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Overview – a case study about techniques in building trust for productive dialogue
Productive public-private dialogue is a transformation process – it involves the transition from low to
high levels of trust. In the case of Jamaica, this transformation has been helped by communication
technologies, cluster methodologies, and adopting a more formal approach to dialogue.
Context – economic stagnation and mutual public-private mistrust
Jamaica has not experienced sustained economic growth since its independence, 43 years ago.
Average annual growth in real terms has hovered at or below 1% per annum. Both a cause and
consequence of the island’s economic stagnation had been the increasingly adversarial dialogue
between the public and private sectors. Lack of cooperation and coordination undermined efforts to
address mutually reinforcing deteriorations in levels of security, public health, education, governance
and economic growth.
The prevailing paradigm for public-private dialogue in Jamaica was predominately informal. IDB
studies found an alarmingly high amount of ministerial discretion in the providing exemptions for tax
and customs. Informal dialogue led to rent-seeking behavior, to the detriment of the wider economy.
The scope for arbitrary favors was a disincentive to new investment and to forming cohesive private
sector institutions that could effectively engage the government with one voice.
To address the country’s deteriorating economic performance, the government launched its National
Industrial Policy (NIP) in 1997. The NIP intended to bring the private sector into collaboration with
government to elaborate the details and implement related policies, but the underlying assumption of
the NIP was that government was the master strategist in economic affairs.
By 2002 it had become clear that the NIP had not succeeded either in delivering growth for Jamaica
or fostering a sense of partnership between the public and private sectors. This failure compounded
the prevailing sense of distrust between the public and private sectors. Surveys conducted in
Jamaica at the outset of the JCCP found that 84% of respondents considered the trust between the
island’s public and private sectors to be amongst the worst in the world.
This was the context within which the JCCP was launched in September 2002. The JCCP was a
two-year pilot project managed by the Jamaica Exporter’s Association (JEA). The project was
funded by DFID, USAID, the Government of Jamaica, the JEA and participating firms.
Within two years the JCCP had successfully fostered a formal and high-trust PPD in all three of its
targeted sectors (Agribusiness, Tourism and Entertainment). The PPD fostered by the JCCP was
the result of a highly structured cluster process that focused on strengthening the linkages between

firms, government agencies, and the international market. In effect, the JCCP helped to fill the many
“missing links” that existed throughout the economy.
Objectives
The goal of the JCCP was to generate greater prosperity in Jamaica by building new competitive
advantages at the firm level, to increase firms’ export capacity and their contribution to the nation’s
economy. The project sought to:
1. Increase sales and profits at the firm level by way of new products, new sales channels, and
targeting more attractive customer segments;
2. Improve the enabling environment by eliminating regulatory constraints to growth and
competitiveness and strengthening the capacity of the private sector to engage in a PPD
around issues of competitiveness.
Processes and Milestones
The JCCP was designed in recognition of the fact that competitiveness is driven by firms, not
governments. This was in marked contrast to the NIP’s approach of government taking the lead,
which created a set of unrealistic expectations on the part of the private sector and a mandate the
public sector could never fulfil. To re-establish the trust needed to build competitiveness after the
mutual resentment caused by the NIP failure, a ten-step change process was introduced:
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Productive communication technologies
Phase I of the JCCP focused on improving PPD by explicitly addressing the attitudes and beliefs that
shape and steer the dialogue. Productive communication technologies focus on identifying the belief
systems that determine the tone and content of the PPD. Only by making these attitudes and beliefs
explicit can they be reconciled and/or altered.
One of the productive communication technologies employed during the JCCP was a “mental
models survey”. The survey was administered at the outset of the project to approximately 400
respondents drawn from the public and private sectors. More than 50 questions were asked on
critical economic development issues such as ‘the role of government’ and ‘the competence of the
private sector’.
The results of the survey were used to identify prevailing beliefs, assumptions and expectations
which were then discussed in a series of facilitated workshops. It was the mental models survey that

highlighted the disconnect that existed between the private sector’s poor opinion of government
(87% of respondents agreed that government did not know what’s best for Jamaica) and their
expectation that government should lead on most economic issues. This was the very thinking,
implicitly espoused by both the public and private sectors, that fatally undermined the NIP process.
The survey results were used to identify and openly discuss the paternalism that had come to
dominate the PPD in Jamaica. This was the critical first step towards breaking a very unproductive
PPD paradigm.
Productive communication technologies were employed in the context of cluster process. Cluster
methodologies emphasize the strengthening of linkages between the many industries, suppliers, and
government agencies that must work together in order to produce the complex products that
sophisticated customers demand. Phase II of the Ten-Step Change Process brought leaders from
the public, private, and donor communities together under the guidance of a Cluster Coordinator to
collaboratively develop mutually agreed industry objectives, plans, budgets, and commitments.
In each of the three clusters, detailed market research was used to ensure the PPD was data-driven
and not fed purely by emotion. Bringing participants together in a structured, and brokered, process
entailing on-going interactions over time fostered greater trust between the public and private sector
resulting in a more productive PPD.
High-level annual events can be helpful, but such events are no substitute for the hundreds of
interactions that occur between public and private decision makers within the cluster process. In
many respects, Phase II was about creating the collaboration needed to implement the cluster
strategy.
Process Outcomes
By the time each cluster began to develop their action plans, buy-in of the strategy had already been
secured and workgroup members were ready to work together on implementing the strategy.
Specifically, the PPD that had been fostered enabled:
1. The development of a shared vision for the industry. The development of a shared vision is
critical milestone in the process because it serves to focus the energies of each stakeholder
around a common aspiration so that their respective efforts complement one another.
2. The respective roles of the public and private sector to be defined. With a shared vision and
market research to guide them the public and private sector were able to mutually agree on
their respective roles in the creation of prosperity. The private sector realized that it must
lead on the development of business strategy. For its part, the public sector accepted that it
must support the private sector by upgrading the island’s human and institutional capital.
3. The development of an industry strategy and implementation plan. Not only was a strategic
plan developed but the means of its implementation was clearly defined. Both the private and
public sector had a sense of ownership.
Results
With these enabling factors in place, the JCCP surpassed its objectives in several respects:


Bottom line results: the project’s ROI amounted to approximately 300%.



Reach: More than 200 firms and 100 institutions participated in the programme, well
above the 60 called for by the project.



Sustainability: Several initiatives became self-sustaining in Phase III of the 10-Step
Process. Both the Tourism and Entertainment Clusters were institutionalized with the
election of representative Executive Committees. The fact that these organizations were
established on the basis of a shared vision strengthened their ability to engage the public
sector with one voice.

Going Forward
The JCCP was recently extended for three more years. The mandate of the programme has been
broadened to include the development of structures to support broad based PPD around both
economic and social issues. We are confident that the lessons learned during the pilot phase of the
JCCP will serve us well in this regard.
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