
Q1: TITLE OF CASE STORY

Helping trade and investment support institutions AIM higher

Q2: CASE STORY ABSTRACT

ITC’s Assess, Improve and Measure (AIM) programme is helping Trade Support Institutions, especially Trade 
Promotion Organizations, around the world to improve their effectiveness. When TSIs are more effective, it 
translates to greater exports, which tends to mean more and better quality jobs. AIM is an improvement 
programme that is tailored for each institution, based on a comprehensive benchmarking assessment, to bring 
a sustainable lift in performance.  AIM for Results helps TSIs understand their own managerial and operational 
performance, so they can achieve measurable improvements in their service delivery to clients. As of 2014, 
twelve TSIs were implementing AIM. Over a five-year period, AIM for Results will assist some 50 TSIs to 
better serve the needs of their clients.

Q3: LONG DESCRIPTION OF THE CASE STORY

Helping trade and investment support institutions AIM higher

Based on the dictum that what is not measured cannot easily be improved, ITC has for years been working 
with trade support institutions (TSIs) around the world to help them identify their strengths and weaknesses – 
and see how they match up against their peers.

When trade promotion organizations are more effective, it translates to greater exports, which tends to mean 
more and better quality jobs. At a time when governments everywhere are feeling fiscal pressure and looking 
to exports as a driver of growth, TSIs need to be able to do more with less, even as their SME clients’ needs 
grow more complex, amidst the emergence of new markets and private standards. Academic research 
suggest that for every extra dollar invested in Trade Promotion Organizations an increase of $200 is observed 
in exports(see Lederman, Olarreaga & Payton 2006).

This tailored improvement programme begins with a comprehensive benchmarking assessment  that assigns 
TSIs a score between zero and 100 based on some 225 performance indicators covering everything from their 
governance to the services they offer. It has helped agencies, especially trade promotion organizations 
(TPOs), to understand where they need to improve in order to meet global best practices.

Pamela Coke-Hamilton, executive director of the Caribbean Export Development Agency, has worked with five 
trade promotion organizations in the Caribbean region on the benchmarking exercise. ‘Not only has it assisted 
in the identification of areas of strength but also in pinpointing specific areas for improvement based on 
international best practices,’ she said. Caribbean Export itself was benchmarked in 2012.

Assess, Improve, Measure

In 2014, ITC took the benchmarking work to the next level. Under the ‘AIM for Results’ project, interested TSIs 
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In 2014, ITC took the benchmarking work to the next level. Under the ‘AIM for Results’ project, interested TSIs 
are building close, long-term relationships with ITC, aimed at embedding sustained, measurable improvements 
in their effectiveness at helping small and medium-sized enterprises (SMEs) in developing and transition 
economies to increase the value of their exports. 

The two- to three-year process starts with an ‘Assessment’ phase that includes ITC’s benchmarking analysis 
of performance. Using that analysis, ITC works with the TSI to develop a customized plan, called a 
Performance Improvement Roadmap, to address the weaknesses identified. The plans target managerial and 
operational issues, as well as the formulation and delivery of each TSI’s portfolio of services. The plans are 
tailored to respond to the wide differences in the maturity of trade support institutions across the globe. This 
‘Improvement’ phase uses information and technical advisory solutions to deliver sustained improvements. 
Finally, a ‘Measurement’ phase quantifies the success the changes have had in enhancing the organization’s 
capabilities. A key priority for this stage is ensuring that the organization shifts towards effectively measuring 
what is important not only to analyze results, but to help them continuously upgrade their services.  
In short, AIM for Results helps TSIs understand their own managerial and operational performance, so they 
can achieve measurable improvements in their service delivery to clients, especially the SMEs that are 
aspiring to or beginning to connect to international value chains. 

12 TSIs already implementing AIM for Results

By the end of 2014, twelve TSIs were implementing AIM for Results, in countries including Bangladesh, Benin, 
Burkina Faso, Mauritius, Morocco, Sri Lanka, Zambia and Zimbabwe, as well as several Caribbean nations. 
While they are all at different stages of implementation, a consistent priority has been to create greater 
awareness about the importance of using results and impact measurement to understand, improve and 
manage their respective performance.

Enterprise Mauritius, which had already made changes based on its 2012 benchmarking, was keen to take 
even bigger strides in improving its performance. In 2014, ITC worked with it to prepare a phased 
improvement roadmap. By year-end, Enterprise Mauritius had completed a strategy development workshop 
and was honing its strategy. (Under the AIM process, TSIs write their own strategy documents, to ensure that 
they develop capacity for sustainable change; ITC helps facilitate strategy development.) Zambia’s trade 
promotion organization, which was benchmarked in 2014, is also working to prepare its new strategic plan.
The Caribbean Export Development Agency has been working with ITC to conduct benchmarking exercises 
with TPOs in the Caribbean Forum region. In 2014, Jamaica and Belize were benchmarked, bringing the 
number of Caribbean agencies that have been assessed to five.  ‘The process of benchmarking and 
assessing five of CARIFORUM’s trade promotion organizations has been an important project for the 
Caribbean Export Development Agency’, said Caribbean Export’s Coke-Hamilton. ‘TPOs are an important 
partner for Caribbean Export and we are as committed as they are to bridging these gaps with new strategies 
which have been tried and tested at the international level.  Collaborating with ITC in this valuable exercise 
has laid the foundation to extend our partnership with TPOs, building their capacity to better serve the region’s 
private sector as we work together to maximize the region’s export performance.’

Nearby Nicaragua and Costa Rica were also benchmarked, with Costa Rica’s agency, PROCOMER, receiving 
some of the highest scores across all areas of operation. While PROCOMER’s scores make it a model for 
others around the globe, it is working to implement several of ITC’s recommendations to become even more 
effective.  ‘We work very hard every day to improve our performance and the quality of services we provide our 
clients,’ said Jorge Sequeira, who was CEO of PROCOMER at the time of the benchmarking exercise. 
’Exporting in a competitive, globalized economy is a challenging task, so they demand our best. ITC’s 
benchmark report is a powerful tool to help us determine we have advanced in the right direction towards 
becoming a high-performance organization.’ 

Over a five-year period, AIM for Results will assist some 50 TSIs to better serve the needs of their clients. 
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Q4: Please add here web links to project/programme
materials.

Respondent skipped this
question

Q5: YOUR CONTACT DETAILS
Name: Pennie Hurndell
Ministry/Institution/Organization: International Trade Centre
Country: Switzerland
Email Address: hurndell@intracen.org

Q6: FUNCTION Public sector

Q7: FUNDING PARTNER Tick the appropriate
box(es)

Bilateral donor, Multilateral organization

Q8: Additional information Respondent skipped this
question

Q9: START DATE OF PROJECT/PROGRAMME January 2014

Q10: STATUS OF PROJECT/PROGRAMME On-going

Q11: DURATION OR, IF ON-GOING, EXPECTED
DURATION OF PROJECT/PROGRAMME

3-5 years

Q12: COST OF PROJECT/PROGRAMME Between US$1 million and US$5 million

Q13: Additional information Respondent skipped this
question

Q14: TYPE OF FUNDING FOR
PROJECT/PROGRAMME

Grant

Q15: PROJECT/PROGRAMME TYPE Global
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Q16: SINGLE COUNTRY/CUSTOMS TERRITORY Respondent skipped this
question

Q17: REGION(If the region does not appear in the
drop down menu, please enter manually.)

Respondent skipped this
question

Q18: MULTI-COUNTRY(Enter all countries or
customs territories)

Respondent skipped this
question

Q19: CASE STORY FOCUSTick the appropriate
box(es)

Other (please specify)
Improving effectiveness and efficiency of Trade
Support Institutions (TSIs) to provide support to
SMEs that are exporting or aspire to export.

Q20: HOW SUCCESSFUL WAS THE
PROJECT/PROGRAMME Tick the appropriate
box(es)

On-going project

Q21: WHAT WERE THE OUTPUTS OF THE
PROJECT/PROGRAMME Tick the appropriate
box(es)

Officials trained, Services sector skills,
Other (please specify)
Performance assessment and tailored
improvement programme across all areas of
operations and management

Q22: Additional information(maximum 300 words) Respondent skipped this
question
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Q23: WHAT WERE THE OUTCOMES OF YOUR
PROJECT/PROGRAMMETick the appropriate
box(es)

Reduction in customs rejections,

Increase in merchandise imports,

Increase in merchandise exports,

Increase in service exports,
Other (please specify)
Information on export opportunities to business /
Market Intelligences services / Effectiveness and
efficiency improvement in management and
operations across all areas in delivering support
to SMEs

Q24: Additional information(maximum 300 words) Respondent skipped this
question

Q25: WHAT WERE THE IMPACTS OF THE
PROJECT/PROGRAMMETick the appropriate
box(es)

Increase in foreign investment,

Increase in employment,

Increase in women's employment,

Export market diversification,

Import market diversification,

Increase in per capita income,

Reduction in incidence of absolute poverty

Q26: Additional information(maximum 300 words) Respondent skipped this
question
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Q27: LESSONS LEARNT Tick the appropriate
box(es)

Importance of good project design,

Importance of alignment with national priorities ,

Importance of engagement by private sector,

Importance of agreeing clear project monitoring
and evaluation process and procedures
,

Importance of agreed accountability frameworks,

Importance of attention to long-term
sustainability
,
Other (please specify)
Importance and clarity of governance

Q28: Additional information(maximum 300 words) Respondent skipped this
question

Q29: PROJECT OR PROGRAMME MONITORING
AND EVALUATION FRAMEWORK Tick the
appropriate box(es)

M&E framework used, Project baselines set,

Impact assessment,
Other (please specify)
Comprehensive benchmarking assessment
across 225 indicators pre and post programme,
at institutional level
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