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13. Summary

The project began during FYS2 and was completed on May
31, 1984. In this pilot project for technical training in the
U.S.y 24 Honduran electricians and mechanics, two-thirds 1line
supervisors from private sector firms and one-third from
Honduran training centers, received skill upgrading in
technical, supervisory, and pedagogical skills through a
contract with Miami Dade Community College. Upon returning to
Honduras the participants were to instruct their co-workers and
students in what they had learned, therebyY achieving a
multiplier effect for the project.

An evaluation based on efficiency criteria concluded
that the project showed both accomplishments and incomplete
results,

The accomplishments observed are the following:

(1) From the standpoint of training expectations
manifested by both trainees and supe visors, the program was a
success in three training areas: electronics, supervisory
skills and pedagogical skills.

Training expectations were not met in mechanics. In
this areay, the initial curriculum design was not followed. The
adoption of a locked-step approach, rather than individualized
training, required more time than anticipated. Trainees 1in
mechanics had to return to Honduras before completing their
training.

(2) Significant learning took place in the four areas
of training. In the case of electronics, trainees reported
having mastered more skills than they had initially
anticipated.

(3) New skills mastered, for which there is
applicability in Honduras, have improved the job performance of
Project participants and the impact of the training is
beginning to be observed in the field. '

The incomplete results observed are tha following:

(1) As a result of weal: assessments of training needs
and the use of group rather than individualized 1learning
strategies, 26% of the technical skills mastered appear to have
no current or anticipated applications in Honduras. This
situation is more serious in the area of industrial electronics

han in mechanics.

(2) The pedagogical skills training received was very
traditional. Similar training could have been provided in
Honduras at a fraction of the cost.



The evaluation concluded that the multiplier effect has

:ep achieved by participants from training centers as they

sass on the new skills they have learned to their students. For

industrial participants to do the same, however, the Mission
must consider providing additional support and follow-up.

14. EVALUATION METHODOLOGY

This was a final evaluation of the project. An effort
was made to resolve differences of opinion regarding the
project's accomplishments through the wuse of independent
contractors who were not involved in the design or execution of
the project.

Interviews with project participants and their
supervisors were conducted eight months after the participants
had returned to Honduras. A questionaire was developed to
address the following issues?

(1) What were the training expectations of the
participants and their supervisors, and to what extent were
these expectations met?

(2) The identification of specific Iimprovements 1in
skills and knowledge which could be attributed to the training
received.

(3) The identification of training programs which have
been caonducted for achieving the project’'s multiplier effect.

(4) Suggestions from project participants and their
supervisors for improving future projects of this type.

Project participants and their supervisors were
interviewed in their places of work during Ausust cf 1984, Two
independent contractors conducted the interviews, tabulated the
datas and analyzed the results for the preparation of this
report. Related project documents and Miami Dade Community,
College's Final Report were also used for evaluating the
project. ’

15. EXTERMAL FACTORS

Three of the project's 16 private sector participants
(19%) are no longer emploYed by the firms which sponsored their
training. One returned to the U.S. to continue his education on
the university level, one was fired from his job, and another
firm went out of business.



16. INPUTS

A. Total Costs
Direct and indirect costs of about $280,000

or ¥11,670 per participant were incurred.

(1) USAID Direct Costs were $251,751.77, or about
$10,500 per participant for three months of training.

Direct costs per participant hour of instruction were $17.350 as
compared to $1.30 to $6.00 for established training centers'
individualized, open entry-exit instruction in the U.S5., and
about $2.10 per participant hour with INFOP in Honduras.

Concern must be expressed over the high training costs of this
project. Future projects of this type should study the
alternatives suggested later in this report for reducing
instructional costs.

(2) Indirect Costs

EmploYers of the project participants paid three months salary
to emploYees while they were studying in Miami, about $30,000
for the 24 participants. Also some of the establishments made
sacrifices in maintenance and production, while keY personnel
were away from the firm for three months.

The Honduran AdvisoryY Council on Human Resource Development
(CADERH) volunteered the time of its members for reviewing the
project's request for proposals, analized the proposals,
pre-selected candidates for participation, and helped monitor
the project's execution.

B. Other Inputs

The project consisted of five phasesy beginning with
the pre-selection of candidates for receiving training. This
was done by USAID/Honduras and CADERH. Miami Dade Community
College was then contracted for designing and executing phases
II through V of the project.

Phase Il focussed on the selection of participants with
individual needs assessments for determining the training needs
of each participant. These needs assessments were based on an
analysis of the job performance requirements for each
candidate.. The impact Evaluation of the projecty however,
suggests that the needs assessments did not always provide the
information required for preparing individualized training
modules. This was reinforced by 26 percent of the technical




skills mastered not having current or future applications in
Honduran industry according to project participants and their
supervisors. Similarly, the Miami Dade Community College Fipal
Report noted that the needs assessments did not adequately
measure the actual skill levels of participants.

Phase IIl 4dinvolved the preparation of individualized
training modules for training the 24 project participants and
Phase 1V was devoted to training these participants, Most of
the training expectations of both trainees and supervisors were
met, and trainees reacted favorably to the experience. However,
the weaknesses of the needs assessments and the difficulties
Miami Dade Cowmmunity College had in providing individualized
instruction resulted in the implementation of curricula which
were not always appropriate for all participants and a failure
to meet some of the training expectations of others.

Phase V focussed on evaluating the project participants
in Honduras and assisting them 1in achieving the multiplier
effect for the project. It was during this phase that it became
evident that the multiplier-effect was being realized by
participants from training institutions but not by participants
from the private sector.

17. OUTPUTS

19 participants from private sector industry, 8
participants from the National Institute of Vocational Training
({INFOP), and one participant from a PVO training center
received instruction in the U.S. 1in industrial mechanics,
industrial electronicsy superviscryY and pedagogical skill
areas. .

Project participants and supervisors were interviewed
and their responses 1in regard to training expectations were
validated by the training contracts which each particierant had
signed with Miami Dade Community College.

Of the four training areas, supervisory training had
the best over-all match between training expectations and .the
skills actually mastered by participants (74%), with 86% of
these skills having immediate or anticipated applications 1in
Honduras.

While 82% of the training expectations were wmet in
industrial electronics, and improved scores on electronic
post-tests also indicated that significant learning had taken
placey 29% of the skills mastered have no immediate or
anticipated applications according to the project participants
and their supervisors,




Industrial mechanics training experienced difficulties

because of 3 need to change instructional personnel during the
project and the failure to complete the program's curricular
outline. As a consequence, 66% of the training expectations of
participants and their supervisors were not met. Additional and
unanticipated skills, however, were mastered with 84% of these
skills having current or anticipated applications.

In pedagogical training, 75% of the anticipated skills
were mastered and 86% of the skills mastered have current or
anticipated applications in the establishments of the
participants. But the type of instruction provided was very
traditional, and similar instruction could have been provided
in Honduras by local institutions (INFOP, Ministry of
Educationy, or the Normal Schools).

18. PROJECT PURPOSE

The training had two major objectives:

-Upgrading the technical and supervisory skills of the
participants through a combined program of hands-on and on—-the-
job training.

-Exposure to U.S. firms with characteristics similar to
those in which the participants were employed, for
demonstrating U.5. technological and supervisory systems.

The first objective was met with most of the training
expectations of the projects participants and their supervisors
being realized in electronics, supervisoryY, and pedagogical
training. Two weeks of on-the-job training, however, were cut
short by the Thanksgiving weekend holiday and by preparations
for returning to Honduras. Project participants and their
supervisors indicated that more emphasis on U.S. in-plant
training experiences would be desirable for future projects of
this type. :

19. GOALS/SUBGOALS

A major subgoal of the preoject wzs to meet Jocal
industries' training needs by achieving a multiplier effect,
with project participants providing dinstruction to their co-
workers and students upon returning to Honduras.

The muitiplier effect 1is being achieved with project
participants from vocatcional training institutions as they



instruct their students, but they have not shared their new
skills with their training colleagues. Much less is being done
by private sector industrial participants. In order to achieve
the multiplier effect, it will be necessary to plan and finance
follow-up activities for assuring that project participants
obtain the resources and required support for organizing
instructional programs for their co-workers. The financing
needed for the follow-up activities indicated in the evaluation
is approximately L.55,000.

20. BENEFICIARIES

The training has resulted in specific skill
improvements being noted by the project participants and their
supervisors.

21. UNPLANNED EFFECTS

The project has called attention to the importance of
individualized instructional strategies and needs assessments
for meeting specific training needs in Honduras. This will
reinforce the efforts of USAID/Honduras and CADERH in
encouraging and adapting occupational certification systems and
competency based instructional strategies for Preparing
vocational training students and industrial workers for
certification in their trades.

22. LESSONS L EARNED

A. Small and medium size businesses have difficulty
participating in projects of this type because they cannot pay
salaries to participants over a three month period while
emploYees are not contributing to the productivity of the firm.
There is also a8 fear that once that emploYees are trained they
will seek employment in higher paying positions in other
establishments. As a result, this project could not recruit
participants from smaller firms (88% of the private sector
participants were from large industriesy the average number of
employYees of the participating businesses was 900, 44% were
from transnationals, and over one third from industries owned
by the same tranznational corporation),.

Training programs of this nature are more appropriaté
for large businesses, transnationals, and vocational training
centers. Large Honduran businesses and transnationals, however,
usually have established human resource development programs.



It should be questioned whether USAID should be funding traning for
these institutions when they can often afford to do so on their
own. Future projects should consider requesting that larger
businesses make a more significant contribution towards financing
direct training costs.

B. While the funds used for this project were available
only for financing training in the U.S., the evaluator suggests that
it would be more cost~effective to use host country training
resources and complement these resources with equipment, curricular
materials, and instructors for providing more specialized
instruction which is not currently available in Honduras. This
would allow for more flexibility im organizing courses and allow
more participation on the part of small and medium sizea businesses.

If there is surfficient demand for the type of training provided by
this project and if there is a marked preference for providing this
training in <the U.S., a larger contract with a U.S. based
institution could provide this training .on an ongoing vasis for all
Latin American USAID missions with savings as economies of scale are
realized.

The evaluator has also suggested another alternative which he
believes could be more practical and more cost—effective over the
long term: establishing a USAID training institute for assuring
that all curricular and logistical matters meet the specific
vocational training needs of Latin America. This institution could
also train vocational imstructors in state—of-the-art instructional
strategies, provide much of the techmnical assistance requested by
missions in vocationmal areas, and serve as a distribution center for
Spanish language curricular materials.

C. Individualized, open entry-exit training strategies
appear to be more appropriate and cost—effective than traditional,
locked-step instructiun for meeting the specific training needs for
industries in Honduras.

D. When institutions are contracted for providing this type
of training or related technical assistance in vocational training
activities, an on-site visit should be made to determine the extent
to which the institution can provide the specific services desired.

E. The project design and the efforts of Miami Dade
Community College were not sufficient for guaranteeing that a
multiplier effect for the project would be achieved. Training



centers seem to have the best chance of realizing this effect
as instructors pass on the new skills 1learned -to their
students. For private secteor participants it may be necessary
to include provisions which would require that participating
industries and participants repaY the cost of the training if
they do not achieve a multiplier effect within a specified time
after the termination of the initial training of participants.

But one wmust 31so be aware of the inherent 1limitations of
conducting in-plant training in smaller businesses and
industries. It is difficult to realize economies of scale and
most often would be more cost-effective to do skill upgrading
for emploYees of small and wmedium size businesses in
institutions like INFOP.



