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1

--PART A ---- THE INTERVENTION

1.1

Country dynamics

1.1.1 National economic dynamics
Myanmar is considered ‘the last frontier’ in South East Asia. Having been under military rule
since 1962 and largely closed from foreign influences since it dissolved its dictatorship in
2011 and opened up its country to foreign visitors and investors. With a population of over
50M and GDP/capita of approximately $4.500/year, Myanmar ranks near the bottom of the
human development index (150 out of 183). It has one of the largest income gaps in the
world, with many of the wealth still controlled by supporters of the former military regime 1.
1.1.2 Business environment
According to the World Bank’s “Doing
Business” ranking, Myanmar scores
170th out of 190 countries worldwide
in terms of the ease of doing
business2. To illustrate this, 3 a press
release by the World Bank indicates
that in Myanmar “…it takes on average
57 hours to comply with border
regulations for exports in the region,
compared with 12 hours in OECD high
income
countries”.
This
poor
performance reflects Myanmar’s long
exclusion from the global economy,
and its business environment has been
steadily improving over the years since
it has opened up to international
trade.

1

http://en.wikipedia.org/wiki/Burma
http://www.doingbusiness.org/data/exploreeconomies/myanmar
33 http://www.worldbank.org/en/news/press-release/2016/10/26/myanmars-business-environment-improves
2
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1.1.3 General business support organizations
Aside from CBI, there are various other foreign development programs that aim at building
capacities in the garment sector and helping firms to enter foreign markets:






SMART Myanmar is a €1.5M project funded by SWITCH Asia (EU funded program
providing grants to PSD projects in 16 Asian countries, including Myanmar). SMART
Myanmar aspires to similar objectives as CBI, but the focus is more on improving
factories’ productivity in a socially responsible manner (rather than exporter-importer
matchmaking). Activities include trainings, audits and public-private dialogue for
example in the realm of vocational education and training.
Pyoe-Pin Myanmar is a DFID, DANIDA & SIDA funded civil society strengthening program
that implements a wide range of projects that aim to further the socio-economic
development in Myanmar. Pyoe-Pin commissioned a 2013 study on the garment sector,
and offered a so-called “first-on-board” (FOB) training with the local sector organization
Myanmar Garment Manufacturing Association (MGMA) – which was similar to the CBI
program. They currently are establishing a training institute to make the knowledge
transfer sustainable.
International Labor Organization (ILO) is a tripartite organization which serves as
platform for governments, employers and employees to reach agreement on relevant
labor issues and corresponding legislation. In Myanmar, the ILO works closely with the
government, MGMA and labor unions to (i) help the government with streamlining the
legal framework for labor regulations, (ii) provide a platform for negotiation between
employers and unions (iii) promoting responsible business practices.

1.2

Context of the sector

1.2.1 Market dynamics
According to the Burmese Ministry of Commerce, the CMP garment industry had a turnover
of 1.8 billion USD in fiscal year 2016-174. This was 16% of the country’s total exports, and up
from 1 billion in the previous fiscal year. This suggests that Myanmar could make its target
of exporting 4 billion USD by 2020. There are around 500 operational factories employing
more than 400,000 individuals (ILO, 2016)5. MGMA, the sector organization, has about 480
members as of June 2017. Around 50% of factories are foreign owned6, mainly by Chinese,
Korean, Taiwanese and Japanese owners, up from 30% in 20127 (Kudo, 2012). Average
monthly wages are around 99$ including overtime (ILO, 2016)2. The so called “free-onboard” (FOB) system, which leads to higher margins for factories, is not actively encouraged
by the Myanmar government. While cut-make-trim (CMT) is granted a tax exemption by the
government, FOB exports are not exempted from tax. Several sector organizations, such as
4 Simone Preuss, 2017
5 ILO (2016) Asia-Pacific Garment and Footwear Sector Research Note.(Issue 6).
6 SOMO, ALR & LRDP, (2017). The Myanmar dilemma.
7 David Birnbaum, ILO/ SWITCH Asia garment conference Yangon, 30-31 March 2015.
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the Myanmar Garment Entrepreneurs Association (MGEA), have appealed to the Burmese
government to change the current tax regime.
Given the country’s opening to foreign investors and low labor costs compared to other
textile manufacturing countries in the region it is expected that there will be substantial
growth in this sector in the upcoming years. In 2012, six of Thailand’s largest garment
producers announced they are to move production to Yangon, Myanmar’s capital, due to
lower labor costs8. Despite this, Myanmar’s garment sector is not more cost-effective
overall than in neighboring countries with more developed industries such as Bangladesh
and Thailand9. In 2016, the largest export markets for Myanmar garment were Japan (28%),
Table 1: Myanmar garment sector in international context10

8

International Labor Organization (2016)
Business Innovation Facility (2016) Myanmar Market Analysis and Strategy
10 Impactt, “Project Support for the Myanmar Garment Sector Development Porgram Pyoe Pin,” November 2013.
9
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EU (48%), and South Korea11. While there is substantial commercial potential for the textile
industry in Myanmar and its trade partners there are also various challenges. Some of these
pertain to the relatively low productivity of workers in Myanmar compared to other
countries in the region, making it less commercially attractive for investors even though
wages are somewhat lower than in neighboring countries. Other constraints on the business
climate include “poor infrastructure, lack of supporting functions and longer lead times”
resulting from the difficulties of doing business in the country. 12 A 2013 study identified the
challenges presented in table 1 in the Myanmar garment sector.
As reflected by the high compliance risk indicated in table 1, the garment industry also faces
a number of challenges pertaining to wages, labor conditions and environmental
sustainability. These challenges are particularly pertinent given the 2013 disaster in the
collapsed garment factory Bangladesh in which over 1000 people died. Although no similar
incident has happened in Myanmar, there have been hundreds of strikes in garment
factories, particularly in Chinese and Korean owned factories because of extremely low
wages and abusive management practices. Given the extensive attention in Western media
for these events, buyers and especially retailers from Europe have a strong incentive to
require their suppliers to meeting stringent compliance criteria. There are various Myanmar
government agencies and international development organizations involved in the textile
sector in Myanmar (see next section).
1.2.2 Sector policies and support programs
The Myanmar government is involved in the sector most notably through the Ministry of
Labor and the Ministry of Commerce. These are responsible for setting the legal framework
in which the factories operate (minimum wages, labor standards etc.) as well as providing
the infrastructure for factories to establish, expand and export (business registration
regulation, export laws etc.).
1.2.3 Sectoral business support organizations
The Myanmar Garment Manufacturing Association (MGMA) is the key sector organization
for firms in the garment industry. It currently has over 200 members and provides various
services to its members including matchmaking events, trainings for both
directors/managers and workers and events/exhibitions.

1.3 Characteristics of CBI support
This section describes the activities implemented by CBI. It can be noted here that this case
study focuses specifically on the activities of CBI and not on PUM activities. This is because
during the time the sector-country combinations were selected for the PRIME evaluation,

11
12

Fukunishi ed., Dynamics of the Garment Industry in Low-Income Countries Chousakenkyu Houkokusho, IDE-JETRO, 2012,
Business Innovation Facility, Market analysis and strategy (august 2016).
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the activities of PUM in Myanmar were still very limited, so it decided that in this case study
the focus would be placed exclusively on the CBI activities.
1.3.1 Support program and activities
CBI supports to enter the foreign markets with produce from the sector. The focus of this
support is on adoption of export standards as well as marketing and sales to better position
Burmese firms in the export market. The 2016 CBI certified data system indicate that the CBI
beneficiaries in the garment sector in Myanmar have on average around 450 employees, of
which approximately three-fourths are female. In 2016 already several firms were exporting
to Europe, with volumes ranging between 20.000€ to 7 million. Furthermore, exports to
non-EU markets were in a similar range, with positive correlation between EU and non-EU
export volumes. Finally, larger firms in terms of employees were typically also exporting
larger volumes. In 2016 CBI made a final selection of participants in the program. In the
phase leading up to the selection in 2014 and 2015, a larger sample of companies was
included to ensure a good match. In total 12 companies were selected, and in the summer
of 2017 a few companies will be added to the program. While all companies that entered
the program in 2016 had been involved for longer, it was only in 2016 that their factories
were audited by CBI. That year, four missions were carried out, with two goals: productivity
improvement and export strategy development.
1.3.2 Intervention logic
To analyze the effects of CBI support in the Myanmar garment sector, we refined the
general intervention logic (changes in knowledge – changes in business practices – change in
business performance – development impact) in more concrete outcomes (Fig. 4). In the
intervention logic, the CBI support is assumed to drive effects through two distinct
pathways: (i) direct support to firms in the form of advisory services and trainings and (ii)
indirect support via sector-level organizations, the so-called “business support
organizations” (BSOs).
i)

ii)

First of all, the CBI modules are expected to help firms in the development
and implementation of a firm specific Export-Marketing Plan (EMP) for FOB,
which in turn should promote the firm’s exports.
Secondly, the various types of support to MGMA of CBI (such as to the
stakeholder platforms) eventually results in an increased amount, diversity
and quality of exports. This should directly result in an increased awareness
and positioning of Myanmar as a competitive exporter of (FOB) garments.
Combined with the increased competitiveness of competent exporters this
should ultimately result increased export competiveness of the Myanmar
garment sector, and ultimately sustainable an inclusive growth.

Figure 2: Intervention Logic of CBI interventions
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At the intermediate outcome level, the CBI intervention is expected to result in an increase
in the number of FOB exporters in the garment sector. Combined with other ultimate
outcomes this should result in (i) increased margins for garment producers and (ii) increased
(export) competiveness of the garment sector in Myanmar and ultimately sustainable and
inclusive growth. It is important to note that such knowledge gains can also spill-over to
non-supported firms.
1.3.3 Key assumptions
The intervention logic of CBI’s activities in garment sector in Myanmar provided several
focus areas for this case study. Firstly, a key assumption in the intervention logic is that the
interventions contribute to improved business knowledge and practices at the level of the
participating factories. As the objective of the program is to transfer relevant knowledge
and practices to attain Also, the intervention logic implies that the direct SME support of CBI
contributes to business knowledge and practices in various other manners, for example by
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transfer of technical expertise which can be crucial in the efficient production of garments.
FOB, this case study will focus on the extent to which these skills have been transferred.
Therefore, this case study aims to shed light on whether and how the CBI support works
towards this objective.
Furthermore, the intervention logic is also implying that the programs are implemented
within a broader context of national and sectoral economic conditions, policy environment
and market conditions. In this light, the case study focuses on how these contextual factors,
such as the access to finance and complementarity to the broader policy environment,
shape the effectiveness of the interventions. Also, several other donor programs are being
implemented in the garment sector in Myanmar simultaneously with the CBI program. In
this case study special focus will be placed on whether and how these programs are
additional, and how CBI places itself in the network of firms.
Next, as operations in the garment operations are by definitions intertwined with issues
regarding labor conditions, the third focus point is to better understand to what extent, and
how, the CBI activities contributed to growing awareness of- and adherence to labor
standards and working conditions for the factory employees. This is not the main focus of
the program, but labor conditions are an important factor to start exporting to European
markets.

Figure 3: Workers in garment factory

Lastly, the intervention logic also suggests that the activities ultimately are to contribute to
sustainable economic growth. FOB production takes a longer period of time to implement as
the knowledge how FOB production is done is new to most of the sector. It therefore seems
relevant that not only the firms in the program are equipped with this knowledge, but that
the wider sector also learns about FOB and how it can be facilitated (e.g. through financing
or easier import of inputs)

10
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2.1

---PART B ---- THE EFFECTS
Intended effects

2.1.1 Immediate outcomes (knowledge)

CBI activities have a direct influence on the knowledge outcomes of the companies that they
support. Knowledge outcomes are outcomes that help firms understand which changes they
will need to implement in order to start exporting or grow their exports.
As the main objective of the program is to prepare the participants for and FOB production
system, it comes as no surprise that firms mentioned the knowledge they gained about FOB
first. Although some hesitantly added that they were not ready yet, they confirmed they felt
like they had a theoretical understanding of the model. The FOB production system provides
a possibility for factories to earn higher margins than CMT, but it also entails more risks and
responsibilities for the factories. In a similar vein, through the CBI program several firms
have been considering to launch their own clothing brands, to be able to earn higher
margins. As one firm explains:
“I want to start my own brand; this is an idea suggested by CBI. I want to use my own brand
to sell to the local market “
When asked about what firms remembered most about their participation in the program
so far firms nearly automatically referred to the trips made to Europe and Shanghai. Some
firms spoke very fondly of the trip to Europe, and indicated that it really opened their eyes
to the market their buyers operate in. Previously they had little knowledge of the
functioning of these markets. On the one hand, they learned to understand the styles and
type of clothes (casual, business etc.) that were sold. On the other hand, they learned about
the price level at which clothes are sold by different types of brands in different outlets. As
the quote below shows, some firms found the experience so valuable because it helped
them understand what is important to their buyers.
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“In Europe I saw how clothes are sold in shops. I now understand European styles bette r,
such as the type of products that are in popular stores, which kinds of stores there are and
how products are prices compared to our production costs. This helped me understand what
I should discuss with buyers.”
Exporting to European markets means that compliance with market standards becomes
important. Several firms learned about the importance of complying with international
standards in order to be able to export their products to foreign markets. Furthermore, the
firms learned to appreciate that export compliance is a complex matter and that it can
require significant firm investments to become export compliant. As one firm indicated:
“I didn’t understand why compliance was important and it is very expensive to do. After my
visit (to trade shows in Europe) I realized why compliance and its various aspects is so
important”
In line with the increased awareness of compliance, several firms indicate that the program
made them more aware of the importance of CSR-related matters, including environmental
sustainability and labor conditions, to export. Part of this awareness is linked to exporting
requirements that firms have learned about through the program. However, as most donor
organizations have a focus on CSR matters, it is unclear how much participation in the CBI
program added to this understanding. As one firm notes:
“We had some under-aged people before, we had to change that. We have sent them to
school. Initially we were very surprised that Europe had such requirements, we did not get
such requirements from Japan”.
“Labor issues are our main challenge. Because of the political system change, the workers
are asking for their rights but at the same time they ignore their responsibilities and they
have a low level of skills. This should be guided by the sector organizations.”
2.1.2 Intermediate outcomes (business practices)

12

The knowledge that firms gain through the CBI support will translate in new business
practices for these firms. Next to the knowledge the firms say to have gained about FOB,
there were several business practices they already adopted as well. The experts involved in
the programs typically still play a large role in this implementation phase.
One aspect that some factories mentioned as having learned through the CBI program was
how to make cost-estimates for the production process more professionally, and set more
competitive and realistic prices for their products. As indicated by one firm:
“Initially we didn’t know how to set prices. We just picked a price based on the appearance
of the garment, and not so much based on the inputs and costs. Now we have learned to do
that more professionally by using a costing sheet.”
Another smaller, practical improvements some firms mentioned was to develop an
informative website development and a product portfolio. To facilitate the contact with
buyers and to approach buyers more proactively they learned through the trainings that
simply being in the directory of MGMA was not enough, but that having an own website
that explains what the factory can produce and a physical showroom at the factory that can
be toured by potential buyers is important for marketing and closing deals.
“I created my own website so that buyers could find my products and styles.” “We are now
redecorating this room into an actual showroom with samples of items that we have made
in the past, to give buyers an impression of our skills and the quality of our products.”
2.1.3 Ultimate outcomes and development impact (business performance)

Improvements in knowledge and business practices of the participants of the CBI program
will ultimately result in better business performance in terms of key outcomes including
sales and exports, including exports to the EU. Since other factors also influence these
outcomes, for example macro-economic fluctuations, these effects are expected to be less
pronounced than the more direct effects on knowledge and practices. As the main program
activities only started in all earnest in 2015-16, and the certified export data are only
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available for the year 2016, the overall quantitative effect of the CBI program on firm
exports remains somewhat unclear. The available data – for 8 firms in the program indicate that average annual EU exports for 2016 are approximately €1M/firm, although
there is considerable variation, ranging from 20K and 7M. One firm did not yet export to the
EU in 2016. In addition, the interviews in 2017 did provide some indication that several firms
had realized increased exports as a result of the program activities, mainly through meeting
buyers at international trade fairs. As was mentioned in the previous paragraph, CBI helped
firms realize that they could profile themselves in the market and that through a proactive
approach and a larger network it would be easier to get orders. Several firms explicitly
mentioned that since they went to trade fairs, with CBI or on their own initiative, they
learned how to connect with buyers. They found it easier to talk to them, as through the
program they gained insight what the buyers find important.
“In Paris I learned how to meet buyers, how to interact with them and what to discuss with
them.”
“Through CBI we met buyers, I get more calls from buyers and we get more contracts.”
“We found the fairs that we visited with CBI very useful, so we now visit more fairs in Asia to
work on our network.”
The program includes a focus on production productivity. Most firms reported they had
already improved their productivity since the start of the program, and that their line
managers were now better equipped to manage the lines. They stressed that they saw
higher productivity as the best way to raise their margins and hence their competitiveness
with foreign-owned factories in Myanmar at low investment costs. However, firms also
mentioned they struggled to implement the learnings from the training. Making the
transition from the understanding in a training to actually implementing improvements in
the lines is a big step.
“I learned that my production system that I though was a lean system wasn’t actually lean. I
learned to organize my management more systematically, monitor production and
encourage my employees to communicate.”
“[F]or technical issues it would be better if there is more frequent training as well as followups, as we would like to implement the technical lessons learned immediately.”
The firms in the program mentioned having good relationships with each other. A result of
this is that some firms share larger orders from foreign buyers with other factories from the
program, because the order was so large that the factory could not process the order all by
itself. As explained by one firm:
“I got to know many other garment factories. This is very helpful, we exchange ideas and
sometimes we also give some work to other factories because we are overloaded. So we help
each other and we learn from each other.”
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The CBI program is preparing the participating firms to export to the EU. Whereas some
firms indeed say they have a clear preference for exporting to the EU market, others do not.
As advantages of the EU market larger order quantities, repeating orders, the moderate
quality required and the more stable revenue stream are mentioned. However, several
other firms indicate that they don’t have an outspoken preference for exporting to either
the EU or other foreign markets, such as China or Japan. They see advantages and
disadvantages in exporting to either market, and they do not have the ambition to export to
the one or other market.
“We do not have certification yet so the Asian market is interesting for now, but we hope to
sell to European markets in the end because they are more stable and order larger
quantities.”
“We don’t care that much about which market we export to, as long as it provides higher
profits. CBI mainly supports [us] to reach the European market. We export to the Japanese
market. If we would export to European markets, we first need to comply with many
requirements and standards.”
“Japanese buyers do accept the labor conditions certificate from our factory. European
buyers never accept the factory certificates; they do their own audits. Japanese and Thai
firms are easier in this respect. However, they always do third-party inspection which leads
to repairs and they test for Formaldehyde and Azu component.”
In keeping with the above remarks of preference for export to the EU, some firms took steps
to meet CSR standards to export to the EU. For example, one firm had increased physical
space for employees so that the factory would be less hot and safer. Others also spoke
about their disagreement with some of the CSR standards and how they are enforced, with
every buyer having their own requirements. Meeting the varying CSR requirements is
difficult for some firms because they have to incur financial costs to meet the different
requirements of each buyer. They indicate to be motivated to meet the standards:
“A European third-party auditor will then come to the factory for an inspection, they have
tough requirements. […] Although BSCI is more or less the standard certificate, every
European buyer still will have their own additional requirements. We have to make costly
adjustments every time”
Some firms indicate it is hard to strike a balance between providing good working conditions
and keeping productivity at acceptable levels.
“We have a peaceful atmosphere in our factory and employees are satisfied, at the same
time I have to teach them that they have to work hard.”
Out of all the interviewed firms, most indicated that the program had not yet influenced
their exports. This may be partly related to the fact that at the time of the second mission
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the program had only been underway for around 1 year. Also, the program’s objective to
implement FOB production requires much preparation. Therefore, none of the firms have
implemented the production system yet. It thus cannot be expected to already see results
on employment. One firm, however, did indicate that due to an obtained contract from a
large foreign company they hired an additional 50 workers. Other than through the
mechanism of increased exports, it appeared that the CBI program did not directly influence
the employment strategy of the supported firms.
Some, especially smaller, firms indicate that despite the support from CBI they face
significant barriers to export to foreign markets, particularly Western countries. These
barriers include access to capital and scale to meet the requirements of European buyers,
for example with respect to order sizes. As one firm indicates:
“Now my factory is approached by middlemen, usually for export. I do not want that because
the demands on quality and working conditions are very high and I can’t meet those
conditions because I have a small factory and we have been struggling financially for a long
time. Local buyers would place smaller orders that we can handle.”
2.1.4 Economic spill-over effects in the sector
One mechanism by which the CBI program might create spillovers in the sector is by
employees moving from one factory to another. If these employees bring to their new
employers’ knowledge that they obtained in their previous factory, for example through the
CBI program, this could have positive effects on the productivity of non-supported factories.
However, from the interviews it did not become apparent that this mechanism was indeed
at play; however it could be the case that such spillovers remain undetected or only occur
during later phases of the program.

2.2 Unintended effects
Unintended effects are effects that the program does not aim for, but that do result from
the program. One possible negative effect could be that supported firms cannibalize on the
market for exports and take away market share from non-supported firms. However, from
the interviews during the second mission it appeared that most firms perceived the overall
market for exports to be growing at a faster rate than the growth rate of production,
thereby making this mechanism unlikely to be at play.
Figure 3: Myanmar harbor
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Because of CBI providing some, albeit limited, attention to the topic of employment
conditions, several firms indicated that this had become a topic about which they are now
more aware, and they realize that this is of potential relevance for obtaining orders from the
European market. SMART Myanmar indicated they have worked with CBI to identify which
of their beneficiaries they could help forward in this area by teaching them tools and
methodologies.
Next to sharing work with other program participants, several factories indicated that they
shared new/extra work obtained through export orders with neighboring factories. In
addition, the joint program seemed to have instilled in several firms a realization of the
benefits of cooperating with each other.

3

---PART C ---- THE EVALUATION

3.1

Implementation efficiency

3.1.1 Selection of SMEs with development potential
The potential to impact sustainable economic development depends partly on the selection
process of the supported SMEs. One of the most important selection criteria of participants
of the program was having local management and ownership. Relatively few firms that are
active in the garment sector are locally owned. This limited the option to exclusively select
firms that had a capacity for growth.
Some firms mentioned that they found it useful that most other firms in the CBI program
are quite similar to them, because this allowed for the trainings to be tailored to their
common challenges. However, other firms were more critical of whether the selection of
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firms was beneficial to them. In the sample of this case study, smaller factories appeared to
be more positive about the selection, than larger ones who typically were more developed
and who therefore struggle with different challenges
3.1.2 Matching the SME with experts that provide additional knowledge
As for the specific matching of firms with experts, this is a topic that applies specifically to
the context of PUM interventions. However, this case study focused exclusively on CBI
support in Myanmar; hence this sub-chapter does not apply.
3.1.3 Follow-up of the initial support provided to the firms
Several firms indicated that they perceived CBI consultants to be very approachable, also
outside of trainings and workshops (e.g. contact per email). Nevertheless, they also
indicated that they would appreciate additional post-training support to facilitate
implementation of the learnings. Furthermore, firms are anxious to implement FOB for the
first time themselves. Many indicated they hoped for personal guidance from CBI during
their first large FOB order. Also, the fact that experts would visit the factories to help them
improve their production lines was exciting for most participants.
3.1.4 Specific SME characteristics
Smaller factories face most financial constraints. In particular, obtaining financing for
switching to a FOB business model is difficult for these firms. The production method is new
to the market, so there are no financial products that cater to it. Often this means factories
will have to take out large loans and give their factory as collateral to even be able to prefinance the order. Firms are fearful of losing their factory through a loan like these.
“It is difficult to get financing for FOB, and to the FOB inputs due to high taxes and overland
transport costs.”
“We can find some sourcing knowledge on the internet but the financial part is very scary.”
“If CBI would have someone based here they would be much more capable to really discuss
local situations and also help out with improving local structures (FOB, Financing, ...), which
are necessary to enable some of the firms in the program to really implement the learnings.”
“There is no infrastructure to organize a supply chain and there is no local market to source
garment inputs. Raw materials are shipped by sea. It always takes a lot of time, which is not
always available in the production process.”
3.1.5 Specific support modalities
One of the ways in which the firms felt really boosted their knowledge was participation in
trade fairs. The opportunity to bring into practice the lessons they had learned during the
program, such as bargaining with potential buyers or inspecting the quality of inputs from
potential buyers, advanced their understanding of these lessons.
“We went to the Shanghai, Paris and Amsterdam trade fair and we met many fabric
suppliers. We learned a lot about the markets there, we saw the shops, and were introduced
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to many people. In town we saw the variety in the shops and understand better now what is
needed.”
Several interviewees indicated that they were enthusiastic about concrete practical skills
such as cost-computing, that were relatively easy to implement for the firms. As one firm
indicated:
“The training about cost computing was very practical. We received costing sheets that we
learned to use in a training and could start using immediately.”
Especially some of the smaller firms indicated to struggle to implement learnings from the
trainings. Limited management skill and time pressure on management made it challenging
for them to implement learnings.
“Sometimes we all lack the experience to implement our learnings quickly.”

3.2 Barriers and enablers
3.2.1 Private sector collaboration
A large number of garment factories in Myanmar is foreign-owned. These factories typically
can afford to pay their employees higher wages than the factories in the program. The high
personnel turnover in the sector in general, and the struggle to compete for personnel with
factories offering higher wages, forms a major challenge to build an experienced workforce
and to improve the factories’ productivity.
“We do have a turnover rate of 5-10% because there are many FDI factories who can pay
higher salaries. We train our employees well so they usually can easily find other
employment opportunities.”
The government of Myanmar has no requirements regarding hiring a certain number of
locals in the management of foreign-owned. Therefore. there is little development of
management knowledge in the local labor market. For the beneficiaries this means that it is
really hard to recruit external management talent at all to help them improve and grow.
“The government recently abolished unenforced laws requiring to employ local management
staff. This is how China realized their economic boom. Foreign owned factories there had to
have more local staff each year so that knowledge would be transferred to them.”
3.2.2 Public sector support
Various public stakeholders play a role in the garment sector in Myanmar. For example, the
International Labor Organization helps firms with improving labor conditions and assisting
workers in lobbying for their rights, including good salaries. Similarly, the SMART Myanmar
program – partly funded by public funds from Europe – focuses on labor conditions in
garment factories. Overall, there appeared to be limited cooperation between CBI and these
public-sector programs. It was further indicated by CBI that this was a deliberate choice,
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whereby the CBI focus was primarily on promoting exports, and the activities of
organizations such as the ILO and SMART Myanmar complement this with a focus on labor
conditions.

3.3 Additionality
3.3.1 Additionality of the expert support to the local market of business training
providers
The local market for consultancy services and business support was described as very
limited by all interviewees. Most help that is available is donor-provided. Firms have very
limited experience with local consultants. Other firms only had experiences with other
development organizations, usually with SMART Myanmar. One firm had experience with
local consultant but did not wish to repeat that experience. The consultant according to
them was not qualified to give the advice they needed:
“(The consultant) was expensive and not good, we won't quickly do this again”
Foreign buyers sometimes force factories to join programs by SMART Myanmar to improve
their working conditions. They use their order as leverage to force firms to do so. The fact
that buyers ask for certification makes the firms aware that it is required to have the
certification. Moreover, some certifications are quite expensive to acquire for the firms, so
they need to be at a certain level of standard so that a buyer may want to help them get the
certification.
“Another company was pressured by a German buyer to participate, and initially were not
willing to change. The buyer threatened to cancel the order they did start implementing
some of the suggestions.”
In addition to various donor-funded programs, there also appeared to be several large
foreign buyers that were implementing a number of consulting services to firms to assist
them in switching to FOB-production, such as offering them a first FOB contract and help
them implement it.
Given MGMA’s role in the sector and its close contact with the member factories it has been
suggested that the CBI program could benefit from closer coordination with MGMA, in
terms of identifying the precise domains where the companies could benefit from CBI’s
activities. As outlined by one firm:
“There is not a lot of discussion between CBI and MGMA. There could be more discussion;
MGMA could inform CBI much more about the needs for factories and their situation.”
3.3.2 Complementarity to other supports provided to the SMEs
As mentioned above, there are several other active donor programs in the garment sector.
One factor that sets CBI apart from these programs is its long term focus. Participants
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appreciated having long-term working relationship with consultants so that they get to
know the factory, and time to prepare to implement the learnings.
“Other than SMART Myanmar CBI has the same experts throughout the program, who really
get to know your company and our unique challenges.”
CBI sets itself apart from SMART Myanmar by focusing more on business growth, whereas
latter focuses more on CSR-related topics, such as lower energy usage and labor conditions.
As CBI does not have local presence in Myanmar, their opportunities to be present at
meetings with these other donor organizations are limited. However, SMART Myanmar,
with whom CBI is in touch most, did assess that CBIs activities were complimentary to the
other donor programs. An initiative funded by DFID, Pyoe-PIN has provided a six-month
training program together with MGMA about FOB production methods. SMART
representatives however noted that this program was largely the same as CBI’s, and copied
from the latter, thus raising questions about its complementarity to CBI’s activities.
3.3.3 Synergy between PUM and CBI
As this case report focuses exclusively on the activities of CBI the synergy with PUM was not
studied as part of this case.
Figure 4: Garment Trade Fair

4

---PART D ----- CONCLUSIONS

4.1 Reflection on the intervention logic and key assumptions
This case study provides an overview of the various effects of CBI’s program in the garment
sector in Myanmar, and the mechanisms by which these effects arise. Through two field
missions in 2015 and 2017 a range of supported firms, non-supported, sector organizations
and other stakeholders were interviewed about these matters. These interviews provided a
number of key findings:
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- Assumption 1: The support contributes to business knowledge and skills
The CBI program aims to improve business knowledge and skills to prepare firms for the FOB
system. A first crucial step in this direction is the selection of firms. The firms in the program
differ in terms of size (employees and revenue) and fabrics they work with. Several CBI
program participants indicated they appreciated the selection of factories in the program.
Although they had their differences they were sufficiently similar to exchange of ideas and
also allowed for trainings to be focused on problems and challenges which all firms shared.
Others were less outspoken about the selection of firms, and believed they were too
different to support each other.
Program activities
In terms of the actual content of various activities, several firms noted that they were
particularly enthusiastic about the “learning by doing” approach. For example, during their
visit to an international trade fair, firms could put in practice several of the things they
learned during the trainings, such as bargaining about prices and learning how to inspect
the quality of inputs.
Increased reflection
Through the CBI training, firms became more aware what they did not know or could not
yet do. For example, they were more aware of their relatively low productivity or the fact
that they did not know how to cost their production. Some firms could easily list examples
of how they implemented lessons, such as about how to increase productivity by
implementing an improved sewing technique, in their factory. A few other indicated that
despite having had these trainings, they lacked the capacity to adopt and implement these
learnings. However, they did become more aware of the potential to do so, which could
serve as motivation to acquire further external advice, attract new staff or address these
gaps in other ways.
Spillovers
Several firms indicated that they shared newly obtained export orders with neighboring
factories, and that they shared ideas and observations with other firms participating in the
CBI programs. Both these effects indicate that the CBI program has the potential to yield
positive effects beyond the limited set of firms enrolled in the program, although in the case
of knowledge sharing it remains unclear to what extent supported firms share insights with
competitors in the sector.
- Assumption 2: Factories feel prepared to implement FOB production
An important focus point in the CBI program was to help companies make the shift from a
CMT (cut-make-trim) business model, whereby all inputs are provided by the buyers, to FOB
(free-on-board) in which firms themselves source these materials, carrying a larger risk but
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also potentially earning higher margins. Despite CBI’s focus on this topic in various trainings,
many firms indicate they do not yet feel ready to make this switch. Part of it is due to the
early stage in which the program still is. Also, it is partly due to their worries about how to
practically implement FOB. Factories expressed concerns about accessing suitable financial
products, such as pre-financing, and overcoming to logistical challenges in sourcing the
required inputs from abroad. Furthermore, companies indicate they are restrained by risk
aversion in actually making the switch to FOB.
They expressed hope CBI would provide “hand-holding” support during their first FOB order.
They were positive about the post-training follow-ups by email with the CBI consultants.
However, given firms’ hesitance in making the shift to FOB production, several program
participants indicated that they were not sure to what extent they could call upon CBI
during the phase of actually implementing this shift. Very concretely, this means for
example that when a factory has decided to move to FOB they can ask questions to the CBI
consultant about matters such contract terms and prices of a fabric they are considering to
import from China. It might be useful if CBI communicates more explicitly to the
participating firms that their consultants can also be approached for such questions.
- Assumption 3: Additionality of the support
Over the past few years, many donor organizations have initiated programs in the garment
sector in Myanmar. The CBI program appeared to be complementary to the other existing
donor-funded programs. Important other programs, notably SMART Myanmar, focused
more on improving practices related to labor standards and sustainability standards. CBI’s
focus on enabling firms to enter the export market, seemed to be unique within the
landscape of Myanmar. However, one other organization Pyoe Pin – funded by DFIFD–
started to implement activities quite similar to those of CBI around 2016 condensed into a
6-month program. In terms of private sector initiatives, there appeared to be limited
availability of high quality consultants in the Myanmar market, although some western
buyers were found to be implementing various training activities to help firms switch to a
FOB business model.

- Assumption 4: Effect of the program on labor conditions
The explicit focus of the CBI program on the European export market means that companies
in the program are confronted with the CSR and labor conditions requirements of European
markets. European markets offer higher prices, but Asian export destinations are easier in
terms of these requirements. Several firms indicated that they are in principle indifferent
between these markets, and it is partly attributable to the focus on labor conditions. As a
result, firms do not aspire to exclusively export to the one or other market, but rather to
maintain a more diversified position. However, factories are made aware of the importance
of labor conditions and that they will have to implement improvements if they want to
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expert to European markets . Some are still struggling with meeting these requirements,
especially because every importer required different labor standards. SMART Myanmar
indicated it is in contact with CBI about companies that could use support
- Assumption 5: Sustainability of the support
CBI does not have a local representative in Myanmar and does not collaborate with a BSO or
consultancy firm. While the program originally would run under MGMA, this did not happen
because MGMA does not see itself as a training bureau and did not institutionalize the
knowledge. MGMA is not part of the trainings in the program. Together this means that all
knowledge is transferred directly to the participating companies and that there is no
umbrella organization that could disseminate this knowledge to other firms in the sector.
SMART Myanmar suggested CBI could focus more on the sustainability of the program by
establishing a training institute. Moreover, CBI could try to recruit and train local
consultants to continue CBI’s work at the end of the program. To what extent firms are
willing and able to pay for such consultancy remains unclear.

4.2

Recommendations

The program has an ambitious target to help firms implement the FOB system. As was
already discussed above, the institutional environment in Myanmar, such as the financial
sector, still are very unfamiliar with FOB production and how they can finance it. Other
donor organizations in Myanmar are trying to start a dialogue with the government and
other relevant institutions about issues like these to make it easier for firms that want to
switch to FOB production.

24

Annex A: Overview of CBI Activities
Overview and description of key outcomes and activities (from 2016 progress report):

The key objective of the programme in 2016 was to make the official selection of
participants after 2 years of introduction workshops and identifying opportunities for a CBI
programme in the garments sector in Myanmar. The total number of 12 selected companies
at the end of 2016 was slightly below expectation as the target was set on 18 selected
companies. As the sector is growing very fast, an attempt will be made in 2017 to find more
companies to meet the target more closely.
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During the missions that took place in 2016, the focus was on carrying out selection visits,
technical assistance and providing trainings to the selected companies. The main goal of
these activities was geared towards improving productivity and creating an export strategy
of each company. Next to the CBI expert, a specialist trainer in the garments industry for
efficiency and productivity was invited to give a Process Control training. This is an ongoing
item on the training agenda for this programme as it is one of the main areas for
development should the sector wish to compete with other manufacturing countries in the
region to export to the European market. In relation to this in the long run the programme’s
activities are also geared towards a transition from CMP to FOB production, which has some
challenges in terms of skills, financing, and feasibility within the time frame of the
programme. In 2016 some companies have touched upon this topic already, finding out
more about fabric sourcing and looking for access to finance options.
Furthermore, the implementing partner and main BSO of the programme, MGMA- the
Myanmar Garment Manufacturers Association, organized 2 meetings with all the
stakeholders (such as SMART Myanmar, ILO, GIZ, Pyoe Pin) in 2016 to discuss all the
different programmes that are going on in the garment industry, which enables all the
parties to update and align their activities and prevent overlap. The CBI expert team has
been able to meet some of these stakeholders several times in 2016 to touch base on the
progress of the programme and to create synergy where possible. Looking at the CSR scores
in 2016, the companies that have been selected to participate in the CBI programme pass
the basic CSR requirements and have decent working conditions. However, the garment
industry in general shows issues regarding child labour and unfair labour practices which
should be monitored in the CBI programme. In 2016, there have not been specific activities
to improve CSR yet as they are planned for 2017. Overall, the first year of the official
programme is going as planned, and has met the goals of the M&E plan. Also regarding the
financial resources the programme has been able to stay within the planned budget.
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Annex B: Case Study Research Methodology
February 2017
Giel Ton, LEI Wageningen UR
Karen Maas, Erasmus University Rotterdam
Job Harms, Erasmus University Rotterdam
Fédes van Rijn, LEI Wageningen UR
Case study design
This document outlines the methodology that will be used for the qualitative PRIME case
studies. These case studies are complementary to the quantitative analysis of the PUM and
CBI monitoring and evaluation data. It can thus be noted that all case studies except
Myanmar focus on both CBI and PUM activities, hence this general methodology document
is focusing on both actors. Case studies examine processes in specific contexts in order to
answer an overarching research question, analyzing dynamics within each case and
comparing across several cases. Our research question for the case studies is ‘Why and
how do CBI and PUM interventions work, for whom and under what conditions?’, in order
to provide guidance to CBI and PUM on the ways that they might use to improve the
effectiveness of their support. This implies the need – within case analysis - to study
different types of beneficiaries and non-beneficiaries (e.g. larger and smaller SMEs) of the
support in a specific country and sector, and the need to study similar support under
different conditions – across case analysis. Table illustrates the combination of a within
and across case analysis.
Table A1. Case study analyses to answer the research question
Research question

Research objects

Within-case analysis of
enablers/barriers

Across-case analysis of
enablers/barriers

What works?

Support modalities

Identify different support
modalities used in sector

Compare similar support
modalities across cases

For whom?

Beneficiaries

Differentiate effects between
larger/smaller, younger/older
firms etc.

Differentiate effects between
more/less developed countries

Sector & country

Identify effect of economic and
political conditions

Cases cover various sectors,
with different economics &
political conditions

Enablers & barriers

Identify plausible enablers and
barriers of effectiveness

Compare enablers and barriers
across cases

Under what
conditions?

Policy recommendations:
How can CBI and PUM improve the effectiveness of their support?

Case studies are conducted in six beneficiary countries, in the sector where CBI and PUM
are both supporting SMEs. The case studies consist of in-depth and semi-structured
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interviews with client enterprises, non-client enterprises, BSO representatives, and local
(sector) experts in order to get a deeper understanding of the mechanisms that affect the
effectiveness of CBI and PUM support.
Qualitative research methods
To gain insights into the effectiveness of CBI and PUM activities, we use qualitative research
methods to identify the processes and dynamics that take place during and after the
support trajectory and which influence the effectiveness of the support activities. Across
the cases a similar framework is used to facilitate the research synthesis and help us
understand why the program works differently for the various sub-groups, with different
characteristics or under different conditions (see Figure 1).
Figure 1. Conceptual framework for the research synthesis

Based on the desk research and first mission insights, the researchers sketched visually the
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intervention logic that is pursued in each sector/country, indicating the key assumptions of
impact that seem to influence the effectiveness of the support. This framework (Figure 1) is
used and refined in the second mission, which focused on main knowledge gaps about
these key assumptions and plausible enablers and barriers. The main elements on which
more in-depth information was needed related to the additionality of CBI and PUM
compared with other public and private support modalities available in the sector and the
implementation efficiency of CBI and PUM. Therefore, compared with the first missions,
these second missions comprised more in-depth interviews with sector organizations and
less attention to interviews with the supported firms. Another important area is to explore
whether and how the support provided to certain SMEs might affect other SMEs, both
negatively and positively. An example of a negative externality could be that a support
obstructs or upholds other development initiatives in the sector. An example of a positive
spillover would be that supported SMEs share the knowledge gained from the CBI and PUM
support with non-participating SMEs in the region. The case studies provide an opportunity
to identify these types of indirect effects by interviewing not only the supported firms but
by also reflecting on the dynamics in the sector with unsupported firms or sector experts.
Selection of cases
To select the cases, CBI and PUM support portfolio was reviewed through the analysis of
program documents, the data on the supported firms in the last years, business case
documents and personal interviews with CBI and PUM staff. This resulted in an overview of
all countries involved in the support programs and the number of firms enrolled or
supported. The selection of the key sector in each country subject to PRIME research will be
based on an assessment of the diversity in the support portfolio, the synergy between CBI
and PUM activities, and logistical considerations. This helped especially to select sectors
with CBI support that had also received some PUM experts in order to use PUM local
representatives and sector organizations to reflect on CBI support and CBI experts and
supported sector organizations to reflect on PUM support.
To select the countries for the case study a random element was added to reduce an
eventual bias in the selection of cases towards ‘better’ experiences of support, which would
threaten the validity of the research findings. Therefore, the research team has used the
randomized list of countries and selected cases with the explicit objective to maximize
diversity. The following criteria have been used:
-

Case-studies cover all continents.

-

Case studies cover both least developed, lower income, lower-middle income and
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upper-middle income countries.
-

Case-studies cover different sectors, preferably where synergy of PUM and CBI can
be expected, favoring the sectors in which CBI will concentrate resources in the
future and considering the overlap in sector focus in past PUM support.

Based on these criteria, a proposal was made to the Program Board in January 2014. Two
countries were normatively selected because they received relatively high levels of support.
Other countries were added by reviewing a ordered list based on the random number
generated. One case, the Philippines, was replaced, after consultation with the Advisory
Board, with Myanmar in order to increase the number of least developed countries.
In the following table we present the list of countries according to their random number
and with an explanation of why the country is rejected or included in the list of six casestudies (selected cases are marked in dark green).
Table A2: Countries/sectors selected for case studies
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Research methods
For the first mission, we selected the SMEs for the qualitative interviews based on the
potential to get additional insights about the processes, conditions and mechanisms that
influence the effectiveness of CBI and PUM support. This implied a purposively selected
sample of CBI and PUM supported firms, complemented with some firms supported
through similar programs, and some unsupported firms. The selection will be made based
on a list with an overview of CBI and PUM participants in the last five years and the
applicants to the new programs starting in the selected countries. Next, to that, some nonparticipating companies were selected based on the available information provided before
or during the mission by the business support organizations, and other experts working in
the sector. In the first field mission, in 2014, the researchers interviewed between 15 SMEs
in the respective sector. In 2016, some of these companies were revisited. However, the
emphasis in the second was more on the interviews with business support organizations
and external experts.
After selection by the PRIME researchers, a local consultant contacted the chosen
companies. CBI and PUM experts, local representatives, and country coordinators assist the
consultant with making contact and in providing background information on the SMEs, but
were not present during the interviews. In most cases, the interviews were held with the
SME contact person who was involved in CBI and PUM activities, and in most cases, this was
the managers or the director of the company. Regarding logistical considerations, and given
the limited time available for each mission (5-10 days), it was important that supported
firms, unsupported firms, and third parties in the respective sector, are somewhat clustered
geographically.
Preparation for interviews in the first mission was done by reviewing the available
information about the company using M&E data, intake form, exit form, the company
website, Google searches, and interviews with CBI and PUM experts, etc. A semi-structured
questionnaire (see Appendix 2) was used to indicate the themes of the interviews with the
various stakeholders (CBI/PUM experts, SMEs, BSOs and experts). However, especially in
interviews with the sector informants, the process and dynamics related to specific support
activities were explored in more detail. Depth of information about specific enablers and
barriers to effectiveness was preferred above breath of the interview. Each interview took
about 1 hour.
It was made clear to respondents that the information was strictly used for research
purposes and not shared with any third party without their explicit permission. Furthermore
to avoid firms from feeling pressured to provide “desirable answers” or otherwise provide
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biased information, it was explicitly made clear that the PRIME researchers were
independent researchers. For the same reason, when local researchers or translators were
needed for the interviews, the PRIME researchers worked with external parties that are not
identified with CBI /PUM support activities.Furthermore, interviews with the non-supported
SMEs were included to gain a better understanding of the differences and similarities
between the two groups, as well as provide a better understanding of why firms make the
decision to participate or not participate in the programs.
By repeated visits to the firms (e.g. a first mission in 2014 and a second mission in 2015) we
were able to identify firms that became more or less active in the program during this
period.The interviews with the BSOs and other relevant stakeholders in the sectors were
used to discuss how CBI and PUM support helped these organizations to improve their
support to the SME sector. During the interviews with the BSOs we also discussed
possibilities to get access to the data of BSOs on non-supported SMEs, explore with them
the diversity/heterogeneity of SMEs in the sector, reflect on dynamics in the sector, and the
additionality of CBI and PUM support in the sector.For the second mission, the interviews
focused on areas on which information was lacking according to the conceptual framework
and corresponding case study report format.
To prepare for the second mission, we reviewed the progress reports of activities of CBI and
PUM, to identify the success/failures. CBI provided all the adjusted audits performed on the
directly supported firm, and the ECP/BC progress report. As discussed before, the first
missions had yielded important insights but did not yet provide sufficient information about
the enabling environment, synergy with other support, additionality to local support,
indirect effects on employment, to write the full report. Therefore the focus of the second
mission will be more to these aspects. Based on a reflection on the intervention logic, we
defined some key assumptions around which to organize the second mission the mission for
the qualitative research, in view to collect information that answers for each assumption
the question ‘Why does it work (or not work) for whom under what conditions?
Analysis
All interviews were recorded and interview report was written with a level of detail that
made it possible to extract quotes of information. A report of one to three pages was made
for each stakeholder interview. This report, especially in the second missions, followed the
actual flow of the conversation and not necessarily the semi-structured interview format.
The interviews and project documents were processed (coded) in the qualitative software
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application Atlas.ti with a coding scheme that corresponds with the headings of the
conceptual framework and case study report. After the first mission, all information
concerning the case study was added to portfolio document with the rough information
used for analysis and synthesis, and a short mission report of four to eight pages was
written, discussed with CBI and PUM, and put on the website. This mission report provided
information on basic sector level statistics and dynamics, and contained an analysis of the
key observations. The first mission captured data around the general intervention logic of
the support provided by CBI and PUM in each case study. After the mission these initial
intervention logics were refined, disaggregating it into specific impact pathways for specific
groups and under different conditions. After the follow-up mission, all data collected was
syntheses in a case study report.
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Semi-structured interview guideline
A1. Introduction
 Can you please briefly introduce yourself and your organization?
 Can you please explain your interaction with CBI, if any?
o How did you become involved with CBI? How did you find about their activities?
o Before you started working with CBI, was your business facing any specific challenge(s),
and if so which one(s)?
A.2 Which specific things did you learn from CBI? (How) have you implemented these learnings?
 Which activities do you remember most from the program? (participation in training, visit to
trade show, host consultant etc.)
o What concretely did you learn from this?
 About business strategy
 About production & operations
 About management & HR
 About marketing/sales
 About exporting
o What concretely did you change in your business as a result?
o Where there any things you learned, but could not apply in your business? If so, why
not?
o Did the CBI activities give you insights into specific challenges/problems in your company
that you were not previously aware of? If so, which challenges/problems?
A.3 Business information
 What other sources do you use to inform yourself about business matters? (e.g. internet, talking
with colleagues/friends etc.)
 Did you share any of the things you learned with others (e.g. employees within the company,
other companies etc.), or did others share it with you?
 Which other support programs are you in? How do these compare?
 How can the CBI program be improved according to you?
 What is CBI doing that makes it work?
Sector/country-specific
B.1 Has the program changed your understanding of the market for garments?
 What specifically did you learn about labor conditions? What did you change in your
company as a result of these learnings? What are the challenges in applying these
learnings?
B.2 How did the program influence your focus in terms of export markets? (Europe vs. South)?
 How do you choose were to export to? For example, how do you compare exporting to
other Asian markets (e.g. China) with Europe? What role do labor/CSR standards play in
such choices?
B.3 How did the program influence your business strategy? (CMP vs. FOB)?
 How do you consider the pros and cons of (i) producing garment from materials
provided by the client (CMT) vs. (ii) producing garment from materials you yourself
source (FOB); how has CBI influenced your considerations about this question?
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