and small business people in the Eastern Caribbean. ' HOWQVOI', 
these businesses are not registered and their activities and 
contributions are often overlooked or go unrecognized. 

Women operating microenterprises and small businasses encounter 
basically the same kinds of problems as their male counterparts. 
They have few assets, limited business skills and little access tu 
working capital. In reality, traditional landing organizations 
still perceive women as a high risk group, particularly if they 
cannot in some way demonstrate support from a male counterpart in 
the business. 

The SEA Project has made some gains for women in the three years 
and nine months since its start-up, but improving the status a f  
women was never a stated objective of the SEA Project. CAIC has 
never sought to isolate and address Women In Development issues 
per se. However, wornen make up 66.673 of the NDF/WID staff (see 
Table VI-I), 71.43% of the NDI staff (see Table VI-2), and 57.11% 
of the RCU staff of CAIC as reported by CAIC. Virtually all of 
CAIC's affiliate and corporate members are controlled and managed 
principally by men. The CAIC Board at the present time has one 
female representative. However, as CAIC has acted as the executor 
of the SEA project through its Regional Coordinating Unit, it has 
found itself interacting with more women. 

' Caribbean Regional Project Paper, Small Enterprise Assis- 
tance, pg. 117. 



S n A t t  ~NTERPRISE ASSISTANCE PROJECT 
N * D * ? *  W . I , D *  XNBORWATfQN SUMMARY - u 

3TA?QINO 

HALE t  MALL Q TOTAL 
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Provided by CAIC, September 1989 
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TAB 1,E V X Le __==" --... J... -__- - . 

SHALL ENTCRVRXSC A8B t STANCE PROJtCT 
NATIONAL DELEVtBY INSTITUTIONS / R e C e U a  - 1 1 1 1 1 )  

MALE t 

ANTIGUA 41 BARBUDA 1 

BARIADO$ 0 

DOH 114 I CA 0 

GIIINADA 0 

HONTSERRAT 0 

ST, KITTS L NtYIS 1 

S T e  LUCIA 0 

ST, VINCENT 
- - 

TOTAL 2 28.571) 5 7 1  a 4 3 t  7 
m m m . 1 m . 1 1  8..  I m.... m a r n o  ...a. 

Provided by CAIC, September 1989 



By virtu@ of the f a c t  t h t ~ t  women ara predominant  in th, 
mj.croenterpriso and amall lsllsi~rcaas &:actors in t h a  E , r s t ~ r n  
Caribbean, and with sic~niEi.~nrlt ~ C O J B C : ~  support qoinq to tha 
region's NDFs and WID in Barbados,  many women a m  b e n o f i t t i . n q  
overall from the project's o c t i v i t i a s .  Businoas women are gaining 
easier access to credit. 

They are upgrading their business skills through specially con- 
ducted programs run by the N D F s / W I D  and the RCU. Additionally, the 
project has been ubla to create and sustain jobs for women. HCU 
reported that in 1988 at least 40% p f  the job beneficiaries and 30% 
of the loan recipients were women. 

The SEA Project is positively impacting women bushes3 owners and 
operators by providing them with the finances and technical and 
business skills to run their operations in a more efficient and 
effective manner. These businesses also provide important 
employment opportunities and help to maintain already existing jabs 
for women. 

Another noteworthy fact is that the microenterprise and small 
business sectors in the Eastern Caribbean now have a voice on the 
CAIC Board by way of an ECODEF representative. Thus WID issues 
can have a hearing at the CAIC Board level. 

The discussion of WID issues in the Project Paper for the most part 
focusses on W.I.D. Limited of Barbados: 

"It is envisioned that this project will pay particular 
attention to sectors, such as huckstering, where women 
predominate and will develop assistance packages focused on 
the particular needs of women and thereby remove some of the 
barriers which have been virtually institutionalized and 
prohibit the expansion of women-owned businesses. There are 
a number of women-in-development agencies both within islands 
and regionally which can be hired to service particular 
problems that women are encountering. While cognizance will 
be given to women's particular problems, it is also ack- 
nowledged that many problems that women face are those facing 
an entire sector, and specific sectoral technical assistance 
will be needed by both men and women.I1 

The Project Paper discusses women in development issues such as 
assisting Nmicro-enterprises through National Development Founda- ML 

' CAIC Annual Report for Programme Year 1988/1989 and 
Financial Year 1988, pg. 24. 



tLong and the Women Ln Dsvelopmcant programst' r provfd  Lng ttyort f o l  
rnaneg@nFrt,  coll~cti.0n p o l  icharp, and cli~nt monitoring for NDF and 
WX2D s t a f f :  . . . t%baorbiny the current AID support to . . . the NDFs,  . . a s  
well aa . . .WID; and grovi.Qiny projact-sponsorad trziininq i ncLud-  
ing.. .'@the deeign of training curricula and programe for NDF and 
WID clients and regular exchanges of information and ~xperionce 
among NDF and WTD utaff1I. These points have been tnkon into con- 
sideration in the projectqs !-mplementation and headway h a s  been 
madel. 

The Evaluation Scope of Work asked four questions with regard to 
women in development: 

1. Are t h e m  specific types of projects @or which women 
requested assistance'? Were they i.n a:taas considered 
traditio.nally for women? 

2. What was the average size of loans for women as compared 
with men'? 

3. Were any of the credit-related actions or requirements, 
such as the marketing of the credit program, the loan 
terms, or the appl icat.ion process discriminatory against 
women? 

4. To what extent were women beneficiaries of technical 
assistance and was it necessary to design special 
training,programs for them? 

1. Technical Assistance and Trainincr for Womeq 

An analysis of 83 businesses accounting for 115 technical 
assistance and training (TA&T) interventions supports the notion 
that SEAP supports women (and men) in requesting and receiving 
TALT. Depending on assessed needs, TA&T was given in such non- 
traditional areas for womenls involvement as marketing, management, 
and operations and maintenance of machinery as seen in Table VI-3. 
That these women are running their own businesses and succeeding 
is in itself a positive change. 

Of the 28 small and medium sized businesses visited by the 
Evaluation Team, 12 were women-owned businesses while 16 were men- 
owned. A review of CAIC internal technical assistance and 
training assessment documents based on 1987 data revealed an 
additional eight women-owned businesses, 24 men-owned and one 
multi-owner business. A review of the SEAP TA&T data base revealed 
eight more women-owned enterprises, 13 male-owned, and one joint 
woman/man-owned business. 

A more global review, combining both training and technical 
assistance interventions, follows in Tabls VI-3. 



TRAINING AND TECHNICkf, ASS TS'I'ANCE IjENEF' I (  !AHI,ES 

Interior Decorating 
Preduction 
Marketing* 
Management** 
Operat i s m  of Equipment*** 
Maintenance of Equipment 
Quality Control 
Trade Shows 

TOTALS 252 3 4 1 

* Includes Trade Missions and brochure production. 
* *  Includes accour ting, c o s t i n r j ,  and strategic business 

planning. 
** Includes equipment design. 

NOTE : Data from RCU spreadsheets, personal visits and a review 
of CAIC Training Unit evaluation report. Based on an 
analysis of 115 interventions carried out for 83 
enterpris'es. 

2 .  Techniaal Assistance to Non-Tradtiional Women-Owned 
pnter~riseq 

An example of a non-traditional woman-owned business is an 
operation in Grenada consisting of two small compressed gas plants 
and a gas bottling company. This woman-owner does her own 
accounting and has received non-traditional technical assistance 
(TA) on two occasions. The TA consisted of a specialist 
installing equipment and working with the business owner and her 
two sons (who work in the plant) to explain how the two gas 
processing plants work and their maintenance. This female owner 
is now exploring opportunities for capturing and marketinging the 
nitrogen waste product from her plant. 

Another example of non-traditional technical assistance for women 
is taken from the CAIC Training and Affiliate Development Report. 
In 1987, an IESC consultant worked for one month with a group of 
male and female employees at AH1 Plastics in Barbados to demonstra- 
te how to use machines more efficiently, examine the testing 
equipment to work out problems and ensure that the final product 
conformed to required standards. The consultant also taught lines 



pcrogle ha: to don1 with problame in a timely faehion, ~~nti to 
priaritize important tasks. 

~t Trrl!rical Printers L t d .  in D c l m L r r i ~ a ,  a regional production 
apacialiet wapl contrnctod f o r  2 4  days i.n 1986 to a n a l y z e ,  train 
and make racommendations which affected 2 5  female and 15 male 
employees and the male ownar. Ths specialist reviewed the 
production process, identified inet'ficisncies and bottlenecks and 
worked with the female and male employees to change the plant, 
layout, designed improvements for the Camera and Art Departments 
nnklng recammendat ions to improvo paste-up and art-work methods, 
dnd trained staff in all departments. 

For the 115 intarventions reviewed, 252 of the 593 beneficiaries 
of technical assistance were women. It does not appear that 
special training programs need ta be designed specifically to meet 
the needs of women. However, it was noted that project 
interventions are, often desi.qned for a specific enterprise rather 
than being designed generically. 

4 .  Goan3 To Woman 

Table VI-4, provided by CAIC1s RCU, shows that most oh the N D F s  
(excluding W .  I.D. Limited) have increased their number of loans to 
woaen. Women have received f .er loans than men in all years j.n 
all N D F s ,  except W. I .  D. Limitea in Barbados and the N D F  in Antigua. 
In Arltiqua, women a r d  men received eight loans each in 1988. 
W . I . D .  Limited of Elarbados is exceptional in that most of its loans 
have been made to wonen. Nevertheless, the number of loans to 
women has steadily decreased, from 66 in 1986, to 57 in 1987, and 
49 in 1988. While W.I.D. Limited loans to men decreased in 1987, 
they increased in 1988. W.I.D. Limited did mention that they made 
an effort in recent years t o  include men in their lending program. 

The average percentage of total loans which were made to women 
during the period 1986 - 1988 derived from Table VI-4 are: 

Antigua 42.61% 
Barbados 36.92% (for 1986 and 1988) 
D o m i n i c a  28.90% 
Grenada 32.90% 
Montserrat 16.28% (1988 only) 
St. Kitts 22.70% 
St. Lucia 22.98% 
St. Vincent 22.03% 
W . I . D .  Limited 81.18% 

For the period 1986 - 1988, of 1,698 loans disbursed by the 
MDPs/WID, 35.28% were made to women, 56.77% to men, and 7.95% to 
partnerships. 



TABLE V I 4  

YDFs LOAN BREU(DOWN BY GENDER 

CURRENCY: US$ 

WXmom ANT BAR DOM GREN LK)NT S1.m ST.LUC S1.W M.I.D. TOTAL 

TOTAL lllKE rn 56 1.1. 141 :% 313 125 37 24 W 

TOTAL TOTAL RlrMLE 62 4 1 76 84 7 86 43 18 172 599 

NOTE: Rrdd.d by CAK;. 3uly 1989. 

-: UPn(Ny.quulsrty.h.#yurty,-NDFR.pom 



Table VI-5 grepcsrsld by CAIC1r Controllarle Of Pice shows  valucz, 
number and average size of l o a n s  by gender (Including non-SEAP 
funda) tor the countries for which this lnformatiorr  is a v a i l L \ b l e .  

Average loans for women were higher than for men in the PaLlowinrj:  
Dominica in 1986, in Grenada in 1987 and 1988 (through September 
30), in St. Lucia for 1988 (through September 30), and i n  loans 
disbursed by WID in 1987, 

There was no indication in interviews with the NDFs that there was 
a canacious decision to give women fewer or smaller loans than 
those made to men, and the evaluation team found no evidence o f  
gender discrimination. 

5 .  -act on Jobg 

Perhaps more revealing t h a n  the average loan size for women is the 
impact of the project on jobs by gender as seen in 
Table Vt-6. 

Consistently the number of jobs for women impacted by loans has 
increased in all eight Eastern Caribbean countries that were 
included in the Evaluation, except WID from 1987 (at 173 jobs) to 
1988 (at 128 jobs). 

In 1988, 90 jobs for women were created, sustained or not jeopar- 
dized ion Antigua and Barbuda, 85 in Barbados, 64 in Dominica, 34 
in Grenada, 15 in Montserrat, 68 in St. Kitts/Nevis, 46 in St. 
Lucia, 12 in St Vincent and the Grenadines, and 128 in WID. This 
represents 42.2% of a11 jobs impactea in 1988. By island, this 
represents for 1988: in Antigua and Barbuda 49.1% of total jobs 
being for women, 57.8% in Barbados, 29.6% in Dominica, 28.3% in 
Grenada\, 19.7% in Montserrat, 41% in St. Kitts/Nevis, 35.9% in St. 
Lucia, 18.2% in St. Vincent and the Grenadines, and 70.7% for WID. 

Throughout the life of the project, a total of 1,498 jobs for women 
have been impacted compared with 2,278 for men. 

With r~gard to potential discriminatory policies or practices 
against women in credit-related actions, loan terms, and the 
application process, it appears from the interviews conducted by 
the Evaluation Team that loans were reviewed on a case-by-case 
basis irrespective of gender, and that :.oan terms are guided by 
the current policies of the NDF, FND, N!.IDF, and WID and by the 
local market rate. For example, in Montserrat the NDF lends at a 
rate of 12 percent simple interest (while the current market rate 
is 10-11 1/2 percent compounded). 

As for the loan application process, it was reported by the NDFs 
that applicants received technical assistance in completing the 
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AVERAGE LOAN S I Z E  BY GENDER 
( IN U . S .  DOLLARS) 

To 
Sept, 30, 

1986 1987 1988 

Domlnica 
Fema'l e 

Value o f  Loans 
Number o f  Loans 
Average Loan Size 

Ma1 e 
Val ue o f  Loat, s 
Number o f  Loans 
Average Loan Slze 

Other  
Value o f  Loans 
Number o f  Loans 
Average Loan Size 

Grenada 
Femal e 

Value o f  Loans 
Number o f  Loans 
Average Loan Size 

Ma1 e 
Value o f  Loans 
Number o f  Loans 
Average Loan S ize  

Other  
Value o f  Loans 
Number o f  Loans 
Average Loan S ize  

S t .  K i  t t s /Nev i  s 
Femal e 
Value o f  Loans 
Number o f  Loans 
Average Loan S i ze  

Ma1 e 
Value o f  Loans 
Number o f  Loans 
Average Loan S i ze  

Other  
Value o f  Loans 
Number o f  Loans 
Average Loan S i ze  



St , ,  Lucfa  
Fema 1 6, 

Value o f  Loans 
Number o f  loans  
Averaga Loan S i l o  

Ma1 e 
Value o f  Loans 
Number o f  Loans 
Average Loan S i z e  

Other 
Value o f  Loans 
Number o f  Loans 
Average Loan Size 

S t .  V i t ~ c e n t  & the G r e n a ~ ~ i n e s  
Femal e 
Value o f  Loans 
Number o f  Loans 
Average Loan Size 

Mal e 
Value of  Loans 
Number o f  Loans 
Average Loan Slze 

Other 
Value o f  Loans 
Number o f  Loans 
Average Loan S i z e  

WID (Barbados) 
Femal e 
Value o f  Loans 
Number o f  Loans 
Average Loan Size 

Ma1 e 
Value o f  Loans 
Number o f  Loans 
Average Loan Size 

Other  
Value o f  Loans 
Number o f  Loans 
Average Loan S ize  

A l l  o f  1988 

I n c l  udes Non-SEAP funds. 

*Par tnersh ips  
**Through March 1989. 
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raljLt v i a  fj  
LOANS 01$0UR$EO AND IMPACT ON J085 B Y  GENOEW 

( I N  U,S, DOLLARS) 
t h r o u  h March 

1986 1987 1988 
A n t i g u a  B r rbude  

1909 TOTAL 

T o t a l  Latns O f  tbursrd 514,683 1172,045 $209,428 $6,631 $442,807 r mpac t on Jobr : 
Fema la 2 8 (3 6 90 5 
Male 2 7 1 0 0  9 3 0 

2 10 

T o t a l  2 36 
5 5 134 183 14 

Barbados 446 

T o t a l  Loans O i  s b i r s e d  5 1 5 3 , 3 2 6  1119,233 $187,644 5  108,130 5 5 6 8 , 3 3 3  
Impact  on Jobs :  

Fema 1 e 7  3 7 7 8 5 1 (j 2 5 1  
Male 159 90 62 2 1 3 38 
T o t a l  232 167 147 4 3 589 

Domirrlca 
T o t a l  Loans D I  sbursed  5 1 2 3 , 8 3 8  $128,765 $195,074 $47,474 $495,151 
Impact  on Jobs :  

Femal e 3  8 4 1 64 I4 1 5 7  
Ma1 e 4 9  9 7 t 52 ;! 6 3?4 
T o t a l  8 7 138 216 4 0 481 

Grenada 
T o t a l  Loans D l  sbursed  $ 147,311 $152,365 $149,304 544,940 5493,920 
Impact  on Jobs :  

Female 3 2  3 1, 34 13 110 
Ma1 e 360 80 86 9 535 
T o t a l  392 1 1  1 120 22 645 

M o n t s e r r a t  
T o t a l  Loans D i  sbursed  0 SO $64,074 519,170 $83,244 
Impact  on Jobs :  

Female 0 0 15 4 19 
Male 0 0 6  1 14 7 5 
T o t a l  0 0 75 18 94 

S t .  K i t t s / N e v i s  
T o t a l  Loans D i  sbursed  $156,469 5213,509 $348,046 164,534 $782,558 
Impact  on Jobs :  

Female 3 7 5 0 68 2 5 180 
Male 9  1 90 9 8 33 312 
T o t a l  1 2 8  140 166 5 8 4 9 2  

S t .  L u c l a  
T o t a l  Loans D l  sbu r sed  5108,827 5158,612 $155,714 519,6i3 5442,776 
Impac t  - o n  Jobs :  

Fema 1 e 1 !i 4 9 46 10 120 
Ma1 e 4 1 i  9 1 8 2  10 229 
T o t a l  6 1 140 128 2 0 349 

St .  Vincent 
& the Grenadinrs 
Total Loans D l  sbursed 54,166 533,712 523,957 - -  $61,835 
Impact on Jobs: 

Fema 1 r 0 19 1 2  -. 3 1 
Ma1 r 6 35 5 4 - - 95 
Total 6 5 4 66 - - 126 

WID (Barbados) 
Total Loans 01 sbursed 5110,033 $93,830 5166,297 $42,203 $412,363 
Impact on Jobs: 

Fenat 8 !I 6 173 128 23 4 20 
Hale 3 1 33 53 17 134 

Total 127 206 181 40 554 
Includes Non-SUP funds. 
NOTE: Impact on jobs means j o b s  created, sustained or  fn jeopardy without 

the loan. 



application and abtaf  n i n q  backup Aat,a, reqnrdloss  of qender . ~ h -  
NgFr reportad that moot nppl ~ ( : a r ~ t G  of b a t h  eexes hacl 1 i t t i e  
experioncl with record-kuaping, r~ccourht i ny or boukkaapinc j ,  

In many islands, married women are  rayuirad to hdvo a co-siyner to 
obtain long-term credit and workinq capital. loans from b a n k s .  
tiowaver, under the SEA Project, the N D F s  do not require married 
women to have a co-signer for a loan, 

For 1986, 1988, and through March 2989, loan arrearaqes for WID 
Ltd. were tbe highest in 1986 at 3.29%. (No figure was available 
from the hCU data bass for 1 3 8 7 . )  According to WID'S Executive 
Director, the low arrears rate is attribut,able to the following 
facts: 

o WID has a specialized l o a n  office that assesses loans. 

o A Loan Committee o f  three people must sign approval to 
each loan. 

o Disbursements go directly to suppliers (in the case of 
commodities) r,ather than to the loan applicant. 

o All loans are fully collateralized in seven days. On 
bad loans, WID will repossess. 

8. W.I.D. Limited Re1:a t ionsh i~  to CAIC and to the NDFs 

CAIC has assisted in the process by which W. I. D. Limited has become 
part of a regional network of NDFs. In turn, when W.I.D. Limited 
receives queries from wo~nen and men outside of Barbados, they are 
referred to the appropriate national NDFs. 

This year W.I. D. Limited of Barbados staff were included in CAIC 
and SEAP training sessions. 

W .  I . D .  Limited has been succ=essful in seeking funding from other 
sources, although it has been funded by A I D  since 1979. 

The goal of generating 25% of project costs from other sources has 
been accomplished by W . I . D .  Ldmited. I n  1986, almost 100% of WID'S 
operating budget came from SEAP, but it decreased steadily to 78% 
in 1987, and to 53% in 1988. While SEAP loan monies to W. 1 . D .  
Limited increased from zero in 1986 to 38% in 1987, they decreased 
to 8% in 1988. 



This chapter contain@ the principal fintiing~ and recf,mmcandationa 
of the Evaluation Team. Those findings and conc~usions directly 
related to the items containad in the Scope of Work tor this 
evaluation a presented in section B. Other findings and 
recommendations ara presented in Section C. 

The Scope of! Work for the present evaluation is organized under 
three headings: " C A I C  - Generalff ("In below), "CAIC - Specific1# 
("11" below) and "Small and Medium Enterprise Assistancef* (NIIIM 
below). 

Our findings and recommendations with respect to each of the items 
listed in the Evaluation Scope of Work are as follows: 

1-1. In the past two years, CAIC has made commendable progress 
in adjusting its structure to the requirements of development 
program delivery. It has been very responsive to recommendations 
for organizational change made by RDO/C and by consultants and 
auditors. The tension between the policy advocacy and development 
functions which existed two years ago has noticeably abated, but 
there is further room for rationalizing the organizational 
assignments of responsibility for these two functions. 

Most corporate members view the organizationls policy advocacy 
functions as the service in which they are most interested. On 
the whole, they are quite satisfied with what CAIC is dcjirig in this 
area. The austerity program which the Association has put into 
effect has won the approval of corporate znembers who had previously 
been critical of CAICts spending practices. However, those organi- 
zational members who are served by the Local Affiliate Development 
Program would like CAIC to provide them with more funds and 
services. 

1-2. The interviews carried out by the Evaluation Team indicated 
that CAIC has an excellent image among its members, the public 
sector, and in the community at large. At least 803 of the 
businessmen interviewed (Loth members and non-members of CAIC) had 

VII - 1 



a knuwtadga Of some GAfC activities and had a rjraner-a1 sense that 
It waa "guarding their interests," t r l  compar i-son w i P-h t h e  resul ts 
s f  the 83Ukv.y carried out i n  L3U6 for tL)dI's 3.3EI6/9 3 ~ v a !  u a t i o n  of  
tha  PSIAY project, the 1909 interviews demonstrated ;I much hi( .jher 
Lsval ~f awareneaa of C A l C  and knowledgo o f  J ts a c t   it iea, 

As a broadly based buaineas arqanization, CAXC is not able to serve 
all its members in the ways and to the extent that they might indi- 
vidually wish, but it has a solid baoe of support for what it does 
well. The Association appears to respond to criticism from within 
its ranks and to make constructive changes. Its delivery of servi- 
ces t ( . j  .;mall and medium sized enterprises arid its assistance to 
instip-~tlons supporting microbusinesses has enhanced its reputation 
and broadened its public support. 

While CAIC is still seen as being Led by the larger firms in the 
region, its services to SME and microenterprise constituencies are 
recognized and appreciated. The most strongly critical comments 
of CAIC came from some Chambers of Commerce whose staffs saw Some 
of CAfC8s activities as competition or intrusion at the national 
level. However, even those Chambers which regard CAIC as a local 
competitor acknowledged the importance of CAICqs policy advocacy 
functions at regional and international levels, if' not at the 
national level. 

1-3. CAIC has made very great strides in improvinq its internal 
management systems, particularly its financial controls and finan- 
cial reporting. It has reduced its staff and made cost-savings on 
rent and other items. It is now a leaner and more cost-effective 
institution. It has made some progress toward financial self- 
sufficiency, but it remains to be seen whether the current member- 
ship drive can produce sufficient revenues to achieve the small 
surplus projected in CAIC8s budget for the current year. A compu- 
terized SEA project monitoring system has been put in piace, but 
the data base was not up to date at the time the Evaluation Team 
carried out its field studies. The time lag appears to be attribu- 
table to (1) staff overload; (2) a requirement for more editing and 
revision of data received from the field than would normally be 
expected; and (3) more involvement of senior professional personnel 
in the editing and revision process than would normally be expec- 
ted. These problems should be addressed as additional staff 
resources and capabilities become available. 

1 - 4 .  CAIC's Regional Coordinating Unit (RCU) has reached its SME 
constitusncy by utilizing the skills of its own staff, by using 
delivery organizations such as the International Executive Service 
Corps, and by working through National Delivery Institutions (NDIs) 
located in each country. The original project design properly 
premised that most of the SEA Project's services to SMEs would be 
delivered through national institutions. However, such delivery 
was not possible in most territories until unrealistic conditions 
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peacedone requiring establishment of National Coordinyetnq 
Csmmitfaatii were ramov@d in 1988. since thetas ceftttictions wers 
removed, Nl)fr havcr beern esslscted i n  each country end service 
dallvery ha. been apeodod up. fudging from it. early perforn~ance, 
the N D I  hatrUCtUra io an apgsoprfatcr and effective choice as tIale 
maln channel for errvice dalivary. However, g t a f f  capabi1it.i~~ at 
both the RCU :eve1 and in tho Nola should be enhanced a# the voZuna 
of activity expanda, Further delegation of a~t'horit~y to the 
national level elso will be required. 

11-1. CAICta pteoont committee ettucture reflects the substantial 
ii~fluence of the Mission at a time w;-en institutional developmant 
objectivesv dominated RDO/Cts thinkir,~ ,\bout its private sector 
strategy in the region. That influence resulted in the creation 
oL one very uneful and effective new committee, the SEA Policy 
Co~mittee, but .' '; also produced more new committees than C'AfC could 
effectively staff and support. However generous their intentions, 
Caribbean buninessmerr have limited time to spend on busineao 
association affa.; -s, and usually prefer to spend their time on 
co~mittees that have tangible influence, re ~urces, and staff 
support. The policy committees for the Caribbean and for the OECS 
+.urned out not to have thase attributes, and wers essentially 
still-born. Current ge  fact^ arrangements for policy consid~ration 
by CAIC Board Committees appear satisfactory. 

11-2. CAIC should now review its committee structure with a view 
to eliminating moribund committees and formally transferring their 
key functions to the more active committees with appropriate regio- 
nal perspectives. It should consider eliminating the Caribbean- 
Wide Development Committee (any important functions can be formally 
 rans sf erred to the Executive Committee) and the OFCS Development 
Sub-Committee (any important functions can be formally transferred 
t~ the CAIC/SEAP Policy Committele.) 

11-3. CAIC is viewed by the public sector and the public at large 
in the Caribbean as a knowledgeable and responsible advocate of 
private sector viewpoints. Each one of the public officials 
interviewed by the Evaluation Team articulated positive views of 
CAICts presence and image. CAIC has had continuinr access to the 
public sector in the highest levels of Government and in regional 
institutions. CA1Cts activities generally have had favorable 
coverage in the media, although the organizat,f on s own conununi- 
cations program has been a subject of some con,siderabl,e internal 
criticism. A recent assessment carried out on behalf of CAIC 
identified significant improvements which could be made in the 
cost-effectiveness of its own communications activities. CAIC has 
rcpspondad affirmatively to this assessment and is making needed 
changes. 
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1 1 - 4 .  Buainesemen in the E m t e r n  Caribbean regard CAfC as impor- 
tant to them bacauee it often has freer access to gOVernmnnts than 
other privet. ilrlrctor organizations, and because it is the only 
channel through which the pr1v;;rta sector in t h e  region can ba 
effectivaly regrsranead in regional and extra-regional traAie 
negotiations. CAIC is aftan seen by bu~ineoomen a8 a ougplement 
to -- and occaoior\ally as a sutstitutm for or alternative to -- 
involvement with their national Level bunineao organizttion~. Xn 
Grenada, a committee of businessmen (both CAIC members and non- 
members) reported to evaluators that CAIC had assisted them 
immeasurably in both policy analysis and policy advocacy during 
t i w e  of political turbul.ence. They were of the view that CAIC was 
in 1 unique position to assist the Government in resalving problems 
posud by a current split in leadership. In ~rinidad, the view w3e 
expressed that a national umbrella organization for bueinese asso- 
ciations was not required in that country because CAIC was able to 
perform any needed integrating functions which could not be worked 
out Locally from a distance. In at least one case, a business 
person who had become alienated from his local business a s ~ ~ ~ i a t i ~ n  
;saw CAIC membership as an alternative form of participation in 
business concmunity activities, 

The SEA Project has helped to soften the impression that CAIC1s 
primary interest is in the roq'ion's large firms. The SEA project18 
practical assistance in improving SME business performance received 
high praise, along with CAIC1s assistance in obtaining desired 
policy changes. 

I .  CAXC's internal management has been vastly improved as a 
result of the appointment of a Deputy Executive Director and a 
Financial Controller, and movement toward the objective of 
separating "baselinegg (traditional business association) functions 
from development functions. Financial reporting, budgeting, and 
cost control systems are now in place. In view of the likelihood 
that resources will be reduced for some elements of itfi program 
(particularly NDF/WID funding and LADP) , CAIC should review its 
monitoring systems with a vie.,. to regularly obtaining the best 
possible information pertinent to actual and prospective impacts 
of funding reductions on recipient institutions. CAIC should 
monitor arrearages and bad lcan rates for NDF/WID loans specifical- 
ly financed by A.I.D. funds as a matter of good practice. The 
talents of the personnel of the Finance Department in systems and 
financial analysis could ba utilized to contribute to improvements 
in the monitoring system to better maasura changes in financial 
conditions and atratsgies of its implementing institutions. 

11-6. CAXC has followed three basic strategies to improve its 
viability: cutting costs, increasing revenues from membership dues, 
and increasing income from services. Although it has made progress 
in each of these areas, it is not yet certain whether the measures 
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taken thuu Pal: w l l  L cloee thd~ c . u p b  CAIC may be able to effect 
turthrr aevingr -- OK derive f u r t h e r  incame -I from the pcemfeea 
which it ranto. It i a  ~onc~lvable~ that C A Z C ' s  new Jamaican 
President can help to expand the Association'w membarahip in that 
country, Apart: from darrjving mOra incoma tram dutaa and the 
aewicra which it greaently randere ,  any oubrrt:antial new money- 
making venture undertaken by CAIC la likely to present downoLda 
coots and risks as well as upside benefits and opportunities. 

One area worth consideration is that of providing services fn the 
arsra of computers and computerizdtj-an. Thers is a substantial 
market for the services of oryanizations and individuals who are 
skilled i r l  providing computer services. CAIC has a potential 
threshold position deriving from (1) its succd?at 11 computarixation 
of its own finance functions: (2) computer natworking activities 
envisioned as part of its axport promotion project; ( 3 )  ita 
involvement in computer familiarization training ; and (4) its 
project monitoring system. With firm and imaginative leadership, 
C A I C  might turn a threshold position into a mone;f-earning asset. 

and M_oQiwAtchfpxise Assf stanoa 

111-1. RCUts overhead costs may be defined as the sum of four line 
items in the original project budget: (1) Regional Coordinator 
operating casts; (2) National. Coordinator operating costs: (3) 
management support to the Regional Coordinator; and (4) proj act 
monitoring, audit, and evaluation, The relationship of these costs 
to program costa (monies qoved to NDFs/WID and spent on SME inter- 
ventions) defines a simple pro ject overhead rate. The overhea~',/ir\ro- 
gram cost relationships contained in the financial plan of the 1986 
Project paper compare with actual results as follows: 

Original Financial Plan 36.08% 40.75% 54.94% 
Actual Expenditures 1 7 . 9 9 %  21.948 26.429 

Among the factors responsible for the much lower-than-expected 
overhead rates were (1) relatively tight cost control; (2) lower- 
than-projected staff costs; (3) expanded fu3ding for the NDF/WID 
program; (4) delays in the start-up of the SME program; and (5) 
elimination of some costs of national administration when the 
National Coordinating Committee (NCC) idea was dropped from th,e 
program. The budget contained in the original project design 
apparently envisioned that RCU would expend substantial resources 
on sustainability issues and would achieve closure on such issues. 
While RClZf certainly has been active in this area, it may well have 
committed fewer resources and made lass progress than the project 
designers had projected. 
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During t h e  f i r s t  threw ysnrs ad the project, RCU eff~atlveneee was 
advaraely affactad by tho conditions precedent r:equifing t h e  
tomatLon of NCCr prior to undertaking nationel-level operatlone. 
parromance a l r o  wau affected by t h e  multiple tesponsiht2ltles o f  
the ~ogional Coordinator who doubled ne C A Z C ' s  Deputy Ex@cutlve 
afrectot far nine months. As the requirementr of tha SME program 
have mounted, it seems clear that RCU i e  understaffed. RCU should 
bring on board the second project  officer envisioned for the unit 
in the project design. RCU s operating procedureat are sat is fac- 
tory, but the personnel of the unit would benefit from training in 
project msnagoment. 

The project has had a favorable impact on local and regional 
supaortinq services for SMEs. That favorable impact is likely to 
increase aa the SME program gathers momentum. In the past, SMEts 
have lacked networke that are friendly to them and supportive of 
them. Because of the absence of prior assistance, the changos 
wrought by the project are highly visible and well-appreciated by 
recipients. The creation and use of a list of approved consul- 
tants, most of them local, who have bean able to provide quality 
services to SME firms is in itself a significant step forward -- 
as is the designation and activation of NDIts. 

The growing list of SEAP interventions carried out by regional 
professionals in combination with favorable reports by recipients 
suggests an expanded capacity to apply their skills to thia target 
group. The Evaluation Team found evidence of positive results 
following interventions and the generation of financial returns 
that could be used for dire<: purchases of local supporting 
services in the future. However, it should clearly understood 
that what SEAP has established is a f l s w  service network. 
If RDO/C assistance were to cease in the near future, it is 
doubtful that the favorable impact on local and regional supporting 
services would be long sustained. 

The Evaluation Team's field visits also shotled that there have been 
beneficial social and psychological gains as well as favorable 
economic impacts in terms of exports and employment opportunities 
from the SME component of SEAP. With a few exceptions, the 
interrentions were directed to firms who would otherwise have had 
great difficulty paying for the technical assistance on their own. 
However, a number of them -- as a direct consequence of the initial 
help -- probably could afford to pay for such assistance now, 
Businesses assisted by SEA expanded sales, exports and employment. 
For example, in St. Lucia, a firm whoso operations had been a net 
consumer of foreign exchange (assembling imported electronic 
components into kits sold in the domestic market) was transformed 
into a much more profitable export operation with SEAP funded 
training in circuit board assembly. The circuit board business 
employs almost five times as many people as the original kit 
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In Dominica, the Uather Goods CoOpmetivta rracaaivcred SEAP technical 
aorssirrrtanccl as well as a working capital loan froin the I)om.lnlca 
Working Capital Fund. This cooperative h a s  managad to taxpand it 
markets both in and out of Dominica while keeping many craftsmen 
employed who otherwise might have lost incomu. 

In Grenada, SEAP trained two employees of a bottled gaa plant. The 
resulting increase in gas quality brought in new cusrtomero and 
expanded sales. 

In St. Kitts, SEA trnininq helped a bookstore owner m0ci9rniz0 her 
physical layout and creats more eye-catching disp-ays. Salas 
increased. 

In St. Vincent, SEA assistance helped a pasta manufacturer find 
export markets in Dominica. 

SEA also has been active in helping business firms in the printing, 
furniture, apparel? and agribusineaseo on several islands. 

For the most part, the SEAP assistance has been directed to firms 
and business-people who have been considered as outsiders by the 
Caribbean business elite. As these businesses have expanded and 
become more profitable, SEAP has helped to change the attitudes of 
small businessmen towards their own destinies. In the process, 
their attitudes toward CAIC and their local business associations 
has changed. The availability of good business advice has 
ameliorated the sense that class and ethnic distinctions serve as 
serious barriers to business success in the Eastern Caribbean. 
Because putting a structure of support sewices for SMEs in place 
has improved recipients performance and it has energized entrepren- 
eurial motivation, it has started to create its own market. 

111-2. Most rscipierlts of technical assistance and training 
expressed satisfaction with the quality and outcomes of the 
assistance provided to them. Most also said that they would not 
normally have been in a position to avail themselves of such 
assistance in the absence of the SEA program. Probably the most 
beneficial interventions have been the in-plant consultancies and 
training workshops which have provided "hands ont1 training and 
advice to company staff i.n the application of simple technologies, 
Strategic business planning assistance has focused on helping 
entrepreneurs to think about the future of the enterprises and to 
prepare business plans. Assistance in product-line pricing 
strategies, an area in which Caribbean manufacturers have been 
notably deficient in the past, is one to which SEAP should devote 
attention in the future. 
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T I T - 3 ,  CAXC' rolect ion of National Delivery Inmtitut iorro hag beell 
bnoleu on crit@rin w t i  L C - 1 1  combirls considecat ions of organi%,lt i (30  3 L 
e:smpetrnco and reprerrc~ntat Fvanaao among types of Caribbean b u ~ ~  i n e r : ~  
in~titutiona. Th. group ira made up of! four Chambers of Cominer~o 
and Industry (Dominica, Cranada, St, Kitte and St. Vincent), aria 
Manufacturere Aosociation (St. Lucia) two NDFe (Antigua and Mant- 
warrat, the latter is also el credit union) and the RCU i t o ~ l f  
(Barbados). The selections seem appropriate and appaar to have 
beon well acceptad* NDI staffs all will need assistance and/or 
training a# tho SME program gathere momentum. 

111-4. The pace of delivery of SME assistance has speeded up since 
the Natianisl Delivury Institutions started their activities in 
1988. It is quit1 apparent, however, that (1) the SEA program 
functions are takin~.~ more of the time of NDT personnel than origi- 
nally envisioned and (2) NDI personnel require training in carrying 
out their new functions. The NDIts appear to operate most effec- 
tively where, as in Grenada, they have an active outreach program 
or where, as in St. Lucia the NDI is closely identified with an SME 
constituency. The original SEA Project design budgeted substan- 
tially more funds for national level operations than has been spent 
to date, mainly for the now-defunct National coordinating Commit- 
tees. As the pace of delivery of services to SMEs accelerates, it 
is important that the NDIs acquire or be provided with access to 
the substantive skills and knowledge needed to carry out diagnos- 
tic, intervention packaging, and monitoring tasks. 

111-5. The Dominica Working Capital Fund is an innovative program 
which was undertaken in September 1988 to provide working capital 
loans to firms unable to secure such financing from commercial 
banks. The program was undertaken at a time when local banks were 
highly liquid and thus more lenient than is normally the case. 
Thus the pilot program in Dominica has moved more slowly than 
anticipated. Only three loans has been made at the time the 
Evaluation Team conducted its field study. 

One expectation of the fund designers was that the loans would have 
lower overhead costs per dollar than do NDF loans because less 
technical assistance would be required. On the basis of the 
limited evidence presently available, it is conceivable that the 
loans actually made will not result in higher net margins than 
those of conventional NDF loans. However, it is also possible that 
the program will turn out to have characteristics that would 
justify its replication elsewhere in the OECS. 

The administration of the DWCF by the National Development 
Foundation of Dominica already demonstrates a high degree of 
professionalism despite the short length of time the fund has been 
in operation, The apparently high overhead costs per dollar 
probably can Be reduced over time through measures which include: 
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-.. focusing 1 ~ 1 n d i n r ~  on yrnduatcpd NDFD c l i6nts l  with 
outabliwhed track recards; and 

..- ct~arg inq  intaresit promiurns to clients with loas 
Lmyrensive track records to take account of riok as 
in ~ornmattcia~ bank would. Tha NBFD already hao 
dbstailad credit histories for i t o  microbusinesa 
graduates. 

The program apgcrare to be quite useful and its clienta highly 
enthusiastic. It has helped exporters and productivta investors, 
and that is quite desirable from a macroeconomic point of! view. 
The National Development Foundation of Dominica is quite capable 
of running the program at its existing or at an expanded levsl. 

Two of the three loans had the anticipated pay-back period of six 
months. One, which had actually been arranged before the program 
took effect and was then I*grandfathered,l1 had a longer t o m ,  
Ultimately, it may be desirable to move to "line-of-creditw or 
fitoverdraft" facilities, but the costs of such services would have 
to be carefully considered before any such changes are made. Until 
a clear case to the contrary is made, the six months pay back 
period should be retained. 

Since the Dominica Working Capital Fund has been in operation for 
only a short time and the Scope of Work for this evaluation does 
not include the question of whether the program should be extended 
to other countries, we did not examine DWCFfis experience thus far 
with the objective of recommending whether or not the program 
should be replicated elsewhere at this time. We believe that the 
originally scheduled mid-term review should be carried out to 
establish the basis for any decisions required in the near future, 
A description and analysis of the specific plan for expansion unde 
consideration should be part of the basis of an informed decision. 

111-6. RCU has supported four marketing research and training 
programs attended by 17 entrepreneurs engaged in aqri-processing, 
crafts, furniture, footwear, printing and other fields. The program 
consists of two days of theory and two days of practical applica- 
tion. These programs have been successful to the extent that some 
participants,complained that they received more leads and opportu- 
nities for orders than they could possibly handle. The approach 
taken deserves replication. However, it is particularly important 
that the NDIs develop sufficient diagnostic capabilities such that 
they do not select SMEs for training and technical assistance in 
markets that they are not ready to enter. It is also important 
that technical assistance be packaged in a fashion that provides 
recipients with follow-on assistance in production, quality 
control, or other areas important to exploiting marketing oppor- 
tunities. 
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1 x 1 - 7 .  Although Women-in-da~a~~prnent objective@ and dargrta were 
not lncludrd in the graject design, e revlew of achiavemunto in 
thie aran navarth~laoa was incorporatad in Cha Scopa of Work for 
the prerent *valuation. CAIC data ehclw that woman-owtred buobnolases 
rtaprsrrentrd about 4 3 9  of! a cambinold total of 593 training and 
technical asristancs intetvsntions. Participation rates by women 
in partfcflar types of activitiss varied widely. Women represented 
100% of the recipianto of assistance in the field sf interior 
decorating and 50% of trade ehow attendees. In the a m a s  of the 
technical aerirtanca in marketing, production, quality control and 
operation of equipment--women represented aver 35% of the pak- 
ticigants. In management (35% participation) and maintenance of 
equipment (309) men received the predominant amount of the 
technical assistance. 

Virtually all of CAIC1s affiliate and corporate membars are 
controlled and managed by men. However, women make up 66.679 of 
the NDF/WID staff, 71.43% of the NDI staff, and 57.14% of the RCU 
staff of CAIC as reported by CAIC. 

Available data on NDF loan recipients show that women recipients 
ranged from a high of 96% of the loans extended by W.I.D. Limitad 
(Barbados) to a low of 16% loans made to women in Montmerrat. 
For the eight NDFs (excluding W. I. D. Limited) , 35% of the loans 
went to women. Apart from WID, all ather NDFslloans to women were 
under 50% of total loans disbursed. The average principal a!mount 
of loans to men was higher than for women for most countries and 
most years. W.I.D. Limited has made an effort in recent years to 
include men in its lending portfolio. 

The Evaluation Team did not find evidence of discrimination in loan 
processing. Decisions on loan applications appear to have been made 
on their merits. 

WCOMMENDATIONB WITH R ESPECT TO THE PROJECT'S FUTURE 

Our assessment of the SEA Project and of CAIC is quite favorable. 
Nevertheless the future is bearing down on the SEA Project with 
considerable velocity and threatening to bring serious problems in 
its wake, These problems center on (1) a potential SEA Project 
budget overrun of considerable size; (2) sustainability issues 
affecting each of the CAIC functions presently being funded by AID; 
and (3) RDO/C's long-term relationship with CAIC as an implementa- 
tion organization. We believe that these issues deserve attention 
soon. Accordingly, at the risk of going well beyond our mandate 
and the subject matter we have analyzed, we offer the following 
opinions. 

1. RDO/C should add sufficient funds to the project budget to 
enable the SME program to reach its original targets by its 
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PACD. If the performanca of  the BME program continues to be 
~atirfactory, RW/C should dlol'lg ider  Qxtcanding the program werl  l 
beyond its currant PACD. 

Total spending on the BEA Project haa Laqged wall behind the 
original financial plan, but we believe that the underlying 
dynamicu of the SEA Pro-Ject  (Ire rapidly pushing It toward a 
prospective overrun on the order of $1.8 million, The project 
already has exceeded its targsts for micro-enterprises but it is 
unliksly to come close to the tarogets establirslhed for Small and 
Medium Enterprises (SMEs) before current project funds are 
exhausted. 

SME interventions have beon generally quite successful in harness- 
ing the energies and increasing the competence of an aggressive 
and adaptable rising class of business entrepreneurs. SEA has 
demonstriited that it can help these entrepreneurs create job, 
expand exports, and increase productivity. Prospects that the 
region can finally overcome its chronic dependence on outside 
assistance may well hinge on the performancer of the SME target 
group which the SEA Project has been able to galvanize. It is 
recommended that U S A I D  add funds to the project so that at the very 
least the original SME targets can bs achieved. At the present 
pace the project will run out of resources before PACD and before 
the SME targets are achieved. Funding beyond the originally 
targeted SMEs should also be considered if these interventions 
continue to be successful. 

2 .  RDO/C and CAIC should consider recovering a larger proportion 
of the costs of assistance from SMEs by means of loan 
financing. 

At present, 75% of S E A P  technical assistance is being underwritten 
in the form of grants. Many of the SMEs can afford all, or a 
larger portion of, the full cost of assistance but do have short 
tern cash flow problems. The SEAP contribution for these SMEs 
should be in the form of loans. To avoid additional paperwork at 
the RCU or in non-financial NDIs, the loans might be administered 
through a special window in the development foundations, similar 
to that used by the Dominica Working Capital Fund. 

3 .  CAIC and RDO/C should reach agreement on strategies for moving 
toward sustainability of each of the seven functions which 
RDO/C is presently supporting through the S E A  Project. 

Project Paper Amendment No. 1 (1987) took a significant step 
forward by addressing issues of sustainabilty and self-sufficiency 
csncernfng CAIC "core  function^^^ in a direct and comprehensive way. 
But the financial analysis which it contained had three limita- 
tions. First, it did not clearly distinguish among the three 
types of functions within the "core functionw basket: business 
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ahim~ciat i~on llbaselinclv' ftlnctione, development: functldne, and 
support of adminiatrat lve  posit ions nsed~d f o r  compl lance with AID 
requiremantn. Second, ~t assumed a cut-off of A I D  fund8 in 1991 
which In fact. may not: be in accord with RDQ/C1s Ir>oot interest,s;l. 
Third, it treated the sustainability ioeu41 ae though it were a ball 
in the court of CAIC, rather than a form of "cooperation giamcirll 
rclquiring a common strategy for the most effective s lolut ion,  
Rec~gnizing that RDO/C may not be able to make bindlng commitments 
tor the future, they nevertheless should develop a consensuc on 
realistic atrategisre for dealing with RDO/C support for: each of the 
following: 

a. Membership Developmwit 
b. Local Affiliat Development 
c. Policy Advocacy 
d. Training 
e.  NDF/WID Program 
f. SME Program 
g .  Administration 

Our recommendations with respect to the SME program are set forth 
above. We set forth below some suggested approaches to issues of 
budgeting and sustainability as they affect: other functions and 
CAIC's role as an implementing organization. Conceivably these 
suggestions could be used as an agenda for discussions between 
RDO/C and CAIC on strategies for the future. 

4. We regard membershin develo~ment as a candidate for early 
graduation from AID funding. We suggest that any new RDO/C 
funding should be in the form of I1challenge grantsw which 
compensate CAIC only to the extent that it raises more 
membership funds on a cash basis than it has in prior years. 

In 1980, CAIC's revitalization manifesto "Creating the FutureN 
described an organization which would: l1in a period of four years 
eliminate the need for grants .. and permit the Association to be 
adequately financed on a self-sustaining budget." While it may 
not be in the interest of either CAIC or RDO/C for CAIC to elimi- 
nate grant funding of development functions in the near future, 
both organizations can benefit from a policy which mandates that 
CAIC must cover tho costs of its baseline functions from dues. If 
RDO/C wishes to give further assistance in the area of membership 
development, we suggest that it take the form of a grant which 
matches hcreasea in amounts of dues collected over the previous 
year up to an established maxl.mum. That approach requires improved 
CAIC fund raising performance, and still permits RDO/C to designate 
the purposes for which the funds it provides are to be used. If 
CAIC can not meet its current baseline costs on a regular basis, 
its "marketN will have spoken, and it should cut them back. 
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5 .  W. regard L & ~ i y l  ugX41A%&-d&v$b~_nt B R  a candidate 
for early graduation from A f D  funding. I t  r*la/c: wi3hee t o  
pxovid. addltionel Eur,diny, bt Likewise ahoalld t'ake the form 
of wohallenge grante.fl 

Thai ~ o c a l  Affiliate Development Program has shown x mixnd perfor- 
mance over the years. As a subsidy program for national buaineoa 
aooociat ions, LAD? does not p t b v i d ~  c ~ f  fwtive Incent ivcal~ for self- 
oufficiency. There does not: appear to be a banrj-term p lan  f o r  
ahifting the costs of U D P  from AID funding t o  the GAXC membership 
at large, 

Roughly one fifth of the funds devotead to U D P  havs bean expended 
on activities within the tthuma~n resource developmentw category. 
A case for continuing such activitias can be made on grounds other 
than local affiliate development al~ne. A case also (tan be made 
for the continued developmcant of those CAlC af f ill.ates whkch s a m e  
as NDIs for the SEA program, However, given the eoc.io-economic 
characteristics of most a f f  il iate mambers, we find no persuasive 
rationale for continuing the remainder of this program beyond PACD. 

The program binds local affiliates to CAXC to some degree, but it 
also leads to some ill-will concsrning the sizes of local affi- 
liates' subsidies and the extent of CAIC services provided. ItChal- 
lenge grants" conditioned on i.ncreases in t h e  levelas of support 
which afziliate members provide to their own oryanizations, could 
be used to bring this program t:o a concSusion on a positive note. 
However, given multi p l o  demands on limited RIX>/C resources, we 
basically agree with the position taken in the Project Paper Amend- 
ment: CAICt s Affiliates sihould~ become solf -sustaining by PACD. 
LADP should be subjected to the test of its marketplace. 

6. Bolicv advocacv is a business association baseline function 
requiring expertise which RDO/C may wish to utilize from time 
to time. We suggest that RDQ/C graduate th.Ls function from 
long-term funding at PACD, or fund it through "challenge 
grantsw. The costs of time spenak by the Executiva Director 
on AID-mandated' development or policy reform activities, 
including full overheads, should be compensated on a case-by- 
case basis. 

T h ~ r e  is considerable overlap between CAIC s objectives and U. S . 
objectives as a business association in the region, and it can be 
argued that assistance to CAIC's policy advocacy activities is more 
cost-effective than other RDO/C approaches to policy reform in the 
region. But it should be recognized that the involvement of the 
Executive nirector (CAICts chief advocate) in development CAICts 
development activities can serve AID'S interests, Clearly the Exe- 
cutive Director's skills can be critical in the effort to attract 
funds from other development agencies to sustain functions which 
were started with AID funding. From the viewpoint of attaining 
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f -outf  ic.len6y in batrol in@ funct ionr , however', it would be b e s t  
CAXC to r e l y  on i t s  members to undeawrhta the full casts of  

p ~ l i ~ y  advocacy asttivitias tlnclcaxAtakcen on their behalf, and for 
HU(S,/C to pay full Goat tot. what: it wantm and need# when t h e  E x @ -  
~utlve B ~ ~ c I c ~ Q ~ ' B  high-impact servicela are required. 

is an area in which tho CAXC retaff hag shown 
considerable competence and in which R W / C  ham important: 
bntereeto. CAXC projections s h ~ w  rising revenues and close 
to break-even pertformancsl in the reasonably near future. 
Achieving viabil ity within the CAIC matrix or da a eeparate 
CAIC subsidiary will involve some significant c~hanges on the 
part of the unit. Making those changes will require help from 
RIX)/C. 

The Training Department has shown growing if modest revenues. 
Nevertheless, its serv i z e s  requ ire subsidy in almost every case, 
despite the fact that it serves some commercial clients. CAIC's 
training unit is heavily orientcad toward development aesaignments 
and is fundamentally dependent on development money. Under the 
right conditions, we believe that the region could support a ser- 
vice entity in the training field. The most fundamental rewire- 
ment is that development. agencies, RDO/C among them, be prepared 
to pay full overheads, including the costa of seeking new b~siness 
elsewhere. As long as development agencies periodically subsidize 
the costs of training supplied t.o most Caribbean businesses, it 
will be very difficult to convince these businessmen to pay full 
costs. As long as development agencies prefer grant funding of 
organizational units to paying overheads for services rendered, 
sustainability apart from them will be very hard to achieve. 
However, an independent training unit could be created and sus- 
tained with the understanding and support of the donor community. 
Ideally, a study of training reqti.irements throughout the region and 
agreement on a strategy for meeting these requirements through a 
variety of services suppliers should be a predicate to such a plan. 

8. It is virtually certain th.e pDF/WU Proqram cannot become 
financially self-sufficient in its present t o m  although it 
could sustain itself with the assistance of a number of 
donors. If the N D F s  are not to become heavily and chronically 
dependent on RDO/C, a real.!.stic strategy for declining funding 
is rrquired. RDo/C should consider shifting its funding of 
NDF/WID lc~ans from a grant to a concessional loan basis. 

A s  long a8 NDFs/WID are structured to provide loans and technical 
assistance to microenterprise clients whose financial requirement? 
are otherwise unbankable, they are unlikely to be able to cover 
their scbinistrative costs from their own revenues. The reasons are 
(1) the bankability criterion means that their best clients even- 
tually become clients of the c:ormercial banks, and (2) the high 
cost of loan officer technical assistance needed to make sure that 
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thr microbureinmeecaa do no t  fail. Dsfeu l t :  and del i . n q u e n ~ y  r a t e s  
t i ~ a  without t h  ke type ae hrlterve1lt:inn. IJSATD and other donors wi l 1 
need to canClnucil to support ,.t l a n o t  t h e  TA compcxt~eelt n f  the deve- 
lopment foundtitione czxpet~oes ton" the f(areeeeoh1e f u tu re .  

It l a  conccsiveble that the availability of RDO/C grant; funding for  
loann ha@ oncoursged some MDFs  to expand loan volume and lower 1,oan 
quality, f t  A I D  were to convert jta loan funding to a concasaional 
loan basis at ratse s1 fght I .y  above the cancectalonal rates of other 
developmant Lendere, a deeirable diversification of funding could 
occur along with additional. incentives tor maintenance of the 
quality of the loan portfolio. 

RDO/C1s total iunding of N D F s / W I D  doubled betwean 1986 and 1 3 8 7 ,  
and rose slightly from 1987 to 1988. The NDP/WID yroyram is a 
meritorious one which is well-regarded in most of the Eastern 
Caribbean countries in which it operates. Sooner or later, the 
Mission will have to make a decision about whether it actually 
wishes to reduce the resources it supplies to one of its most 
popular and succewsful projects. If RDO/C is seriouril about reducing 
tha dependence of the microenterprise organizations on its funding, 
the Mission should develop, discuss and apply a fair and realistic 
strategy for achieving this result. Given recent history, it is 
hard to conceive that A I D  would not continue some NDF/WID funding 
beyond 1990. A  reasonable approach beycnd 1990 would be ta limit 
such funding to support of administrative costs. 

9. RDO/Ct s support of improved C A I C  pdministratim F D ~  ~ r r n , h . =  
tion functiom principally serves RDO/C4s interests in effec- 
tive compliance with A I D  regulations and requirements. Exten- 
sive administrative capacities are not required by other 
donors and would not be sustained by CAIC's membership in the 
absence of support from development funding. RDO/C should 
plan to sustain a suitable level of administrative support at 
CAIC as long as RDO/C implements large development programs 
through the Association. Both organizations would benefit if 
each were to take a long view of its relationship with the 
other. 

The progress of CAIC in improving its handling of AID regulations 
and requirements has been outstanding, as has the adjustment of 
the CAIC organization to its dual baseline and development func- 
tions. The long term interests of both organizations can best be 
served by building on the progress that has been made thus far. 

CAIC has achieved the position of a respected voice in the region. 
It's present goal is to consolidate that position. It's role as 
an executing agency for various USAID and other development pro- 
grams supports its objectives. In its execution of the SEA pro- 
ject, CAIC has shown a blend of flexibility and practicality which 
would be useful in the execution of other projects. While care 
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.jhould be t a k e n  rrot t7o over1 uacl t:;ls? orcyanl tation Or' d i v e r t  it. from 
it: s fr?r=ul.arnnnt.trl role as  t h e  spokesman for the p:at.ional pr  i v a t a  
:;~c:"t;ol', WI beb i eve  t h a t  t:he Assc~c* i a t i o n  car. and should  evo lve  ir, 
,I way h.hat, p e r m i t s  i t -  Lo t a k e  c l n  more development: projects. 'The 
m a i n  Ag~~i&J;&ka e re :  

(1) A otructura w h i c h ,  insofar  aw p ~ a c t b a a l ,  separates 
roeponaibility for tha execution of projects funded 
by dsvelopment: agenc, L es from k ~ ~ l p o r l r t ~ i b i l  i t y  far  
C A X P '  = !,an81 i n e  f u n c t  iorrs aa a kliairresa arasoc!iatior\. 

( i i r  Fully allocated overhead costs to any new prnjects 
X allow the orqanizat iorr to tool un for the  addi-  
~ i o n a l  @rejects, 

( L i j . 1  A staff t h l t  is f u l l y  trained especially i n  t h e  area 
of prajecr management. 

In Our view, these three desirable elr*mer, .s are well wi.thin CAIC's 
present reach. 
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APPENDIX A 

Scoue  of  t h e  E v a l u a t i o n  

The C o n t r a c t o r ,  i c  c o n d u c t i n s  :he e v a l u a t i o n  of ~ 2 ~ 1 :  wi l l  
s p e c i f i c a l l y  z d d r e s s  ;he 531;oving:  

C X I C  - G e n e r a l  

1. Examine t h e  opera ;?  x s  3f CXiC's o r g a n i z a t i o n a l  s t r u c t u r e  
and a s s e s s  i t s  s u L t ~ 3 F l i t y  f o r  and e f f i c i e n c y  i n  program 

d e l i v e r y ,  ?a: t icu;~r:y s e r v i c e s  needed  by i t s  members. 

2 .  .l.ssess tk.e - 7 ~ 7 "  2r.d r l s u t z t l o n  of C A i C  3mr.g ~ k s  m e ~ b e r s  
3rd the a i e r  zs:,-i:nrry ;ncll;d:ng o t h e r  ? r l f ;a te  and pub1;c 
s e c t o r  cr<an:zat:3~;. 

3 .  Assess CAIC's ?rq:?ss t z*a rds  i;rproving i ts i n t e r n a l  
ranagement s y s t e r s  and se l f - su f  f i c l e n c y  , and 

4 .  Sxar ine  t h e  s . m r ? ~ : i 3 t e n e s s  - -  - and e f f e c t i v e n e s s  of t h e  d e l i v e r y  
r e c h a n i s r s  c+,;sen 3-3 t? .e i r  recgonslveness  t o  t h e  c r d i t ,  
t e c h n i c a l  2 s s i s t 3 z z e  2nd t r a i n i n g  needs of t h e  smal l  and 
medium e n k e r ~ , r i s e s .  

C?.IC - S p e c i f i c  

1. XRalyze t k e  apprrjpr;ateness of t h e  CAIC 9oard Committee s t r u c t i l r ?  
f o r  e f f e c t i v e  ;;.axqe.wnt of t h e  o r y a n i z a t i o n ' s  a f f a i r s  and rake 
reco r rmnda t~ons  f g r  1:s I . ~ r o v e r n e n t .  

2 .  2eview t h e  ope ra t rons  of t h e  v a r i o u s  3oard Committees and 
mke recormendations f o r  improving t h e  management of CAIC 
a t  t h e  3oard l e v e l .  

3 .  Obtain p u b l i c  impressions of t h e  pe r fo rmr i ce  of CAIC a s  3 pr;*Jat? 
s e c t o r  r e p r e s e n t a t r o n a i  organization. 

4 .  Gbta ln  mmber pe rcep t ions  of t h e  r 7 ) i e  of CAiC and its a b i l i t y  t3 
func t ion  i n  a dynamic envi  ron,rer,t. 

5. Analyze a c t i o n s  taken by CAIC t o  :-,prove i n t e r n a l  mnaqement 
systems and mice recornmendations f 3 r  f u r t h e r  improverrents. 
Comment on use m d e  by CkZZ of the r e s u l t s  of annual  
compliance a u d i t s .  

6. Analyze s t r a t e g i e s  developed and a c t i o n s  taken by CAiC t o  
irrprove its f i n a n c i a l  v i a b i l i t y  and nuke r e c o m n d a t i o n s  
f o r  improvement. 



*all and Yediilm E n t ~ r ~ r l z e  >.ssist3?.ce 

1. Examine t h e  0perat lx .al  ?r~c&:res of sn? X7 for  
irrplementing the Srall Znt2r?rLs2 Assistance coiponsr.:s 
of the project ,  2ssess t?.e e f f  iciencTi cf t5.e in:' 27.d 

mke recorrmnd3tla;-,s f 2r It; l ~ r o v e z n t .  ~C:~.~r.t 3;: t2.2 
. , extent t o  m l c h  ' ' ~ 2  5n:z ?.as ;?acted on :ocal 3p,d cegioral 

supporting ser';leea f s r  3.155. 

2 .  Assess the iTpact cf :eC?"nical assistance brokered by 
the X U  t o  date an5 '?,;3311$ht :?sscris which ;ray be of ~ a l 2 e  
to  the N D I  deliver11 ~;r2,:5a~.:siri. 

3. Exarnize e r i t o r i 3  s e i  ey C.4:: for selection of the National 
Develo~ment 1nst:t:t:o~s and assess the appropriateness of 
the p.at-0m.l inst::;r:ccs chosen. 

4. Examine t h e  perforznance of t h e  N D I s  i n  p r o c e s s i n g  t e c h n i c a l  
a s s i s t a n c e  a p p l i c a t i o n s ,  s e l e c t i n g  a p p r o p r i a t e  r e c i p i e n t s  
f o r  TA, m o n i t o r i n g  t h e  e x e c u t i o n  of t h e  TA, and s a k e  
recommendations f o r  tmproveaent .  

5. Review t h e  p rocedures  and performance of t h e  P i l o t  Working 
C a p i t a l  Fund i n  Dominica and make recommendations f o r  i t s  
improvement. 

6 .  Assess  t h e  approach t aken  by RCU t o  t h e  d e l i v e r y  of 
marke t ing  a s s i s t a n c e  t o  SYEs  and make recommendations f o r  
improvements and r e p l t c a b i l i t y .  

7 .  Assess  t h e  e x t e n t  t o  which women ,have b e n e f i t t e d ,  and i n  
p a r t i c u l a r ,  a d d r e s s  t h e  f o l l o w i n g  c o n c e r n s  : 

( i )  Are t h e r e  s p e c i f i c  t y p e s  of p r o j e c t s  f o r  which women 
r e q u e s t e d  a s s i s t a n c e ?  Were they  i n  a r e a s  c o n s i d e r e d  
t r a d i t i o n a l l y  f o r  women? 

( i i )  What was t h e  a v e r a g e  s i z e  of l o a n s  f o r  women a s  
compared w i t h  men? 

( i i i )  Were any of  t h e  c r e d i t - r e l a t e d  a c t i o n s  o r  r e q u i r e m e n t s ,  
s u c h  as t h e  marke t ing  of t h e  c r e d i t  program, t h e  l o a n  
t e r m s ,  o r  t h e  a p p l i c a t i o n  p r o c e s s ,  i i s c r i m i n a t o r y  
a g i a n s t  women? 

( i v )  To what e x t e n t  were women b e n e f i c i a r i e s  of t e c h n i c a l  
a s s i s t a n c e  and was it n e c e s s a r y  t o  d e s i g n  s p e c i a l  
t r a i n i n g  programs f o r  them? 



THE EVALUATION TEAM 

The EvaAuation Team eonnistad of Mr. Harvey f l e r n s t ,  ProjeIct .  
~ u p r r v l o o r  r Dr Qaioar Khan, Trnam Leadotar Mr. Aubrey Arnstrorg, 
~lanagement Specialistr M Barbara PhilLj.po, Incititutiorlal 
~conomiet: and Ma. Bonita Morgan, Evaluation Specialist. Ma, 
Morgan of h Caribbaan Aa$ociation of fnduot:ry and Commerce 
s e n a d  on the Team by agreenrant with CAIC. 

Mr. Harvey Lerner is Louis Berger International Tncnfril Senior 
Private Sector Program Evaluation Specialist;. He was principal 
authcrlr of the Executive Summary and Chapters 1, f f  and VII of 
thin report. Mr. hrner served as Resident Project Manager j.n 
Bridgetown, Barbados far L B I I f s  evaluation of RDO/G private 
sector activities, He was responsible for svaluation, monitoring 
and project design activities for RDO/Cts private sector program. 

Mr. Lernrer joined LBII in 1981 and has served a9 Director of 
Industry Studies since then. From 1979 to 1981, he was Regional 
Director of Litigation Consulting for Coopers & Lybrand. Earlier 
he served as Vice President for Consulting for Ctrecchi and 
Company, where he was heavily involved in industrial developmsnt 
programs and in evaluation of USAID projects. He also directed 
a Checchi subsidiary specializing in management consulting to 
associations and non-profit institutions. He also has practiced 
law in Worcester, Massachusetts. Mr. Lerner graduated in 1954 
from Wesleyan University in Middletown, Connecticut, where he was 
Phi Beta Kappa, He holds a J.D. degree from the Harvard Law 
School and a Master of Laws degree from the Georgetown University 
Law Center. He did graduate work in Business Policy at Hampard 
Business School and in Eccnomics at Georgetown University. 

Dr. Qaiser Khan has served as Senior Economist and Institutional 
Analyst with LBII since 1985, He was principal author of Chapter 
IV, and contributed to Chapters 11, V and VII of this report. He 
has led evaluations of USAXO projects worldwide. The primary 
emphasis of his project experience has been increasing the 
participation of the private sector through investor 
identification, feasibility studies, institutional and policy 
evaluations. In the Caribbean Dr. Khan has studied the effects 
of public policies on private sector investment levels and 
productivity, and development of private sector financial 
institutions. He also has experience in development of export 
processing zones, agroindustrial development, agricultual 
production and marketing studies. Prior to joining I,ouis Berger 
International, Inc., Dr. Khan war an Associate for the Centsr for 
Analysis of Daveloping Economies at the University of 
Pennsylvania; an assistant Professor ef economic Development and 
Agricultural Economics; and a World Bank Consultant. He has a 
Ph.D. and an M.A. in Economics and an M.A. in Demography from the 
University of Pennsylvania. 



Dr. Aubray Anartran i s  a Menagament Devolopmaitnt Specialiet with 
aver ao y u r a  *Xper P enue i n  manaqemant consult ing, edwdat i on  and 
training in the Caribbean, Africa, Eutapa and t h e  U . S .  [It. 
Armrtrong rlro rpasializeo in Admini&trative Reform, Human 
 soo our car O+v@lopmrnt and Inductrial Relations. He i e  now 
Dirratar of hir own management coneult ing organization t p r i o r  to 
thin he mawed rr a Unitrd Nationr Advisor in Management Training 
and Development Adminiatration to the Caribbaan Centre tor 
Davrlopmont Administration. Dr. ArmcCFQng ha# been an adviaor to 
private and public sector organizati~ns in every rZommonwealth 
caribbean country, and to moot regional and international 
agrncier. Ha ham a Ph.D. from the Univstruity of Waehington in 
~nternational Flusiness and Organizational I?haory, and an MBA from 
the Intar-American University of Puerto Ric:o. 

Ms. Barbara Phillipe is an Institutional/Policy Analyst with 
Louis Berger International, Inc, Since 1,983 she hars worked on 
design, implementation and evaluation of research and planning 
projects for USAID. She has experience in policy evaluation, 
focuslsing on the impact of public policy on private sector 
development. In the Caribbean, Ms. Phillips was involved in 
development of women-owned micro-entsrprires, including training 
woman in management, planning and marketing skills necessary to 
increase returns on investments. Ms. Phillips has B.A. in 
Psychology and has done graduate studies towards a Master's in 
Public Administration at G e o r g ~  Washington University. 

Ms. Bonita Morgan is Senior Training Advisor for Training and 
Affiliate Development for the Caribbean Alasociation of Indumtry 
and Commerce (CAIC), Barbados. She is responsible for 
developing, administering ~ l d  coordinating CAIC-sponsored 
training programs, and for monitoring and evaluation of regional 
private sector training programs, Prior to joining CAIC, she was 
a Trainer at the U.S. Peace Corps Training Center in Barbados. 
She has worked with Berger project evaluation teams previously on 
tha RDQ/C private sector program and on an evaluation of AID'S 
worldwide Water Management Synthesis Projects. Ms. Morgan has an 
MA in Latin American Social and Economic Development from 
Georgetown University. 



'ha e ~ 0 n m . 1 ~  at~aly!;L; ~t ti~b pr~jwtl ig complicated by tlle 
fact that C'aw proposed :%nei~~l,ir.ttt docs riot. create a [law project, b u t  
ratlme t!w rnorggr of tcio ) ~ l ~ r L ~ i r ,  J ) t * ~ j e ( : r ~  'vtl.h\ file uCEecrlve 
~ x t e r r ~ i m  of cxla of l i t en .  I r i  (me :jetwe t l \ a t e L o ~ ~ ,  "r10t11kq.j new'' 
will ( c a r  except the extu~ir; ltx~ O E  W C  A~IJ F U .  'bat  19, et~e ncw 
SEA I.3 esstqtially tiw q u a  o f  i.t.3 (previous) parts, cild a i l e  there 
may be sane synergy ttwt d l 1  ruke the new structure more ufficient  
tlun the present divided (me, t\\r c;yrlerlj ls t tc ef Eect 1s hposs Ljle 
to  quantify a t  ti~h t h .  TIE ~ ~ O ~ I ~ L ~ P L I B ~ C L ~ ~  annlysb ti7ereEore 
focusa on the distinct pwts o f  tllrz project. 

An economic analysL; of the S U  component was mdertaicen in 
preparation of tt7e S&\ p r ~  jdcc: paper. Since that was done very 
recent1,y and the propselj ' 5 5 4  budset is virtually unchang;d by the 
amendment, the ear l ier  an~lysi-9 is prcsuued to s t i l l  be valid. The 
economic analysis of SU relaees to the Coal of the present addendum 
to the original LDCFLUIE and can be found in the original SEA 
Project Paper. 

Foe thk m~clnexn t we Gcus the C N C  component and upon t!e 
economic vFai>illty' of  a x t m d l i ~ g  tne FSW actj-vity under GIG. Vie 
Eoject Purpose sectica of ti= WCF\.wlE presents ttle nw project 
sub-purpose and enphas izes three e l e a e ~ ~ t s  : increased vt ta l  i ty  a~d 
sel E-sufficltncy of bus hess assocla t ia~s  ; changes in lrr,.~s and 
regulations ; and, expanded c i r d  hproved G\LC services. 
Corresponding to this purpose are t ~ o  u~d-of  -project a c h i e v m t  
indicators: financial self-suffLcla~cy as evidenced by increashg 
trend in &es paid, number of assoclatims w i t h  growing budgets, 
and, hacreasing support by dues-paying mehers; and, changes in tax 
and investment Laws. Anticipated project outputs include those in: 
pol icy advocacy, h e r s h i p ,  af f Ll Fate development, ex poet 
development, project des Fgn and evaluation, and CAIC management and 
admk~istratim. 

Analytical Framework 

The amalgam of m s  t ly  irnneasurable ins t i t u t  Lm-building and 
developmt outputs from this  project makes i t  di f f icul t  to apply a 
straightheward a pr io r i  benefit-cost tes t  to the amendment. 
Accordingly, an a t e rne t ive  test  of ecmcnnic viability Ls used, 
based m the premtse that as a private sector i n s t i t u t i a ~  CAIC mst 
u l t imte ly  meet the test of the market.. 'Ihe consuers of UIC's 
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'Ib " ~ c l d  tcaae" ot' ~ ? c : ~ t i r h n l ~ ~  v l , ~ ~  L L i t  4 ,rwr;t ' ~ 1  1,001 l ' L 8 1 ( ]  L' tt,,, 

~ervicers~ p~OVi.dad by ChLC I\,rve t lw  r : l ~ i l r  i ~ t + ~ t ' l ~ t i c ~  I I ~  ' I l ) I ~ ~ l l c  
kal" or if t h y  generate [ms t t Lve ucot~otuic ueur t~cl l  Lci es to 
n o d ~ e r s .  For these services , rovtst~ut?~ Etom dues ,mJ fees wou ltl 

I I undocs~ te  the benat'irs of tito otgalr i tnt  l(;l~ tmc~wue Ereu t . iJae.s"  
would h &lo to mjoy vcrl,w&Lu bet~eflts wltlnut havii~g to pcry for 
tt~sm. 'Ihb might occur, Dr t?x;mplu 1E G U C  were succassful LI 
p a x ~ t t n y  lwec tul;~ o r  tile ranoval  of o restrlctFve regulation. 
Frea ricbrs" would bo ab Le to tn Joy tlw lmnefity ~Lthout :uvFng to 

join tile organization or to pay dues. For otller CAIC ac t id t i ed  , 
tills need not pose a w&lan sfi~ce "free riders" c t ~ l  be excluded 
Erm o t I b r  services (t .a .  , by :astrictl,~g training o r  technical 
t t s d i r t a n w  to assocht l~m rrrrrbrs) . 

Coverrrnvznts solve tile keel rider problem through taxation, but 
voluntary organizations do not have this option. kcking the power 
of coercion, such organFzati~ns therefore m u s t  resort to persuaslm 
to acquire funds ftm outside tick memberships or their LmPedhte 
clienteles. In thLs second &L therefore, the argument is that 
(as in the case of a mmey-log ing a r t  gallery or a grant-funded 
' think tank") there Are k n e f  Lts tiat transcend the  mere willfngness 
to pay on the p a r t  of a few direct clients,  ergo the need for 
donat ims , 

l'be tes t  c / t  uconmLc v t h  il F t y  based on the secor~d m&l L 
nat t'ne s t r i c t  "scLd test" suggested earl ier  but rather whether thz 
organfiat ion is likely to be able to cover its a s  ts through fees 
and dues plus voluntary dona t i m s  E r a  outsi& organ izat ims ( i  ,e . , 
it will not necessarily be self-sufficimt,  based on its own 
revenues, but w i l l  be s e l f - s u s t a ~ ~ h ~  the aid of funds from + outside sources). In a s e s  sw I as is, the orqanizatim has 
reaclwd en operating level wtlere ttw worthiness of its efforts  are 
sufficiently apparent to outsit.fers t i ~ t  donatLars and grants can be 
obtained via the organizatim's own praaotional efforts, mch in the 
Hay that an opera company V I O U ~ ~  8enerate support beyond ticket sales 
or  that the tied Cross or a PLO would solicit support. In this  case, 
"self-sustainability" means "no longer dependant on AID." ('b 
c r i t e r h  exclude8 h t u r e  follow-on AID funding to avoid tautology 
and sel f  -fulfiLling prophecy). 

To s m r i z e ,  h final e c o n d c  test  for a private 
organization Fs its abil i ty to survive fina~cial!y in the market for 
its sewlces. In the case of W C  this muld be judged by its 
success in increasing its financial self-sufficiency , mwm 
u l t h t e l y  W a r d  eventuai complete EhancLal self -suf Elciency. In 



etw fitst; L~grnncle, thh is W;LL/~JL.(~J i)! p ; l i d  -up rtleld10~.3hlp, 
~u!~pLuwnwctd by 6 a a  Eot sytaclf 1.c: cervices 9uEELclent tr, cover t t ~ e  

1 I costs of oporr~tLon. If caxrot.r\~~l l t  il!s OK p1~.3l ,  1.6 0rjt19~I , I ~ ' U  
psduced, tile t e s t  of fFnatlcL 1 1  ;c! L t - suf  FLctency b relaxed to  
Include CALC-pr.sc=lpL~ted axtern,tl c(a:tr Lt~l~tLms rlut can fos t a r  
se l  f-sus~L1abi .1 Lty. 

EL~meots of;' each md2L applj ht?c;~ustj C N C  offers two types of 
services. Because s a w ,  quch as t r4~L~ i . r i g  and eechnical nssistmce, 
w e  not public ;~oods ever;. effoiott: .;ilould be mde to cover tlua cost 
of providing those serviced throuo,i\ he Eor service. Not to dc, 9 0  
d l 1  result in mlsallocatilm of resources, sinm u e r s  tend to 
over~f-i,l Fze an underpriced resource. ather act ivi t ies either have 
sane public good elements or  gerlerate scnne externalities.  To the 
extent that the cost oE prav-ldt~i., these  se rvfca  cannot be covered 
by dues a d  Eees the ocganbat ial ( n u s t  jenerate funds frao other 
sources , including donors, 

n7e probab il i t y  of achievir~g E inancfsl sel  f-sufficiency 
depends upon the costs oE deL Fvechq GIC's services. h t  LI turn 
depends upon the scale of ~ctivity. 'Ihe s ~ n a r i m  below project the 
costs of operati.cn for different 1evel.s of GiKC activity, and permit 
m assessment of the revenues t !n t  ,muld be required to cover those 
costs . 

In a l l  of the scenaria ~nonetary data €ran 1991 onwards are 
expressed in cms tant 1990-31 dollars; By disregardins i n f l a t im  
factors tile projection give o clearer picture of the r q u i r d  growth 
in rneihership dues and the ful l  extent of any cost cutting exercises 
whicn ui.11 be undertaken. 

Currently nm-USALD donors are prwiding funds for specific 
UIC projects but there is no ceru in ty  that this funding w i l l  
continue after 1990-91. For these projects 'both the revenue and the 
associated coats have been exclu&d frcm the projecticxrs (The 
outao~ues of the scenarios are not signiELcantly afhcted becuase the 
revenues are tied to the specific expenditure i t em the reva~ucs 
disappear i f  the expenditure ategory is withdrawn, and vice versa). 

Since the 1981 restructuring of CAIC there has k e n  no 
consistent pattern of grwth in ~aembership revenue upon which the 
scenario projections could be based with any &gree of cmLidence. 
Z n  tiw f i r s t  Eaur years the Levels of membership and hence revmlrs 



grw hpcoasLveCy. In 1985 md LOHF, t . 1 ~ ~  I I I P ~ I F I C  o f  r ~ r h e r ~  T Q ~ N ~ L ~ E , \  
a t  Clta 1984 Lwel but tt~ere v.ig ;~ct;unl . j V  a docrswa LI pntd u(, 
&a. UXC itsokf t u  projodtarl ill\ urulual growth ln rnerbrrship 
rsvaluas of epproxlmstaLy 67. bemew 1'387 and 1991. Il~in taraet 
t lppara mhL~lous but nchtavd~la FE CALC &a t h h  an area of 
rodnegemt priority. Tkts s m ~  grodh  flzurta of 6 petcr3[.re yer annum 
hm been u a d  in the scmario projectflms as a bmsr estkaets of an 
atulnable Level of groYJt;n id1 momt>ersliip cevmw. 

ThFs d l  assumes tilat ' U C  muld maintain the st- level of 
operation after ALD f iu~ding ceases as it ~ f l 1  during the course of 
!he project end that self-suEfLcLency A l l  be achieved entirely 
through earned revenues and membership dues. Tne pcojected budgets 
belw snow the cast of oyeratlm for c b  first  five years after the 
project. Since sarre of the c o ~  ts d a i r y  the pmject period ate in 
fact costs Lnposed by the need tn comply 4th BLD requlremerrts, 
operating costs of a self-sufficient institution would be smclhat 
r&ced. ?herefore a vrt icn of the averhead coa t s ,  prticularly 
those under the Wministrati*re Line it:m, w i l l  decrease. Urlder t t r b  
scenario the total cost of operatiar fbr CAIC in 1991-92 ~ u l d  be 
$703,000. Z t  is assurmd ttlat at least: the direct costs of training 
and technicel assistance (salaries, mttterbls) d l 1  be covered by 
user fees. Mfnknnn collectLm of usel: hes are therefore estimated 
to be $%,Om. The profsctlm shws !:hat rnder this scenario 
$576,000 would need to be collected as membership Eees in 1991-92. 
This represents an increase oE 43% over tile budgeted ambership 
revenue for the 1990-91 year i f  self-eufficiency is to be achieved, 
assumk.rg as a have that dues per member remain mchanged. 
Subsequent to 1991-92, d e r s h i p  due; would have to remein a t  this 
increased level to hence  C41Cts conl:huing costs at the curralt 
level of operations. It appears tntllcely that CAIC will able to 
achieve t h i s  shstantial increase in paid up membership in just one 
par (Lee. , by the "acid test" measure, a self-sufficient 
Lnstltutlar at such a high level of activity seems improbable). 

Scenario 2. 

'Ma soenario Ls the same as nunber 1, except that a portj.cn 
of the coets i n  excess of the training and T. A. costs are assumed be 
covered by nan-L1SAlB donors. That is, it represents a 
self-suetaineble, rather than a self -,sufficient, institutim, 
operating a t  the high Level o i  activity achieved &ring the 
project. As in the f irst  case, user Eees w i l l  need to 5a $94,000, 
If CAIC -re to achieve an annual grr/w&! in ~mnbership &.s of 



t l p p ~ o ~ b ~ e o l y  62, $166,000 wouLd rernairl CIJ be ~ h t x l ; ~ t l d  trdn~r, 
IIO~I-USALI) d0n0t9 in 1391-92. Kequi t+ml t l~r lor* ws LJ t,qr~m wr;t~~.d than 
&crease avety year u1ti.1 1995-9f:, 4ia1 (mly $31,1200 wou11A tm 
needed. IWs hLgh Level of non- s p c l  f l c  cbnor Eu~idlnr,, p r t l c u  la r  ly 
in the EFsvt pa af te r  E A L D  fundfrl~ tlas ceased, seem ~mlLkety to 
~naerrLilLze b sed  on rA1C1s past ~ n , w r i a c e ,  30 that 
sel£-swtafnd)blity, 1 k e  self-quf f ' lc lu i~y,  is Lnyrohtble i ~ t  tiliit 
hi& loveb of activity ca~less cl~t~or,s a n  be prsuiuisd  XI give 
omera1 , rather rim project-:;pecii'lc, iiss butnr~ce. 0 

IkCs Ls a ~olinimalist scetlatio, In hicir  CAIC operations are 
sharply scaled down frcna current Lc!vels. I t  ia assrplled that such an 
L~s t t t u t i a r  would foals solely a1 ~ u l l c y  advocacy and membarship 
development. It is e s t h t e d  tlut ainFrraPo staff requirmer~ts far 
 his level of opcati.cn would he &,out 5 hll- t ime equlvcrlents, 
cmposed of proEussLona1 and a c h h L s t t ~ t i v e  staff, and one FIE 
equivalant of short-term special kt23 assistanw. Operat Lng costs of 
this scaled-down operatian would be $485,000 in 1991-92. fhes and 
tnembershlp fees would tl~ereE(~re l u ~ d  to Fncrease by appruxhte ly  
b 3 V i m e e n  1990-91 and 1991-92. Subsequently these dues would 
have to 'be maintak~ed a t  this level (Ath a rnargh for a smell 
decrease of approxhately 5% Ln 1993-94) to cwer these core costs. 
&sum.ing that silort-term f inancing (e .g . ovardraft) is a~a f idb l e  to 
GIG, it is Likely that this  level of membership can be achieved, 
and therefore possible h r  CAIC to sunrive as a m f n h l i s t  
independent institution without dmor support. Training and 
technical act ivi t ies could be added to th i s  scenario Lf they *re 
h l l y  self -financing. To the extel t  that external general funding 
sources can be Eomd, the rninhl i~ t scale could be apanded and yet 
allow ti= instltcrtim to be self-sustair~hg.  

Scenario 4. 

Ln this  pode el, W C  is assumed to retain i t s  present 
f m c t i a u ,  but ta operate each of them in a scaled-down manner, 
constrained by the bility to generate membership dues. It Ls 
a s s d  that training and TA 411 not be prwLded except a t  fees 
that fully oover costs.  The level of training act ivi ty ( z d  the 
size of that elemant in the budget) d l1  expand or contract 
according to the demand for the services. W i t h  that component fully 
i%nded, Lhe focus shifts to the other act ivi t ies,  which are ass& 
to expand only to the extant that the growth LI membersl~fp fees will 
permit. As already discussed, it Fs ~'rrii: unreasonable to ass- tlmt 
paid up membership can increase by approximetely 6% per year Eran 



P C ~ S ( ? I I C  LUVBL.'I if smtahtrwd alcl vi4oroas rnakersh tp  r ~ ~ . r - ~ i t m e r l r ;  ts 
r ~ b l t a h l d ~  t3aflecj tilh :;r:arratio the tlm*etlmR getlarated i n  the! 
Ctsst: P a  *ara  after  c:ess;lci.(m of: IBAD Eundlnq ( i . e . ,  1931-92 & 
1092-33) ~ouhd noc evm be rr~lEf:iclalt to cover the wee m s t a  o l  t t ~ e  
h ~ s ~ L t u ~ L o n  wlthcrut acslfrip, t l w ~  i ts  operacLa~s. 

In nmmry, I t  ir c n l i k e l y  t t ~ t  h i s  project  will t a u i t  h e 
private sector Instutim oper ~ti.rlg s t  the 1 @re1 ro be aciltemd 
during the grerrt; p r i d  ttu~t will be &la to meet the "acid test" of 
self-~~1'ELcimcy h ere a ~ ~ t ' k r 3 t .  klwwet, it t likely tha t  a 
~ L t ~ l L a t  hstLb~tim m u l d  5e salf-suEfieLer\t at  the end of the 
pro ect per,.d, and that e  elf-sustak~in, and smwt\at larger tilan t rnin l i s t  W C  is ltkely i f  "lsltid" e x t e , v a l  funding can be fumd 
to cover general, expclsa. The scmarfos &me sup, @ s t  that an 
hsttalrim 4 t h  m mu1 l~udget of appzmSmately i 600,000 par p a r  
md a staff of 5 to 7 t.Ttl would pcdatrly he able t6 d t t r ~ t  
sufflclei~t memhets arid j r~nocs to be vi,ble srer  tile Long tern. 
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-------- 
MR.IWLP DUES 337 357 377 401 576 575 5 if, 557 552 
BAM(lxrERES - 6 7 9 10 10 10 10 10 10 
C;RAKIS: 

USAID 500 500 L 50 000 0 0 0 0 0 
aMER 5 3 14 2 U2 122 0 0 0 0 0 

RQJECC RF\QWES 7 7 7L 7 9 7 7 23 2 3  23 23 23 
? R A L N I N G R E m  2 Ir 6 7 94 94 94 94 94 ........................................................................................................ 
'lDTA1S 975 1,08L 1,053 1,017 703 703 703 679 679 ........................................................................................................ 

9, increase i n  dues 5.9% 5.69. 6.49. 43.6% 0.09. 0.09. -4.29. 0.0% 

rAD 
EWuM.aNr 7 7 81 81 81 8 1 81 8 1 81 8 1 
CNERHEAD 34 39 41 L 3 3 5 35 ' 35 35 3 5 
L A I F & M T M B ~ I P D R Z E  83 56 56  56 6 6 h 6 6 
OTHER 48 2 0 2 0 20 0 0 o o o 

Ul'HER 90 8 R 7 0 65 4 1 41 41 17 17 ........................................................................................................ 
TOTALS 975 1,OW 1,053 1,017 703 703 703 6 79 6 79 
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CAIC REVEWES b CDSTS - 9=ENARIO 11 2 .............................................................................. ......................... 
1987-88 1988-89 1989-90 1990-91 1991-92 1992-93 1993-94 1994-95 1995-36 _______------------------------------------------------------------------------------------ -----------_ 

REVEEUES -------- 
pfmsR9iIP DUFS 337 3 57 3 7 7 401 425 4 50 477 

6 7 9 10 
505 

10 
53t 

BANKINIFREST 10 10 10 1C 
CRANIS: 

USAID 500 500 4 50 400 0 0 0 0 
5 3 14 2 I32 122 166 

C 
Cfllm 141 114 62 

7 7 7 7 23 
3: 

PROJE4T FiNMEs 7 4 79 23 2 3 23 2 .  
7 l l A I N m C m  2 4 6 7 90 94 94 94 9. ...................................................................................................... 
'KYTArS 975 1,084 1,053 1,017 7 18 718 7 18 694 69, ...................................................................................................... 

% increase in dues 5.9% 5.6% 6.4% 6.0% 5.9% 6 .  5.9. 6. 

'llumlx 
w m m  
WmiFAD 
OTHER 

n-PLmENr 83 1 10 1 10 1 10 110 1 10 1 10 1 10 1: 
6JERHEAD 34 40 4 2 Wc 3 5 3 5 35 3 5 
POLIClbBUS. AMXACI 21 40 3 6 32 3 2 3 2 32 3 2 
OTHER 19 89 89 89 20 20 2 0 20 

LAOe & MMBERSIIP DRIVE 83 5 6 5 6 56 6 6 6 6 
OTHER 4 20 20 20 0 0 0 0 

a-I'Hl3 90 8 8 70 h 5 41 4 1 41 17 
- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - .  

TCnALS 975 1,OU 1,053 1,017 718 7 18 718 694 5 

BEST AVAILABLE COPY 



- C A I C ~ Z S & a 3 S T S - ~ O / ~ 3  ______________------------------------------------------------------------------------------------- ----- 
1987-88 1988-89 1989-90 1990-91 1991-92 1992-93 1993-9(* 199L-95 1995-96 _____________-------------------------------------------------------------------------------------- ----- 

REvEn'ES - ------- 
YDfXEHLP D L !  337 357 377 401 452 fb52 fb28 428 428 
E4NKllfmEST 6 7 9 10 10 10 10 10 10 
C;RANIS: 

U r n  500 500 G 50 400 0 0 0 0 0 
anW 5 3 14 2 13 2 122 0 0 0 0 0 

~ Q J E f l  REVENES 7 7 74 79 7 7 2 3 23 2 3 23 2 3 
'IRAINING REVmES 2 4 6 7 0 0 0 0 0 ........................................................................................................ 
TOTAJS 975 1,084 1,053 1,017 a5 a5 461 461 461 ___________________----- .  .------------------------------------------------------------------------ 

7. increase i n  dues 5.% 5.51, 6.42 12.7% 0.09. -5.3% 0.0% 0.0% 

AKMI Nxsl'RAl-tON 
mFLCM1EhT 
cxEmxl 

ERAD 
CPIDmENT 83 110 110 110 7 0 70 70 70 70 

34 fbo 42 44 3 5 3 5 3 5 3 5 3 5 

CAD 
R.PIAYWfEm 7 7 8 1 8 1 8 1 5 1 5 1 5 1 5 1 5 1 
CVERHEAD 36 3 9 41 4 3 2 5 2 5 2 5 2 5 2 5 
LAfP & MEMBEISlIP DRIVE 83 56 56 5 6 6 6 6 6 6 
OTHER 68 20 20 2 0 0 0 0 0 0 

OTHER 90 88 70 6 5 3 5 3 5 11 11 11 ........................................................................................................ 
TOTALS 975 1,084 1,053 1,017 485 fb8 5 461 461 46 1 ........................................................................................................ 
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OUCREVENUU6rCDSTS- S X U U 0 1 1 4  - - ..................................................................................................... 
1987-88 1988-89 1989--0 1990-91 1991-92 1992-93 1993-94 19%-95 1995-4 ........................................................................................... -----------. 

REvmm -------- 
MPIBERS1IP DUES 337 357 377 401 425 450 47; 505 5 2t 
BANKINERJzS 6 7 9 10 10 10 10 10 
CXANIS: 

U W D  500 500 4  50 400 0 0 0 0 
alllER 5 3 1k2 132 12 2 0 0 0 0 

PROJECT REVEEWES 7 7 74 7 9 7 7 2 3 2 3 2 3 2 3 - 7 

?RAINING REMZIUES 2 4 6 7 94 9G 94 94 G ...................................................................................................... 
'LwDUi 975 1 ,@84 1,053 1,017 552 577 6 W  632 6 6 ...................................................................................................... 

% increase in dues 5.9% 5.6% 6.4% 6.0% 5.9% 6.01. 5.97 6. 

P .  
LDWENT 

CWERHEAD 
OTHER 

ERAD 
EI.Bwx?lENr 8 3 110 1 10 1 10 80 8 5 100 100 1. 
CNEIMEAD 34 40 4 2 44 20 23 31 3 1 
POLICY L BUS. ADJOCACY 21 3 6 32 32 32 32 36 
OTHER , 19 89 89 8 9 0 0 0 0 

CAD 
w m m  
WERlEAD 34 3 Q 4  1 43 2 1 2 1 2 3 29 
L4rP & MEMBER4IIP DRIVE 83 56 5 6 56 6 6 6 h 
OTHEX 48 2 0 2 0 20 0 0 0 0 

OTHER 90 88 7 0 6 5 4  1 4  1 41 17 ..................................................................................................... 
WrALS 975 1,O U  1,053 1,017 552 5 7 7 60'4 632 ..................................................................................................... 

BESTAVAILABLE COPY 





evaluation of tho Privata Sactor Invartmant Arrle'ancr Ptajact 
(OLAXD Erojrce No. 538-0043) baing implamantad b ths Crribhran 
Arrocidtion ot Indurtty and Cammarod, Drrft r f  nr I( Rapart Prsparad 
by L O U ~ O  bargar Xntarnrtionrl, h e , ,  January 1997, 

A Prepsrad Rovisrd Itratagy far ChfC and Zts N4w Ralationohip to 
USAID, eraparad by Bpaciat Tark Foeua on CAIC, Jmuaty l a ,  1 ~ 6 7 .  

Tradarr, Manutautureru and Huckatorat An Anatyvir ef tha Rasults 
of  a . i q  Sumay from tho lEa#t.tn Caribbaan, Oraft Volume One, 
Praparad L v  b uio bergar Xnternationrl, Znc. with Coopara ant' 
tybrand (Ckribboan) Ltd. of Barbador, and Natienrl Raoaarch & 
D~wolopment Foundation of St, Lucia, July 1987. 

Evaluation 01: tha Private Soctor Xnvaatmant Araiatrnca Projact 
( U S A I D  Project No. 538-0043), Final Rapoft, Prrparud by U u i s  
Berq*r Int~rn~ational, Inc., J U ~ A O  1987. 

Operations Manual for National 0.livary Inmtituti~na Providing 
SEAP Technical Assistance to anall and U@dium Entarpriaro, 
Propared by CkICVm Rogional Coordinating Unit, Ocreher 1988. 

Raport on First Workshop for National Dolivary Institutions, 
CAIC, August 29-30, 1988. 

CAIC Annual Report, Program Year 1982/83, Finigneial Yoar 1982. 

CAIC Annual RQport, PY 1982/84, FY 1983. 

CAIC Annual Raport, PY 1984/85, FY 1984. 

CAXC Annual Report, PY 1985/86, FY 198L 

CAIC-OECS Mombarship Sunray, Richard 0 .  Skaritt, 1988. 

CAIC Progr.88 Roport for tha Quartor Ending March 1989, April 
1983. 

CAIC Work P l a n  for Projact Yoar, 1989-1990, May 1989. 

Small Island tconomiae: Structure and ParPormanca in tha 
English-Spaaking Cariabran Sinco 1970, ChLirla Warrall, 1987. 

Regional Coordinating Unit Small Entarprima Aaaistanca Psojact, 
Quarterly Statur Report, 0ct.-Dee. 1988, Prapsrad by RCU, January 
1989. 

AID Microantorpriaa Stock-Taking: Syntheaio Raport, Praparad for 
USAID udar  Contract Number PBC-1096-1-09-8043-00 by DAI and 
RRNA, Marcb 1989. 



Final Evalurcion, Raglan41 Mrnrgem6nt Davalopaant Pilot Ptojrct 
~ u I O - ~ P I P ,  ( V I A I D  #W/C P r ~ j e o t  # 5 3 8 - 6 1 4 9 ) ,  Praprrod by cha 
Prrqmr C~tlpogPtion, March 1989. 

A Proiil@ 99  hAoinrsaaa in thd  Errtam Crribbaan Raqi~n and 
Paroaprianr of Mrnrgrmont Pevalopmant, A durray - J u l y  a 
#riaasbar 1994, Conductad under USA10 RW/C Projaet # 9J8-0148, 
Praprred by Thr Praqrea Corporation, March 1987. 

Arrarrring XDB Funding tor thu Micro-Entarpriaa Srotorr' of 
theor rniartion of Errtrrn Caribbern Btataa, Ragional 1 Coord natfng Unit, $#Apt 0aca@bdr 1988. 

A Reviaw a t  AID'a Exprbrlenc;~ in Privata Srctor bavalopmant, AID 
Program Evaluation Rapart Na14, April 1905*  

bur Evaluation of Thr USAID/CAIC Project 538-0043, Conductad by 
Elizabveh Wnrfield (AID/W) in collaboration with Bill Phalpa, 
(RW/C) and Mika Deal (AID/W) , March 9, 1984. 
Saarching for Brnafite, A I D  Evaluation Spacial Study No. 28, 
USAID Doc. # PN-ML-056, Juna 1985. 

Tha Cost-Effsctivanaas Analymia Pie16 Manual, PACT/R.R.Nathan, 
Novcmbar 1986. 

A Manual to Evaluate Small-3calm Enterprisa Dovalopmant 
Projacts, AXD Program Design and Evaluation Methoda Report No. 6, 
U S A I D  Doc. # PN-ML-065, November 1985. 

Evaluation of Portfolio ot RDO/C's Privata Sactor Officer - 
Sacond Program Report, Final Raport, Praparad by LBXI, Fob. 1988. 

The Micro-Businara Sector in Select Territories o f  the Caribbean, 
Prrparod by Gordon Moroau and Crir8 Juliard (Partnership for 
Productivity Foundation) for CAIC, April 30, 1982* 

Thr Impact of Cradit on Small Entraprenauriab Projects: An 
Evaluation of tha NO? of Dominica, Submittad by Michael A. Evans, 
A u ~ n t  1986, 

Small Euaina88: A Viebla Oavalopmant Option for tha Caribbaan, 
Michaal G. Whita, Tho Intar-American Foundation. 

AID Evaluation Handbook, AT0 Doc. # PN-ML-086, April 1987. 

Tha Caribbaan Aarociatfon of Indurtry and Commarca (Inc.), 
Financial Statamonto, 1986, 1987, 6 1988. 

DAIC Nows - A quaearly pubricatior of the Domirlica Aaaociation 
of Induntry and Commarca, April - Juna 1989. 
CAIC/SEA Budget f o r  Projact Yaars 1986-1990. 



~apion.1 Coordin~tin9 Unit, 9n.11 LnC.rprlua Arrlrtanccr Projrct, 
~urrtarLy bfrtur Rapoft, January - March 1989 .  

Rapor% an Thr Fourth Annual Goft@Pol Muting, Mrrch 1.8, 1989, 
Foundation f o r  Nationel Drvelopmonr (3t. Kitto and Navir) 
Limitrd. 

Nlationrl Dovcrlopment Foundation af Atrtigur and Barbuda, Third 
Annual Rfiport, January - Uacrmbor 1987. 
Nrtionrf Oavrlopmant Faundation, Dominfca, Evalurtlon 1982-1943, 
Final Report, Prayared by Moreau L Co. Public Aceauntants. 

National DeVelopment Foundation of St. Vincant and tha Crrnadines 
Annual Rapott, 1988 and 1987, 

St. Vincent Chamber o f  Industry and Commercta, Inc. Report of tha 
Council, 1988 

Limited, Auditors' Report to the Mnmbers Financial Statements - Dacembor 31, 1988. 
WD.Limitad, 1987 Annual Report. 

National Reaearch and Development Foundation of St. Lucia 
Limited, Fifth Anniversary and Annual Report, April 1, 1987 - 
March 31, 1988. 

National Davelopment Foundation of Dominica Limited, 1988 Annual 
Report. 

Grenade Chamber of Industry and Commerco 1988 Anual Raport. 

Who's Who in Business, the Directory of St. 7f:ittr and Nevis, St. 
Kitts-Nevis Chamber of Industry and Commercfi., 1988. 

Sourcee of Asairtance for Caribbean Business, Peace Corps, 1988. 

Small Burinars Resource Handbook, Eartern Caribbean, Peaca Corps, 
1987. 

SEAP Adviaorat Report to the Ragional Coordinator, Financial 
Statement., December, 1986. 

SEAP-Making Small Business Big, May 1989. 

A Study of tow-Income Women in Barbados, Woman in Development, 
Inc. 



National Davalopment 
Foundation of 
Antigua L Barbuda 

Sraly Mattreso Co. 
(Antigua) Ltd. 

Pigott's Woodworking 

National Development 
Foundation of 
Antigua C Babuda 

Sawn Products 
(Antigua) Ltd. 

Warner Interiors 

W.I.D. Limited 

Caribbean Association 
of Industry and 
Commerce 

Caribbean Association 
of Industry and 
Comerccs 

Financial Service 
Associatea Ltd. 

~aribbean Association 
of Industry and 
Commerce 

National Development 
Foundation of Barbados 

Leroy A ,  Ademe 

Peter John Harket 

George Pigott 

Carle J. Walter 

Janett Warnsr 

Lois E. Warner 

Lynn Allison 

Pat Carmichael 

Jeannine Con a 

Lckraine Edwards 

Melvin R. Edwards 

Granville Farley 

Small Buaineas 
Counoeller 

Managing 
Director 

Managing 
Director 

Executive 
Director 

Managing 
Director 

Interior 
Decorator 

Executive 
Director 

Deputy 
Executive 
Director 

Program Manager 
Training rsA 
Department 

Secretarial 
Services 
Coordinator 

Regional 
Coordinator 

Senior Project 
Officer 



caribbarn Arroairtion Chary1 Fitgpatrick 
of lndurtry and 
Comarce 

Caribbaan Developmanr Valvil l ta t, Farsythe 
Bank 

Financial 
Confrolller 

Caribbean Aorociation Anne Cittena 
of Induotry and 
Commerce 

Hooper Garment 
CQ. Ltd. 

Sandra Hooper 

Assistant 
Project Officer 

Caribbean Association Mark Husbands 
of Induetry and 
commerce 

National Development Robert (Bobby) Morris 
Foundation of Barbados 

Executive 
Director 

Project Officer 
(~echnical 
Assistance C 
Training) 

Caribbean Association Omar Raham 'n 
of Industry and 
Commerce 

Caribbean Association P. A. Thompson 
of Industry and 
Commerce 

Executive 
Director 

National Development Muhammad Abdullah 
Foundation of Dominica 
Limi tad 

Senior Projects 
Officer 

Marinor Enterprises Michael Astaphan 
Ltd . Managing 

Director 

Former Exec. 
Secretary 

Dominica Association of 
Industry and Commerce Ferdinand Azille 

Ben jashoe Plastic Ester Benjamin 
Co. Ltd. 

Managing 
Director 

Cello's Furniture Fitzroy Celestine Owner 

Mussons Trading Ltd. ~ugustus L. Emanuel Managing 
Director 



Produser of Tomato E m i r e  George 
Catoup (oprrator sut 
o f  hir  home) 

National Devel~pmenr 
Foundcrtben Marie-Louise Orsll 

Candlo Induotries Eulisa Xsmael 
CO-OP 

Dominiea Hucksters 
Association Cecil Joseph 

Dominica Association of 
Industry and Commerce Edward Lambert 

National Development Milton F. Lawrence 
Foundation of 
Dominica Limited 

Moreau's Garment Russell P. Moreau 
Manufacturing Centre 

Candle Industries Judith Telemacque 
Co-op 

Islander Leather Goods Kelly Williams 
Manufacturers 
Cooperative Society Ltd. 

The National Commercial Michael B. Archibald 
Bank of Grenada Limited 

Jonas Brown. & Hubbard Allan Bierzynski 
(Grenada) ?,tC, 

National Development Chasloy Bishop 
Foundation of Grenada 
Limited 

Rainbow Boutique Sandra Greenaway 

Simpson Theodore Ltd. Simpson Theodore 

Hi-Tech Printery Darryl Brathwaite 

Abmtnigttat ive 
Officer 

Aaoistant: 
Manager 

President 

Executive 
Director 

Manager 

President of 
Coop. and Store 
Keeper 

General Manager 

General Manager 

Finance 
Director 

Execut i,ve 
Director 

Manager 

President 

Managing 
Director 



Managing 
DiXlestor 

Allenf# Weedwetking William Allen 
Company Ltd. 

Managing 
Director: 

Managing 
04 rector 

Mont~errat Stationery Kenneth A. Cao~oll 
Centre Ltd. 

Mantoerrat Stationery Rosalind L. Cassell 
Centre Ltd. 

Executive 
Director 

National Development Roselyn Cassell 
~oundation 

Execut iva 
Director 

St. Patrick's Co-op Claudette Dublin 
Credit Union Ltd. 

Cr'codit Union 
Davelopment 
Officer 

Government of Karl A, R. Lewis 
MonC '-rat 
Mih ,' of Agriculture, 
TraL b .  Lands 6 Housing 

Food 
Technologist/ 
Produce Chemist 

Shirley Ooborna Ltd. Shirley Osborne President 

National Development 
Foundation Charles F. Roberts Chairman 

"Le CollageN E. Patricia Archibald Manager 

Foundation for National Raphael A. Archibald 
Development. 
(St. Kittr & Nevis 
Lei . ) 

Executive 
Director 

Chamber of Industry Glenlv~lle Bart 
and Commerce 

Assistant to 
Executive 
Director 

St. K i t t s  Breweries Calvin 0 .  Cable 
Ltd. 

Head Brewer & 
Plant Manager 

Technical 
Adviser 

St. Kitts and Nevis Dudley Ch rise 
Investment Promotion 
Agency 



92,  Ki tta-Navia4 Sandra  Creenway 
AnguiPla 'Practing and 
Bavm10pmant CQ t rd.  

Manages 

Faifuiaw Limited B L. (Betty) t aa  

Tropical 061k Screan Peter 1 ,  H. Mallaliau 
Studio# ttd* 

Stb Kftt: Chembrr of R i c k i e  Sksrritt 
fndurtry 41 Commerce 

Bagshawo A 1  ice Bagshaw Owner 

Gold Elactronica C! i v a  Beaubrun General Manager 

JbE. Bergassu and Co. Hollis Bristol Immediate Past 
President CAIC 

National Research 
and Devolopment Foundation Patricia Charles 

Exec.Director 

St.Lucia Manufacturers George Eugene 
Association 

President 

St. Lucia Manufacturers Claudia Jean-Baptiste 
Association 

Exe. 
Director 

National Research & George Jude 
Development Foundation 
Counselling 

Credit and 

Manager 

Caribic Designs Cob U r m i e  Persaud Part Owner 

St. Lucia Chamber Inista St. Marthe 
of Commrco, Industry 
and Agriculture 

Exec.Secretary 
Secretary 

Brydenr and Partners Brian Walcott Member of SEAP 
Pol icy 
Committee 



D a y )  Agra XndueEries C. Michael D a - ~ y  
Managing 

The National Dsvehog, Garnet Deans 
Faunciathan of St, 
Vincent and the Grenadines 

The Natiarral Develop. Sheila Douyon 
Foundatit31 of St. Vincent 
and the Grunadines  

Ounn Communications Ltd. Anthony Cunn 

U. S. Peace Corps Gordon McDonald 

Cunn Communications Ltd. Victor A. Peters 

St. Vincent Chamber 
of Industry and Hugh Phillips 
Conunerca 

Caribbean Association Noel Veriner 
a f 1:~duutry and C<?mmerce 

St. Vincent Chrmbel Hugh Phil lips 
of Industry and 

Commerce 

Trinidad and Tobago Carmana Baird 
Chamber of fnduatry 
and ColRscrca 

Len Hackshaw 

Preafdent  and 
Chairman f t h e  
Board 

Managing 
Director 

Peace Corps 
Voluntear, 
NDI Agent 

Managing 
Operat ions 

Consultant 

Exec. Direct~r 
Director 

President and 
Managing Dir. 

Paat Board 
Member of CAIC 

Trinidad and Tobago Cliva Teelucksingh General Manager 
Manuiacturars Aasoc. 

Trinidand and Tobago Audlsy L.T. Walker President 
Chambor of Industry 
and Commerce 


