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l1:,4 The original target,,groupg were intended to be 
70 youths of Greater Wagcri Kng o and 

#$i,4iC11y h 2 ON per bong who populate the 
area, and to, a significane but lesger extent the 
people of Jamiaica as a whole,
 

1 1.5During the life of the project the group of 
primary beneficiaries was modified to include 280
 
young people who would undergo trade skills training,

*and a number of others who would be taught IIfea
 
skillo while being trained in service o Ills in
 
another projecat. Ihe details of this will be desait 
with In section 1.2 of this chapter,
 

1.1.6The trainees would be exposed to Instructions
 
Ins
 

*a) Autoaechgnics (2years)

b) Woodworking


M)Zetal work 
d) Industrial Sewing
 

All of which were already being t~~qght, and in
 
a)dditions tonai
 
addit rgertionai condition (1 year)

0) lectrical ntalltionSall applicurnce epi 

gtear)
g)Lit Ography (I year)
 

Originally it was planned to offer a program in 
coometology, but on the basis of surviy retults, wag 
changed to lithography.
 

Operation Friendship, at the start of the 

Auco-Mechanfco 171 
Wioodwork 22
 

HtlWork 1
 

and a cope whso6ue program for upgrading in 
Mathematics, English Language, And Technical Drawing
for potential trainees. 

Placement optiono for the selected trades woere 
considered better than for others, particularly
because at that tiaes service findustries were one of 
>tfew growth areas in Cho eco~nomy., In.addition tho 

trades lenc chemaolves to the~ development of omall 
businesses with limited capital base,
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There are four principalI program elements in
 
the project:
 
a) Upgrading of the skills training program which
 

was already being undertaken by Operation 
Friendship; 

b) Expansion of this program (see 1.1.6) into new 
areas;
 

C) Life skills training;
 
d) ?lacemenc and counselling;
 

a) Th1 program .o,.,ir to upgrade the skills ot 

the staff a~n el1 as the machines and equipment in
 

the program. These two objectives were first to be 
met before other activities were undertaken. In the 
first four months of operation, a staff training plan 
was to be effected, machiner7 which needed 
replacement and upgrading was tu be identified, 
specifications for new machinery prepared and orders 
made.
 

Staff up?,rading was to be achieved by 
I) obtaining cons;ultants to do "on the job" training, 
and li) .ierdIng instructors to training courses in 
Jamaica.
 

b) In order to expand the training program 
into the new area.s as planned, a number of things had 
to be done: 
i) a new building had to be constructed to house 

the new activites; 
ii) new machinery and training materials had to be 

purchased; 
iII) curricula had to be developed; and 
iv) new instructors had to be nired. 

These were planned to be accomplished in the 
first year of the project, for the new training to 
begin at the start of the sezond year, that is in 
August 1980. 

Very significant modifications had to be made 
to this part of the project and will be detailed In 
chapter 2 n 3 of thi, report. 

C) Lif e . Il[; ,er t' tauI: /h- by three
instruc t',=:.; rne',-: who::i wit.; t,, r',' c mplo'!eI di ,,e.tly 

by the project pfid fro'; c, "avUSAED grant.. The 
proe t a, rete-v . vi; huthr IL ove the other 
two, hr'eve r, wh -r,:i-1 ,nct ion inn dI f e-ent [art 
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of the city and in another part of Operation
 
Friendship (Please see Project Organization Chart,
 
Appendix 1.5). The weakness of thl part of the
 
design will be dealt with in chapters 2 and 3.
 

d) In the project placement and counselling
 
had to be given new emphasis because te number of
 
graduates would be significantly increased. 6efore
 
the project however, placement of graduates was
 
accomplished by lnforl "word of mouth" means, te
 
assistance of instructors and the efforts of
 
raduates themselves.
 
he project planned the recruitment of a
 
Place~ent/Counselling Officer between January and
 
June 1930. It will be seen that this post was linked
 
with that of Social Worker and Life Skills instructor
 
durin the project (chapter 4) and -ill be dealt with
 
more fully in chapter 2.
 

1.1.8 	 The principal staff of the project were to be
 
the Project Coordinator, the Senior Instructor,
 
Production Supervisor, ten Instructors and Peace
 
Corps 'olunteers. (The Organlzational Chart,
 
Appendix 1.5, illustrates).
 

1.2 Project Purpose
 

1.2.1 	 Thi purpose of the project was:
 

1) 	 To provide trade skills to approximately 280
 
young men and women of Greater Western Kingston
 
in the areas of auto .nechanlcs, metal work,
 
woodworking, industrial sewing, lithography,
 
air conditioning/refrigeration, and electrical
 
installation/smal appliance repair.
 

2) 	 To institutionalize within Operation Friendship
 
the capability to train approximately 150 men
 
and women a year in the areas of trade, service
 
and life skilLs.
 

3) 	 To provide ;rv i. skills to ;ipproxihately 450 
women in ,reli; f child care aides, store 
ca s h i :;, taura n L en t, ovc rrime n t.r,; e:1 p Ioy M 

and S f-cr oym n., 

4) To povi'lE Ii c > to 73G ung :nne and 
woMen. 



- 5 -


The organization chart, Appendix 1.5, indicates
 
chat life skills training would have been undertaken
 
by the instructors operating out of the Community
 
College. This is not entirLly accurate as one life
 
skills instructor was in fact recruited by the
 
pruject and based at the site of the project.
 
However, cne Community College shared the services of
 
this officer and Table 4.2, shows that this officer
 
was employed for only sixteen months, the duties
 
having been combined wi!h those of the socIai
 
worker. The ?ro) ect Evaluation Report for Year II
 
paragraph E. "Lite Skills", relates that the Social
 
Worker/Job Counsellor developed an excellent manual
 
for life skills training.
 

For purposes of accuracy and proper
 
accountability, the persons to be included in this
 
report with respect to life skills training are only
 
those who underwent trade skills training.
 

Service skills are taught at the Community
 
College which falls outside the purview of the
 
project and which were neither financed nor monitored
 
by the project. Purpose 3 and the service element of
 
purpose 2 have therefore to be eliminated.
 

1.2.2 	 Bearing the above in mind, the planned outputs

of the project must therefore be modified
 
accordingly. Planned outputs and the inputs for
 
producing those outputs are given in Appendices 1.1
 
to 1.5.
 

1.3 Project Desizr
 

1.3.1 	 The Proje,-t Design and implementation will be
 
detailed in Chapter 3.
 

One of the goals of the Frogram was to
 
institutionalize in Operation Friendshlp the
 
capability of training 150 young people in trade
 
skills each year. This aspect will be one of the
 
subjects of Chapter 6 as will the replicabiLity of
 
the project.
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1.4 Purpose of Evaluation
 

1.4.1 	 The Project Agreement required a final
 
evaluat4icn of its implementation, particularly to
 
evaluate the degree of institutionalization achieved
 
and the extent to which objectives were met in
 
relation to projecL goals.
 

The Scope of Wcrk for the final evaluation:
 

1) 	 To determine the exant to 'which the various
 
project activities were accomplished,
 
specifically in relation to the project
 
purposes and goals.
 

2) 	 To examine che responsibilities of the key
 
staff of the project including Technical
 
Assistance, workshops, seminars and their
 
effectiveness in their participation and
 
contribution to the project.
 

3) 	 To analyse the financial contributions of:
 
a) Operation Friendship and b) USAID/J as well
 
as commodities and determine the extent to
 
which these were utilized to effect the project
 
goals.
 

4) 	 To examine the overall impact of the economic
 
changes taking place on the training
 
opportunities now available in Jamaica,
 
compared to the period when the agreement was
 
signed, and make a determination on the effect
 
these changes may have on the future goals and
 
activities of the project.
 

5) 	 To examine the planning, implementation, budget
 
and fundraising capabilities of the project and
 
based on the findings assess the project's
 
total outputs and how they measure up to the 
initial or revised "End of Project Status". 

6) 	 Project Achievements. To assess the 
achievements of all the component activities in 
terms of their effectiveness in meeting initial 
and/or revised project goals. Special 
attention should be paid to a detailed anailvsis 
of the reasons for the successi failure o the 
project with a view ot making specific 
recommen(s c ions on the project's 
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replicability. Based on the above, the
 
evaluators shall determine how successful the 
project was in achieving its objectives. In 
arriving at this conclusion the evaluators 
shall review relevant project documents, 
interview key personnel who participated in the 
project and prepare a written report 
summarizing their findings. 

1.5 Methodology 

1.5.1 	 Two evaluators, one of whom was a member of
 
USAID Mission, the other a Jamaican consultant, were
 
engaged for this purpose.
 

During the period February 23 to AMdrch 9, 1984
 

the following were done:
 

1) Interviews with:
 
a) Staff of Operation Friendship
 
b) Executive Director of
 

Operation Freindship
 
c) Employers of graduates of
 

Operation Friendship
 
d) Board members of Operation
 

Friendship
 
e) Past employees of Operation
 

Friendship
 
f) Officer of the Apprenticeship
 

Boa:d
 
g) 	 Project Officer USAID
 

responsible for H.E.A.R.T.
 
project.
 

h) 	 Officer in charge of training

in H.E.A.R.T. project.
 

2) 	 Questionnaires to:
 
a) Present Trainees of Operation
 

Friendsnip.
 

3) Analysis of The following documents:
 
Project Proposal
 

b Project Quarterly Reports from
 
November 1979
 

c) Evaluation Reports, Years I
 
and I!
 

d) Operation Friendship Annual
 
Repor:s
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e) Audited Statements 
Operation Friendship 

for 

f) Annual expenditure 
Operation Friendship 
USATD/Jamaica grants, 1979 

by 
of 
-

1983 
g) All files in USAID/Jamaica 

office on the project. 
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Pri'itC Iutlzts ontlput Indicators Verification Assumttions 

it) 280 Vouths t rained in 197 - First year Pruiect evaluat ion interest of youths 
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! ! 1 t- Ch - Thild yedir employment 

,) '.e .it :, t.itld Jt to 450 

• 1' i clik!-il 1,,IC %vom-it i ty 

.- ddt L ',, to O' .tt ion Friendship 

A Stjrl C.,. le Oir expanding New instructors in areas of Project vionitoring Operation Friendship 
zkill s pgl.x: air conditioning/refrigera- can identify qualified 

tion, lithography. electrical staff 
I Pizoicct Coor in1tor installat ion/sutal1 appliance 

SI st Iuctt, Is repair, and life ski Ils 
I P1ic ecutL Officer 

I Sectc t.1u 

hustruict ioi materials Operation Friendship 
detveloped in the new area and records 
uligiaded iti four ptesent areas 

I1,:1etSed sales of OperAtiotn $150,000 - Year I On-site visits Volunteers from private 
FIrie-ndship products $225.000 - Year 2 and public sectors are 

$275,000 - Year 3 willing to 
Councils. 

serve on 



Number of Studentn'Trained
 

Sept 1979 Sept. 1980 Sept. 1981
 

Total
 

Graduates
 
iAuto Mechanics 12 12
 

8

12
 

(2 years program) 8- 12" 


l---5Woodworking 12I_ 


(2 years program) -512 L2
 
12--


General Machine Praccice 12 12
 

(2 years program) 8

8e 12 
 12
 

12
 

Industria. Sewing 6 -- 0
 

(6 months program) 10- 10- 10-- 56
 

Elec. rnstallaoon 20 20
 

(1 year -gram) 20 20
 

Air conditioning 20 20
 

(I year program) 20- --- 20
 

Cosmetology 20 20
 

(1 year program)
 
20---- 20
 

Total 73 142 142
 

Enrolled Sept. 1979 Sept. 1980 Sept. 1981
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1.2. - Th~e Inputs to achieve t|hczc ontputN ite give,%Iclowa: 

From AID Grant 
 Quntity 
 Meani oi Vcrifieation 
 Important Assumptions
 

,. OperAt!on Friend~h!p 
 I Project C,-r,!inator 
 Operation Frtcn]tship 
 Opcration Friendship
-r" Staff.. 
 6 Instruccors 
 Records 
 comttted to project.
 
I Social Varker
 
I Secrcta-y
 
I I'!acecfnt-ounaelling
 

Offlcer
 

2. Equipment. Supplies 
 Sci budget
 
travel, space, etc.
 

3. Consultants 
 Sec Budget Operation Friendship
 

Records 
 Operation Friendship committed
 
to project.
 

Car.Crlbured 

pcr4tion Fricndahip I Comunity Coilee 
 Operation Friendship
 
Principal 
 Records
 

9 Instructora
 
! Production Supervisor
 
CuItodtal Services 

2. Operation Friendship See budget
 

3. Government 
 Subventions 
 COJ Records 
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Evaluation 

Important
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Strong leader­
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Friendship rtmains
 

in place.
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2 The carsocilor rii+culu revision in chose f<out 
Area 'was me, The courss,,veg's c'ndvnstad from 2 academic 

Moivation 'towards 'Job placement Among7,h04 trainees, 

The expenditura0 for equlpneirn and tools wte biggest
n'thi Joodvor ~acec A "Bveakdovn ~'f, chiess 

expendi~ures is as follows: 
woodw~ork~ $65000 	 H 

2) Machine Sho 	 12,9 
I ndustriaMLl S Sawn 150710 

4) Auca Mechanics 	 $ 5o514.., 
, 

P
5 ., 710 	 ..... ++i+.....+,
2.7 	 equipment for these areas purchased under the.All 	

0.P.G. Is approprIste for the typo of rinngofed 
The eqipetn is wall maintained dutilized co te a XiM6m, 

edent possible, 
 .. 

2.8 This decisioni of Operat~ion Friendship to expand into 
now areas vas(- based upon a briel survey undertaken by a 
USAID Vocational Educacional Consultant in Which he 
contacted the Vocatonal Training and,' Development
 
Instiduce, Private Sector Or anizacion of Jamat~ca, the
 
SmallEnterprise Developmont orporscion and others. It 
appeared that the , major. employment .oppo.cunitiesweei 

service and repai industries. Based on these 
cininj skills p rsa y cosco logy, 
air-co Iiningj eopdc e 

4 	 ,.the 

rfiseration and small a~ppliancee ;7th 77!a 	 inclu 
repair. turher surveys comotology 'was replaced by 
lthography. A detailed plan w s devec ld the 
equipcienc and materials needed, preparation of a curriculum 
and recruitment of Instructors. Over the life of project 
23 men and women, wvith an additional 10, co, be graduated in 
Aril, will have been training In chse now areas, 

2.9 Job placement In dte Air-Condicioning Refrigeration
 

Pro ram and the Small Appliance Repair Departmient are very 
Using willingness of employees toh g. (ee atcachod).s il crlinin the 	 09 

offor on the job training experience co Operation
Friendship craniees In licnography as an Indicator,4 .4 +;':+ ++;+ +++++++ + t++++ ++++::+ 	 + l S
potential p)acemit for graduates seemns to be promising..
 

2.10 To date, overall attendance U,-, Che #ame, as that of o 
~.~going 	 sil tring course, approximately 80910

"4 	 ++ m ;l ,+ .4'4',secure + 	 ..Mti~vationv.A, 
of thie"' <truinees'> 

to employment-." ' A.++,.. -. 
Is 

-
equally. . . . . . . . 

.....t as high. L.......... .. {;,T l , U t
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2 b1 Th for a now currncnluaena choseIntrgt tevelopingt now areas, ha fe mt,. With che ecepiond ofyltehgr#Pb 

th co2ursTes are for oe acdeia ear Bucuse of thee 

delay inreceiving tho equipment the Lithography Depart..mn: 
offers an18 month program, The expectation isthat i 
will alson be reduced to on@ academic year.isC 

2.13 The expen~ditu.res for equipment in the now skill areas.' 

am~ounted to $283,175,4
 

Air Conditioning/Refrigeration 408
 
Lithography Rear$2392078
 

Due to the seemingly 'unavoidable delays in
 
Construction the purchase of. equipment for the Lithography 
Department had to be postponed. This was the reason for 
the late strt of the course, The tools "and materials 
purchated under the O.P. for the other twio now programs
have been highly utilized and are retarded as appropriate
by the instructors.
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Operations

Social Worker/Placealent Officer
 
Family Life Skill Instructor
 
Five Technical Instructors
 

All the above are paid with the exception of 
the two U.S. volunteers, one from the Peace Corps and 
the other from the Central Mennonite Committee. 
Thoughi the training imparted by these volunteers is 
highly satisfactory alternate plans should be made :o 
avoid Interruption in training. 

3.3 Building Construction
 

3.3.1 	 The construction of the building was to be
 
completed in June of 1980. However, due to the lack
 
of AID engineering asoistance on a regular basis,
 
inefficiency of procuroment of commodities and the
 
short supply of cement and steel, the building was
 
not completed until August of 1982. This was the
 
principle reason why the Project Assistance
 
Completion Date (PACD) was extended to September 31,
 
1983. Although minor alerations were made, the
 
orig inal design is satisfactory to meet the training
 
needs of Operation Friendship.
 

3.3.2 	 The original cost of the building was to be
 
$70,000. The delays previously mentioned increased
 
the cost to $120,000.
 

The Condition Precedent regarding the
 
construction of the building appears to have been
 
unnecessarily rigorous considering Operation
 
Friendship's experinece in construction.
 

"Prior to any disbursement, or the issuance of
 
any commitment documents under this Grant to finance
 
the construction of the building, Grantee shall
 
furnish in form and substance satisfactory to USAID,
 
detailed building plans, specifications and cost
 
figures for the bullding.
 

In addition, Grantee shall have accomplished
 
the following:
 

(a) 	 Hired ?roject Coordinator, Senior Instructor 
and PLacenent/Counsell ing Officer; 

(b) 	 Preparation of training plan to upgrade skill3
 
of present staff and training program initiated;
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(c) 	 Ordered all equipment needed for upgrading
 
present vocational skills training program;
 

(d) 	 Accomplished all items in paragraph six above
 
with regard to expansion into new trade skills
 
areas; and
 

(e) 	 Preparation of placement and counselling plans."
 

3.3.3 	 For timely completion of the project it would
 
have behoved USAID/Jamaica to waive or ammend the
 
Condition Precedent for the construction of the
 
building. The USAID role t.n construction and
 
procurement left little room for Operation Friendship
 
to exercise its autonomy in these important areas.
 
An inordinate amount of USAID staff time was also
 
expended because of this Condition Precedent.
 

3.4 Project Evaluation & Reportinz
 

3.4.1 	 During the life of project two annual in-depth
 
evaluations were carried out. They examined the
 
principal components of the project and presented
 
findings and recommendations. Each trade skill area
 
was reviewed. Targets and recommendations were made
 
to maintain the implementation schedule.
 

3.4.2 	 The project experienced serious set backs in
 
construction and the purchase of equipment and
 
materials. In spite of these delays there were
 
significant achievements during the first 28 months
 
of its existence.
 

1. 	 Development and implementation of the life
 
skills curriculum;
 

2. 	 Development and/or strengthening of the content
 
and methodology of the trade skill and service
 
skill areas;
 

3. 	 Completion (almost) of new building and arrival 
(some) of the trade skill equipment. 

4. 	 Development of job DLaceement and marketing 
strategies; 

5. 	 Training a:id job placement of over IGO s:u-ents. 
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3.4.3 	 Operation Friendship prepared brief 

reports highlighcing peogress made as 

problems encountered in implementation 

program. De!ays in the construction and 

turnover of personnel surfaced as problem 

the majority of quarterly reports.
 

quacter17
 
well as
 
of the
 
frequent
 
areas in
 



Enid of Project Status 

Planned Actual 

1. 	 730 youths will have received training 1. 	 209 young men and women in Westernand employment counselling and assistance Kingston have received training in trade 
in the 'treas of Zauto mechanics, wood- skills and Family Life Education.
 
working, m tila work. cosmetology.
 
industrt1 1 sewilig, air Conditiotliing/
 
refriger.ti on and electrical installation/
 
ml l 	I i repair.!H!! iaJp ce 

2. A millitzI., of 500 will be employet: within 2. 119 were placed upon graduation with an

three totths of their graduation and will 	 average starting salary of $ 
ave rdge ain annual income of J2.000
 
(.I$1.000 blove what they would otherwise
 
earn) 

3. The ,1ouths will have better health. 	 3. Self-confidence and aspirations of thetutritionail diet, parenting skills: self-	 youth have greatly improved as witnessed 
confidence iand aspirations thal) their in the Dedication Ceremony of March 8. 1984. 
coutterparts in Greater Western Kingston. 

4. 	 Operation Friendship will have an 4. Operation Freindship now has capability of
institutionalized capacity of training training approximately 70 to 80 youths a 
appiroximately 150 youths a year in year. 
marketable skills aLnd in iife skills. 

5. The coImmunitV of Greater Western Kingston 5. The "Time Bomb" is a little less loud. 
will sulfer less crime :and violence. 

http:refriger.ti


CHAPTER,4
 

FINANCIAL RESOURCES AND USES
 

4.1 	 The original financial plan appears at the end of
 
this chapter as Appendix 4. For various reasons this
 
plan had significantly to be modified. In addition, ad hoc
 
changes had to be made in each year of t.ne project's life,
 
so that planned expenditure does n,t match actua1
 
expenditure from yea: to year.
 

The uses of the financial resources of the project
 
will be discussed under five headings, namely:
 
i) Staff - a) Salaries
 

b) Training
 
ii) Consultants - a) Local
 

b) Overseas
 
ii.i) Materials and Supplies
 
iv) Equipment
 
v) Building
 

The table on the following page gives these broad
 
categories of expenditure and the sums planned and expended
 
over the life of1 the project. These all relate to the
 
O.P.G. and do not include Operation Friendship's
 
contribution.
 

4.2 	 Staff - Salaries and TrainLn&
 

4.2.1 	 Table 4.I indicates that expenditure of
 
JS159,100 fell some 30 below the planned
 
expenditure. This is not surprising, because the
 
total person/months actually spent on the project by
 
key staff was well below person/months planned.
 



Table 4.1
 

Planned and Actual Expenditure from O.P.G.
 

($J) 

Planned Actual
 

Ulums Expenditure Expenditure Remarks
 

i) Staft - j) Salaries $22b.000 159,268 See Appendices 4.1 & 4.2 

b) Training 10,000 4,170 " " " t I 

ii) Counsultants - a) Local 50,000 56,031 " " 

b) Overseas 128,300 20.895 See Table 4.3
 

iii) M.aterials and Supplies 90.000 189.636 See Appendix 4.2 

iv) Eqluipletrt and Vehicle 186,000 395,088 Table 4.3 and Appendix 4.2 

v) Building 210,16 Table 4.3 

TOTALS 810,300 1,035,304* 

The difference does not represent over-expenditure but rather the result of changes in
 

the exchange rate.
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