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Executive Summary

This evaluation of Goodwill Industries of America (GIA) is one of a
series of AID/PVC evaluations of five private voluntary organizations,
focusing on the area of institutional development and dealing with
three broad issues:

1) Organization and management of the PVO, and whether certain
management approaches and kinds of organizations are
associated with more effective proiects.

2) Process and kinds of assistance provided by the International
PVO to the affiliate and the relationship between the type of
assistance and the vay it is given, and the effectiveness of
the funded activities.

3) Long-term development resulting from the PVO-funded
activities, and how the organization and management of the
PVO, and the process and kinds of assistance provided by the
International PVO to the affiliate affect these results,
positively or negatively.

The work of Goodwill and its affiliates was evaluated in three places:
in the Eastern Carribean where the GIA affiliate is the Carribean
Association for the Rehabilitation of the Disabled (CARD); in Panama,
where GIA's affiliate is the Panamanian Association of Goodwill
Industries (APIBV); and in Zimbabwe, where the GIA affiliate is the
Jairos Jiri Association (JJA). Each program illustrates a different
form of GIA support. CARD represents an institutional development
effort by GIA to assist in the formation and growth of CARD as a
regional organization. GIA is also working to encourage the
traditional workshops run by CARD's member organizations to change
themselves into businesslike .operations that are capable of providing
sustained employment on a self-financing basis to persons with
disabilities. GIA's assistance to APIBV in Panama is to develop a
pilot Partnership with Industry (PWI) program, a job development )
approach which GIA believes may be an effective model for training and
employment generation in developing countries. The focus of GIA
‘assistance to the Jairos Jiri Association in Zimbabwe has basen on
staff development through training of key personnel in local Goodwill
Industries in the United States as well as management seminars for
other staff members at JJA in Zimbabwe.

In addition to the focus of the evaluation as described above, the
evaluators also assessed the cost effectiveness and likely
sustainability of each program, and its impact on the economic and
social betterment of the target groups and on society's attitudes
toward these groups.

Goodwill Industries of America

Founded in 1902, Goodwill Industries of America (GIA) is an
international federation of private voluntary organizations which are
not-for-profit business enterprises providing disabled and
disadvantaged persons with both employment opportunities within their
own enterprises and vocational training and placement in business and
other organizations in their communities. There are currently 174
North American affiliates, and 44 affiliates in 30 countries outside
the US and Canade. Twenty~three affiliates are based in developing



countries which receive AID assistance. Local Goodwill Industries are
legally and financially irdependent, operating on business principles,
and striving to sustain their entire operations through tae sale of
goods and services. GIA's international affiliates include
traditional rehabilitation agencies which provide vocational trairing
and productive employment in small industrial workshops; self-help
organizations of disabled persons which operate projects that provide
training and employment to their members; and national or regional
associations of rehabilitation agencies which either operate
vocational training programs or provide supportive services to their

- members,

GIA's International Department is part of the Executive National
Office in Bethesda, Maryland. With a recent annual budget of
$275,000, the International Department provides techuical and
organizational development assistance, project funding and
networking/brokering services to affiliates. The Department views its
role as collaborative and does not have any staff in-country nor does
it directly implement projects in the field.
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Carribean Association for the Rehabilitation of the Disabled

The first GIA affiliate to be evualuated was the Carribean Association
for the Rehabilitation of the Disabled (CARD). Founded in 1980 with
GIA's assistance, CARD's creation was the result of GIA's
consultations with its five Carribean affiliates which showed the
similarity of the problems they faced in working with the disabled in
the region. A region-wide, membership organization, CARD's mission is
to prooote effective measures to prevent disabilities, and to
rehabilitate disabled persons and assist them to fully participate in
society. CARD's objectives in carrying out this mission include
information dissemination, technical assistance in program planning,
implementation and evaluation, training opportunities, identification
of vocational opportunities for the disabled, identification of
resources for members, and public awareness and advocacy for the
rights of the disabled.

fxamples of CARD's program activities are:

e A three-year training program in vocationzl management for
workshop managers and supervisors, funded by the Canadian
International Development Agency; sixteen workshop managers have
completed this training.

¢ A three-year vocational training and employrent development
program to provide technical assistance in workshop management to
member organizations. This was funded by GIA through the AID matching
grant, and included start-up funds for the mini-industries program
started in workshops in four countries,

o Co-sponsorship and organization of three regional conferences,
one of which, the Carribean Conference of Deafness, resulted in the
formation of the Carribean Association for the Hearing Impaired.

Assistance which GIA has given to CARD has focused on:

o Organizing and financing CARD's formative meeting and first
training courses;

o Formulating its bylaws and selecting its staff;

o Providing start-up funds for the mini-industry program;

o Sponsoring participation of CARD representatives in seminars
in the United States.

GIA's program focus has been to provide CARD and its members with
technical and financial assistance in vocational training and
employment creation. GIA's orientation in this assistance has been to
assist rehabilitation workshops to begin to function as viable
business entities, which can provide sustained employment on a
self-financing basis to persons with disabilities. CARD is unique in
the region in that it provides vocational education and employment
support and services to members without regard to the type of disabled
population served or whether members are traditional rehabilitation
agencies or self-help organizations.

CARD's Accomplishments

Since CARD was constituted as a regional membership association in
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1981, it has achieved the following:

1) CARD has successfully established snd maintained itself for
five years and has organized on-the-ground programs with a bare-bones
budget. This is no small achievement in the Eastern Carribean where
regional organizations comé and go and are accused of doing too little
with too many resources. The moving force behind CARD's development
was its first President and Executive Director, the Managing Directoer
of the GIA affiliate in the Bahamas, who took the idea of CARD as’
proposed at a conference in 1980 and made it into the regional
membership organization CARD is today. CARD's annual budget for 1984
and 1985 was US$60,000, including yearly administrative costs of
approximately US$3,200. While GIA provides half of CARD's
adoinistrative and program support through the AID matching grant,
CARD has met the rest of its budget through membership dues, donations
and grants from other donors. GIA has assisted CARD in diversifying
its funding base. CARD will continue to rely on outside funding for
the foreseeable future.

2) CARD has formulated bylaws, structured itself, recruited
interested and competent board members and staff, and presided over a
smooth transition in leadership at both the Board and Executive
Director levels. GIA provided assistance in the formulation of
bylaws, selection of staff and training of board members. Since
1984, the organization has been administered by the Acting Executive
Director, a Peace Corps Volunteer with a rehabilitation background. A.
new Executive Director was to be chosen in March, 1986,

3) Management training courses for workshop managers and
technical assistance to workshops are important elements of CARD's
program, and are viewed as important contributions by CARD members.
The Melwood Horticulture Training Center, a US-based private
non-profit organization concerned with the rehabilitation and
employment of the disabled provides technical assistance to CARD
through the matching grant. Their assistance focuses on managenent,
organization and small business development. As a result of their
continuing technical assistance, workshop managers without a business
background have learned economic principles affecting their
enterprises and have begun to incorporate sound business practices
into their operations. In addition, workshop managers are
re-examining their operations and establishing advisory boards to
provide on-going leadership, management and accountability of the
enterprises,

4) CARD co-sponsored and organized three regional conferences
concerning issues of the disabled which stimulated the disabled rights
movement and led to a critical re-examination of the progress and
problens of existing programs. In addition, regional communications
and working relationships were established. Perhaps most importantly,
the conferences provided the opportunity for disabled people to
develop self confidence as leaders; an outcome of the first conference
was that CARD restructured its bylaws to include a mandate that
one-third of its Board of Directors must be comprised of disabled
people.

Major Issues
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o CARD's Institutional Identity and Organizational Focus: 1In
the beginning, CARD declared itself to be a regional umbrella
organization for all organizations working with disabled populations
in the Carribean, and expressed its intention to work on several areas
which affect the disabled. This behavior offended the
long-established regional organizations already working with the
disabled, which perceived CARD as an upstart with neither the
experience nor the authority to claim title to the role of regional
coordinator and as a potential usurper of their respective turfs.
Since then, CARD has been able to allay the suspicions of the regional
rehabilitation community by focusing on vocational training and
employment generation and by proving that it intends to cooperate with
rather than compete with or co-opt other regional organizations. GIA
has been helpful in assisting CARD to narrow its focus in this way.

In spite of a narrowed focus on vocational training and employment
generation, CARD still continues to want to do many more things with
very limited financial and human resources. Its 1985 bylaws list nine
objectives for the organization, in addition to providing vocational
opportunities. It is important for CARD to choose carefully which
areas will be priorities for the organization. To not have done so
thus far has adversely affected the organization's planning ability
and the clarity of its proijects.

The new President and Board of CARD are eager to make the necessary
decisions to appropriately limit the focus of the organization. A new
Executive Director was to be recruited in March, 1986. A vocational
development advisor was to be recruited as a counterpart to the
Melw.od consultant. The Board was considering structuring itself into
program committees to ensure more comprehensive program guidance and
smoother administration and management. The Board members are all
volunteers and located in different islands, with limited resources
available for travel. This arrangement makes for good regional
represencation but poor planning, communication and follow-up. CARD
was also planning to structure Board travel in particular regions for
specific purposes and opportune moments, as a way of improving the
functioning of the organization,

GIA and Melwood can support these efforts by providing training and
technicul assistance to CARD in determining a 'more focused program and
in’ designing plans to meet long-term organizational targets.

® Role, Training and Priorities of the Boards of Directors: 1In
the effort which CARD has undertaken to assist rehabilitation
workshops and self-help groups to become businessiike entities able to
generate sufficient income and become self-sustaining, the role of the
Boards of Directors of the workshops is likely to be crucial to the
success of this effort. They will be the main channel for contact
with local businesses, the arbiters of the tensions arising between
the managers and clients/workers, and the principle advocates of the
goel of self sufficiency in a system where the welfare of the client
has been the overriding reason for operations.

The importance of the role of the workshop managers has been
recognized and training, support and guidance have been given to then.
However, much less attention has been given to the board members. The
board members need considerably more training and help in
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understanding what is expected of them and the dynamics of the change
the workshops will be going through.,

The CARD board of directors also need encouragenent to attend board

meetings, to conduct the work of the subcommittees being formed, and
to perform more liaison work on behalf of CARD with its constituent

organizations.

Such attention to the Board of Directors of CARD and to the Bourds of
Directors of the workshops will be key to the successful development
of CARD and of its program to shift the workshops into self-sustaining
business operations.

® _Accountability at All Levels: CARD has not done much planning
in the past.” ks a result, the organization does not have interim or
long-term goals expressed in numerical or specific terms either for
itself or for its utilization of the financial support it receives
from others. This situation inevitably reduces the sense of
accountability of CARD and its memter organizations, and probably
tends to undermine their sense of accomplishment as well. The
evaluation team got the impression that CARD's professional staff and
many observers of its operations share this view; want to change it;
and would welcome assistance in doing so.

"The organizational measures to be taken by the new President,
Executive Director, and Board of Directors need to include this.aspect
of accountability. GIA can help by providing technical assistance in
planning, as well as requiring that their own agreements with CARD
include measurable targets,

e Institutional Change: Perception, Reality and Pace: The
mini-industry program was initiated to support vocational training and
employment opportunities for the disabled by the creation of small
manufacturing enterprises., These were to be run by CARD's
organizational members, using local raw materials, and producing items
requiring a relatively low level of technology which could be sold
domestically and could compete with expensive imported products.
Mini-industries were started minica, Montserrat, Nevis and St.
Lucia, and items such as coat ngers, potscrubbers and chalk were
produced.

This mini-industry program was undertaken without an appreciation of
the complexities and changes which would be required, and without
proper planning. The program was initiated based on experiences in
the Bahamas and Jamaica without examining important environmental anc
rzcource~-based differences. No canvassing of potential local support
or interest was done; no analysis of the institutional capability of
the targetted organizations was done; no financial analysis of the
enterprises was done to determine their likely profitability, nor was
there any analysis of market forces which would affect the potential
of the industries., For these and other reasons, the program got off
to a slow and shaky start.

The nature of this program will require its members to make the Jump
from operating educational and social welfare programs to operating
business enterprises. This is not an easy task and requires
modifications of established administrative systens, organizational
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operating principles and management approaches, as well as attitudinal
changes. CARD's ability to assist its member organizations in this
transition will depend on its recognition of the complexity of the
task and on the design and implementation of an effective program of
action to address the problems. CARD's intended management training
courses, as well as the on-going technical assistance in board and
organization development are steps in the right direction. The
commitment of the member organizations to adopt new operating
principles and management styles will be the Fey to the success of
this endeavor.

The greatest achievement of this program thus far has been that
through the efforts to establish the industries, the member
organizations have begun: 1) To recognize the problems confrornting
the operation of viable businesses; 2) To realize the important
organizational and attitudinal changes which must take place within
the workshop setting in order to run viable business enterprises; and
3) To identify the need for and obtain technical assistance from
Melwood to support further development.

e The Role of the Disabled Persons in the Wo:rkshops: As the
workshops make the transition froo a charitable, social welfare
approach to a more busiaesslike orientation, changes in the roles of
staff, board members and clients will take place and will need to be
examined. Tensions are likely to arise as workshop managers make the
snift from working "for" the disabled to working with them as business
managers. The disabled, as they become more production-minded, will
become more assertive and desirous of taking charge of their lives,
and will want to seek more authority. While. such tensions are natural
in a stage of dramatic organizational growth and change, they could
become disruptive if they are not dealt with appropriately. CARD and
GIA need to be prepared to deal with these tensions before they become
destructive. Special training and -guidance should be given to
workshop managers so that they will be sensitive to such tensions and
are able to deal with them constructively.

o Social and Economic Impact: CARD's actions have had little
impact on the econralc and socgaI conditions of the countries in which
it has member organizations, because of the snall number of people
involved in its programs anl the relative isolation of the disabled
communities within the national development settings. Impact is
unlikely to be significant at a national level in the forseeable
future, Nevertheless, CARD bas made an impact on the awareness level
of the disabled and those working with the disabled, by supporting a
business approach as an alternative to the traditional social velfare
focus of CARD affiliates, and by sponsoring the travel of disabled
persons to conferences and workshops. Given the small size of most of
the econormies, should CARD's efforts to produce businesslike workshops
be successful and iheir coverage expanded to include most of.the
disabled of these countries, the impact could be consequential. 1In
order to do this, CARD needs to direct and channel the energies of the
affiliates' leaders, continue its business management technical
assistance and training efforts, and develop a well-focused plan of
action,

o Integration with Other Development Efforts: CARD affiliates
have operateﬂ in a somevhat 1solated EasﬂIon from the mainstream of
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national development, at least partly due to the social service
orientation of CARD affiliates and society's perception of the
disabled. Because of this, local resources have been overlooked. 1In
some Eastern Carribean countrias, vocational training resources are
available from the OAS/USAID sponsored Special Training Program and
technical assistance and financisl resources are available from the
National Development Foundations. Both might be sources of support to
CARD and its affiliates.

CARD has made an effort, through a Melwood-organized course, to
support its affiliates in their efforts to identify and tap locally
available resources, but more is required, The affiliates need to
follow up with national development organizations to determine how
best to make use of the locally available resources. CARD should
support this effort on the part of the affiliates.

Assessment of GIA Assistance

1. GIA has had a significant impact on the thought of persons worki
with the disabled in the Eastern Carribean in that pany of them appe
to be convinced that they should place the emphasis of their werk on
creating businesslike organizations to provide sustained employment
for their disabled clients.

2. GIA played a key role in establishing CARD and assisting it to b
a viable institution in the region, Through assistance in organizin
and financing the first formative meeting of CARD and its first
training courses, formulating its bylaws and selecting its staff,
providing start-up funds for the mini-industry program, and sponsorir
the participation of CARD representatives in seminars in the US, GIA
significantly helped to launch CARD,

3. GIA has provided important mansgement training and technical
assistance for workshop managers, However, more training is needed,
particularly with the Board of Directors of CARD, and the boards of
the member organizations in how to deal with social and organizatione
tensions arising under the progranm.

4. It-seems that GIA underestimated the level of resources and time
needed to achieve the results expected. Moreover, no specific target
were set, thus making it hard to measure accomplishment. GIA must no
Create specific targets and a system for measuring progress toward
them. GIA should also become more active in offering guidance and
support.

5. It is too early to determine with any accuracy the cost
effectiveness of the CARD program since changes in workshop operation
anticipated by the training programs have not yet translated into
concrete economic benefits. GIA has provided a total of approximatel
$120,000 to CARD over a three-year period for program and technical
support and training. Since the level of support provided by GIA is
so modest, the program is likely to be cost effective if it results i
any lasting improvements through the CARD program,

Major Recomaendations

For CARD:
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1) The Board of CARD ghould further clarify the focus of the
organization's efforts: review and approve the operational plans
prepared by the staff to assure that they are compatible wvith that
focus and have sufficient specifity to permit accountability for
performance; and iritiate a major effort to identify new sources of
financial support.

2) Meabers of the Board of Directors of CARD should participate
actively in the committees and provide liaison between CARD and its
con-tituent members.

3) CARD should pay increased sttention to the work of the Boards
of Directors of its member vorkshops and’ to preparing and supporting
the members of these boards in their work.

4) CARD should give priority in its budget to funding a
counterpart position for the Melwood advisor and should seek the
cooperation of GIA, the Peace Corps or other externsl agencies in
providing staff support for the new Executive Director upon the
departure of the current Peace Corps volunteer who is currently acting
as CARD's Executive Director.

For GIA:

1) GIA should consider increasing the level and intensity of its
assistance to CARD. This should include an agreenent with CARD as to
vhat specific program targets will be supported by GIA and a periodic
review with CARD of progress made toward those targets.

2) In its future work with CARD, GIA should pay particular
attention to the role and needs of the Board of Directors, an‘ provide
training which would help CARD and its members deal with conflict
resolution and the social and organizational tensions likely to
accompany the program's implementation.

3) GIA should consider providing: assistance for feasibility
studies of new activities by the workshops; funding for attendance at
subcommittee meetings by members of the Board of CARD; and funding to
cover costs of the rtaff mentioned in Recommendation #4 above. Such
consideration ghould take place in the context of a plan by CARD to
identify new sources of financial support.

For AID:

1) AID should encou:'age GIA to use specific targets in its
programs and to seek accountability from CARD and GIA of progress made
on these targets. In doing so, AID should be realistic regarding what
can be accomplished with the level of resources which AID is able to
provide.



Pansmenian Association of Goodwill Industries (APIBV)

The Panamanian Association of Goodwill Industries (APIBY), a
non-profit social service organization, was created in 1970. The
general objectives of the organization are:

1) To offer physically and mentally disabled people the
opportunity to support their own social and economic development
through rehabilitation, training and work in sheltered workshops;

2) To offer the country new sources of productivity through the
incorporation and support of disabled persons in the labor force; and

3) To publicize the benefits of training people with
disabilities,

The specific tasks of the organization are to:
1) Carry out vocational diagnosis and pre-vocational evaluation:

2) Provide physically and mentally disabled persons with
pre-vocational and work adjustment training; and

3) Provide a basis for the incbrporation into the labor force of
mentally and physically disabled persons through competitive
employment, the organization of cooperatives and independent work.

Until 1981, APIBV based its programs on the traditional social service
model of rehabilitation (the operation of training workshops for the
disabled within a rehabilitation agency) which resulted in serious
financisl difficulties for the organization and an almost negligible
employment placement rate. In 1082, ATIBV initiated a series of
reforms to strengthen the organization, with the main objective being
to increase workshop production by converting operations into
self-financing sheltered workshops within a four-year period. By
December, 1984, APIBV workshop production and sales covered 71% of the
operating costs of the organization.

Presently APIBV supports the rehabilivation and employment of 60
disabled workers in four areas of production — carpentry, sewing,
packing and door production; employs 15 technical and administrative
staff members; and has an organizational budget of approximately
US$100,000.

GIA Assistance to APIBV

In June, 1985, APIBV and GIA agreed to establish a Partnership with
Industry (PWI) program in Paname, known there as Alianza con el
Comercio y la Industria (ACI), The PWI program differs from the
tradiitional vocational rehabilitation model in the following ways:

1) Job opportunities in the local econony are determined before
training programs are established;

2) Members of the business and industrial communit; form a

partnership with the local rehabilitation agency and assume a senior
management responsibility for the program; and
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3) Training is conducted in the business or industry rather than
only in the facilities of the rehabilitation agency.

GIA agreed to:

e Provide US$25,000 to the program for one year;

o Organize and finance a study trip to the US for the ACI
director;

e Froduce a manual in Spanish explaining the program and how to

develop it; ,

: o Arrange technical consultancies by GIA or other personnel; and

o Continue technical assistance and training as well as
establish contacts with oiganizations which could provide technical or
financial assistance.

APIBV agreed to:

o Establish and manage an ACI program based on the principles
set forwvard in the manual and adapted to local conditions;

o Document the development of the program, maintaining cost and
benefit data to determine its effectiveness and to enable it to
compare costs and benefits with other training prograsms;

e Organize an ACI advisory council from the business community;

¢ Hire a full-time director;

o Develop a plan for the program; and

o Select areas of potential training.

APIBV also agreed to consult with GIA before making sny basic
decisions about the program.

Functioning of the ACI Program

The present Panamanian Labor Code is a key factor in how the ACI
program operates. Important elements of the code are:

1) It is difficult to impossible for an employer to dismiss any
permanent employee for cause or even because of falling demand for the
output of business;

2) It provides that after a certain time period of any type of
employment a worker will be considered to be a permanent employee;

3) It prevents a worker from waiving his right to the
protections of the Labor Code or of the Social Security legislatior
(Social security legislation adds approximately 402 of the salary
level to the cost of employment): and

4) It prohibits private persons and organizations from
periorming the services of an employment agency.

The result of the code is that employers want to have as few permanent
employees as possible and to use temporary employees instead. Many
employees are dismissed from their jobs before achieving permanent
status, irrespective of performance or need. There does not seem to
be an organized system for providing temporary workers to employers.
This is an important factor for the ACI projram in that any reliable
system for obtaining temporary workers, handicapped or not, is
attractive. However, it is also extremely difficult to convince an
enployer to take on a handicapped person, or anyone, as a permanent
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employee.

The goal of the program is to place ACI's temporary employees in
permanent positions in private industry. Given the labor code, the
ACI program plans to function in the following way. The ACI program
employs disabled clients as trainees for the first two months, and
under temporary contracts with employers for the next four months. 1In
the beginning of the seventh month, the employee is let go, and all
accounts with ACI are settled. Ideally, it is during the seventh
month when the employee, through ACI, will have found permanent
enployment with this temporary eaployer, or elsewhere through the
Ministry of Labor Special Placement Service. If the employee has not
been able to secure a permanent position, s/he can come back to ACI in
the eighth month and begin a new cycle of a four month temporary
employment contract.

Accomplishments of the ACI Program

The ACI progran was established in September, 1985, and run on an
experimental basis through December, 1985. 1n the first six months of
operation, it has accomplished the following.

1. The ACI has a full-time director, dy-.amic and well prepared,
who has produced an annual plun and budget tor the progran. Two major
areas of employment have been determined: packing and classification
of products, and door installation. The ACI Program relies on other
entities for sources of clients and evaluation services. While the
ACI operates out of the APIBV workshop site, it is viewed as separate
from the ongoing APIBV operations.

2. The Business Advisory Board was constituted during the fall,
1985, 1Its chairman is a businessman who has had a long and active
essociation with APIBV, and who has been at the center of the effort
to start ACI. The other six members are local entrepreneurs and
professional people with skills useful to the operation. The ACI
Advisory Board is both independent from the Board of APIBV and
responsible to it. The Advisory Board plays a large role in
identifying actual areas of employment before training begins.

3. In the first six months of operation, ACI has sponsored
on-the job training and found permanent employment for five clients
and temporary employment for twelve clients. In comparison, APIBV
sheltered workshops have graduated 65 clients in the last 15 years of
operation. It is unknown whether or not these clients secured or
retained employment,

The current ACI program plan estimates that by employing 40 people per
month, reaching a 100% permanent placement rate of 70 disabled clients
per year, and maintaining a steady influx of pre-evaluated disabled
clients, the program can become self-financing.

Ma jor Inétitutional Issues

o The Separate Nature of the ACI and APIBV Workshops: GIA and
APIBV agreed to operate the ACI program on an experimental basis under
the auspices of APIBV, but to keep it separate from the on-going
operations. This separateness of ACI within APIBV has proven to be 4
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mixed blessing.
Positive aspects are:

- ACI is identified with APIBV which has a good reputation in the
local business community;

- ACI's Director can devote full-time to getting the program
established;

- The programs have different foci, with ACI establishing a range
of contacts with business, government and private orgenizations, while
APIBV's workshops operate in a more insular snd isolated fashion;

- ACI has access to the business community through the APIBV
board and can also seek Advisory Council members from outside the
APIBV network;

~ Theoretically, ACI can be an out-placement service for the
rehabilitation and training activities of the APIBV wockshops; and

- The administrative separation of ACI within APIBV provides a
basis for analyzing and comparing ACI costs and results with those of
other operations. '

Negative effects are:

- Recruiting the previous director of APIBV as the new director
of ACI has created problems for APIBV, First, annual plans and
budgets for APIBV have not been completed, nor has an analysis been
done for the effective use of the expanded workshop space for APIBV
which will be ready by mid-1986. The implementation of the APIBV
workshop program seems to be running on an even keel, but the future
planning of the organization remains in question.

Second, because of differences ia personality and orientation,
experience and training, there is tension between the previous
Director (now in charge of ACI) and the new APIBV Director which could
cause problems for both programs. The new Director is reluctant to
out-place the most highly trained and productive clients through the
ACI program, since the whole APIBV operation is supported by income
from the workshops.

Third, the structure of the overall APIBV organization is not clear.
Some staff and board members see ACI as a program department of the
overall organization, while others see APIBV and ACI as two
independent operations with interlocking but independent boards.
While both descriptions are accurate to some degree, a clear
definition of one structure needs to be decided upon to lessen the
confusion, particularly as the two operations growv.

¢ Need for a More Active Business Advisory Council: One of the
keys to the success of the ACY pro,..m will be the active involvement
of the Advisory Council, particularly given the business community's
aversion to hiring additional workers. The types of services for
which ACI should be providing training need to be determined, and the
demand for ACI's services needs to be created in the business
comnunity, The Advisory Council and the Board of APIBV can be helpful
in this by hiring disabled workers in their own enterprises and by
encouraging businessmen who have hired disabled workers to speak about
their experiences.

xiii



In the long run, if ACI begins to develop into a permanent temporary
employment service, as a result of the difficulties of placing people
into permanent employment, the feasibility of creating such a service
needs to be determined and training of the staff to run such a service
will have to be undertaken. These tasks require the guidance of the
advisory council. Such tasks are probably more demanding of the
council's time than is usually expected of members of boards of
charitable institutions. This needs to be recognized and dealt with,
The advisory council will need to call on other members of the
business community for assistance. One source, of course, is the
APIBV board, although they will be called on for greater assistance as
APIBV, itself, grows. In both of these endeavors, close collaboration
will be required between the ACI advisory council and the APIBV board.

It seems that GIA nas not taken a sufficiently aggressive position in
offering advice to the Board of Directors of APIBV or the Advisory
Council of :ACI on the operation of the program. The evaluation team
found that the people involved with the ACI program would welcome
further involvement by GIA in the work with the Council. A more
active GIA role appears to be important for the future success of the
program,

e Attention to the Role of the Disabled in Decision Making and
Administrative and Managerial Positions: Present y, disabled persons
are not actively recruited to fill administrative, managerial and
technical positions within the APIBV program. This has been-
consistent with the view, held by the public, businesspeople and some
of the disabled, themselves, that rehabilitation work is charity
rather than self-help work. However, as the disabled move from the
sheltered workshops of APIBV to the open job market through' ACI, they
will see —- and likely resent — the differences in wage levels paid
by APIBV as opposed to other employers. Moreover, if the APIBV
program insists oa keeping its best trsined and productive workers
rather than allowing ther'to be placed through the ACI program, the
workshop pay scale will cause resentments which could be directed
toward both APIBV and ACI. The extent to which ACI and workshop staff
anticipate these problems and are prepared to deal with them in a
positive way will determine whether both programs are perceived by the
disabled as promoting and serving their needs or exploiting their
labor.

Training and placing qualified disabled clients in administrative,
managerial and technical positions within the APIBV operations could
provide important role models for other disabled clients, and provide
APIBV management clearer insights into the delicate but important area
of increasing awareness and attitudinal change on the part of disabled
clients, This would also help with education of the public about the
disabled, community outreach and improving the image of the disabled
worker. ACI should consider the possibility of recruiting a disabled
client to work with the present Director and to receive on-the-job
training in the administration and management of the ACI.

e Potential for Financial Self-Sufficiency of the ACI: The
products of ACI are work-ready and trained, disabled workers. The
revenues of the enterprise are dependent on the margin earned between
the price paid for labor to ACI by private iidustry and the wages ACI

pays its clients. The financial viability of ACI will be linked to
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how successfully it' changes businessmen's attitudes towards employing
disabled workers; attracts disabled clients who can be made a part of
the labor pool with little additional training; and effectively
orients and trains its clients.

If the program's goal is permanent placement, two additional factors
come into play: how well it maintains a healthy out-placement program
for permanent employment of the disabled, and how well it maintains a
steady influx of work-ready trainees. If employment conditions result
in ACI running a temporary employment service, two other factors must
be considered: an expansion of the number of positions available to
the disabled within the business community, and diversification of
areas of potential temporary employment.,

As long as administrative costs of the project remain at budgeted
levels, the project will need continued subsidies, Subsidies for
client evaluation and training or the direct provision of those
services either through APIBV, or responsible governmental agencies,
will be necessary as long as the ACI is to be effective in providing
productive services to the business comnunity. Subsidies for current
operations will also be required if the enterprise i to operate on an
equitable basis by including social benefits for workers. The ACI is
a complicated endeavor that will require at least two to three years
of high fixed costs to get it off the ground. Operating costs
subsidies on the average of US$10,000/year will be required for at
least the next two years, and possibly a third.

e Management and Administrative Systems: If, as may be
necessary, the ACI program becomes a temporary employment service, it
will require a higher degree of managerial and sdministrative support
than a permanent placement service. Placements into diverse fields of
employment will require funds for treining in particular technical
areas, and agreements with businesses or vocational training programs
to provide the training. As this occurs, administrative systens,
coordination, managerial and supervisory tasks all will become more
complicated. The Business Advisory Council will have to play a
greater role in assisting ACI to modify its administrative systems.
Technical assistance in financial projections and business plans will
also be nocessary. ' :

e Social and Economic Impact: It is too early to come to
conclusions as to the probabie social and economic impact of the
program. However, the ACI program has made progress in training and
placing previously unemployed disabled clients in regular employment,
and incomes have increased for the few people involved in the program
to date,

Because of the small number of people involved in the program and the
newness of the program, there has been no impact on the social and
economic life of the nation, and no likelihood for a significant
impact in the near future. However, there is potential for such an
impact in the long run if ACI consolidates its network among .
government agencies and the business and rehabilitation community;
expands both the number and the type of positions that are open to the
disabled; and continues to work on changing the attitudes of the
business community toward employing the disabled.
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Key Program Issues

There are several important program issues which will be critical to
the successful development of the ACI program.

- Given the labor code and the reluctance of employers to hire
additional permanent employees, the basic premise of the PWI program
is in jeopardy, i.e., that disabled persons will be well qualified to
compete for permanent jobs upon completion of their training.,
Although efforts to find permanent employment should not be abandoned,
ACI should consciously plan for a situation in which such permanent
employment is not the normal outcome.

= If ACI ends up running a temporary employment service because
of the absence of permanent jobs, it will have to: expand the number
of positions available to disabled persons within the business
comnunity; expand the sources of previously evaluated and trained
disabled clients; and diversify areas of potential employment from
those now in the progranm.

Given the great demand by private industry for temporary employees,
skilled disabled temporary workers will have a competitive position in
the labor market if major attitudinal barriers toward employing
disabled persons can be overcome.

A second, equally important need will be to maintain a constaht source
of pre-evaluated, work-ready and skilled disabled workers. The most
natural source of such workers is the APIBV sheltered workshops.
However, as mentioned, the Director is reluctant to release employees
because the whole APIBV operation is supported by income from the
workshops. This conflict must be resolved for the good of both
programs, ACI also needs to establish relationships with other
training entities which would be reliable sources of clients.

Lastly, the long term success and financial viability of the ACI will
also depend on its ability to diversify its areas of emplovment.
Additional temporary positions in the private sector that disabled
clients can £ill must be identified, and training in new fields must
be ‘provided. :

Assessment of GIA Assistance

1. GIA was successful in getting the innovative concept of ACI
accepted by APIBV, and played a key role in launching the
organization.” Its role in planning prior to the signing of the
Memorandum of Understanding, and its study tour for the new ACI
director both helped to lay the groundwork for the organization and
prepare the director for a leadership role.

2. GIA provided a total of $31,000 to APIBV over a two-year period.
Because the ACI is so new, it is too soon to determine the cost
effectiveness of the approach. However, the program has produced
important economic benefits for the number of people involved in it,
and has recuperated some costs of operation. These trends may -
continue although more resources will have to be invested in planning
and staffing. Given the potential of the program, and the modest
level of assistance, GIA's assistance is likely to be cost effective
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if it results in any lasting improvements through the ACI program,

3. GIA and APIBV may have underestimated the time and resources it
will take to put the ACI program on a self sustaining basis. The
plan's major failings are to assume that permanent jobs will be found
formost graduates and that the training necessary for participants
will be available in other entities. It also appears that staff,
financial resources and voluntary boards may be already over-extended.
The resources and time may be inadequate to respond to expectations of
significant impact in increasing income and generating employment
under the new matching grant period.

4. Although GiA did foresee potential negative aspects of operating a
PWI program together with more traditional activities, CIA may have
underestimated the support needed to resolve those problems as' they
develop. The conflict between the perceived needs of APIBV and ACI,
the strain between the two directors, the decline in attention paid to
Planning for APIBV, and the potential rivalry between the APIBV Board
of Directors and the ACI Advisory Council are all areas requiring
attention. The failure to take adequate corrective action on these
issues was probatly due to the limited time which GIA personnel could
devote to the implementation of the progranm and the fear of being seen
as too intrusive,

Major Recommendations

l. GIA should explore with the APIBV Board of Directors and the ACI
Advisory Council what assistance GIA might provide to the boards
concerning their operation and the support which they and volunteers
from the Panamanian business community might give to the development
and implementation of the- ACI program,

2. The ACI program should give priority to expanding the size and
scope of the Advisory Council and to involving more members of the
business community in Panama in the work of the program, including
generating demand for employment services and providing advisory
services to the staff of the program,

3. GIA and the Advisory Council of the ACI should review the
prospects for achieving permanent jobs for graduates of the ACI
program and the implications of creating a permanent, temporary
workers service., In the review emphasis should be given to the need
for training and support for the persons who would manage such a
service and of the magnitude of business which will be needed to
sustain it., Attention also should be paid to whether funds need to be
raised for the training of disabled persons before they are placed in
industry and offices for temporary work.

4. GIA, the APIBV Board of Directors and the ACI Advisory Council
should review the relationship between the ACI program and the ‘other
on-going work of APIBV. The purpose of the review should be: 1) To
determine whether, and if so, to what extent, the ACI program should
take advantage of the productive workshops as places of training and
sources of participants, or whether the ACI program should secure the
collaboration of other training entities, such as commercial
industries, educational/training institutions, and government or
private vocational training programs; and 2) To ensure that the
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administrative and professional staff of both prograns work in a
complementary and coordinated way.

5. APIBV, with the assistance, of GIA, should review the nature and
extent of the accomplishments expected from the current and planned
activities, Special attention should be placed on the realism of
current estimates concerning the date by which the ACI program can be
self-sustaining and the amount of external technical and financial
resources which will be necessary to achieve that result, The result
of the review should then be discussed with AID,

6. GIA should consider with APIBV what steps might be taken to
prepare for the assumption by disabled persons of positions of
responsibility and public profile in the work of the ACI program and
the other activities of APIBV, GIA should offer the lessons it has
learned in the US and in other areas of the world on how best to
prepare for this evolution and to avoid the organizational tension
that can arise in the process.



Jairos Jiri Association

The major evaluations of GIA grant-supported activities were done in
the Carribean and Panama. This evaluation of the JJA consisted of
only a two-day visit to the organization and its centers, and was done
in order to be able to compare a third approach of the same PVO,

JJA is one of the most well-established GfA affiliates, having been
founded in 1950. The Association has 15 centers and operates 14
constituent branches throughout the country. It is the largest
voluntary rehabilitative agency in the country, and one of the biggest
private organizations on the continent of Africa.

GIA Assistance to JJA

GIA's assistance to JJA has focused on human resource development,
which consisted of U.S.-based training of 5 JJA staff and the
sponsorship of management seminars for other JJA staff. The current
Chief Executive Officer of JJA participated in GIA's Executive
Training Program, which emphasizes managenent, for one year and worked
at the Milwaukee, Wisconsin Goodwill Industries. Two other senior
staff, Mr. Seso Moyo and Mr. Simplicio Moyo studied management and
rehabilitation. Seso also studied trainee evaluation and placement,
and Simplicio studied production. They both were based at local
Goodwill Industries in the US and had work assignments there., Mr,
Amos Mpofu and Mr. Jonas Langwane received technical training, in
electronics and small engine repair, respectively, and were also based
at local US-Goodwill Industries.

Analysis of Training and Costs

An analysis of the training shows that the selection of the candidates
has thus far proven to have been appropriate although for Simplicio
Moyo, Amos Mpofu and Jonas Langwane, it is too early to determine how
well they are able to apply their training. Placements at Goodwill
Industries facilities and training institutions appear to be rixed,
with some excellent experiences having been notsd, and some less than
satisfactory arrangements occuring as well. Adjustment to the US was
notr viewed as a problem by the trainees, although this is a surprise
to the evaluator given general experiences of foreign students, and in
particular, given some of the living arrangements of the JJA trainees.
Lastly, the management training received by the three senior staff
seems to have been effective and is resulting in the strengthening of
the organization and management of JJA and its programs. In
particular, the adoption of American participatory management
techniques by the three senior staff and their move awvay from the
British hierarchical management style which is a holdover from
colonial days before Zimbabwean independence is an important step
which has been well received by the staff of JJA. For the technical
training, it is too early to judge the results.

It is clear that the GIA assistance in human resource development has
contributed to a strengthening of management and administrative
practices and greater professionalism, and may result in more relevant
selection, training and employment preparation for students at JJA —
all of which are important elements of institution building. Since
many donors are not interested in funding human resource developnent,
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the willingness of GIA to focus on this area iy all the more
important.

Recomnendations

If GIA intends to bring more people from affiliates to training in the
US, it is impnrtant for them to focus carefully on placements at GIAs
so that maximum advantage can be taken of resources available within
the GIA system and so that the trainee gets the most relevant training
possible. Local options for training in the affiliate's home country
should be fully explored before making the decision to bring people to
the US. Total costs for the GIA program were $96,536, a reasonable
budget for training of the four staff members in the US, technical
assistance, and in-country management seminars., If the technical
training turns out to be as successful as the management training has
been, the program will have been relatively cost effective.
Nevertheless, training in the US is an expensive proposition when
compared to training within the country under local conditions, and
each training decision should be considered in light of this expense
and the question of relevancy of the particular training to the future
work of the trainee.

Lastly, a bonding arrangement should be required of any trainee coming

to the US so that he or she will remain at the affiliate for a
designated period of years after returning home from training.



INTRODUCTION

This eveluation is part of the PVO Institutional Development Eveluation
Series whose purpose is to identify those factors have been importent for
the accomplishment of PVO programs. The evaluation is not a review of
overall progrom accomplishments end activities as such, but rether en
ottempt to identify and analyze the probeble impact of the progrem on long
term institutionel development, while clerifying whet activities are being
carried out end whet lessons may have been 1earned from the progrem.

The current motching grents agresement baiween AID end Goodwill
Industries of America (GIA) supports technical and financiel assistence to
five countries and three regional orgenizetions. This eveluation examines
the essistance provided by Goodwill Industries of Americe to its locel
offiliotes in three places: Eastern Caribbeen, Pename, end 2imbebwe.

In the Ceribbeen program, Goodwill Industries of Americe assists CARD, a
regional orgenizetion, in its formation end development. Ii: Pename, GIA
supports o locel organizetion (APIBY) to develop & pilot PWI progrem
which GIA believes may be on effective model for training and employment
generation in developing countries. The Zimbebwe progrem focuses on
steff development through treining of key personnel in locel Goodwill
Industries in the United States.

John Oleson and Heother Clark formed the team for the eveluation of the
Caribbean end Psnamenion progroms. Cerolyn Long undertook the brief
evaluetion of the Zimbabwe progrem. This report is considerably longer
than most field reports in the PVO Evaluation Series since it is reelly
three field studies. The next section presents o generel description of the
progrem and philosophy of Goodwill Industries of Americe, and provides
odditionel details regerding the field eveluation methodologies. This is
followed by separate reports on Eastern Caribbean, Paname, and Zimbabwe.
Because of the length of this triple report, we include o speciel summery
of each of the three proarems.

GOODWILL INDUSTRIES OF AMERICA (G1A) AND A.1.D MATCHING
GRANT PROGRAM

Description of Goodwill Industries of Americe

Goodwill Industries of Americe, Inc. (G1A) is en international federation of
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private voluntery orgenizetions which ere not-for-profit business
enterprises oroviding disabled and disadventoged persons with both
employment opportunities within their own enterprises end vocotionel
treining and placement in employment in business and other orgonizotions
in their communities. There are currently 174 North American affiliotes,
ond 44 offiliotes in 30 countries outside the US end Cenade. Locel
Goodwill Industries ere legally and financially independent orgonizetions
with their own bylews end boord of directors. They operate on business
principles, ond strive to sustain their entire operetions through the sale of
goods end services. (GIA Annuel Report, 1984) GlA's international
offiliotes include traditional rehebilitetion egencies providing vocetionel
training ond productive employment in smell industriel workshops;
self-help orgenizetiions of disabled persons which operate projects thot
provide training oend employment to their members; end, netionel or
regional associetions of rehobilitetion egencies which either operate
vocetional treining programs or provide supportive services to their
members.

The GIA National Executive Office is loceted in Bethesdo, Meryland, hes o
soloried staff of 54 ond on annual opersting budget of epproximetely
$3,800,000 (1984). (GIA Annuol Report, 1 964 pg 15) The Executive Office
provides o wide variety of services to its offilietes including rehab-
flitetion services, business end industriel services, end treining end
monagement services. (Proposel, 1985 pg. 2) (See Appendix 1 for the GIA
Orgenizetional Chert.)

Until recently, the GIA International Department consisted of o Director, o
Field Services Coordinator ond en Administrative Assistent. The GIA
Internationel Deportment currentiy consists of the director end o
port-time administrotive assistent. GlA's Internationel Department does
not have any staff in-country nor does it directly impiement projects in
the field. The Department views its role as & collaborative one in which it
provides guidence, assistance and financiel support to locel institutions to
enable them to develop and implement projects. In order to provide support
to the international offiliates in training, technicel essistence, and
resource networking. The department relies on the collaboretion of other
Executive Office staff members and volunteer consultants from other GIA
offiliotes, uses finonciol grants to the local offiliates to assist them in
purchesing technical essistance, and brokers services from program-
matically competable funding ond technicel essistance agencies.
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Since 1977, the annuel opereting budget of the International Department
hos been, on the aversge, US$300,000. The Agency for Internationel
Development (A.1.D.) has contributed, on the average, approximately fifty
percent of this amount end the rest is supported by international affiliate
ond general membership dues, private contributions, and corporate and
foundetion grents. Since 1968 GIA has been active in assisting the
development and growth of three regional orgenizetions: the Grupo Letino-

(GLARP) which is now independent
from GIA; the Caribbean Association for the Rehabilitation of the Disabled
(CARD) to which GIA currently provides technical end financiel ossistaiice;
ond, the West Africa Federation of Associations for the Advencement of
Hendicapped Persons (WAFAH) to which GIA currently provides technical
ond financiel assistance.

GlA hes provided, i) technicel assistance to affiliates in the dasign end
implementation of job placement, cooperative development, vocational
education and management treining progrems in Africe end Letin Americe;
i) orgenizational development assistance which resulted in the formation
of ten new Goodwill effiliates in Africe; and, iii) leadership treining
opportunities and extended management and technicel treining for disabled
leaders in local Goodwill Industries in the United Stetes.

GIA/A.LD. Hotching Grant Program

Since 1976, GIA hes received funding from A.I.D. to support the efforts of
its International Depertment. In 1976 GIA received o Development
Program Grent for US$340,394 over a three yeer period to establish an
International Department end become active in West Africa. In 1979, o
three yeer Institutionsl Development Grent for US$442,000 was awarded
to GIA to institutionalize its methods of operetion and become active in
the Ceribbean. The major activities supported by the grants have been
developing end expending locel end regional orgenizetions, vocetionel
training and placement progrems, and employment generetion progrems.

The current “Training for Self-Reliance” Matching Grent Progrem was
designed end is currently managed by the International Department. The
unsolicited proposal was epproved in June, 1983 for US$375,000 over a
three year period. (A.1.D. Grant No. PDC-0239-G-SS-3112-00) The goal of
the program is “to seek the full perticipation in society of persons with
digabilities in developing countries by expending their occupational
copabilities end opportunities through community-based orgenizations
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operating in response to locel needs.” (Proposel, 1982 pg. 31.)

The objectives of the progrem are: 1) to strengthen the institutionel
cepability, program end finencial self-reliance of selected organizations;
ond, 2) to increese the number of individuals treined by the selected
organizetions, end increase the number of greduetes employed and earning
income os a result of their treining. (Proposel, 1962, pg. 6) The progrem
enobles GlA's Intermationol Department steff to orgenize in-country
technical consultations, local and regionel treining courses, end to help
selected orgenizations to plen and implement specific projects. (Annual
Report, November, 1964 pg. 2) The original plen envisaged providing
assistonce to six target countries and three regionel organizations. (See
Appendix 2 for Metching Gront Log Frame.) By November, 1985, the
program had provided assistonce to five countries end two regionol
orgenizetions: Honduras, Jameaice, Paname, the Philippines, and Zimbabwe,
ond WAFAH and CARD.

This evaluetion took place in February 1986 neer the close of the three
yeor gront.

Yocationol Rehabilitotion: The Treditionsl end PW| Models

The ultimate objective of vocational rehebilitation is the competitive
employment of rehebilitated persons in jobs in established businesses and
industries, in cooperatives or smell enterprises, or in self-employment
activities. Noncompetitive employment of persons with disebilities in
subsidized sheltered workshops is normelly viewed es a fall-back alter-
native for those persons who are eveluated, or in some coses simply pre-

sumed, to be incapable of achieving competitive employment. (Partnership
¥ith industry Menuel, 19865)

The Traditional Model

The traditional method for pursuing vocational rehebilitetion objectives
hes been the operation of workshops within a rehabilitation agency's
facilities. Here, the disabled clients ere taught the skills associated with
o few determined occupations, with the expectation that the clients can
loter acquire some form of competitive employment. (Pwi Monual) The
steps in the ideal GIA rehabilitation process are: 1) evaluation where a
person’s skills, interests, end present capabilities are measured; 2) work
odjustment where clients learn good work hebits and attitudes; 3) troining
where clients learn specific job skills; 4) job readiness and placement
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where the rehabilitation counselor assists the client in marketing his/her
skills; and 5) follow-up counseling.

For severely disabled clients, sheltered workshops sre often the only
olternative. Unfortunately, meny disabled clients who could compste in
the workforce ere employed in sheltered workshops. The PWI Monual
describes six mejor shortcomings of the traditional rehabilitation model
os follows: low placement rotes, low job retention retes, limited agency
capacity to train clients, inoppropriste end outmoded occupotional skills
troining for the current labor merket, inadequate client eveluation, end
high costs.

1lhe P Model

The PWI program is an alternative approach to vocetional rehabilitetion
which differs from the traditional model --even thet which aime to
achieve employment in established commerciol enterprises, not just smell
enterprises solely for disebled persons. The PWI program differs from the
troditional model in several ways. First, job opportunities in the locel
economy are determined before training progems are established. Second,
members of the business end industrial community form o pertnership
with the locel rehabilitation egency and essume o senior menagement
responsibility for the progrem. Third, troining 18 conducted in the
business or industry rather than only in the facilities of the rehdbilitation
agency.

GIA begen PWI programs in some of its local rehebilitetion agencies in
1976. On on annuel basis those agencies place more then 12,000 disobled
persons in competitive jobs, ten percent of these plecements ore through
the PWI program. The president of the Internationel-Netionel Association
of Business Industry and Rehabilitation(I-NABIR) informed the tesm that
while the job placement rate is 20% for traditionel rehebilitotion models
which provide functional treining to Jisebled clients, the job placement
rote is 80-85% for both the PWi and newer vocational rehabilitetion
models which include on integrated systems epproach to troining. The
distinguishing fectors of PWI are that the employers ore brought into the
process ot the beginning end training tokes place in the business. Thus,
the major berrier for disabled clients to getting o job--getting through
the door-- is removed and the quelity of the training increases. Although
the costs of PWI training very according to the type of training offered,
the |-NABIR president estimated thet every doller spent on training
through the PWI program generated ten dollers in taxes.
S



GlA believes that the PW! approach may be an effective model for treining
disebled persons in developing countries thet have en odequate industrial
base, and also for vocational training for non-disabled terget populations.
The model is flexible enough to be adepted to o number of local economic
and social conditions, end offers an opportunity for rehabilitetion ogencies
ond the business community to work together in addressing problems of
unemployment and an unskilled labor force.

EVALUATION METHODOLOGY

Objectives of the Eveluotion

The purpose of the evaluation as agreed to by A.1.D., GIA end the evaluation
team is as follows: “As pert of a review of reflected PVO ectivities being
ossisted by A.LD. throughout the developing world, to determine the degree
of success Goo:'will Industries has had in assisting the undertoking of the
PW| program by APIBY in Panama end in strengthening end improving the
operation of CARD in the Eastern Caribbeen; and, to the degree possible, to
estimote the current ond probeble long term impect of the two ectivities
on the economic and social condition of the terget groups.

A.LD., GIA end the eveluation team olso agreed on the following objectives
for the evaluation:

1) to describe CARD s an orgenizotion end describe end enolyze the
effectivenss of the activities it has adopted in support of its
offiliotes;

2) to describe the Panama PWI progrem, and, to the extent possible,
compare its operations to the other esteblished approaches of APIBY;

3) to describe GIA's assistence to Panamae end to CARD and how its
octions have influenced the progrems being carried out;

4) to assess the cost effectiveness and likely sustainability of the
PWI/Penama and the activities supported by CARD end its offiliates;

5) to assess what has been and is 11kely to be the impect of
PwI/Panomae and the octivities supported by CARD end its offilietes
on the economic end social betterment of the terget groups end on
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seciety's ettitudes towerds those groups;

6) to assess the effectivenss and potential of the PWI appreoch as an
instrument for training, placing and employing terget groups; and,

7) to provide observations on strengths and weeknesses of GIA's
approach to prog. am identification end support.

For deteils of the evaluation methodology refer to Appendix 3.
Evalyotion Activities: Corfbbean & Penoms

We spent o totel of 6 days in Weshington: 2 in the overell eveluation
plonning meetings; 3 in the evalustion teem planning meetings; and 1 in
interviewing the stoff of GIA end of the Melwood Horticu)iure Troining
Center, a US based private, non-profit organization concerned with the
rehabilitation and employment of the disabled thet is providing technicel
assistance to CARD. We interviewed GlA's Internatione) Depertment
Director, Ex-Director, the President of GlA, GlA's Pwi Director, the
president of the International-Nationa) Association of Business Industry
and Rehebilitetion, end the Melwood Consultent to CARD. We reviewed
grent proposals, progrem reports, conference summery reportis, ond
general material on GIA ond its operations. We held meetings with
representotives of A.1.D. (both from PVC and LAC) to discuss and cetermine
the scope of the evaluation.

Timing. We spent o total of 15 deys in the Coribbeen and in Panema. During
these days we visited workshop sites in St. Lucie, Dominice, Nevis ond
Penamo; interviewed CARD's key board members and steff in St. Lucie, St.
Kitts and Belize, and APIBY's steff, boerd members ond its business’
edvisory council in Paname; representatives of the Caribbeen Associetion
for the Mentelly Retarded and Other Disabilities (CAMROD) in St. Lucie, end
of the Caribbean Council fer the Blind (CCB) in Antigue; steff members of
the National Development Foundations in St. Lucie and Dominice; a steff
member of the DAS/A.1.D. supported Special Training Proje:t in Dominice;
government officiels involved in rehabilitation, treining, social welfare,
and smoll business development progrems in Dominice and Panama; and the
USAID Missions in Berbados end Paneme. A list of institutions, steff
members end program participants is presented in Appendix 4.

Dota Problems. There is no nationel or regional survey thet indicates the
7



size of the disebled populetion in the Ceribbean, elthough the United
Notions' estimate that generally 108 of eny given population is disebled
was quoted extensively. Thus, the team found it difficult to estimote the
size of CARD's terget group end moeke judgments on the potential for
CARD's expanded coverage to reach e significent percentage of the
populetion. With e few exceptions, information on costs end production
was difficult to obtain for the mini-indystry progrem in the Coribbeen. In
snme ceses, this was due to the newness of the projects; in others,
becouse treining in dote collection has not yet been completed. Netional
level and project specific dete were aveileble in Paname, olthough
information on costs, revenues and job placement rotes in the PWI program
is based on the experience of the four month pilot progrem ond only one
month of full program operation.



61A ASSISTANCE TO CARD

Bojor Environmentel Factors

1. ]

Al the countries in which CARD hes developed mini~industries heve very
small populetions and gross nationel products. St. Lucie, St. Kitts, Nevis
ond Dominice ere tiny stetes ranging from 7,000 to 120,000 in populction.
Except for Dominice they rely heovily on tourism for foreign exchenge
proceeds. None hos o significent industriel bese, and therefore they rely
heavily on imports for rew moterials and finished products. The growth of
their economies would seem to require & major effort to sttrect foreign
investment ond to achieve growing exports. The Caribbean Besin Initiative
waos aimed ot stimuleting both those efforts, however little has happened
so fer.

The relatively small size of these populations and economies means thet
one connot expect their institutions to deel with the seme magnitude of
resources and beneficiaries as is the case in most other countries. It also
meons that reletively modest resources can have significent impact. More
importently the dependence of these economies on externel influences
meons that they ere highly cyclicel, end thus more difficult for
entreprenuerial planning.

2. High Unemployment

The rate of unemployment and underemployment is extremely high in the
countries involved in this eveluation. This has been a chronic problem for
these countries which hes been made worse in the past few years by the
general decline in economic activity in the region. Estimates of
unemployment in the Ceribbean ore notoriously unreliable, but range from
20-40%

These high unemployment rates meen thet it is that much herder to find
opportunities to employ disabled persons. Jobs are scerce, and the
preveiling ottitude of the public appeers to be that such jobs as there are
should go to persons who are able to be the most productive and who have
large family responsibilities. It is assumed thet disabled persons do not
fell into either category. It is not particulerly relevant whether or not
thet attitude is based on o valid analysis of the situstion. The foct is thet
it exists, end is very herd to chenge in a situation in which mony people
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are competing with each other for few available jobs.

3.

There are many regional orgenizetions active in the Caribbean. The growth
of these orgenizetions probably is due to o combination of factors: i) he
region’s colonial heritage; ii) the obvious need for economies of scele in
both economic ond social service efforts; and iii) eech individuel netion
unit is so smell thet it instinctively feels the need for support ond
informetion from its neighbors. While the existence of these regionol
orgenizations seems naturel, they do involve costs. This meens that the
persons active in guiding the various mejor facets of these societies
spend more then the usual amount of time on coordination and politics in
the boord sense. Then too, there is the increased cost (whether in paid or
volunteered labor) of running the verious orgenizetions.

In the case of work with disabled persons these factors of orgenizational
coordinetion and costs ere important as well. Each type of major
disability group has e regional orgenization respresenting it. Thet for the
blind is the oldest and the strongest. Thus, when CARD ottempts to plana
comprehensive approach to the problems of the disebled in the Caribbean
it must deol with the issue of the degree to which all the various notionel
ond regional organizetions ere to be coordinoted and the extent to which
the raising of funds and revenue producing activities should be done in
commen. Regional conferences sponsored by CARD and other orgenizotions
become importont fore, not only as means of communicating informetion
but also es tools for reconciling sensibilities and edging towerd a state of
mutuel confidence. Governments ere not very helpful in this effort
because there are so many of them, and they do not have effective, common
policies themselves.

4. Disabled People Internationol

The Disabled People’s International (DPI) was founded in 1981 ond is o
world-wide orgenization with a regionsl arm in the Caribbeen. Its purpose
is to be o spokesmen for the rights of disabled persons and to represent
their interests to governments. It puts great importance on plecing
disabled persons in positions of influence and responsibility in private and
government orgonizetions. It hes a reputation of being quite militent.
CARD, too, sees itself as having e role of representing the interests and
expections of all disabled persons. Thus it must adjust its action to the
prior existence of DPI. In some respects the two organizations ere rivals;
ond yet there eore persons who ore active, even leaders, of both
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orgenizetions. In other respects the organizations complement each other
since CARD has been more active in trying to improve the productive
workshops and less involved in lobbying to reforming netional policies.
However, the issue of their relationship mey become serious if CARD
places increased emphasis on fostering national level coordinating bodies
of ell the orgenizations working with the disabled in order to creete o
more effective pressure group end fund reising mechanism in each country.

5.

In the Eastern Ceribbean, there is a strong historicel tradition of reliance
on the government for developing, regulating end supporting most sociel
and economic activities. Some ettribute this ottitude to a colonial legacy
based on the prestige of the civil service, a wide dispority in resources
between the colony and the coloniel center, end the importance of
government policies such as custome duties, for what few commerciol
opportunities existed. Others ottribute the attitude to the lack of an
entrepreneuriol spirit owing to the lack of opportunity in economies of
such small size and such high vulnerabilily to international markets. Some
bleme the principles of British socialism. Whotever the reasons, the
attitude does appeer to be strong.

Reliance on government means that many of the jeaders of activities with
the disabled see their mejor role as being one of obtaining & higher level
of resources from the government in support of their progrems while ot
the same time assuming thet they will not be able to achieve much
without thet support. The ettitude also means that training in the skills
necessary to cerry on o businesslike operation will have to be accompenied
by training eimed ot clerifying whet ere the problems end dongers in
seeking mejor support from governments for those operations.

The Development of CARD As An Institution
1. Organizetiona) Purpose

The Ceribbeen Association of the Rehabilitation of the Disabled (CARD),
wos founded in 1980 with GIA's assistence. CARD was established as an
outcome of GIA's technical consultetions with its five Caribbeon offiliates
ond of the growth in their awereness of the similority of the problems
they faced in working with disabled persons in the region. The moving
force behind CARD's development, CARD's first President end Executive
Director wes the Monaging Director of the GIA affiliate in the Bahamas
who is often described es & dynemic and vigorous figure in the Eestern



Coribbean rehebilitation community. The support end energy provided by
CARD's first President and Excutive Director were essential in getting the
orgonization through the stage of an ides at & regional conference to what
it is today, e membership orgenization with region-wide representation.

The gool of GIA's support to CARD has been to assist it to become o visble
institution in the region. GIA assisted CARD in: i) organizing and financing
its formetive meeting end first treining courses; i) formuleting its
bylews ond selecting its stoff; iii) providing stert-up funds for the
mini-industry progrem; ond, iv) sponsoring the perticipetion of CARD
representotives in seminers in the United Stetes. GIA's program focus has
been on providing technicel end financiel assitence to CARD end its
members in vocational training and employment creation.

The mission of CARD is to promote effective measures for the prevention
of disebility and for the rehabilitation and full porticipation of persons
with disebilities in society. It works through o network of member
organizetions in the Caribbean region. According to CARD's 1985 Bylows,
the objectives of the organizetion are as follows:

(o) to facilitate the dissemination of informotion end the exchange of
exper tise throughout the region;

(b) to strengthen the capability of member orgenizetions to plan,
implement ond evaluate their progrems;

(c) toincrease the number of treined personnel working with persons
with disebilities in the countries of the region;

(d) to assist in the development of national ond-regional structures
ond plans for the coordination of activities benefitting persons with
disabilities ond their femilies; -

(e) to increase vocationel opportunities for persons with disabilities
in the countries of the region; :

(f) to increase the flow of resources in support of member
orgenizetion progrems;

(g) to promote ond insure the full perticipation of persons with
disabilities in the governance, and in el ospects of the work of the
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Associetion, its member organizetions ond other orgenizations at
work in the region.

() to edvocate a body of statutes protecting the rights end insuring
equality of opportunity for persons with disabilities in the countries
of the region;

(1) to creote in the region en environment of enhenced public
awareness and eppreciotion of the cepabilities end contributions of
people with disabilities to society; end,

(§) to undertake and support reseerch in the field of disebility end
rehabilitation in the region.

CARD was constituted as a regional membership association in 1981, and
legelly incorporated in 1982. CARD is unique in the region because it
provides vocational education and employment support end services to
members without regerd to the type of disabled populetion served or
whether members ore traditional rehabilitation ogencies or.seif-help
organizations of disabled people. CARD has five cotagories of membership:
organizational membership, associate membership, individual membership,
international organization membership, and honorery membership. Voting
members of CARD are limited to orgenizational members who comprise the
General Assembly. An orgenizationel member is described as “eny not-for-
profit, legelly constituted orgenization whose primery purpose is to
improve the situation of persons with disebilities and their femilies in o
country or territory in or eround the Ceribbeon Sea.” (CARD By-lows,
1985).

Fifteen orgenizational representatives from 13 Ceribbsen countries
ottended CARD's inaugurel meeting. CARD's orgenizational membership
currently includes 67 rehabilitation institutions end self-help orgeniz-
otions of disabled persons end 36 essociote, individual end international
orgenization members from 26 countries in the Ceribbean.

The CARD Board of Directors consists of five Officers --the President,
two Vice- Presidents, & Secretary and Treasurer end seven Directors. The
President of the Caribbean Association for the Hearing Impaired and the
President of the Caribbean Association of Rehabilitation Theropists also
have a seat of the CARD Bonrd. One third of the CARD Board members are
persons with disabilities. All Officers end Directors are reprsentetives of
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organizetional members and are nominated by orgenizetional members in
good standing. A Nomineting Committes, eppointed by the President prior
to the General Assembly meeting, prepares a slate of condidates for office
that reflects both o geogrephic end disebility representation. The Board is
elected by on absolute majority of organizetional members present ot the
meeting.

The evaluation team met with two Officers of CARD, the current President
and the 2nd Vice-President who was o former President of CARD. Both
Officers impressed the team as dedicoted and conscientious leaders of
progrems for the disebled and community besed progrems in their own
countries. They have the respect and confidence of their colleagues and
have been able to work with government agencies responsible for their
programs in their own countries.

The headquarters of the organization is currently located in St. Kitts, and
since November 1984 has been administered by the Acting Executive
Director, e Peace Corps Yolunteer with a rehabilitation background. A new
Executive Director, West Indien, was to be chosen in Merch. Plens have
been made to secure funding for end recruit a Vocationsl Development
Officer, also a West Indian, to work as @ counterpert to the Melwood
Consultent. (See part 2 below.) The CARD Boerd is presently considering
structuring itself into progrom committees to ensure more comprehensive
program guidance end smoother administretion end manogement. (See
Appendix S for CARD's proposed orgenizetionel structure.)

2

CARD has received project specific funding from GIA through the AID
motching grent, the Canadian Internationel Development Agency (CIDA),
Christion Action for Development in the Ceribbean (CADEC), Privete
Agencies Collaborating Together (PACT), the Commonwealth Foundation,
ond the Inter-American Foundotion. Approximetely one half of CARD's
totel funding in 19684 and 1985 has come from GIA through the Matching
Grant. The following are the main program activities of CARD.

(i) In 19682, CARD initieted o training progrem in vocational management
for workshop monagers end supervisors. This three year program was
funded by a CIDA grent. Sixteen workshop managers from the region have
completed treining under this progrem; and19 participents attended o
workshop, given by Melwood, on product deve’opment and marketing as part
of this menagement trainina proaram.
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(i) In 1983 CARD initioted o vocetione! treining ond employment
development progrem to provide technicel essistence in workshop
maenagement to member orgenizetions. This three yeer progrem wes funded
by GIA, through the USAID metching grent ot the level of opproximotely
$20,000/yeer.  Stort-up funds for the mini-industries progrem were
provided under this grent. The mini-industries were to produce school
chalk, clothes hangers and pot scrubbers. Workshops in five countries,
Dominice, St. Lucia, Montserret, Navis end Suriname were torgetted to
perticipote in the mini-industries progrem.

(111) CARD olso received $5,000 from PACT in 1985 to esteblish o
revolving loen fund for product end service development in the workshops.

(iv) The Melwood Horticulturel Training Center, under contract to CARD and
funded by the motching grent, provides technical essistence to the
workshops in management, orgenization and small business development.
Plens are now underwey to secure funding from the Kellogg Foundotion for
o joint CARD/Melwood small business menagement treining progrem which
would include components as follows: e) treining for menagement level
operotors of smell businesses in orgenizational development, community
reletions, finenciel menegement, communications skills, personnel
monagement, production techniques, import/export issues ond
clossification of disebilities; b) training for bosrd members of the
porticipoting workshops in the role of the boerd, mission end purpose of
the orgenization, policy development, responsibilities of menegement of
smell businesses, ensuring finenciel accountebility end providing
information on disebility; end, c) a competency based certificote degree
program for workshop operators in collaboration with the Extra-Mural
Depertment of the University of the West Indies.

(v) CARD wes responsible for co-sponsoring end jointly orgenizing two
regional conferences, Encounter 1963 end Terget 2000, held in 1965.
Approximetely $15,000 for perticipent travel for each conference wes
provided under the GIA/AID metching grant. A totel of opproximotely
$10,500 from PACT, the Commonwealth Foundation end CARD fund raising
activities was also provided to complement this activity.

(vi) In November, 1984 CARD co-sponsored the Caribbean Conference of
Deofness which resulted in the formetion of the Ceribbeen Associoetion for
the Heering Impeired (CAHI).
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(vii) CARD and Mobility Internatione! are working togethe.” to sponsor o
disebled youth leodership training progrem which has been funded by the
Inter-Americon Foundetion in the emount of $11,500 ond Mobility
Internotional in the emount of $4,200.

(viii) Grent support wes obteined for CARD from PACT for the purchese of
e computer.

(ix) A grent wes also secured from CADEC for the production of o sign
lenguege video progrem.

3, A B 8 ( ARD W . ASSISteE
To dete, AID ond GIA funds have supported activities in
woys: :

the following

0) stert-up costs for the mini-industries program;

- b) essistence of the Melwood Horticulturel Training Center to
provide technicel and menageriel assistance to workshops sponsoring
mini-industries;

c) support for a CARD orgenized three-month training course for
workshop monagers held at the Goodwill Industries effiliate in the
Behamas;

d) finencial support for perticipent trevel to ottend o regionel
conference on disebility held in Berbedos, Encounter 83, end to
porticipete in o treining seminer which examined alternotive
opproaches for the employment of the disebled;

e) financial support for perticipent travel to ettend o regionel
conference held in Puerto Rico in 1985, Torget 2000, ond to
porticipate in @ CARD/Melwood orgenized workshop on product
development and morket enelysis;

f) support of CARD boord *raining;

g) -edministrotive costs releted to the development of CARD's
vocetionel treining progrem; end,



h) CARD publicetions including “Disability Resources®, a directory of
North Americen orgenizetions ective in the region; reports on the
Terget 2000 ond Encounter 83 conferences; and, CARD's quorterly
newsletter.

A totel of $80,000 from the GIA/AID metching grent hes gone to
8upportCARD activities over the threg yeer period. An edditional emout of
approx- imetely $10,000 yeer hes gone for GIA direct costs of providing
technical support to CARD.

GlA, through the metching grant program, intended to essist CARD in its
own institutionel development. By supporting CARD's Vocetionel
Cevelopment Pregrem through finenciel end technicel essistence, GIA
intended to enoble CARD to provide technicel and financial resources to its
members in developing mini-industries within workshop settings. No
specific tergets for GIA end CARD were set for the motching grent
program. The accomplishments of GIA assistance have been in the erees of
institutionel development on the CARD organizotional level and in menage-
ment training ot the CARD member level. To date GIA and Melwood essist-
ence has produced meny positive results, elthough continued assistence ot
both leveis will be required for sometime.

The major accomplishments of CARD have been the following:

() In the Eastern Coribbean where regionel organizetions come and go and
ore accused of doing too little with too meny resources, CARD hes been
successful in establishing and mainteining itself for five years, and has
orgenized on-the-ground progrem activities with e bere bones budget. The
annual budget for the orgenization was approximetely US$ 60,000 in 1984
ond in 1985, which included o budget for administrative costs of epprox-
imotely US$3,200 per yeer. (See Appendix 6 for CARD's budget.) CARD hes
been eble to diversify funding sources with GIA assistence, elthough GIA
support of CARD through the metching grant continues to provide about
holf of CARD's eadministrative and program support. Administrative costs
ere met by membership dues, donations, and the GIA metching grent. The
selery of the Acting Executive Director is absorbed by the Peace Corps.
CARD is still dependent on outside funders and will be for the foreseeable
future. The likelihood is slim for CARD to supplent GIA sometime in the
neor future as a source of funds and technical assistence for the region.

(b) On the institutional level, CARD has formuleted bylews; structured
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itself; recruited interested and competent bosrd members end stoff; or
presided over o smooth transition in leadership et both the Board er
Executive Director levels. However, the orgenizetion has had no permener
Executive Director for over o yeer, hos operated with only one full-tim
stoff member, end is stil) struggling with its focus, structure on
plenning. These issues are discussed below..

(c) Within the region, CARD hes orgenized two regionel conferences wit
other regional orgenizations working in the fie'd of rehabilitation, end he
fostered the growth of the Coribbeen Association for the Heering impaire
(CAHI). Through these conferences importent issues such as the rights a
the disebled ond the future of sociel, economic end educationel progrom
within the region were brought to the attention of the generel public an
the rehabilitetion community. Although it is difficult to determin
specific results of these conferences, they certoinly dic stimulete th
disebled rights movement, end led to o criticel re-exemin- otion of th
progress ond problems of existing progrems. Furthermore, regiona
communicetions and working relationships were esteblished. Perhaps mos
importent, the conferences provided the opportunity for disabled people t
develop confidence in themselves as leaders within their communities. Fo
instonce, as en outcome of the first conference, CARD restructured it
bylews to include & mendete thet one-third of the Boerd of Directors mus
be comprised of disabled people.

(d) On-the-ground ectivities of CARD have included treining courses foi
workshop menegers and the provision of technicel essistence t(
workshops. Over o three year period 16 workshop menagers have ottendec
the CARD sponsored management treining course offered through the
Goodwill effiliate in the Bahemas. In addition, 19 perticipents attended ¢
workshop on product development ond merket anelysis given by the
Melwood consultent previous to the 1985 conference. CARD's trotning enc
technicel essistence progrems ere viewed as importent contibutions by
CARD members. Becouse of their desirebility CARD hes a certain amount
of leverage with members that elready hes had en influence on member's
workshop operations. For exemple, the continued technicel essistance of
Melwood ot the workshop level has been instrumentel in 0=.!sting
workshop menaegers, who do not have a business background, to understend
economic principles thet effect their enterprises and to incorporote basic
business practices into enterprise operations. Melwood technicel
3ssistonce has olso enabled workshops to re-exemine their operations end
lo esteblish edvisory boerds in order to provide on-going leadership,



management and accountability of the enterprise.

These accomplishments have not been without difficulties. Since it
inception CARD hes struggled with its orgenziational focus en
institutional identity. In its eerly enthusiasm to work on cross-cuttin
issues affecting persons with disabilities, such as employment generetic
ond public ettitudes towards the disabled, CARD declared itself to be
regionel umbrella orgenizetion for all orgenizetions working with disable
populations in the Ceribbean. Long established regional orgenizations suc
as the Coribbean Council for the Blind (CCB), the Caribbeon Association o
Rehabilitetion Therapists (CART), the Caribbeon Federstion of Mente
Health (CFMH) and the Caribbean Association on Mentel Reteidation en
Other Developmentel Disabilities (CAMRODD), perceived CARD as an upstar
with no experience and less euthority to claim title to the role of regione
coordinator and as o potential usurper of their respective turfs.

CARD may have in fact had in mind toking over the whole turf of work wit|
the disabled, but more likely the alienation of CARD with respect to othe
regionel orgenizetions was due to: i) CARD's perception of the need t(
coordinote resources ot the regionel level combined with its inexperienc
in coolition-building before initieting such on embitious ond unpopulal
tesk; ond ii) CARD's terms of reference ond objectives not being wel
defined, well articulated or communicated in o fashion acceptable to the
rehebilitation community.

Over the pest five years CARD has learned that its limited resource bese
requires it to have & tighter focus, and thet its regional competition
requires CARD to find its programmetic niche. The exemple ond support
provided by GIA hes assisted CARD in focusing on vocationel treining end
employment development. The initiel regional entegonism towerds CARD
hes decreased beceuse CARD has been eble to alloy the suspicions of the
regionel rehebilitetion community by focusing on vocetionel treining end
employment generation ond by proving that it intends to cooperate with
rother then ccmpete v-ith or co-opt other regionel orgenizetions. As en
illustretion of this intent, CARD, CART, CAMRODD, CCB and CAHI
co-sponsored the Terget 2000 conference. Eoch orgenizetion was
responsible for coordineting different topics in the broader theme of
"Developing Strategies to Better Utilize Resources to Benefit Persons with
Disebilities™. The Coribbeen regional arm of Disabled People Internationel
(DP1) appears to be the most resistent to CARD's efforts to regein the
confidence of the regional orgenizetions.
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Then too, the pilot mini-industry program has met with less success then
the institutional development end treining activities of CARD. The
mini-industry progrem was developed in response to the generally
recognized need to generate employment without much ettention being
given to the deteils of the program design. The progrem was initiated
based on experiences in the Bahamas and Jemeice without exemining
importent environmental and resouce besed differences in torgetted
countries. There was no canvassing of potential support or interest ot the
locel level, no anelysis of the institutionel cepability of the torgetted
organizetions to implement the progrem, no finenciel enelysis of the
enterprises to determine their likely profitebility, end no anelysis of
importent merket forces effecting the potentiel of the industries. For
these reasons, as well as others discussed below, the mini-industry
program got off to a slow and sheky start.

CARD contributions through the mini-industries progrem meke up o
relatively small percentege of the workshops' overell budgets, therefore
CARD has little financiel 1everage associated with this octivity. However,
the development of the mini-industries progrem hes had en effect on CARD
ond its members. Perheps the greatest achievement of the mini-industry
progrem is the influence which the attempts to develop it has had on CARD
ond member orgenizetions: {) in recognizing the problems confronting the
operation of vieble businesses; i) in reslizing thet importent
orgonizetionel end ettitudinel changes must teke place within the
workshop setting in order to run vieble business enterprises; end, 1) in
identifying the need for and obtaining technicel assistence from Melwood
to support further development.

Revelopment and Current Stotus of Workshops Assisted through

As port of CARD's effort to support vocetionel training end employment
creation opportunities for the dissbled in the Eestern Coribbean o
mini-industries progrem is being implemented in Dominice, Montserrot,
Nevis end St. Lucia. The creetion of smell menufecturing enterprises
--mini-industries-- to be run by CARD's orgenizational members wos
thought to be an acceptable alternative to open employment in economies
where 1) the domestic menufecturing sector comprises & smell percentage
of GOP; 11) the unemployment rate ranges from 20-40%; and, 1ii) domestic
production could compete with expensive imported products thet require o
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relatively low level of technology in the production process. Rew
materiols ond equipment were purchesed end distributed by CARD to
offiliates in the island nations for the creation of mini-industries for the
production of coet hengers, chalk and potscrubbers. The experience of
these mini- industries can be summarized as follows:

Coot Hongers: The production of coet hongers hes not been successful on
ony of the intended islands. In all three cases, the cost of the rew
materiel alone exceeds the selling price for imported coot hangers. There
is also some debate ebout the existence of a domestic market for this
‘product. In only one place, Montserrat, did production get underwey. The
expsrience in Montserret indicotes thet the sales volume is minimel, lorge
omounts of ray/ materiels remain on hend, and, products cennot compete
with lower priced hanaers available on the markat

Potscrubbers: Potscrubbers have been produced in Nevis, Dominice and St.
Lucia. Production in Nevis and Dominica has not resulted in en ottempt to
establish & mini-industry per se nor to establish an income generating
octivity for the orgenizetion under whose auspices the octivity tokes
place. No attempts have been made to sell the potscrubbers in Dominice or
Nevis. In Nevis, potscrubbers were given to a loce) supermerket and then
given eway to customers as part of o promotione) activity. In both Nevis
ond Dominice bags of unsold end undistributed potscrubbers con be found in
the workshop. The only mini-industry for the production of potscrubbers
thet hes teken off is locoted in the Duriiotter School for the Mentally
Retorded in St. Luciae.

Cholk: Abilities Unlimited in Dominice and the Nevis Mentel Hesith
Associotion have begun the production of chelk. Chelk production in St.
Lucie has not yet begun due to production difficulties orising from some
combination of the: §) foilure to determine the proper mixture of water
ond plester of poris; 1) quelity of the weter used in the production
process; and, 111) the age of the plaster used in the production process.

Hops: The Workshop for the Blind in St. Lucie presently is producing
mopheads. Production is not a part of the mini-industries program, nor
has it been supported by CARD funds. However, it cen be considered o
spin-off activity of the mini-industries progrem since it incorporates the
general principles of the program, and since the CAXD vice-president has
been active in esteblishing and supporting this activity.
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1. St Lucia

In St. Lucie, oll CARD essistance is co-ordineted through the Netionel
Council for the Disabled (NCD), o private netionel level orgenizetion
creoted in 1981 which includes a1l St. Lucien orgenizations that work with
mentally and physicelly disabled persons. The NCD, like CARD, emphasizes
the belief thot disabled people can and should perticipete actively with
the non-disabled in rehabilitation efforts. The NCD has no paid steff, and
is o member of CARD, while the individual workshops and rehabilitation
organziations ere members of the NCD. The president of the NCD who also
works ot the School for the Blind, end the principel of the Dunnotter
School have perticipated in CARD's workshop management treining
progrem.

(o) St. Lucie: Potscrubbers, Dunnotter School

The Dunnotter School for the Mentally Retarded incorporates o work- shop
complex where students receive training in life skills and, to some degree,
vocational treining for eventuol job placement. However, the school does
not heve @ job placement program. The workshop activities include o
leundry service, a horticulture orea and crefts production. Approximately
20 students porticipate in workshop activities. The mojor purposes of the
workshop's ectivities traditionelly heve been occupetionel therepy ond
training, not pruduction to generate revenues for the school or income for
the students. The activities are not run es businesses.

The production of pot scrubbers begen as a pilot effort in October, 1985.
This three month period is described by steff as an experimental phase
where the activity wes not intended to operate on a business basis. The
operation phase began in Jenuery, 1986. The potscrubber mini-industry
employs five students: 3 full-time ond 2 pert-tims. Employees are poid
on on “incentive bosis™ which averages US$14.80 (EC$ 40.00) every month
for a full-time employee. One employee receives US$29.60 (EC$80) every
month since he performs two functions in the production process and cen
play a supervisory role in assisting with end checking the work of other
students.

The workshop and school steff indicate that the pot scrubber production
octivity currently covers the direct costs of production, excluding any
start-up costs (the pilot project) end eny administrative and menagement
costs. However, o finoncial anelysis in Attachment | which uses current
costs end price estimotes, indicotes that the pot scrubber mini-industry
operoted under the auspices of the Dunnatto School for the Mentelly
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Retarded connot presently function as en independent, self- sufficient
industry thet both covers its shere of administrative and management
costs and poys minimum wages to its employees. It cen, however, be
considered an important supplementel income generating activity for the
school and the students. Under present conditions administrative and
menagement costs will continue te be Yully subsidized by the school end
woges paid to students will remain well below minimum wage.

(o) St Lucio: Mophead Assembly, Blind Welfare Association

Basketmeking is the meinstay of Blind Welfare Associetion's workshop.
Quelity of production, costs of production, & competitive local basketry
industry and markets have been constant problems for the workshop. The
Workshop for the Blind begen the assembly of mopheads in July, 1985. The
activity was not funded by CARD's row meteriels stert-up fund. However,
mephead assembly cen be considered as a spin-off activity because of the
role of CARD's Vice President.

Currently, six employees work in the assembly of mopheads end wages are
poid on o per piece basis by the workshop. Weges have been adjusted
downwards by EC$0.10 per piece due to experience with seles over the last
two months. The Workshop's steff estimate that employees producing
mops have been able to reach an average monthly earning rate of US$ 92.60
(EC$250) which emounts to en increase in the monthly fncome from the
traditionol basket making activity of US$ 55.50 (EC$150) per person. The
monthly minimum wage renges from EC$i5 to 20/dey or approximately
US$130 (EC$ 350). The workshop has kept track of and hes enalyzed
variable costs of production in order to determine woge rotes. The
workshop has not assigned fixed costs of production, and does not teke
into account costs of menagement and administration.

A finenciel anelysis of the mophead mini-industry indicates that the
enterprise seems to be a profitable one that cen employ 6 people full time
ot the minimum wage, and contribute to administretive/management costs
of the workshop. Rather then cresting new jobs, the mophead assembly
has directed underemployed people to & new economically productive
octivity. The enterprise does not operate at full capacity due to o
combination of merket and sociel factors --the workshop continues to
operate as o ‘'social drop-in center’ rather then a productive enterprise,
ond the locel merket would be quickly saturated if the operation ran at full
copocity. Exportetion is o possibility requiring more time end expertise
presently aveileble to the workshop. Rether then export directly, the
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workshop should explore the potential for producing mopheads for export
oriented wholiusalers in St. Lucia. If a wider market can be found, the
enterprise could be an independent self-sufficient operation covering all
costs of production, including administrative costs.

2. .
Abilities Unlimited wes established in 1968, and i fully supported by the
Dominicen government. It is @ production workshop employing disabled
people without regerd to their perticuler disability. The workshop
activities include basketmeking, production of potscrubbers, and chalk
production. The Assistant Manager of the workshop participeted in CARD's
training program in workshop management. The workshop is often closed,
end no formal merketing system exists. Both of these conditions have
serious implicatiors for those workshop participants who receive seleries
on the basis of the percentage of production sold. The workshop hes
functioned mainly as a “sociel drop-in" center where production is e
secondary activity. All costs of the center, including purchase of raw
materials, salaries for the menager end her assistant, administrative
costs, and o flei monthly income supplement of EC$70.00 (US$26.00) for
each disabled person ere paid by the government. The workshop's
production activities are not run as business enterprises. Some fourteen
disabled people had been associated with the operation of the workshop.
However, due to the recent strike in the workshop there were only seven
new trainees involved in workshop activities during the team's visit.

The workshop has been producing chalk since May 1984 when it received
the first batch of raw meterial and the molds from CARD. The government
commissioned o feasibility study for the expansion of chalk production at
the workshop. On the basis of this study, the government orderad more
molds end more raw material in order to expend production. The
government now purchases the raw materiel directly from Englend on o
regular besis for use in the Workshop. Before the strike, the chelk
production mini-industry had been employing three workshop participants:
two full-time and one pert-time.

The workshop staff could not give an indication of whether or not the
chalk production was currently making & profit or even covering costs.
The workshop steff has available production figures and costs of labor
while the government agency responsible for the workshop meintains the
records for raw meterial and equipment purchese. Workshop steff did
state that they felt chalk production was a profitable enterprise.
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A financiel enalysis for the chalk production mini-industry is presented i
Attachment 1. The analysis indicetes that the enterprise could not cove
full costs of production, including administrative and menagement costs
plus the costs of building depreciation, maintenence and repair. Howeve:
it could contribute to its administrative and menagement costs; end i
could provide close to @ minimum selary on o yeer-round basis to th
workshop perticipants. The analysis, however, assumed that the worksho
would operate for ot least 200 days/yeer and produce ot its curren
estimoted prodution cepacity. At this rete of production, however, th
workshop will find itself in o difficult position with regard to exces:
production over the geurenteed market provided by the Ministry o
Education. Export markets would have to be found. In short, the enterpris:
is not a self-sufficient operotion, but cen operote as
government-subsidized, supplemental income-generating operation for th
workshop and an employment creation progrem if it keeps its doors ope
for 200 days per year.

3. , k

The Nevis Mental Health Associetion runs the chalk production
mini-industry in o donated space in the government sponosored coconut
fiber menufacturing enterprise. The rew meterial for production as well
os the molds were shipped to Nevis before any visits were made to analyze
the productive capebility of the orgenization end the market absorptive
capacity for chalk in the Nevis-St. Kitts erea. Presently the enterprise
employs one disabled person who receives a pro-reted minimum wage. The
president of the Nevis Mental Health Association acts on o voluntery
supervisory basis, end fully participates in the production process. The
enterprise operotes three hours per dey. The workshop presently hes
orders totalling 140 bags of chalk from the Ministry of Education of Nevis
and the Ministry of Education of St. Kitts.

The analysis in Attachment 1 indicates thet at the current selling price
for chalk, the enterprise will not be able cover its costs of production. At
its current production capacity, it will take the enterprise four months to
fill present orders. Even if the enterprise is successful in negotiating o
new price for chalk and completes plans to hire one new employee, the
enterprise will continue to need & subsidy to cover the direct costs of
production.
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Hojor issyes
1. Ingtitutiong) Change: Perception, Reolity and Pace

The mini-industry progrem was initiated because CARD end its members
were enthused about the concept of operating self-sufficient businesses.
However, the .members did not seem to understend the specifics, the
complexities and the changes that would be required to implement the
mini-industry progrem. There appeared to be a generel tendency for GIA,
CARD and its members to assume that the mini-industry progrem would be
integroted into on-going operotions without any mejor accomodations
required of the implementing organizetions and without a concentreted
planning effort being made to support the new activity. GIA, CARD and the
members also eppeor to have underestimeted the length of time and the
level of external support which the mini-industry program will require.
CARD's olready over-extended steff end voluntory boerd tended to
concentrote their efforts on the on-going operations in which they were
interested oend for which they were trained, while the mini- industry
progrem got off to o slow and uncertain stert.

The full integration of the mini-industry program into on-going operations
requires new menagement approaches as well as the develop- ment of new
steff capabilities. In order to accomodate and support adequately the
mini-industry program, eech orgenizetion involved hes to modify
established administrative systems, orgenizetionel operating nrinciples
ond menagement opproaches. Indeed, because the mini-industry progrem
involved the supporting of business enterprises which operatad under the
ouspices of cheritable or socia) service orgenizations, the very image of
the orgenizetions from the point of view of staff, clients and the
community itself, has to be modified and the wey steff, board members
and clients percieve their respective roles has to be re-examined. This is
@ very mejor undertaking. The results have been mixed as shown by the
examples of the Blind Welfere Association in St. Lucia end Abilities
Unlimited in Dominice which both operated workshops as “social drop-in
centers” where production was a secondery activity.

The workshop for the Blind in St. Lucie has made good progress in terms of
learning and applying business principles to production, especially in the
oreas of cost analysis and in applying that anelysis for the benefit of the
enterprise. However, there is still a reluctance to integrete business
principles fully into the operation because of a fear that the workshop moy
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“lose its humen quality". To some extent there is o tendency to equete
running o business with running @ “sweat shop”. Workshop menagement is
very supportive, if somewhat unorgenized. The workshop menagement is
involved in so meny different and importent activities, (e.g. generoting
support for public education end community outreach progrems, end
plonning ot o netionel level for the NCD) thet espects of workshop
management may not receive adequate attention. Continued assistance and
training will be needed in business management, merketing strategies and
product development to overcome both the in-greined suciel welfere
ottitudes and to support active business endeavors.

The Dunnetto School in St. Lucie seemed to have more business and
production releted problems then ettitudinal problems. This maey be due to
the fact thet the School elready has in operation a smell horticultural
project and o leundry service, although neither was being run on o strickly
business basis. Steff heve received CARD training in cost anolysis
methods, and progress has been made in selling the potacrubbers to a local
super morket where seles are reported as moderete. Still, thers appeors
to be o tendency to treet the potscrubber mini-industry as occupationel
therapy while the student is in the workshop rother then as en enterprise
that cen provide income-generating employment to disabled clients on o
permaenent basis.

In Dominica, the integration of the mini-industry progrem developed in
quite o different and much more volatile fashion. Instead of greduelly
incorporating business principles, the workshop menager appeers to have
resisted chenge. (This moy well be the result of the issus discussed in
pert D 4 below.) The workshop was closed more often then it was open,
ond the sale of products on which workshop perticipants’ income depends
was not actively pursued. Conflict nrose as key workshop employees
become convinced thet the wey in which the workshop opereted was not
consistent with their earning @ decent income. Unfortunately for the
workshop, clients, its maenager, and for CARD, compromise wes not
ochieved between the woy the workshop hed elweys been run end the
emerging thoughts on the way it should be run. A more appropriate
management style was not developed to replace the existing one, nor were
the management skills imperted which would be required to achieve a
workshop organized according to the newly proposed principles of
operation, despite the fact thot the assistent menoger of the workshop
received CARD sponsored management training.
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In response to this situation, the Ministry of Home Affeirs was convinced
by CARD to set up o management advisory board of six members from the
local business, government ond privete community to assist the workshop
to achieve operations in a more economicelly productive fashion. Although
the on-going technical assistance provided by the Melwood con- sultent to
the workshop and the boerd will be veluable, the boerd cleerly hes o
challenging task akread of it.

CARD, its boerd members and steff, GIA end Melwood ere eware of the
chollenges presented by attempting to integrete o business enterprise
epproach into the on-going operstions of o sociel service orgenziation.
The CARD technicel assistance and treining progrem is focusing on
building the menegeriol ond technicel cepabilities of the workshop
menagers, and on strengthening both the organizetionel and finenciel
accountability of the enterprises by strengthening the Boerds. However it
does seem thet there moy still be some unrealistic expections as to what
can be accomplished.

The nature of the CARD mini-industries progrem has required its members
to make the jump from operating educational and sociel welfere progroms
to opersting business enterprises. Originally it sesms thet this trensition
was expected to take place in a reletively short period of time without the
support of comprehensive technicel end menegeriol assistence. But
establishing o self-supporting business enterprise is & compliceted
endeavor in the best of situations. A new program that requires en
esteblished orgenization to build new administretive ond menagement
systems, to develop new stoff technical and menagerial copability, end to
accomodate operoting procedures outside the established norm is o
difficult end compliceted tesk. The development of new systems is o
greduel process requiring comprehensive support until board, steff end
Client capabilities are built to adequete levels. Reluctance and confusion
on the pert of staff and clients, and conflict between established end new
program objectives perhaps could have been enticipated, tapped ond
chenneled in & positive manner to the benefit of the organization.

The future effectiveness of CARD in assisting client orgenizations to fully
trensform their on-going operotions into business enterprises will depend
on its recognition of the complexity of the task and on its designing end
implementing o progrem of action to address the problem. The proposed
maenagement training courses, as well as the on-going technicel assistence
in board end organzational development, ere directed at solving problems
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thet hove developed in the course of mini-industry progrem
implementation. The degree of success in achieving institutional change
will depend, in large pert, on the commitment of those organiz- ations to
odopt new opereting principles and management styles. Over this aspect
of development, CARD has no control. GiA end AID must understend this
ond accept thet the program is still in the early stages of this complicated
trensition.

2. Socil & Economic Impact

It is too eerly to come to conclusions as to the probeble social anc
economic impact of the CARD sponsored mini-industries progrem. Those
few people perticipating in the program have increesed their incomes by
nominel amounts of US$ 15/month in some ceses, to a selary equivalent tc
the minimum wage in others. To date, the progrem has created 10 full time
ond 3 pert time jobs in St. Lucia and Nevis. However, it is not cleer thet
the increases in income ond employment cen be susteined in all coses
without subsidies from the implementing agency to cover management and
edministrative costs. ’

The progrem’s impact on the sociel and economic life of the nations
involved hes been insignificent due to the small number of people involved
in the progrem ond the relative isolation of the disabled community within
the notionel development setting. (See section D. B) However, the
coordineting activities of the NCD in St. Lucia and the interest of the
Ministry of Community Development in Belize hold some potentiel for the
program heving eventuel impact on the national level.

While CARD hes not been able to chenge society's attitudes towerds
disebled persons, CARD clearly has made an impact on the awareness level
of disebled individuels by sponsoring their travel to confersnces end
workshops end by supporting o business epproach as an alternative to the
traditional sociel welfere focus of CARD offiliates. However, in order to
sustein significent long term social and economic impact CARD will have
to: 1) direct end channel the energies of these new leaders; if) continue its
business management technical assistance end treining efforts; and iif)
develop e well focused plen of ection.

3. CARD's Focys
CARD was organized to serve many purposes. They ore described in IV B
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obove. It appeared to many people involved in work with the disebled in
the Ceribbean thet one of those purposes was to teke on @ directive
responsibility for all such work. Whether or not that was the intention of
CARD’s organizers is not certein. However, as described in D 1 above,
CARD hes teken steps to reassure the verious organizations that its
intention is to be a service organization not a directive one. Importent as
that may be for CARD's relationships with other orgenizations and its own
members, it does not significently reduce the scope of CARD's purposes.
CARD still sees itself as having a responsibility to provide coordination of
some sort to the efforts af all who work in the Ceribbean on the problems
of the disabled. In fact, mainly becouse of the interests of the externel
orgenizetions working with it, CARD's operational progroms heve been
focused on trying to improve the vocationel and employment programs of
its member Jrganizetions. Still, in CARD's cherter and in the topics
covered during the regional conferences sponsored by CARD one sees thet
CARD’s scope of attention is considerably broader than thet.

It would appear that CARD, end its advisors and organizetions interested
in its work, continue to be tempted to have it do meny things with very
limited finenciel end humen resources. The eveluation teem includes
itself in this group os is obvious from the suggestions which ere mode in
vorious parts of this report. The questions thet seem to come up most
frequently in thinking about CARD and its programs ere:

Should CARD seek to devote itself to working for the rights of the disabled
end for their ettaining positions of power and responsibility (or should
such work be left lergely to the Disabled People international)?

Should CARD be fostering the crestion of national level entities to guide
ond coordinate the work of the verious orgonizations working with the
disebled end to forge those organizetions into effective advocacy groups?

Should CARD be encouraging the merger of the verious regional
orgenizations in order to avoid overlep in their work ond, perhaps, echieve
o more effective use of the overell funds aveilable from verious sources
for work with the disabled? :

To whot extent should CARD seek to promote employment for the disebled
in home and community besed workshops or in regular jobs in commerce
ond industry in eddition to its current ectivities with the more traditional
workshops?
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For that matter, should there be a regional answer to these questions or
should CARD be prepered to let each national situation come up with
enswers, ond just respond to the requests it receives? Tempting as it
might be to adopt the latter position as being the most practicel end the
most participatory it probably is not feasible given the limited resources
available to CARD.

Choices will have to be made, and it probably is wise to meke them
consciously. It appears that the new President and Board of CARD are in
oagreement with that. As mentioned in part IV B of this report, they plan to
toke orgonizational steps which would support more analytical end
conscious planning. The focus of the organization's work should be o high
priority for that planning. This will be importent not only for the work of
CARD as such but also for the example it will set for its member organiz-
otions which also ere faced with the problem of very limited resources
ond the desire to do all the things that need doing.

The problem of the focus of CARD also creates problems for the
menegement of the current progrem. Plenning, @ cruciel activity for any
organization, especially one with limited resources, hes suffered because
of the lack of o well defined progrem focus. As o result, idees for new
projects tend to include vocational treining and employment development
os well os other ereas concerning educetion, heelth end disability
prevention. For instence, the definition of the primery purpose of the
mini-industries progrem is still uncleer. Definitions by CARD board and
stoff cover the spectrum from self-supporting industries to supplementel
income generating activities. Each type of activity incorporated within
this spectrum would require different levels of analysis, different levels
of support over certein periods of time, end differing degrees of
odministretive end menagement expertise. The results o be expected
from ecch activity also would very. ‘

For CARD to understand and properly support the range of activities thet
are now supported by the mini-industries progrem and may be supported by
it in the future, it will become increasingly important for CARD to define
for itself and come to some agreement on the nature of the businesses
that con be supported through that progrem. The neture of the small
businesses to be supported will also influence how the technice! and
managerial assistance progrem develops.
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Planning for the orgenizetion is also effected by the organizetional
structure of CARD which relies on e voluntery board located in different
islends, end one full-time steff member. Limited resources are aveilable
for travel. The different location of CARD leadership provides for broader
regional representation but mekes difficult communicetions, plenning and
follow-up. In essence, the momentum of the orgenizetion on the regionel
level and on the ground is inhibitted.

To address the problem of focus and planning, CARD plans to 1) recruit o
new executive director in time for the current director to provide o
thorough orientation to the organization and its activities; 2) to recruit o
vocationel development advisor es o counterpert to the Melwood
consultent; end, 3) to structure travel of Board members in perticuler
regions for specific purposes and opportune moments. Accomplishment of
these activities will contribute to the continuity and momentum of CARD
es an orgonization. However, GIA and Melwood cen pley an importent role
in supporting the development of CARD by providing treining and technical
assistance to CARD itself in determining & more focused program of action
ond in designing specific plans to meet long term organizetional tergets.

4. Accountobility ot Al] Levels

As indiceted in the preceeding discussion, CARD hes not done much
plenning in the past. In pert this is due to its history and the stage of its
development and in pert to the fact thet the agencies working with it have
not forced it to do so. As a result CARD does not have interim or long term
gools expressed in numerical or specific terms either for itself or for its
utilizetion of the finenciel support it receives from others. This situation
inevitably reduces the sense of accountability of CARD end its member
orgenizetions, and probably tends to undermine their sense of accomplish-
ment as well. -The team got the impression thet CARD's professionel stoff
ond meny observers of its operations shere this view:; went to chenge it;
ond would welcome assistance in doing so.

Thus as CARD's new President, Board of Directors and Executive Director
toke orgenizetional and other measures to place more importence on
plenning ihey alsc will need to eddress the aspe:t of accountability.
Orgenizetions, such as GIA, which work with them w:1} need to help them.
One way, of course, is to provide technicel assistence in plenning. Another
would be to require thot their own agreements with CARD include torgets
expressed numericelly or as specifically as possible. AID elso could
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essist the effort by teking o similer position in its agreement with GIA.

5. The Role of Disabled Persons in the Workshops

Whether or not CARD seeks to place a significant eamount of its rescurces
ond ettention on fostering the rights of disabled persons and on their
achieving positions of power and responsibility in society, CARD will have
to concern itself with the role of disabled persons in its member
organizetions and the workshops they support. The tension between the
traditionel approach of a workshop organized by well meening, cheritable
societies and thet of workshops composed of more assertive client groups
hes been described in pert D 1. Such tension probebly is inevitable. It
erises from serveral sources. Cultural end sociel attitudes change slowly;
it would be unreasonable to expect that to be different with the groups
who have been working “for™ the disebled for meny yeers. The netural
tendency of people (disebled or not) to went to be in charge of their lives
ond work will lead them eventually to seek more euthority, ond the work
of Disabled People Internotionel and the training given under CARD's
auspices ore likely to strengthen thet desire.

Furthermore, the effort to turn the traditionel workshops into more
buisnessiike operations is likely to increase the pace ot which this
tension develops. It forces the managers to become, or meke wey for
businessmen. it places importance on the clients/workers becoming
production minded ond cerries with it the possibility of their feeling like
either owners or exploited workers depending on the circumstences. The
uneose cen be exploited by those disabled workers seeking politicel
leadership of the workplace and cen be seen by the managers, in any case,
os disruptive of their effort to become economicelly self-susteining.

To some, it would seem obvious thet all will benefit if disabled persons
receive troaining and ere given as full a perticipation in the running of the
workshop enterprises as is possible as soon as possible. Of course, thet is
easy to say. It is harder to achieve in the face of the long tradition end
cheriteble orientation of the institutions and of the tensions which ere
sure to erise in any event. CARD end GIA need to prepere to deal with this
problem before the tensions build to disruptive magriitudes. They probably
will heve to provide special treining to the workshop maenaegers and be sure

that the directors of those enterprises ere senstive to these inevitable
tensions.
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6. Role, Troining ond Prigrities of the Boards of Directors

The role of the Boards of Directors of the workshops is likely to be crucial
to the success of the effort to make them businesslike entities capable of
generating o satisfactory level of income for substential numbers of
clients, while elso becoming self-susteining. They will bz the main
chonnel for getting the views of and contect with local business into the
system. They will be the arbiters of the tensions which arise between the
managers and the clients/workers. They will be the principle advocotes of
the goal of self-sufficiency in & system where the welfare of the client
has been the overriding, if not sole, reason for operations. They will be
decisive in determining the extent to which each member orgenization
focuses on the major purposes of the organizetion.

The importance of the role of CARD's steff of CARD end workshop
monagers has been recognized. Training has been given to them, and their
need for support end guidence recognized. Much less ottention hos been
given to the needs of Board members. A representetive of GlA's
Iinternational Department ottends meetings of the Board of Directors of
CARD, ond the Melwood consultant has been meeting with members of the
boords of the verious workshops. However, tha latter effort has not been
systematic, and the amount of treining provided to Board members has
been very smoll. Much more will have to be done.

At the CARD level, the Boord members need encouragement to attend the
sessions, to conduct the work of the sub-committees that are to be
formed, and to perform more lisison work on behalf of CARD with its
constituent organzietions. At the workshop level the Board members need
help in understending whet is expected of them and the dynamics which
ore involved in the situstion described in the preceeding section. Indeed, it
is not too extreme to conclude thet without greater attention to the
quality of the work of the Boerds the program will not work.

7. Open Employment and Home Industries

As o co-sponsor of the Target 2000 First Joint Ceribbean Congress on
Disability end Rehabilitetion, CARD wes responsible for orgenizing the
vocotional ond employment services component of the progrom.
Recommendations by the Congress for the - future development of
vocational end employment services included the support of home and
community besed industries and open employment progrems. Among these
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recommendations are the following:

governments, national, regional and international agencies should support
job placement ond elternative income genereting opportunities end
opprooches to ensure meeningful employment for persons with
disabilities;

governments should set an example for others by actively ensuring open
employment opportunities for persons with disebilities themselves;

employers should ectively participate in the plenning and implementation
of training progrems and in the creation of job opportunities;

equol occess to reguler vocational and adult educetion programs should be
extended to persons with disabilities;

vocationel training should be provided only in areas where skills learned
will be merketable;

representotives from business and industry should be ectively invovied in
the design, implementation and eveluetion of vocationel preparetion
progrems.

To dete, CARD hes not emphasized the development of community end home
based industries elthough some observers have urged it to do so. This is
due both to the demands on the resources of its mini-industry progrem end
to reluctence to compete with the CCB which has supported @ home
industries progrem in meny of the countries in the Eastern Ceribbean,

The teem agrees thit CARD support of a full-f ledged home and community-
besed industries progrem (as distinct from the workshop besed program,
moy not be the best use of its scerce resources ot the present time
However, CARD could begin to explore employment development approaches
ot the community level, and could tep existing resources by encouraging
its membership to: i) seek collaboration with the Rehabilitetion Field
Officers supported by CCB; ii) seek technicel essistance through the
Notional Development Foundations for business guidance; and fii) approach
the Special Training Projects in Dominice end St. Lucie for vocetionel
treining appropriete for home and community based industries.

in the short term, CARD could provide advice to its members on how to
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access existing programs for the support of home and community besed
industries, and encourege members to meke links between workshop
ectivities and home industries.

For the long term, CARD should develop & plan on how it might best support
home ond community besed industries. Planning for this ares of
employment creetion for the disabled should examine the experiences of
other orgenizetions and the resources available to CARD through netionel
orgenizotions, end the skills of its .own boord members, stoff, end
consultonts.

Government officials, rehabilitetion service providers, CARD board end
steff, end representotives of other regionel orgenizations serving the
disabled oll consider echieving competitive, open employment for the
disabled in the Eastern Coribbeen @ very difficult propostion. The reasons
ore the current high unemployment rote throughout the Ceribbean and the
ottitudes of employers against hiring the disebled. Nevertheless, meny of
the employment oriented recommendations of the Congress ot the Terget
2000 conference deol with ensuring employment of disebled persons in
existing business and government positions; and the teem did find o few
instances of such employment.

Thus, as with home and community based enterprises the team thinks that
CARD should not completely ignore this possibility. The tesm suggests
thet, in the short term, CARD encourage members to exemine and access
existing resources ond national programs such as the Skills Training
Project in St. Lucie end Dominice; ond, as pert of its long term planning
process, CARD should exemine the Congress' recommendations on open
employment and analyze ‘whet role CARD os an orgenizetion might pley in
oddressing this importent problem. The experience of GIA in supporting
the PWI program as well as verious transitionel workshops could essist
CARD in analyzing its role regarding this issue.

8. Integration with Other Development Efforts

CARD offiliotes have operated in a somewhet isolated fashion from the
mainstreem of netional development. This isolation is most likely due to o
combination of factors including ine cherity or social service orientetion
of the CARD offiliates and scciety's perception of the disabled end the
orgenizations thet serve them. Whatever the reason the effect is the same .
-- local resources are often overlooked.
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In some Eastern Caribbean countries, vocationel troining resources ere
available from the OAS/USAID sponsored Speciel Treining Program, and
technical essistance and financiel resources ere aveilable from the
Notional Development Foundations. Aithough these orgenizetions are
often working to cepacity, the Skills Training Program does seek clients
for training and the Notional Development Foundations do provide technicel
advise to clients who are not involved in an on-going loan progrem. Both
might be sources of support thereby ellevieting the demend on CARD's
scarce resources end permitting CARD to focus its humen and finenciel
resources in @ menner that complements locel development efforts.

CARD has made en effort, through e Melwood orgenized course, to support
its offiliotes in their efforts to identify end tep locelly available
resources, but more would seem to be required. Since the level and types
of resources aveilable differ from island to islend, the national offiliates
will have to investigate the approprioteness and level of the resources
ovoiloble, ond determine what modifications mey be necessery in both the
effiliates’ program end the notionel development progrem in order to best
support the disebled client.  Although CARD cen encourage offiliate
outreach to the mainstreem development community by initieting
contacts, each effiliate must place greater emphasis on follow-up actions
with national development orgenizetions. It appeers that CARD hes en
importent chellenge in bringing this about.

Conclusions

1. GIA hes had o significant impact on the thought of persons working
with the disebled in the Eastern Caribbean in that meny of them appeer to
be convinced thet they should place the emphasis of their work on creating
businesslike orgenizations to provide sustained employment for their
disabled clients. However, it is evident that the persons involved have not
received enough treining to be eble to carryout these actions without
further assistance.

2. CARD has had considerable success in establishing itself, overcoming
the initial problems associated with its establishment ond orgenizing
important regional conferences and training progrems. However, it does
face formidable tasks in cerrying forword its efforts; end it does not have
the basis to become finencially self-supporting in the foreseeable future.
The orgenizetion will have to rely on outside funding for its progrem end
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adminstretive budgets.

3. The moin tosks facing CARD as an institution are to (i) clarify whet is
to be its institutional focus, (ii) undertake systemetic planning of its
operations, and (iii) adopt & fund reising effort and a training progrem
consistent with thet focus end its planning. The role of the Board of
Directors of CARD will be crucial to that effort.

4. Except in the case of the sight-impaired, the numbers of disabled
people being assisted by the members of CARD are very small, and the
members do not seem to have either accurate information on the number of
potential clients or plens to expend their coverage in include them.

S. The workshops currently in operation are not yet orgenized to moke
business analyses and decisions, and do not cover full costs of production.

6. CARD's actions have had little impact on the economic end social
conditions of the countries in which it has member organizations. Impect
ot o nationel level is unlikely to be significent in the foresssable future.
However, given the smell size of most of the economies, should CARD's
efforts to produce businesslike workshops be successful and their
Coverage expanded to include most of the disabled of these countries, the
impact could be consequential.

7. It would be advisable for GIA to become more intensely invovied in
assisting CARD. This is particularly true of work with both the Board of
CARD and the Boerds of the member workshops, in the conduct of
feasibility ‘studies for new income producing activities end in
preperations to deal with the sociel and organizational tensions arising
under the progrem. It is likely thot GIA will have to devote more
resources to this effort.

6. CARD ond GIA may be overestimeting the difficulty of undertoking
home and community besed production for the disabled and of finding
employment for them in reguler jobs in commercial and manufacturing
orgenizations. They might explore possibilities for such epproachs with
other development progrems which aere active in the perticipoting
countries.

9. There is little sense of accountability in the CARD system. In part
this is the result of & lack of concrete torgets for operation of its
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programs end in pert beceuse the external entities providing essistance
have not sought such tergets and accountability.

10. Given the current stete of development of CARD, the magnitude of the
problem facing its work and the need for more intense involvement by GlA,
it is not reasonable to expect CARD to become self-sufficient in providing
services ond resources to members within the period of the proposed
follow-on grent from AID to GIA ot the level of funding currently being
discussed. Furthermore, there is much yet to be done in those countries in
which the GIA/CARD progrem already is active that it would seem unwise
to plon to expend the coverage under the new grant to meny more
countries.

Recommendotions For the CARD Program

1. The Board of CARD should give priority to further clarifying the focus
of the orgenizetion's efforts, to reviewing end approving the operationel
plans prepared by the steff to assure thet they are competable with that
focus ond have sufficient specificity to permit accountability for
performance, and, to initiating @ major effort to identify new sources of
financial support. '

2. Members of the Boerd of Directors of CARD should be prepared to
porticipate actively in the committees and in providing liaison between
CARD and its constituent members.

3. CARD shouid poy increased otttention to the work of Boards of
Directors of its member workshops and to prepering and supporting the
members of those Boards in their work.

4. CARD should give priority in its budget to funding a counterpert
position for the Melwood advisor and should seek the cooperaiton of GIA,
the Peace Corps or other external agencies in providing staff support for
the new Executive Director upon the departure of the current Peace Corps
volunteer who is currently acting as CARD's Executive Director.

9. GIA should consider increasing the level and intensity of its
assistance to CARD. This should include agreeing with CARD es to whot
ore the specific tergets of the progrem to be supported by GIA end
periodicelly reviewing with CARD whet progress hos been made toward
achieving those targets.
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6. In its future work with CARD, GIA should pay particuler attention to
the role and-needs of the Boerd of Directors end provide treining which
would help CARD end its members deel with conflict resolution end the
social end orgenizetional tensions likely to accompeny the progrem's
implementetion.

7. GlA should consider providing (i) assistence for feasibiltiy studies of
new octivities by the workshops, (ii) funding for ettendence at
subcommittee meetings by members of the Boerd of CARD, and (ii{) funding
to cover costs of the steff mentioned in recommendation #4 ebove. Such
consideration should teke place in the context of e plen by CARD to
identify new sources of financiel support.

B. AID should encourage GIA to use specific tergets in its progrems end
to seek accountability from CARD end GIA of progress mede on these
tergets. In doing so AID should be realistic as to whet it can expect to be
eccomplished with the level of resources which it is able to provide.



PANAMA

The Ponomanion Associotion of Goodwill industries

The Panamanian Association of Goodwill Industries (APIBY), a non-profit
social service orgenization, was created ond incorporeted under
Penamanien law in 1970. The generol objectives of the organization are:

1) to offer physically and mentally disabled people the opportunity to
support their own sociel end economic development through
rehabilitation, treining and work in sheltered workshops;

2) to offer the country new sources of productivity through the
incorporetion and support of disabled persons in the labor force; and

3) to publicize the benefits of troining people with disabilities.
The specific tasks of the organization are to:
1) carry out vocetionel diegnosis and pre-vocational evaluation;

2) provide physicelly and mentally disabled persons with
pre-vocatione! and work adjustment treining; end

3) provide o basis for the incorporation into the labor force of
mentally end physicelly disabled persons through competitive
employment, the organizetion of cooperatives and independent work.

In 1979, APIBY received funds from netional and internationel donors,
including USAID/Penama, to construct and equip its own facilities. Until
1981, APIBY besed its progrems on the traditional social service mode of
rehabilitetion which resulted in serious financial difficulties for the
organization and an almost negligible employment placement rete. in 1962,
APIBY initioted o series of reforms to strengthen the orgenzation. The
mejor objective was to increase workshop production by converting
operotions into self-financing sheltered workshops within e four yeor
period. By December 1984, APIBY workshop production end sales covered
718 of the operating costs of the orgenization.

A major strength of APIBV is its ability to muster local and nationel
finenciel and humen resources in support of the organizaetion. APIBY hes
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elso received support from the Fundacion Pro-impedidos,-e netione

foundetion supporting the disebled, the Rotary Club, the 20-30 Club,
individuels end private compenies. The Rotery Club hes pleyed on
importent role in the development and support of APIBY by providing
leadership and finencial support to the orgenization. In 1965, the
Eundacion Pro-impedidos grented APIBY approximately US$100,000 for
doubling of  the cepacity of its existing workshop facilities.
Approximately US$42,000 remeins to be raised for the purchase of
equipment and workshop installations.

Presently APIBY supports the rehabilitation and employment of 60
disabled workers in four arees of production --carpentry, sewing, packing
ond door production; employs 15 technicel and edministretive steff
members; and has an orgenizetional budget of epproximately US$100,000.
(See Tables 1 and 2 for details on workshop employees and APIBY staff.)

G1A ond APIBY Agreement on ACI

In June, 1985 APIBY end GIA entered into an agreement to establish a
Pertnership With Industry (PW!) program in Paname. The program is known
es ACI (Alionzo con el Comercio y lo Industria). The PWI model es
developed in the United States was adapted to locel Penamenian
circumstances. The ultimate objective of the model, the competitive
employment of rehabilitated persons in reguler positions in commercial
ond industrial enterprises, remains the same although the means by which
this objective is met differ due to Panemanian lega) stotutes and lebor
practices.

Under the terms of the 1985 agreement GIA agreed to: provide US$25,000
to the progrem for one yeer; orgenize and finence & study trip to the US for
the ACI director; produce a manuel in Spanish explaining the progrem and
how to develop it; arrenge technicel consultencies by GIA or other
personnel; and, continue technical assistance and troining as well as
establish contacts with other organizetions which could provide technicel
or finencial assistence. On its part, APIBY agreed to: establish end
menage an ACI program based on the principles set forward in the manuel
ond adapted to local conditions; document the development of the progrem,
meiniaining cost and benefit date on the program to determine its
effectiveness and to enable it to compere costs and berafits with other
treining programs; orgenize an ACI advisory council from the business
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community; hire e full-time director; develop a plan for the progrem; end,
select oreas of potentiel training. The APIBY elso agreed to consult with
GiA before meking eny basic decisions about the progrom.

Accomplishments of the ACI Program

The ACI progrem was established in September 1985 under the auspices of
APIBY. Support for the AClI was a deperture from APIBY's traditional
rehabilitetion ond production workshop activities, therefore, from
September through December 1985, the progrom wes run on en
experimental basis.

The PWI model as developed in the United Stotes wes adepted to locel
Penamanian conditions, while keeping important features of the US model,
such os creeting e Business Advisory Boerd which plays e senior
management role in the program’s operation, relying on other entities for
sources of clients and eveluation services, and identifying actuel areas of
employment before initioting treining progrems. The Penemenian ACI
method of operation involves securing temporery employment contrects
from business and industry for disabled clients because of the difficulties
of the Penemenion labor code, discussed ebove, and the Panemenien
business community's familiority with the “Menpower” system used for
securing temporery white collar workers.

The Advisory Boerd of the ACI progrem waes constituted during the fall of
1985. Its cheirmen is o businessman who hes hed o long on octive
association with APIBY, and who has been at the center of the effort to
stert the ACI program. The other six members ore locel entrepreneurs
ossocioted with the Rotery Club end professional people who have
particuler skillc to lend the operation. One member of the Board hes hec
experience with the commercial firm which has been providing temporery
services to businesses, while another works with the personnel
department of an international company.

The ACI Advisory Board is both independent from the Boerd of Directors of
APIBY eond responsible to it. (See Table 5 for o diagrem of the
orgenizetion.) While the ACI operates out of the APIBY workshop site, the
AC| is viewed as separate from the on-going APIBY operations. The ACI
progrem now has e full time director who has produced an annual plan and
budget for the progrem.

43



The ACI hes determined two major ereos of employment: packing end
clessification of products and door installetion. A rigorous employment
demond study wes not underteken, yet the combination of consultetions
with verious compenies, discussions with board members, the experience
of ACI pilot progrem, and requests by APIBY customers for the workshop
to olso the instell doors they produce provided the ACI Director with
enough informeation to feel confident thet these areas of employment
specialization will have a demand from local business and industry. The
Institutg Profesione) de Habilitacion Profesional (IPHE), the government
school for persons with disabilities, referred 96 clients to ACI. Of these
Clients, 30 have been identified as able to benefit from the packing and
product clessification progrem end eleven from the door installetion
progrem.

The gool of the progrem is to place ACI's temporory employees in
permonent positions in privote industry. Due to & number of factors of the
labor code, the legal system, and currrent economic conditions in Panama,
the ACI progrem plans to employ disabled clients as trainees for the first
two months, and under temporary contracts for the next four months. In
the beginning of the seventh month, the employee is let go, and all
occounts with ACI ere settled. Ideally, it is during the seventh month
when the employee, through ACI, will have found permanent employment
with this temporery employer, or elsewhare through the Ministry of Lebor
Special Flacement Service. If the employee has not been able to secure o
permenent position, s/he cen come back to AC! in the eighth month and
begin & new cycle of a four month contrect of temporery employment. (See
Table 6 for details of the employment contracting cycle.)

During the first three months of the pilot program, six disabled persons
were employed temporerily in privete businesses. After this period of
temporery employment, four of the six disabled clients were found
permenent job placments within the privete sector by the Ministry of
Lobor. (See Table 3.) By February, 1986 en additional eleven disabled
people were employed under the AC! system. One was permanently
employed in the private company in which she had been placed temporerily,
ond thus had grodueted out of the ACI system. Seven were employed under
temporery treinee contracts in privote industries, and three were
employed under temporary piece work contracts in privete industries.
Thus, within six months of underteking the progrem ACI has sponsored
on-the-job training and found permanent employment for five clients and
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temporery employment for twelve clients. In comparison, the APIBY
sheltered workshops have graduated 65 clients in the last fifteen years of
operation. (See Table 4.) It is unknown whether or not these clients
secured or retained employment.

In the future, the level of disability of the ACI client is likely to be less
severe than that of the clients in the workshops or in the pilot progrem,
ond the ACI Director does not rule out accepting other disadvantaged
groups, such as single mothers, into the progrem as more positions
develop.

The current ACI progrem pian estimates thet by employing 40 people per
month, reaching a 1008 permenent placement rete of 70 disabled clients
per yeer, and meinteing o steady influx of pre-evelusted disebled clients
the program cen become self-financing. (See Table 6 for current plens.)

Hojor issyes
. Ihe Likelihood of Finding Permanent Employment for Disabled Persons

The besic premise of the PWI progrem in the United Stotes is thet disebled
persons trcined in foctories, offices or elsewhere under the guid- ence of
business people will be well quelified to compete for permonent jobs upon
the completion of their training. The verient of the progrem as underteken
in Peneme under the name of AC! also includes the objective of finding
permanent emplioyment for disabled persons who heve received skills
treining end/or work adjustment treining. Indeed, the projection of APIBY
thet it could achieve financiel celf-sufficiency for the ACI progrem with
40 persons in it assumed thet 10 new porticipents would enter the
program each month while 10 perticipants would graduote into permenent
employment eport from the program. However, there are several factors
which cell into question the realism of expecting to find the necessary
permenent jobs.

Under the discussion of environmentel factors we heve mentioned the
greot reluctance of employers to accept eny additionel permanent
employees. Thot ottitude wes expresssed even by empoyers who ere
sympethetic to the ACI progrem end appeer to be convinced of the high
quality of work which disebled people are producing while temporarily in
their factories. It is true thet four of the six persons in the pilot of the
ACI progrem did find permanent employment with organizations other then

45



the ones in which they temporerily were working, and that one of the
eleven workers in the current program wes given permanent employment
ofter only one month on the job as o temporery worker. However, it also
must be kept in mind thet the task is a difficult one and the effectiveness
of the government's job placement system is limited. For instance, the
section of the Ministry of Labor which is in cherge of finding employment
for disabled persons has placed only 44 people in two years with less then
half of those in fully permanent positions; and, the government's speciel
school system for the disabled (IHPE) has not placed a graduate in employ-
ment in over o yeer.

The Director of the ACI progrem is optimistic thet permenent jobs cen be
found, and thet the good reputetion of the treining given by APIBV will
prove to be of great value in thet effort. Nevertheless, her planning seems
to be focused lergely on mounting end expending the temporery
employment system under which the ACI progrem is to operete. Mounting
thet system is the most immediate task fecing the progrem, so such
ottention is neturel. However, the team did get the impression thet APIBY
itself has doubts about the feasibility of achieving substantial numbers of
permanent placements, and thus is most concerned with how it will hendle
a lerge, permenent, temporery work force. As part of future prospects, the

Director plans to place emphasis on cresting a service for the instellation
of doors, end is considering proposing for the long run thet small
enterprises be created to employ disabled persons in providing that and
similar services. It would eppeer thet such an effort would be needed only
if one were not expecting to be able to place groduotes in permanent
employment.

The team would not suggest that efforts to find permanent employ- ment
be abandoned, and certainly would not state thet the efforts will not be
fruitful. However, the prospects for success ere clouded enough to cell for
the progrem consciously to prepare for @ situation in which such
permanent employment is not the normal outcome. The implications of
such o situation ere discussed under the following section.

2. \mplicotions of Operating A Lorge Temporery Employment Service

The 1986 plan for the ACI progrem contemplates receiving 80 new treinees
into the progrem and placing 40 clients in permanent positions in industry
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by the end of 1986. (See Table 6.) Operating ot full capacity under this
method of operation, ACI intends to find permenent positions for 70
clients over o twelve month period.

As previously discussed, provisions of the Panamanion Labor Code present
major risks forthe susteinability of the program if it relies solely on the
permeonent placement of disabled workers in privete industry. However,
running and mainteining o lerge temporery employment service will
require overcoming obstacles neerly as important as the permanent
placement of clients. These issues as well as basic monagerial ond
operational concerns are discussed in this section.

To achieve either the ambitious goal of permanent placement or the
running of o lerge temporery placement service, the following actions will
be necessery: o) expand the number of positions available to disebled
persons within the business community; b) expand the sources of
previously eveluated and treined disabled clients; and c) diversify areas
of potential employment from those now in the program. Each-of these
issues is discussed in this section.

Fortunately, the AC! operoting under the euspices of APIBY, has naturel
odvantages in attempting @ progrem which involves both the temporery and
permenent placement of disabled workers with privete industry.
Businessmen have been associated with the APIBY progrem since its
beginning in 1970, and ACI has actively sought linkeges with the business
community through membership on the AC! Advisory Council end es
employers for disabled clients. Still, the challenges are greet.

Lobor Morket

Currently in Penoma there is little interest or incentive for privete
industry to employ disabled workers. Quite the opposite. The majority of
the businessmen who have employed disabled workers did so out of cherity
rether then on an understending that e disabled employee can match the
productivity of en able bodied employee. Businessmen in Panamae ore also
reluctent to hire disabled workers on @ permanent basis. Their concern is
boased on the labor code (discussed above) as well as on & feor thot
disobled workers moy have a higher accident rate than other workers and
mey not be covered properly by insurance.

There is, however, a great demand by privete industry for temporery
employees. The seme labor code which mekes businessmen reluctent to
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hire permanent employees mokes businessmen enthusiestic about hiring
temporary employees. From the employer's point of view the employer/
employee risks are minimized since there ere no long term commitments
to the employee. A number of privete enterprises based on agricultural
production, processing and distribution have seasonel employment require-
ments s well. For these industries, temporary employment is ideal. The
businessmen's reletive dependence on temporery workers eond his
reluctance to invest in long term employee relationships favors the hiring
of skilled temporery workers. If major ottitudinel barriers towerds
employing disabled persons cen be overcome, skilled disabled temporary
workers will find themselves in competitive positions in the 1abor morket.

ources of Disebled Clients

Whether it functions as o permanent out-placement progrem or a lerge
temporary employment service, the success of the ACI progrem depends on
its ebility to provide private industry with workers who cen perform
effectively in the workplace. This requires the disabled client to be
pre-eveluoted, work-ready, end treined in basic job skills. Since the ACI
progream does not have its own resources to evoluate, orient or train
disabled clients, collaboration with other agencies is essentiel for its
operation.

Currently the progrem is facing e situation of heving a demend for eight
temporery workers and having disabled workers who have been eveluated
but have not yet compicted training. According to the ACI Director, this
problem is likely to continue if sources of pre-eveluated, job-criented and
skilled disabled workers ere not found end working relationships ere not
established between these orgenizetions end the ACI program. Although
there ere some 20 disabled clients being prepered to perticipate in ACI,
the length of time required for work adustment end skills training hes
delayed placement.

A naturol source of pre-eveluoted, wdrk-reody ond skilled disabled
workers is the APIBY sheltered workshops. There is, however, o
reluctance on the pert of the workshops to release employees to the ACI
progrem. This reluctence is based on: i) the feer of loosing its most
productive employees; ii) the fact thet the whole APIBY operation is
presently supported by income from the workshops; end iii) o fear thet
once 8 workshop employee obteins a position in competitive employment it
will be difficult for him to return to his old job in the workshop with the
some attitudc. On the other hand, the workshop employees are anxious to
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seek employment through the ACI progrem --they can earn more money and
see greater status connected with obtaining e job outside the workshop.

The ACI hes initiated reletionships with the Social Security Hospitel and
with IPHE, e government sponsored school and rehabilitetion institution.
The Social Security Hospital estimetes thet it can rafer & meximum of
five disabled workers a month to the AC| program. Workers refered from
the Social Security Hospital have been pre-evalusted, and have prior job
experience. Recently 14 disebled youths, out of a pool of 96, have been
sent from IPHE to the APIBY workshops for training end job orientation.
Generelly, IPHE graduates do not have o job orientation, and have not
benefited from vocational training.

While direct contacts between ACI and the Sociel Security Hospitel and
other privete organizetions assisting the disabled, such as the School for
the Blind, may prove fruitful in providing pre-eveluated, disabled clients
with prior work experience, the most consistent and convenient source of
these clients would appeor to be the APIBY workshops. Thus it would
seem thet the relationship esteblished between IPHE and those workshops
must be modified in order to maintain a constant workshop workforce
while treining disebled clients ond providing support to the ACI as en
outplacement program for selected members of those workshops.

i ing Ar
The long term success and financial viability of the ACI es o temporery
employment service will depend on its being able to expend the number of
its employees end diversify its areas of employment. Additionel temporery
positions in the privete sector that clients with disabilities can fill must
be identified, and training in new fields must be provided.

In addition, the financiel viability of the ACI as o temporary employment
service (discussed in pert 7) will depend on lowering costs or placing
more disebled clients in positions that pey e highsr wage. Using present
prices end costs of labor and current administ;ative and monagement
costs, the enterprise would have to more ihen triple its cepacity to
employ temporery contract workers to become self-sufficient.

This implies that the ACI temporery employment service will rely on
Clients with o lower level disebility: those who are more readily accepted
by their employers; those clients who cen more rapidly edjust to the
environment of the workplace; and, those who cen learn o skill at a more
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rapid pace thus requiring fewer funds for training.

The operotion of o large tamporary employment service will require o
higher degree of manageriel and administrative suppor  n the operation
of o permenent placement service. The proposition o diversifying the
fields of employment will require the provision of funds for treining in
porticuler technicel aress, establishing egresments with businesses to
provide this specific training os is currently envisaged with IBM, and/or
seeking out vocatione! training programs thet are likely to accept disabled
Clients, such es the ‘current plen for treining door instellers ot the
Notional institute for Professionel Training. As the number and types of
employment expand, administrative systems will become more complex,
ond coordinetion, managerial and supervisory tesks will incresse. To
odequately support tiic operetion, steff positions will have to increase,
especially in the area of administrative support. As the operation grows,
the Business Advisory Council will have to play o greater role in assisting
ACl in devising and modifying edministrative systems. Technicel
essistance in making financial projections and business pians for the ACI
will be required as well.

Conclugions

The operation of o lorge temporery employment service ssems to be o
viable option for the ACI. However, much more attention by the Business
Advisory Council must be given to plenning and asteblishing administra-
tive and menagement systems for the ernterprise, and @ more supportive
relotionship between thc ACI end the APIBY workshops must be
established.

3. The Seporate Nature of the ACI and APIBY Workshops

As originelly envisaged by the then-Executive Director of APIBY, tha ACI
program was thought of es being entirely independent of APIBY, perheps
to be sponsored by the Eundacion Pro-impedidos. .GIA envisaged the ACI as
o speerote project sponsored by APIBY, but perhaps in a different office
location. Hoving the ACI operote in.en odministretively ond physicelly
seporate space from other APIBY activities was thought to be
odventageous for: 1) providing greoter felexibility, opportunity end
creativity on the port of the Director; 2) providing the opportunity to be
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more closely identified with business end industry; end, 3) encouraging
relotionships outside the APIBY network. An administretively seperate
operation would also provide a basis for anelyzing the ACI activities and
comparing them with the activities of APIBY as well as those of other
orgenizations. GIA ond APIBY agreed to operate the ACI progrem on an
experimental besis under the auspices of APIBY, but to keep it seperste
from the an-going operations.

The separoteness of ACI within the APIBY progem is a mixed blessing. On
the positive side one observes that: 1) ACI is identified with & spon-
soring rehabilitation orgenizetion with & good reputation in the local
business community; 2) the ACI progrem Director has been freed from
other responsibilities within the APIBY program, and can devote full time
to getting the program established; 3) the two progrems in fact are
differently focused with the ACI establishing a broad renge of contacts
with business, government end private orgenizations, while the APIBV
workshops operate in @ more insuler and isolated fashion; 4) the ACl,
through the APIBV organization, has access to and cen drew on talent
within the business community from the APIBV Board, but it is also free
to seek ACI Advisory Council members from outside the APIBV traditional
network; 5) theoretically, the ACI cen pley an important role as an out-
placement service for the traditicnal rehabilitation and troining activities
of the APIBV workshops; and, 6) the administretive seperateness of the
ACl within the APIBY continues to provide a basis for enalyzing end
comparing ACI costs and results with those of other orgenizations.

Separeting the ACI within the APIBV structure hes alse had negative
effects on the operation. First, by recruiting the previous Director of the
APIBY to become the Director of the ACI, the on-going APIBY program hes
suffered. An experienced and dynemic person was removed as Director of
the on-going operation to head up the new progrem. This left a gep in the
on-going progrem. Annuel plans and budgets for the on-going operation
have not been completed, nor hes an anelysis been done for the effective
use of the expanded workshop space which will be ready by mid-1966.
Although the implementation of the workshop progrem seems to be running
on on even keel, the future planning of the organization remeins in
question.

Second, there is a tension between the previous Director (now in charge of
ACI) end the new Director of APIBY. This tension is due as much to
differences in personalities and orientation as it is to experience and
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training. While working relationships coen be described as cool, the
difference in orientation and training perhaps holds the most severe
implications for both programs and the ultimete gooel of integreting
disabled clients into the workforce. The new Director's orientation is in
business and industrial economics. This, plus the previously mentioned
workshops' objectives produce & reluctance to out-place the most highly
trained and productive clients through the ACI program.

Third, the structure of the oversll APIBV orgenization is somewhet
muddied end understood differently by different staff and board members.
While some describe the orgenizetion in structurel terms with the ACI as
o progrom depertment of the overall orgenizetion, others describe the
structure of the orgenizetion as two independent operations with inter-
locking but independent boards. (See Table 2 and S for two views.) What
is of concern is that both descriptions ere accurete depending on whet has
to be decided and what hes to be accomplished. However, it would seem
that deciding on one structure would be desireble for the orgonizotion,
especially as it grows, if only to lessen the confusion.

4. Need For o More Active Buginess Advisory Counci)

One of the keys to the success of & PW| program in the United States has
been the active involvement of an Advisory Council of business people in
its planning end implementation. This olso would appeer to be true in
Penoame. Indeed, the importance of active involvement by business people
probably is greeter in Panama then in the United States since there is a
need for overcoming the business community's aversion to hiring
additional workers and for giving edministrative and marketing guidence
to the temporary employment service which is likely to be creoted in
response to the conditionc preveiling in Paname.

In the immediote future there is a requirement to analyze the types of
services for which the progrem should be providing treining and to find or
rreste effective demond in the business community for the services now
ovailable and which cen be offered in the neer future. Two of the most
effective ways for the APIBY Board and the Business Advisory Council to
ossist the ACI in chenging the ettitudes of business regerding hiring the
disabled would be for Board end Council members to hire disabled workers
in their own enterprises and to encourage businessmen who have hired
disabled yorkers to speek ebout their experiences to other businessmen
who have not. '
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For the longer run there is a requirement to determine the feasibility of
creoting o permenent, termporary employment service and provide troining
to the steff in cherge of its and of eny decentralized units or seperote
enterprises which may be created to carryout similer service businesses.
In order to cerry out these tasks, the guidence of & business advisory
council is essential. To overcome the constraint of lack of funding to hire
professionel odvisors to perform these tasks, these tasks might be
performed by the members of that Council themselves or by other business
volunteers.

The Advisory Council members have been getting together informally now
ond then, and have plans to meet ot least once a month in the future on o
formel basis. During the teem's visit to Panama the Advisory Council held
6 meeting to discuss the program with the team. During thet meeting the
Council informelly discussed ways in which the persons under the ACI
progrem might be provided with social security coverage rother then the
more limited privete insurance coverage plon. The informelity of the
discussion and the quickness with which the Council eppeered to arrive at
8 plan of action was impressive, and an indicetion of the positive role
which it might pley in the future. However, the tasks shead are probably
more demending of their time than the members of the Advisory Council
have been accustomed to giving or than usuelly is expected of the members
of Boerds of charitable institutions in Panama and elsewhere.

In meeting the demends facing it, the Advisory Council should be able to
call on the services of other business people. One source may be the Boord
of Directors of APIBY which congists of 11 people. The Chairman of the
Advisory Council of the ACI program 6iso is @ member of the Board of
Directors of APIBY; and the new President of the Board of Directors, who
took office while the team was visiting Panama, noted thet the success of
the ACI program is & major priority of APIBY. However, the outgoing
President reminded people that in fact, the Board of Directors really did
not represent meny people and thet there was o pressing need for more
people to be active in the affairs of APIBY --especially as the expanded
workshop space becomes available. Thus it would appear thot the success
of the ACI progrem elso mey require efforts to involve more members of
the Rotary Club and the business community at lerge in the work of APIBY.
Such an effort will require closer colleboration between the Advisory
Council of the ACI progrem end the Boord of Directors of APIBY
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Other then essisting in planning previous to signing the Memorandum of
Understending between GIA and APIBV and the study tour for the ACI
Director, it seems that GIA hes not teken o sufficiently aggressive
position in offering advice to the Board of Directors of APIBY. or to the
Advisory Council of the ACI progrem on the operation of the progret.
Given the importonce of the Advisory Council to the success of the
program this approach probebly will not be sufficient over the long run. In
fact, the team found thet the people involved with the ACI progrem appear
to welcome further involvement by GIA in the work with the Council.

o. Attention to the Role of the Disabled in Decision Moking and
Administroti T o) Positi

Persons with disebilities are not actively recruited to fill admini-
strative, menagerial and technicel positions within the APIBY progrem.
As previously discussed, the generel public, the business community ond,
to some extent, the disebled persons themselves, view rehabilitetion work
os charity rather than os part of a self-help movement. However, as the
disabled move from the confines of a sheltered workshop to the open job
market, they ere quite likely to conclude thet society's aworeness of their
problems ond potential is defficient. Differences in the level of wages
paid in the APIBY workshops and the open job market probebly will be
resented. If the workshop insists on keeping its more highly treined and
productive workers, those who would be the best clients to place through
the ACI progrem, the workshop pey scele will cause strong resentments,
ond these resentments could be directed towerds both the AC! and
workshop progrem. The extent to which ACI and workshop staff anticipate
this situetion end ere prepered to deal with it in o positive way will
determine whether both progrems are perceived by the disabled os
promoting end serving their needs or paternalistically exploiting their
labor.

Training ond placing quolified disabled clients in edministretive,
menagerial ond technicel positions within the APIBY operetions could
provide importent role models for other disabied clients, and provide
APIBY management clearer insights into the delicate but important area of
increasing ewereness ond ottitudinel chenge on the pert of disebled
clients. In addition, recruiting disabled clients in positions where they
work with the public end business community would be a major step in
addressing the problems of public education, community outreach, and the
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image of the disabled worker. As ACI grows, additional administretive
assistonce will be required in order to support the program. Once the ACI
hos established its administrative and management systems, o greoter
port of the work load possibly can be assumed by lower-level monagement.
ACI should keep in mind the possibility of recruiting o disabled client,
perhaps through the ACI progrem itself, to work with the present Director
ond to receive on-the-job training in the administration end moanagement
of the ACI.

6. Non-inclusion of the Blind

The government's IPHE progrems include sight impeired persons. There
elso is o training workshop for the blind in Peneme City which has five
teachers from IPHE ond ebout 11 students ages 16 to 45 in o progrem
lasting from six months to two years depending on the degree of disability.
However, neither institution has been able to find meny jobs for its
graduetes. The workshop for the blind had been placing some groduates in
Social Security hospitals, but the hospitals have not been taking people for
some time due to the financiel constraints facing the government. in fact,
the vocationel training is not an important pert of the troining given in the
workshop for the blind, and the vocational treining in the IPHE programs
appeers not to be well thought of by the business community. Further-
more, the workshop for the blind hes not been able to generate a market
for its products (ceramics, hammocks end building blocks), end thus has
not generated permanent work. There ere no job openings in the productive
workshops of IPHE beceuse o1l the positions are filled by disabled persons
who have achieved the stetus of permenent government workers. The
result of oll of this appeers to be that there is nowhere for the sight-
impaired to learn vocationel skills or to find productive employment.

APIBY hes not worked with the blind. It is reluctent to do so because it
does not understend how it would have to adjust its progrems, ond it
points out that it has a close association with the Rotery Club while the
Lions Club has been working with orgenizetions involved in essistence to
the sight impaired. It does not eppeer thet the possibility of working with
the blind hes been discussed with GIA. Although the team recognizes that
APIBY elready has an ambitious progrem to implement, we cannot avoid
the conclusion that the vocational potentiel of o very importent group of
disabled persons is being ignored, and that the difficulty of working with
this group may be exaggerated in ACI's thinkirg.
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7. Potential for Financial Self-Sufficiency of the ACI

The products of ACI are work-ready ond trained, disabled workers. The
revenues of the enterpriss are dependent on the margin earned between the
price paid for labor to AC| by private industry and the woges ACI pays its
clients. Therefore, how these clients are viewed in the labor market is of
cruciel concern to the financial viebility of the enterprise.

The financial viability of the ACI as a revenue generating enterprise is as
dependent on environmental factors as it is on the reletionship between
costs of production end merket prices. The financiel viability of the
mini-industries progrom in the Eestern Caribbaen is dependent on the
ability of workshop products’ to compete in the marketplace. The financial
viability of the ACI is much more complicated. The viability of the ACI,
regerdiess of whether its ultimate goel is permenent placement or sup-
porting a large temporary employment service, is linked to how success-
fully it: i) changes businessmen's ottitudes towards employing disabled
workers; ii) attracts disabled clients who can be made a part of the labor
pool with littie additionel training; and/or iii) effectively orients and
trains its clients.

In the case where the program's goal is permanent placement, finencial
viability is dependent on two additional factors --how well it maintains o
healthy out-placement progrem for permanent employment of the disebled,
ond how well it meintains o steady influx of work-ready trainees. In the
cese where the progrem’s goel is to operate a large temporery employment
service, financiel viability is dependent on two additionel fectors --on
expansion of the number of positions available to the dissbled within the
business community and diversification of areas of potentiel temporery
employment.

A commercial analysis of the ACI progrem, presented in Attachment 2 of
this report, essumes three different cost projections for the progrom
based on current production plens. The first case is besed on budgeted
program costs which include ell administrotive eand management support
costs. The second case assumes budgeted costs plus o 408 increase in the
cost of temporery contract labor to cover sociel security benefits. The
third case is based on actuel program expenses over the past five months
of operation. The actuel costs differ from the budgeted costs because
APIBY hes been absorbing the costs of rent and secretarial services, and
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professional services have not yet been required. All three cases assume
prices, placement rates and cepecity projections as follows: 1) the price
of labor remeins ot & constent rete based on whet the businessmen is
likely to pey for reletively low level skills in industry; 2) e capacity of
the ACI operation of 40 person months per month based on the 1986 annuel
plen and current steffing cepacity; 3) 30% of ACl's temporery employees
will be employed on o piece work basis; and 4) o plenned permenent
placement rete of 1008, or 70 permenent placements per yeer ot ACI's full
capacity. (Although the figures used in this anelysis are based on the
previous five months of program operetion, the data compiled during this
period are not significent enough to determine specific long term trends
regording the permanent placement rate and the percentage split between
temporary contracts and piece work contracts.) A fourth cese is presented
which essumes only & 40% permenent placement rate with 608 of the
temporary workers returning to ACI ot o constent rete thereby displecing
future trainees in the ACI workforce. The 40% permenent placement rate
is based on a conservetive estimete of the experience in the pilot project.

This case is presented only as an illustration to show whet happens to the
enterprise given o different production structure --fewer out-placements,
fewer trainess, and more temporery workers. The cese is theoreticel, but
bosed on e likely scenario of ACI becoming an egency sponsoring o
temporery workforce to industry if the potential of permanent placement
is not realized.

Results of Coses

CASE | of this enolysis assumes o 1008 permenent placement rate as
indicated in the production plen, a 70-30% split between temporery
contracts and piece work contracts, current labor prices and costs, no
sociel security benefits paid to workers, eand the actuel 1966 yeorly
budgeted ACI program costs at the rete of US$23,360. CASE | shows that
the project is able to cover veriable costs and the budgeted fixed costs of
US$23,360/yeer. Stert-up end working cepitel costs attributed to the
project con also be recovered. In this case, the enterprise shows o strong
likelihood of etteining finencie) self-sufficiency if it operates at full
capacity.

CASE Il incorporetes the assumptions in CASE |, but increases the cost of
lebor by 40% for temporery and piece work contracts to cover workers’
inclusion in the sociel security end employee benefits system. CASE I
shows thet the project is able to cover variable costs of labor with the

o7



exception of the piece work contracts, but thet it is unable to cover
epproximetely US$13,100 of yeerly fixed costs. If wages end sociel
security benefits for piece work contracts were calculated on the basis of
the minimum wage, as in CASE 111 (beiow) all variable costs of 1abor would
be covered and o small amount would accrue to the ACI to cover fixed
costs. A comparison of CASE | and CASE || underiines the importence of
calculeting and negotiating the price of Jabor that will be paid to ACI and
the wages ACI will poy to the piece worker before each contract with
industry is signed. The financie) viability of the enterprise depends on
piece work contrecis covering their fair share of fixed costs.

CASE 111 assumes fixed costs st the actuel rate of expenditure based on
ACI finonciel expense reports from September 1985 to Januery 1986.
These reports do not include expenditures for rent, secretarial services of
professional services. The anelyisis therefore assumes o subsidy by
APIBY for these line items. Using monthly finenciel reports, fixed costs
would epproximate US$12,680 on a yearly basis. CASE 11l msinteins the
408 increase in the cost of lebor for temporery contracts, and odjusts
piece work contracts to e minimum salery plus 408 for sociel security and
employee benefits. CASE Il shows thet when fixed costs remein ot their
actual levels of US$12,660/year the project cen produce some revenue,
opproximotely $500/yeer if it runs ot full cepacity, while paying sociel
security benefits to workers. Contra:ts with treinees continue to sub-
sidize the operation by contributing to a greater share of fixed costs then
either the temporery c:ontracts or the piece work contracts. On this set of
essumptions, the project will be able to contribute to rent or administre-
tive services provided by APIBY but not cover them entirely.

As all three coses show, the contracts with trainees subsidize the
operations of ACI. Up to this point the anelysis has assumed a 1008 out
placement rate in permenent placements. Assuming an out-placement rate
of only 408, o corresponding drop in the number of trainee contracts, end
0 60% return rote of temporory workers, an entirely different picture of
financiel viebility of the enterprise is presented. CASE IV assumes these
conditions of ACI becoming o permanent, temporery employment service.
This case shows that at the current price of 1abor the enterprise continues
to cover veriable costs, but it coennot cover fixed costs. Using this set of
assumptions the enterprise will continue to need o subsidy.

Present production plans, estimated seles and budgeted costs, including
sociel security benefits, will not permit the project to cover all fixed



costs within the next two yeors. However, under three of four cases used
in this enelysis, the project does cover the variable costs of each type of
contract; and cen contribute in verying degrees towards covering the fixed
costs of the enterprise.

Price of Labor

Piece work contracts ore a problem in all the coses presented. While piece
work contracts con be the most lucretive line of production for both the
enterprises ond the workers, they can also loose monsy for the enter-
prise. They ere on unpredictable money earner for the enterprise. This is
not surprising since the result of piece work contracts depend so much on
the added dimension of labor productivity. Whet is certain is that AC!
must celculete and negotiate more carefully the price it receives {rom
industry and the wages it pays to workers. Since each piece work contract
is likely to involve different products, an anelysis should be done for each
type of contract involved until ACI becomes familiar with the arrey of
piece work contracts available to it.

Another area of concern is the payment of social security benefits to piece
workers and temporery employees. Playing for those benefits increeses
the costs of labor by approximately 408 without o corresponding increase
in price paid for labor by industry. Without payment of social security
benefits, the enterprise can earn revenues even when fixed costs are ot
the high budgeted level of US$23,360/yeer. The enterprise con cover
investment costs, theoretical financing costs and meke a smell annuel
revenue. Payment of sociel security benefits to workers without o
corresponding increase in price paid by industry will not allow the
enterprise to cover fixed costs ot the budgeted level of US$23,360/year
In fact, the enterprise will require o subsidy for ot leest helf its fixed
costs. To remedy this situtation, the level of fixed costs must go down
and/or the price of labor chorged to industry must increase.

Since ACI is presently engaged in securing employment contracts for low
or semi-skilled workers increasing the price of labor cherged to industry
will be difficult. The competition is high for semi-skilled minimum wage
jobs. As the ACI labor force becomes more skilled and ACI con guorantee
industry that its employees enter the job as skilled workers, ACI moy be
able to increase its price to industry, but not above the prevailing rates.
To increase the price of labor paid by industry ACI will have to train and
engege more highly skilled clients who will commend a higher price in the
labor market. \



The ACI progrem moy be able to reduce fixed costs once it has
accomplished the following: 1) established its relationship with APIBY
sheltered workshops; 2) established sources and procedures for client
referrals; 3) tested administrative and management systems; 4) deter-
mined new areas of skills treining for the disabled and likely sources of
that treining; ond, S) expanded positions in private industry open to
disabled persons. However, establishing management end administretive
systems, identifying sources of evaluation and treining progrems,
exponding new areas of employment for disabled clients, and cultivating
working relationships with industry, privete organizations and government
agencies all require a great deal of time, creative energy and support. The
endeavor is 8 complicated one.

Thus, for at least the next two to three yeers, the progrem will require
dynemic leadership and subsidies for program costs. Once the progrem has
established a solid foundation in the ereas mentioned above, the creative
talents and energies of the present ACI Director that are so essential in
the early stages of program growth may not be needed on o full-time basis.
Although the current Director alweys will play an importent supportive
ond menagerial role vis-a-vis the ACI, in the future o smeller portion of
the Director's costs could be cherged against the progrem. The on-going
operation could be assumed by lower level management. For this reason,
as well as others discussed above, the ACI program might keep in mind the
possibility of recruiting and hiring one of its disabled clients to assist the
director in ell aspects of the program end to receive training in the
odministretion and management of the progrem.

Iroining vs, Production

There is o risk thet the seme training/production conflict moy orise
within the ACI that hes surfaced bs'ween the ACI APIBY workshops. The
treining/production conflict could menifest itself by ACI's unwillingness
to place permanently a perticulerly effective temporery worker. However,
this danger may be lessened by the reality of the costs of labor since the
trainee contracts, rather than the temporery employment contrects, pro-
vide for o greater share of the progrem’s fixed costs. Including @ workers'
social benefit package which would raise variable costs by 40% olso would
have the effect of incorporating edministrative and manegement systems
thet eutometicelly support the program's objectives. On the besis of
incorporeting systems which support program goals, as well as on o basis
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of equity, the inclusion of social benefits for workers is recommended.

Mointaining o Steady Inflyx of Troinees

There is o risk that the program will not be able to maintain o high
placement rate while maintaining e steady influx of trainees. This is
importent since the revenues generated from trainee contracts subsidize
the ACI operotion by contributing to @ higher share of fixed costs than
either the piece work contracts or the temporery contracts. If the
program continues ot its present capacity while employing o greater
number of temporery contract workers and fewer trainees, as presented
in CASE 1V; the program will suffer financially. While the operation wi!l
continue to cover veriable costs of labor, about half the fixed costs of the
progrem, approximetely US$6,000 will remain uncovered. For the
enterprise to break even under this scenario the level of operating costs,
the level of subsidies from APIBY and outside organizations and the price
charged for labor will have to be re-examined and adjusted accordingly.

Conclugions

As long as administrative costs of the project remain at budgeted levels,
the project will need continued subsidies. Subsidies for client evaluation
ond treining or the direct provision of those services either through
APIBY, or responsible governmental agencies, will be necessery as long ns
the. ACl is to be effective in providing productive services to the business
community. Since the provision of treined, efficient labor to private
industry remoins the most effective wey for the AC| progrem to begin
chenging the business community's ottitude towerds employing the
disebled, subsidies for training and evaluation are essential to continued
progrem success. Subsidies for current operations will also be required if
the enterprise is to operate on an equitable basis by including social
benefits for workers. The ACI is @ complicated endeavor that will require
ot least two to three years of high fixed costs to get it off the ground.
Operoting costs subsidies on the aversge of US$10,000/yeer will be
requried for ot least the next two yeors, and possibily a third.

8. Social ond Economic Impact

It is too eerly to come to conclusions as to the probable sociel end
economic impact of the progrem. However, the ACI program has meade
progress in training end placing previously unemployed disebled clients in
reguler employment, and incomes have increased for the few people
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involved in the progrem to dote.

Since its inception as a pilot program in September, 1985 the AC! progrem
hos trained end placed 12 disabled clients in temporery jobs end five
disebled clients in permenent positions. In comperison, the APIBY
workshops have graduated 65 disabled clients in the sixteen years of their
operation. If these disabled clients had remained in the workshop setting
for the seme period of time that they worked through the ACI progrem,
totel earnings would have been approximately US$2,500 Through the AC!
disabled workers earnéd a totel of approximately US$4,100, or 65% more
then would have been possible to eern in the workshop. The meximum
wage o workshop employee earns is US$0.40/hour, or US$64.00/month; the
minimum is US$0.25/hour of US$40.00/month which is paid during the
orientation phese. The ACI trainees eern US$0.60/hour or US$96/month
for the first two months ond ot least the minimum waege, epproximerely
US$125/month, for each month they are employed thereafter. The personal
income for those employed through the ACI ranges from 50-95% above the
income earned through the workshop.

The ACI clearly hes the potential to generate more and higher paying jobs
for disabled clients than the workshops. In addition, there is @ strong
likelihood thet ACI progrom benefits in terms of jobs and income
generated on o yeerly basis will be much greeter than the present annuel
progrern costs.

Hojor Conclusions

1. The ACI progrem is off to a good stert. The Executive Director is o
dynamic, well prepered person with the energies and the contacts to
provide the progrem o solid foundation. The Chairmen of the Advisory
Council is a long time active supporter of APIBY. He and other members of
the Advisory Council ere experienced end prominent business end pro-
fessional people. GIA was successful and key in getting the concept of ACI
accepted and the Executive Director prepered for a leadership role.

2. GlA and APIBY probably have underestimated the time and resources it
will teke to put the ACI progrem on a self-susteining basis. Its current
plens will not achieve that result in the foreseeable future. The plens’
major failings ere to assume that permenent jobs will be found for most
greduates and thet the training which mey be necessary for the
porticipents will be aveilable in other entities --either before the
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perticipants become involved in the program or after they begin temporery
work in the factories and offices.

3. Although GIA did foresee potential negative aspects of opereting a Pwi
program together with more traditional activities, GIA mey have
underestimated the support needed to resolve those problems as they
develop. The problems associoted with ACI being created as en entity
seporate from the other APIBY activities ore: i) the conflict between the
perceived needs of production in the workshops and the need of the ACI
progrem for @ source of perticipants and o site for their training and
evaluation; ii) the personel and professionel strain between the personnel
of both activities; iii) the decline in the attention peid to plenning for the
utilizetion of the mojor expension of the space of the production
activities; and, iv) the potentiel rivelry between the Boerd of Directors of
APIBY end the Advisory Council of the ACI progrem. The failure to toke
adequate corrective action to compensate for these consequences was
probably due to the limited amount of time which the personnel of GIA
could devote to the implementation of the program and the hesitation to be
seen os being too intrusive. '

4. While the irmportence of the role of business people and business
concepts in the ACI progrem is well understood and ere guiding the pro-
grom, little attention is being paid to prepering for and fostering the role
of disebled people in making decisions about the progrem and menaging and
representing the progream to the public.

5. It is too eerly to come to conclusions as to the probable sociel and
economic impact of the program. Those few people participating in it have
increased their income, but it is not clear that the increases cen be sus-
toined in the face of the problems and uncertainties facing the temporery
workers and this progrem. Because of the small number of people involved
in the progrem end the newness of the progrem there has been no impact on
the sociel and economic life of the nation. Any significent impect on the
notionel level is unlikely to occur in the neer future. Nevertheless, one
can see importent potentiel for eventuelly having such en impact if the
ACI consolidates its network among government agencies and the business
end rehabilitetion community; expends both the number and the type of
positions thet ere open to the disabled; and, continues to work on changing
the ottitudes of the business community towerd employing the disabled.

Hojor Recommendoations
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1. GlA should explore with the Board of Directors of APIBY ond the
Advisory Council of the ACI program what essistence it might provide to
the Boerds concerning their operetion and the support which they end
volunteers from the Panamenien business community might give to the
development end implementation of the ACI progrem.

2. The ACI progrem should give priority to expanding the size and scope of
the Advisory Council and to involving more members of the business
community in Ponema in the work of the progrem, including generating
demond for employment services and providing advisory services to the
steff of the progrem.

3. GlA and the Advisory Council of the ACI should review the prospects for
ochieving permenent jobs for graduates of the AC! progrem end the
implications of creeting a permanent, termporery workers service. In the
review emphasis should be given to the need for training and support for
the persons who would menege such @ service and of the magnitude of
business which will be needed to sustein it. Attention also should be paid
0 whether funds need to be raised for the treining of disebled persons
before they ere placed in industry end offices for temporary work.

4. GlA, the Boerd of Directors of APIBY ond the Advisory Council of the
AC| program should review the relationship between the ACI progrem ond
the other on-going work of APIBY. The purpose of the review should be: 1)
to determine whether, and if so, to whet extent, the ACI progrem should
toke adventage of the productive workshops as places of training end
sources of porticipents, or whether the ACI progrem should secure
thecollaboration of other training entities, such as commerciel industries,
educetionel/training institutions, end government or privete vocationel
treining programs; end, i) to ensure thet the administrative end
professional steff of both programs work in o complementery end
coordinated wey

9. APIBY, with the assistance of GIA, should review the nature and extent
of the accompiishments expected from the current and plenned activities.
Speciel ottention should be placed on the realism of current estimetes
concerning the dete by which the ACI program can be self-sustaining and
the emount of external technical end finencial resources which will be
necessory to achieve that result. The result of the reveiw should then be
discussed with AID.
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6. GIA should consider with APIBV what steps might be teken to prepere
for the assumption by disabled persons of positions of responsibility end
public profile in the work of the ACI progrem ond the other ectivities of
APIBY. GIA should offer the lessons it has learned in the US and in other
oreas of the world on how best to prepare for this evolution and to avoid
the orgenizetional tension that cen arise in the process.
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Jairos Jiri Association

One of the most well-established Goodwill affiliate organizations is
the Jairos Jiri Association, first established in 1950 in Bulawayo,
Zimbabwe by Mr, Jairos Jiri, the founder and president of the
Association until his death in 1982, Having originally expressed his
concern for handicapped people by sheltering them in his backyard,
Mr.Jiri created the Association in 1950, and today it is the largest
national voluntary rehabilitative agency in the country, and one of
the biggest private organizations on the continent of Africa.

The Association has 15 centers and operates 14 constituent branches
throughout the country. The centers include industrial workshops,
schools and vocational centers for severely handicapped persons. Over
1,000 people are presently under the Association's care, out of a
total disabled population in the country of approximately 300,000,
Services of the Association range from total care — such as that
provided at Waterfalls,in Harare, where 50 infants with various,
somet mes quite severe handicaps, are cared for by 25 staff — to
8kills training and employment such as et Burnside Farm, near
Bulavayo. This is an agricultural production and training facility
employing ten disabled workers and training other handicapped people
in agricultural and marketing skills to enable them to join
cooperatives, produce food for sale or work on commercial farms.

Jairos Jiri Association also has seven craft shops in Zimbabwe, which
were started with the following aims: to inform the public about the
Association's work, sell products made at the workshops, create
employment opportunities for disabled people and make a profit which
could increase services offered at the centers.

GIA Assistance to Jairos Jiri Association

1n 1980, the Jairos Jiri Association officially joined the
International Council, after having been associated informally with
GIA for many years. In that year, JJA asked GIA for assistance with
management training; strengthening of JJA's capability to carry out
economically sound program planning for and managenent of its network
of education, vocational training and production centers: and to
develop a more effective sub-contract system vith local industry,

Roger Matthews, the former Executive Director of the Goodwill
Industries of Milwaukee, Wisconsin, ané the President of the Board of
the Milwzukee facility visited JJA, and wrote a report which
recommended management training for senior staff at Goodwill
Industries in the United States, and provision of a 4-person team of
consultants to give assistance and training in accounting and finance,
rehabilitation, development of skills training centers and
agricultural training. Subsequently, a Dutchman was recruited as the
accounting consultant, a West German for rehabilitation, an Englishman
for agriculture, and Roger Matthews, for skills training. Mr. Cleto
Zherare, vho was then the administrative head of JJA cane to the US
for a year's study and training in GIA's Executive Training Program at
the Milwaukee Goodwill, '

Mr, Matthews worked at JJA from August, 1982 until September, 1983,
and set up training and production workshops at the JJA Bulawayo
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Center. His work there and recommendations formed the basis of GIA's
continuing program of assistance, which has concentrated on management
training for two senior staff and technical training for two JJA
teachers in the U.S., and the provision of in-country management
training seminars for JJA staff, carried out by Mr. Zharare and hiy
staff, with assistance from GIA.

The AID Matching Grant has covered some portion of the training costs
for the four JJA staff in the U.S., and the in-country seaminars. Mr.
Zharare's training and Mr. Matthews consultancy in Zimbabwe were paid
for with other funds.

Human Resource Development Focus

Since the AID Matching Grant funds for JJA have been used entirely for
training, this evaluation will focus only on that area and not attempt
to analyze the institutional development efforts of JJA which go
beyond the scope of GIA's assistance. It is clear, however, that the
GIA assistance in human resource development has contributed to a
strengthening of management and administrative practices, greater
professionalism and more relevant selection, training and employment
preparation for students at JJA — all of which are important elements
of instituvion building. Furthermore, human resource developaent is
an issue which many donors are not interested in funding, and
therefore GIA's willingness to focus on this important aspect of
institution building is all the more importaiit.

1. Mr. Cleto Zharare: While still the administrative head of JJA,
Mr. Zharare spent 12 months at the Milwaukee Goodwill in the GIA's
Executive Training Program, in 1981-82., This program involved a work
assignment at GIA, Milvaukee; academic skills training through
specific modules developed as correspondence courses by GIA covering
classic American menagement practices; seminars and visits to other
Goodwill Industries facilities in other cities: and social and
cultural experiences. Mr. Zharare's training was not covered under
the Matching Grant, Jairos Jiri died in November, 1982, end Mr.

Zharare vas named Chief Executive Officer of JJA.

2, Mr. Seso Moyo: Mr. Moyo spent a total of 16 months in the U.S,,
studying rehabilitation, screening, testing and evaluation of disabled
individuals for placement in training programs and subsequent
employment. Mr. Moyo spent 4 months at Western Michigan University,
Kalamazoo, Michigan, in a special program for social workers and
worked at the Goodwill Industries of Kalamaroo, doing vocational
evaluation end work adjustment, using psychological tests. He then
spent 9 months at the Minneapolis, Minnesota Goodwill Industries and
studied at the University of Minnesota, (where he completed a diploma
course with the Council for International Programs, sn exchange
program focusing on rehabilitation based in Cleveland. and which Mr.
Moyo gained admittance to through USIA.) At the Minneapolis
Goodwill, he took over the work evaluation job after two steaff members
left. He then worked at the Detroit Goodwill with the Rehabilitation
Director and took correspondence courses through GIA for 2 1/2 months,
During his stay in the U,S., Mr. Moyo also studied the GIA Partnership
with Industry model of skills training and placement for potential
replication in Zimbabwe, (This Partnership model is the focus of a
nev Matching Grant with AID, and the program is in its esrly stages in
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Zimbabwe as of February, 1986.)

3. Mr. Simplicio Moyo: Mr. Moyo spent a total of 10 months. in the
U.S., in Cleveland, Ohio. He spent the first four months at
Cleveland State University in social work and rehabilitation courses
through the Council for International Programs, and then spent six
months at the Cleveland Goodwill Industries, where he took
correspondence courses, received training from various Goodwill
division heads, attended lectures at Goodwill on various aspects of
their operation, and worked on industrial production and work
adjustment for trainees. .Since returning to Zimbabwe, Mr. Moyo is
working as the Director of Industrial Operations at the Bulawayo
Center. He is slated to take over the Production Unit, a post
currently filled by a Zimbabwean named Mr. John Davison. Mr. Davison
wvas hired by JJA at the time JJA was beginning to focus on production
for industries, with the expectation that he would train Mr, Moyo upon
his return from the U.S, so that he could take over that division.

4. Mr. Amos Mpofu: Mr, Mpofu spent nine months at the Harrisburg,
Pennsylvania Goodwill Industries and studied electronics, radio and TV
repair at the Dauphin Vocational Training Center in Harrisburg. He
was originally scheduled to stay one year, but was brought home after
nine months. The reason why he came home early is not clear. One
source at JJA indicated that GIA money available was less than
originally anticipated although this does not appear to be the case.
Once back in Zimbabwe, he was sent to Bulawayo Technical College for 1
year vhere he received a City and Guilds Certificate in electronics.
He is now teaching at the Bulawayo Center and repairs radios and other
small electronic equipment brought into the JJA center by people from
the surrounding area. .

5. Mr. Jonas Langwane: Mr. Langvane spent 12 months at the
‘Charlotte, North é;roIina Goodwill Industries, and studied small
engine repair at Central Piedmont Community College. While at the
Goodwill facility in Charlotte, he practiced repairs on refrigerators,
stoves and small appliances. Since returning to JJA in July, 1985, he
has done repairs on appliances. He is expected to be a teacher of
small appliances at the Bulawayo Center but at the pregent time there
are no students for him.



Analysis of Training and Costs

As a vay of examining whether the training of the five JJA staff
members was effective, the various elements of the training process
are analyzed here.

e Seiection: In the case of Mr. Zharare, his training was
recozmended by the 1980 management report prepared by Mr., Matihews of
Goodwill Industries of Milwaukee. Since Mr. Zharare vas the
administrative director of JJA at the time, he wvas the most important
staff person to receive management training.

According to Roger Matthews, when the other four people were selected,
the criteria used were: To find candidates who already had sufficient
educational background and skills necessary for supervisory or
teaching positions, and showed the academic potential to be able to
benefit from the training; and candidates who were viewed to be
dedicated to JJA and would stay with the Association for many years
following the training. All four candidates chosen were known to Mr.
Zharare from their work with JJA. Two, Amos Mpofu and Jonas Langvane,
who were chosen for technical training, are, themselves disabled.

The areas chosen for training were: evaluation and testing of
disabled persons for effective placement in training and later
exployment (Seso Moyo); industrial production (Simplicio Moyo);
electronics (Amos Mpofu) and small engine repair (Jonas Langwane).
Managenent training was included for Seso Moyo and Simplicio Moyo in
their roles as senior staff members. The choices of the areas of
concentration were made in crder to improve the management of JJA, to
strengthen its transition to skills training and development of a
production unit which could be responsive to the needs of industries.

o Placements: The Goodwill Industries of Milwaukee wvas chosen
for Cleto Zharare with the assistance of Roger Matthews who was, at
that tim:, the Executive Director of that GI and had written the
manageaent report in 1980 which recommended Mr. Zharare's training.
Efforts were made to match the other trainees with Goodvill Industries
which had particular strengths in the area of study of each trainee.
Lastly, the placements of Seso Moyo and Simplicio were partly
determined by their studies through the Council for International
Prograns in social work and rehabilitation, arranged for by USIA.

The success of these placements appears to be mixed. For example, Mr.
Zharare, who cave a basically positive evaluation of his stay at
Milvaukee, does point out in his written post-training evaluation that
he, himself, decided on his work progran most of the time, and would
have liked more opportunities for practical management experience
while at Milwaukee to enhance the insights he vas gaining from the
modules.

Mr. Mpofu, who was at the Harrisburg Goodwill Industries, attended the
Dauphin Vocational Training Center to study electronics. This course
proved to be mainly theoretical with very little practice.
Furthermore, Mr. Mpofu was given electronics equipment to practice on
but did not have actual work assignaents at the Goodwill Industries
facility. He received the bulk of his practical training through a
teacher, Mr. Beaver, who often took Mr, Mpofu home with him to
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practice on electronics equipment there., In fact, Mr. Mpofu was
brought home after nine months, rather than a year and attended
Bulawayo Technical College for one year. It is not clear vhether Mr,
Mpofu came home because of a lack of funds from the Matching Grant or
whether it was determined that he could get more relevant training in
Bulawayo, or for some other reason.

Mr. Langwane was originally expected to go to the Goodwill Industries
in Washington, DC, but this was changed to Charlotte, North Carolins.
Once he arrived, he stayed two months at the GI there before he was
enrolled at Central Piedmont Community College. This vas apparently
due to the need for additional English lessons before he could enter
school.

Regarding both Amos Mpofu and Jonas Langwvane, efforts were made to
place them at the Bulawayo Technical College for their training rather
than send them to the US, However, at the time, neither of them had
sufficient academic preparation to meet the entrance requirements, and
it was also felt by JJA that the courses there were too theoretical
and did not involve enough practical training. This was only a few
years after independence in Zimbabwe, and the technical schools were
still run very much on a British model, with rigid requirements, and
not a very practical orientation. By now, this situation has changed,
at least somewiat, since the Government of Zimbabwe is working to make
the schools more relevant to local conditions. In the future,
trainees chosea for technical studies by JJA may be able to receive
such training in Zimbabwe. 1In fact, after returning from the US, Amos
Mpofu attended Bulawayo Technical College where he received a City and
Guilds Certificate after one year of study. Another reason favoring
local training is that given his experience in the US, he is quite
interested in "state of the art" electronics, which is not
particularly relevant to most Zimbabwean students he will encounter.

° AdEustmcnt: With the exception of indicating difficulty in
understanding American accents for the first weeks, none of the five
JJA staff indicated any serious adjustment problems in the U.S., The
evaluator found this quite surprising, particularly given that in two
instances, the trainees were living alone. In one instance already
mentioned, Mr.Langwane could not start school for two months due to
language difficulties, and another trainee, Mr. Mpofu, who lived
alone, took his meals at a nearby detoxification center for drug
addicts, which does not seem to have been an appropriate arrangesent,

® Relevance of Training and Application in Zimbabwe: It seeams
clear from discussions . rare, 80 Moyo and Mr,
Simplicio Moyo, that they found the management training,
rehabilitation training and trainee screening, testing and evaluation
to be very instructive and useful in work back at JJA,

Mr. Zharare has implemented many changes in the management and
administration of JJA which is making a smoothor running organization,
has begun long range planning and has condu:ted management seainars
for the staff. He enjoys good relationships with his Board of
Directors, with his staff, and officials outside of JJA, all of which
he attributes to his newly acquired style of leadership and
management,
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Seso Moyo is applying his nev skills in testing, screening and
evaluation of trainees which is enabling more appropriate placeaents
into training, with the anticipation that jobs trainees ultimately
take will be more suitable for thea.

He is also organizing the Partnership with Industry (PWI) prograa,
undertsken with the assistance of GIA's International Departasent.

This involves a close working relationship with local industrial
leaders to involve them on a PWI advisory board, to train and later
employ JJA's disabled clients. While in the US, Mr. Moyo had the
opportunity to see this program at work in Minneapolis. While this is
8 new effort in Zimbabwe, he is optimistic about its potential there,
and at the time oX the evaluation visit in late February he wvas
forming an advisory committee of industrial leaders to work with JJA,
Mr. Moyo had already placed a few training interns with PVOs in
Zimbabwe (Save the Children Foundation and Lutheran World Federation)
88 a way of testing the concept before trying any placesents with
industries. In a later conversation which the evaluator had with the
Save the Children Foundation/Zimbabwe Field Office Director, the SCF
director expressed a great deal of enthusiasm about che prograa. In
addition to the SCF intern mentioned above, there are two other former
JJA students who are now full-time eaployees at Save the
Children/Zimbabwe,

Lastly, Mr. Moyo feels that due to his training in the US, he now
understands rehabilitation and the most effective ways of carrying it
out. He has also been involved in running management and
rehabilitation seminars for the staff since his return from the US.

Simplicio Moyo has been able to apply his management skills gained in
the US to his departments since his return. He rearranged the
supervision of the units so that there is nov one Production
Supervisor to whom workers report. Prior to that time, all workers
reported directly to Simplicio. He also now has wveekly meetings with
his staff and involves them mor® in the running of the departasents,
soliciting their views on problems and how to solve thea.
Inter-departmental communication has improved as well. He is Quite
eager for additional managemsent training,

As mentioned earlier, Mr. Davison is still running the Production
Unit, wvith the anticipation that Mr. Moyo will take over that role
once he has had sufficient training from Mr. Davison. Until Mr, Moyo
actually takes over that Job, it will not be possible to determine how
he is able to apply his US training in production and contracting to
that job.

Regarding msanagement training, the prevailing style of management in
Zimbabwe prior to independence was a British-style hierarchical
orientation towards work, with the boss giving orders and the workers
carrying them out. Given that the Britigh vere in Zimbabwe as far
back.as the 1890's, this managenent style is deeply imbedded in
organizations and institutions, and in spite of the new governaent's
more democratic orientation, it will take some time to change things.
Given this environment, it is important to note that all three JJA
senior staff members learned a good deal asbout American managenent and
its more participatory orientation and have been able to apply it to
JJA since their return home. Modern American managesent practices
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emphasize the value of maximun participation of workers in the
management of an organization, open and regular communication between
aanagement and staff, and the benefits of minimizing a hierarchical
approach to running an organization. From the reports given by Mr,
Zharare, and both Seso and Simplicio Moyo, all have applied American
principles of management to their work and have achieved positive
results in terms of staff productivity, communication and new
enthusiasm on the part of staff members about their jobs. This is o
strong recommendation for further training in management in the US.

Since his return from the US, Amos Mpofu has begun teaching
electronics to four students at the Bulavayo Training Center, and

is doing small repairs. He is concentrating on teaching theory for
the moment, since there is a shortage of equipment. He only began
teaching at the Center in January, 1986, and electronics is a
completely new area for JJA sgo it is too soon to assess whether that
training area will be successful. Mr. Mpofu is continuing his
practical training with the help of an electronics shop owner in
Bulavayo. Mr. Mpofu appears to be an engaging and enthusisstic person
vho should be an effective teacher, capable of motivating students.
As mentioned earlier, Mr. Mpofu 1is interested in "state of the art"
electronics, from his exposure to such equipment in the US. It will
be important for him to make his training relevant to Zin‘abwean
conditions.

Mr. Langwane returned from the US in July, 1985. He is expected to |
an instructor of small appliances; however, at the moment, he has no
students. Like electronics, this is a new training area for JJA, so
it is too early to determine Mr. Langwane's teaching ability or how }
is able to apply his new skills. In a conversation which the
evaluator had with Roger Matthews, Mr. Matthews expressed dismey upor
hearing that Mr. Langwane did not yet have any students. He went on
to say that the decision to train Langvane in the US was made based ¢
a decision at JJA to begin training students in ssall appliance
repair. Seso Moyo indicated to the evaluator JJA's continuing
intention to train students in small applisnces but said that they ha
not yet identified appropriate students. Another problea is a
scarcity of applisnces to use in teaching. There are very fev
refrigerators, stoves or other products vith small engines available
to the JJA. In the meantime, Mr. Langvane repairs the fev appliances
vhich people bring in from surrounding neighborhoods, and assists the
Training Director, apparently because he presently does not have
teaching responsibilities. The impression of the evaluator wvas that
Mr. Langwane wvas underutilized and biding his time until he could
start teaching. The question remains whether Mr. Langvane should hav
been trained at this stage, given JJA's lack of readiness for small
appliance teaching.

e Staff Training: As mentioned earlier, Mr. Zharare has
organized and implemented aanagenent training seminars for the JJA
staff since his return. Seso Moyo has been involved in these
seainars, as w:ll, These were sponsored by the GIA International
Office through tie Matching Grant, which covered food, transport and
consultant fees. The seminavs were held for JJA's teachers, accounts
staff, secretaries and the stasff vho run the doraitories and kitchens,
and vere held at JJA's facilities in Bulavayo over 2-3 days each.
While there was no vay to dste-mine the effectiveness of these
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seninars in a two-day evaluation visit, according to Mr. Zharare and
Mr. Moyo, the seminars enabled the staff to identify and snlve
problems more easily, have motivated the staff to discuss issues more
readily, and have improved the financial managenent of the
organization, '

o Costs: The three-year total cost of all assistance given by
GIA is US396,536. Of this, $14,640 ceme from the AIL matching grant,
and $81,896 was provided by GIA. The total of $96,536 covered
training of four JJA staff in the US, technical assistance to JJA, and
in-country training expenses. A breakdown of the costs was not
available. However, by way of comparison, other participant training
prograss funded by AID have tended to average between $13,000 and
$18,000 per year per trainee, depending upon whether the training is
academic or technical, and the location in the US. If GIA spent
$13,000 per year per trainee, they spent a total of $52,000 for the
four trainees with the remainder of $44,536. being used for technical
assistance and in-country training. At the higher end of the scale,
1f GIA spent $18,000 per year per trainee, which is a total of
$72,000, they would have spent the remainder of $24,536. for the
technical assistance and in-country training. In any case, the total
expenditure is a reasonable budget for the project undertaken, and
certainly a minimal use of the matching grant., The managesent
training has apparently resulted in positive changes for JJA. If the
technical treining turns out to be as effective, then the progran can
be seen as quite a cost effective one.
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Summary

It seems clear from the analysis of training that GIA's assistance to
JJA in training and human resource development has contributed to
improved management and administration of the Association and to its
transition to a skills training organization.

The decision to send Mr. Zh rare, Mr. Seso Moyo and Mr. Simplicio Moyo
to the US for training appears to have been a good one, given their
successful training and application of management techniques to their
work in Zimbabwe. In particular, their adoption of American
participatory methods of management has been met with enthusiasm on
the part of the JJA. This has also resulted in the implementation of
the management workshops for JJA staff. Seso Moyo's training in job
evaluation and testing, and rehabilitation also appear to have been
important and are beginning t'. improve the ability of JJA to
appropriately place trainees in suitable skills training. It remains
to be seen if Simplicio Moyo's production training will prove to have
been effective, once he takes over the Production Unit.

Some questions remain as to whether Mr. Mpofu and Mr. Langwane should
have been sent to the US for technical training. The timing of their
training and the subject matter are also questions given that one has
no students at the present time and the other has only four. It is
clear that considerable efforts were made at the time to train thea
locally, and the decision to send them to the US was taken so as not
to delay the program. However, with perhaps greater opportunity for
local training in Zimbabwe, future technical training could be done
there. '

The total expenditure of $96,536 is a reasonable cost for the project
undertaken. Although it is too early to assess the effectiveness of
the technical training, if it proves to have positive effects on the
JJA organization, as the management training appears to have done,
then the program can be seen as having been relatively cost effective.

If GIA intsnds to continue to bring people from affiliates to the US
for trainig, it is important, given the JJA experience, that
considerabie attention be given to the placements of each trainee, so
that maxisum advantage can be taken of the resources svailable within
the GIA system and so that the trainee gets the most relevant training
possible. Also local training options in the affiliate's home country
or region should be fully explored before making the decision to bring
people to US,

Lastly, one problem encountered at JJA is that certain staff wvho have
been trained locally within JJA have been recruited into better paying
Jobs in industry. This is a problem which occurs with many private
voluntary organizations in developing countries. If stsff members are
to be sent abroad, they should be required to sign a bonding agreement
which rcquires them to remain at the affiliate for a designated period
of years after returning home from training.
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Finenciel Anelysis

The method of analysis used in Attachments 1 end 2 is based on o stenderd
commerciol enelysis thet hes been simplified for the purposs of enalyzing
smoll projects. It is not o cost-benefit enalysis, end does not attempt to
quentify ell direct and indirect benefits over time in order to compere
them to costs. While the analysis used in the ettachments is much simpler
ond 1ess complete regerding long term economic impact, it does provide on
understanding of the finenciel viability of the enterprise. The objective of
this enelysis is to answer two besic questions: 1) cen the projects
produce goods end services at competitive prices; and, 2) cen the projects
sell enough of their products to stey in business.
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Attachment I: Finencial Analysis of Mini-Industries in Nevis, St. Lucie
and Dominice

I. Introduction

This section of the report provides a brief description of the overell
mini-industries program end an analysis of the potential for financiel
self-sufficiency of four mini-industries: potscrubbers and mop assembly
in St. Lucie; chalk production in Dominice; and, chelk pruduction in Nevis.
The enelysis is based on cost end price estimotes obtained from
interviews and, in some cases, financiel records.

1. Mini-Industries

As part of the CARD effort to support vocatione! treining and employment
creation opportunities for the disabled in the Eastern Ceribbeen o
mini-industries progrem was implemented in Dominica, Montserrat Nevis
end St. Lucia. The creation of small menufacturing enterprises,
mini-industries, wes thought to be an acceptable alternative to open
employment in economies where 1) the domestic menufecturing sector
comprises a small percentege of GDP; 2) the unemployment rote ranges
from 20 to 40%; end, 3) domestic prnduction could compete with expensive
imported products that require e re.atively low level of technology in the
production process.

Without the benefit of an anelysis of the merket for the products or o
finenciel anelysis of the intended enterprises, rew materiol and
equipment were purchased and distributed by CARD to affiliates in the
islend nations for the creation of the mini-industries for the production of
coot hengers, chalk ond potscrubbers. The experience of these
nini-industries can be summerized as follows:

Coot Hongers: The production of coat hengers has not been successful on
ony of the intended islands. In oll three cases, the cost of the row
moterial alone exceeds the selling price for imported coat hangers. There
is elso some debate about the existence of & domestic market for such an
item. In only one plece, Montserret did production get underway. The
experience in Montserrat indicotes that the sales volume hes been
minimal, considerable amounts of raw materials remein on hend, end, the
products cennot compete with lower priced hangers available on the
merket. :
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Potscrubbers: Potscrubbers have been produced in Nevis, Dominice and St.
Lucia. Production in Nevis end Dominice has not resulted in an attempt to
establish a mini-industry per se, nor to establish an income generating
activity for the orgenizetion under whose ouspices the activity tekes
pi~.e. No ettempts have been made to sell the potscrubbers in Dominice or
Nevis. In Nevis, potscrubbers were given to a locai supermarket and then
given awoy to customers s part of a promotional activity. In both Nevis
and Dominica bags of potscrubbers cen be found in

the workshop. The only mini-industry for the production of potscrubbers
that has teken off is locoted in the Dunnottar School for the Mentally
Retarded in St. Luciae.

Cholk:  Abilities Unlimited in Dominica end thr Nevis Mental Health
Association heve begun the production of chalk. Chalk production in St.
Lucia has not yet begun due to some combination of production difficulties
which include 1) determining the proper mixture f weter end plaster of
paris; 2) quelity of the weter used in the production process; and, 3) the
age of the plester used in the production process.

Mops: The Workshop for the Blind in St. Lucie is presently producing mop
heeds. Mop production is not @ part of* the mini-industries progrem, nor
has it been supporied by CAFD funds. It cen be considered a spin-off
activity of the mini-industries program since it incorporates the general
principles of the progrem and the CARD vice-president has been active in
establishing and supporting this activity.

I1l. Financial Anelysis of Mini-industry: Potscrubbers, Dunnotter School,
St. Lucie

Background

The Dunnotter School for the Mentally Retarded in St. Lucie incorporates o
workshop complex where students receive training in life skills and to
some degree job training for eventual placement. The school does not have
o job placement progrem. The workshop activities include e laundry
service, a horticulture erea ond crafts production. Approximately 20
students perticipete in workshop activities. The rmajor purposes of the
workshop's activities are occupetional therapy ond training, not income
production for the school or students. The activities ere not run as

Attachments



business enterprises.

The production of pot scrubbers begen as o pilot effort in October, 1965.
This three month perioed is described by steff as an experimental phase and
wos not intended to operote on o business basis. The operation phase
began in earnest in Jonuary, 1986. The cost, price and production figures
used in this analysis are based on one month of full production.

The potscrubber mini-industry employs five students: 3 full-time ond 2
port-time. Present cepacity averages 40 potscrubbers/dey. The pot
scrubbers sell fo EC$1.10 each wholesale and EC$ 1.35 retail. Employees
ore paid on an “incentive besis® which average EC$ 20.00 every 2 two
weeks for a full-time employee. One employee receives EC$40 every 2
weeks since he performs two functions in the production process and cen
play o supervisory role in assisting with and checking the work of other
students.

Rew moterial, the plastic mesh, costs US$ 5.46/kg. (£ 3.90/kg.) CIF. The
workshop hes edquired 46 kgs. of plastic mesh for the present production
phase. The bulk order was 60 kgs. of which 14 kgs. were used during the
pilot project phese. The cost of raw meteriel includes the nylon threed
used to tie each pot scrubber together. An additional cost of packing is
estimoted ot US$ .02 per pot scrubber. This analysis assumes that 46 kgs
of plestic mesh will yield 2,159 pot scrubbers.

The workshop and school steff indicete that the pot scrubber production
activity currently covers costs, excluding any stert-up costs (the pilot
project) and eny administrative costs.

Analysis
This analysis presents two different cases. CASE | is en analysis of

potential profits using the present system. The present system does not
assign any fixed costs to the production process and assumes 8 continued
subsidy of all administrative costs ettached to the the pot scrubb~r
mini-industry. This enelysis incorporates the incentive pay os a fixed cost
of production in order to determine o break-even point. The anolysis does
not include costs of management or-administration since these have not
been calculated by the School. Therefore, the analysis is not complete and
will provide only a generol indicetion of the potscrubber mini-industry as
o supplementery income generoting octivity for the School and/or
students. Since all costs ere not included, the analysis will not provide an
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indication of the potential for self-sufficiency of an independent
enterprise outside the sponsorship of the School. In this cese, the pot
scrubber mini-industry is being treated as o supplementel income
generating activity for the school and/or students.

CASE 11 assigns fixed costs to the enterprise by including minimum wages
for the employees. Although no stert-up or edministretive costs are
assigned to the enterprise, this rough analysis will provide en indication
of the potential of the enterprise to be considered o source of employment
creation.

Both CASE | and CASE |l assume costs and price information as follows:

US$ 1.00 = EC$ 2.70 US$ 1.00=£ 1.40

Production Capacityg: 40 pot scrubbers/day
Production in Operation: 200 deys/year

Production Capacity: 8,000/year; 660/month

Raw Materials: 46 kgs yield 2,140 pot scrubbers

46kgs @ US$5.46/kg = US$251.1
raw materials cost US$0.12/unit
packing cost US$0.02/unit

total meterials cost = US$0.14/unit

Price: US$ .40/unit wholesale

Cepital Costs: No Equipment/Machinery
No Working Capital Costs
No Finencing Costs

CASE |

Assumptions: No Stert-up costs assigned
No Administretive costs assigned
Raw meterial veriable costs @ US$ 0.14/unit
Labor fixed costs of US$ 74.05/mo

Monthly Labor Costs bascd on Incentive pay:
1 employee (full-time) 29.62/mo
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2 employees (full-time) 29.62/mo

2 employees (part-time) 1481/mo
TOTAL Labor costs 74.05/mo

Price(P) - Veriable Cost per Unit (VCU) = Gross Margin (GM)
US$040 - $0.14 = $0.26

Fixed Costs per Month = BE Units 2405 = 265 BE Units/month
Gross Margin 0.26

BE Units = BE % of capacity 209 = 43% copocity
Full Cepacity 666

Profitability at Full Capacity of 666 pot scrubbers/month:
666 capacity - 285 BE units x 0.26 gross margin = US5$99.06 profit/mo.

Profitebility et 80% Capacity of 533 pot scrubbers/month
933 capecity - 285 BE units x 0.26 gross mergin = US$ 64.48 profit/mo

The above analysis indicates that ot present costs and at the present
selling price, the pot scrubber mini-industry must operete at 43% of its
present capacity to cover the direct costs of production. At full
production capacity of 666 units/month, the pot scrubber mini-industry
earns o profit of US$99.06/month which could go to supporting a portion of
administrative and menagement costs.

CASE 1|

Assumptions: No Stert-up costs assigned
No Administrative costs assigned
Rew moterial variable costs @ US$ 0.14/unit
Labor fixed costs of US$ 241.35/mo

Monthly Lebor Costs based on Minimum Wage:

1 employee (full-time) @ EC$15/day = 15}

2 employees (full-time)e EC$10/day =20}

2 employees (part-time)@ EC$ 5/day =10} (EC$45 =US$16.66)
Total labor costs US$16.66 x 200 days /12 mos = US$277.66/mo

Price(P) - Variable Cost per Unit (VCU) = Gross Margin (GM)
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US$040 - $0.14 = $0.26

Fixed Costs per Month = BE Units 277,66 = 1068 BE Units/month
Gross Mergin 0.26

BEUnits = BE % of copacity 1068 = 1608 capacity
Full Cepacity 666

The above enalysis indicetes thet the pot scrubber mini-industry would
have to operote at 160% of present capacity to break-even when cost and
price informetion is used as follows: actuel costs for raw meterials,
morket costs for lebor, full subsidies of administrative and management
costs, and the current wholesale selling price for pot scrubbers.

Conclusions

Based on current costs end prices, the pot scrubber mini-industry opereted
under the auspices of the Dunneatto School for the Mentally Retarded cennot
function as a self-sufficient industry thet covers it share of
administretive and menagement costs end peys merket prices for labor.
Under these conditions the enterprise will not breek even. The pot
scrubber mini-industry cen however be considered a supplementery income
generating octivity for the School and its students. Administretive and
menagement costs will heve to be fully subsidized by the school under
present conditions and wages paid will remain well below minimum wage.

V. Finenciel Anelysis of Mini-Industry: Chelk Production, Abilities
Unlimited, Dominice

Background
Abilities Unlimited, esteblished in 1968 end fully supported by the

government, is-a production workshop emploging disabled people without
regerd to the particuler disability. The workshop activities include basket
meking, production of potscrubbers, end chelk production. Due to the
recent strike in the workshop there are presently 7 trainees involved in
workshop aoctivities. The workshop is often clcsed and no formal
merketing system exists. Both of these conditions heve serious
implications for those workshop participants who receive seleries on the
basis on percentage of production sold. The workshop has functioned
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mainly as o “social drop-in® center where production is @& secondery
activity. All costs of the center, including purchase of rew materials,
seleries for the manager and her assistant, administretive costs, and an
income supplement for the disabled of EC$70.00 (US$26.00) are assumed
by the government. The workshop's production activities ere not run es
business enterprises.

The workshop has been produciiig chaik since May 1964 when it received
the first betch of rew material and the molds from CARD. The govarnment
commissioned o feasibility study for the expansion of chalk production ot
the workshop. On the basis of this study, the government ordered more
molds end more rew material in order to expand chelk production in the
Workshop. The government now purcheses the rew materisl directly from
England on a regular basis.

The cost, price and production figures used in this enalysis are based on
present production estimetes, CARD records and the government
commissioned feasibility study.

The workshop steff could not give an indicetion of whether or not the
chalk production wes currently covering costs or making o profit. The
workshop steff hes available production figures and costs of abor while
the government agency responsible for the workshop maintains the records
for rew moterial ond equipment purchase. Workshop staff did state thet
they felt chalk production waes o profitable enterprise.

The chelk production mini-industry employs three workshop porticipants:
two full-time and one pert-time. Present production capacity averages
15 100-count bugs/dey. The bags of chelk sell for US$ 1.85 (EC$ 5.00)
each reteil end US$1.48 (EC$ 4.00) wholesale. The major purchaser is the
Ministry of Educetion which cen absorb @ minimum of 150,000 sticks of
chalk per yeor. Employees are paid US$ 3.70 (EC$ 10.00)/dey which is the
minimum wege in Dominice.

in Jenuery 1985 the bulk CIF price for the raw moteriel, paster of paris,
wes US$251.23 per 250 kgs (£ 179.45). The feesibility study underteken
in 1984 reveols thet upto o 30% discount may be aveailable for orders of
1,000 kgs or more. An odditional cost of pecking is estimoted ot
US$111.00 per year(EC$300.00). The capital costs of the chalk production
mini-industry include the following: 7 molds @ US$ 58.25/per mold for a
totel of US$407.68 and peils scrapers, mixing utensils for a total of US$
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80.87.

The Anolysis

CASE | assumes o best cese scenario with regerd the number of days per
yeor the workshop is actuaily open and producing. CASE Il assumes a more
realistic scenorio with regerd to productive capacity.

CASE |

The eneiysis assumes production, cost and price information as

follows:

US$ 1.00 = EC$ 2.70
Production Capacity:
Production in Operation:

Production Capacitu:

Capital Costs:

Fixed Costs:

Yariable Costs:

US$ 1.00=£ 1.40

15 100-count bags/day(includes waste)
(7 molds x 36 sticks per mold x 6 pro-
duction runs/dey = 1,512 sticks)

200 doys/yeer

3,000 bags/yeer; 250 bags/month

7 molds @ US$58.24/mold or US$407.68
4 peails 36.76
Scrapers/mixing untensils

4411
Totel Capital Costs 488.55

Useful life: two yeors
No salvage value

Depreciotion equipment US$20.36/mo
Lebor: 2.5 employees @ US$ 3.60 doy x
200 deys/yr = US$ 150/mo.
Moeintenance equipment included in
labor prices. -No repair of equipment.
Total Fixed Monthiy Costs = US$170.36

Row Material/Paster of Peris CIF:
US$251.23/250 kg = US$0.37/bog
Packing = US$0.04/bag

Total Yariable Costs per Unit = US$0.41
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Price: US$1.48/bag wholesale (EC$4.00)

No Stert-up Costs included

No Working Capital Costs included

No Financing Costs included

No Administrative/Management costs assigned

Price(P) - Variable Cost per Unit (VCU) = Gross Margin (GM)
US$1.48 - $041 = $1.07

Fi is per _= BE Units $17036 = 159 BE Units/month
Gross Mergin $1.07

BE Units = BE % of capacity 199 = 64% copacity
Full Capecity 250

Profitobilitgﬁ ot Full Capacity of 250 100-count bags/month:
230 capacity - 159 BE units x $1.07 gross mergin = US$97.37
profit/mo.

Profitability et 75% Capacity of 187 100-count bags/month
167 capacity - 159 BE units x 1.07 gross mergin = US$ 29.96 profit/mo

The above analysis indicates thet at present costs and at the present
selling price, the chelk production mini-industry must operste at 64% of
its present capacity to break even, that is, cover the costs of production.
At full production cepacity of 250 units/month, the chelk production
mini-industry could earn o profit of US$97.37/month which could go to
supporting administrative and menagerial costs.

The absorptive capacity of the merket remains a problem for profitability
of the enterprise. The CASE | enalysis assumed & yeerly production
copacity of 3,000 100-count bags of chalk per year while government
wholesale moerket estimates are150,000 sticks, or 1,500 100-count bags
per yeer. Even if the government could ebsorb S0% more then the 1,500 bag
yeerly estimote, the workshop would be in the difficult position of having
to sell 750 100-count bags of chalk to commercial suppliers and private
sources.
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CASE Il

Currently, the major problem for the profitability of workshop operations
is the time the workshop is actuelly open for production. While veriable
cost ond price informotion remains the same, the analysis presented in
CASE 11 makes ellowences for production cepacity by essuming the
workshop will be in operetion for only 100 days/yeer. This anelysis also
presents o hetter idea of the profitability of the enterprise if it produced
for the absorptive capacity of the domestic market.

This anelysis assumes cost, price and production estimates as above, with
the following exceptions:

Production Capacity: 15 100-count bags/dey(includes waste)

Production in Operation: 100 doys/year

Production Capacity: 1,500 bags/year; 125 bags/month
Fixed Costs: Depre'ciotion equipment US$20.36/me

Labor: 2.5 employees @ US$ 3.60 day x
100 deys/yr = US$ 75/mo.
Totel Fixed Monthly Costs = U5$95.36

Price(P) - Veriable Cost per Unit (VCU) = Gross Mergin (GM)
US$1.48 - $0.41 = $ 107

Fixed Costs per Month = BE Units $95.36 = 89 BE Units/month
Gross Mergin $1.07

BE Units = BE % of cepacity 89 = 71% copacity
Full Capacity 125

Profitobili'tg ot Full Capacity of 125 100-count bags/month:
125 capacity - 89 BE units x $1.07 gross margin = US$38.52 profit/mo.

Profitability ot 75% Capacity of 94 100-count bags/month:
94 copacity - B89 BE units x $1.07 gross mergin = US$5.35 profit/mo.
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summary ond Conclysions

Considering the enelysis in CASE |, the chalk production mini-industry
must operote at 64% of its present capacity to break even, thet is, cover
the direct costs of production. At e full production capacity of 250
units/month, the chalk production mini-industry cen earn o profit of
US$97.37/month which could go to supporting edministretive ond
menegerial costs. Although the enterprise could never cover full costs of
production, including administrative and menagement costs plus costs of
building deprecietion, meintenance and repair, it cen contribute’ to
edministrative and management costs and does provide close to 6 minimum
salary on o yeerly basis to workshop perticipants. At this rate of
production, the workshop will be in a difficult position with regord to
excess production over the geuranteed morket provided by the Ministry of
Education.

CASE 1l mekes allowances for production cepacity by essuming the
workshop will be in operation for only 100 deys/yeer. This analysis also
presents a better idea of the profitability of the enterprise if it produced
for the absorptive capacity of the domestic market. Under this scenario
the enterprise must operate at 718 of cepacity to breek even, maximum
profits ore approximately US$ 36/month, and workshop employees will
receive approximetely SO% of a yearly minimum wege. It is cleer in both
ceses, thet the enterprise is not o self-sufficient operation, but cen
operate as o government subsidized supplemental income generating
operation for the workshop and employment creation progrem if it keeps
its doors open for atleast 200 days per year.

V. Finencial Anelysis of Mini-industry: Chelk Production-Nevis Mentel
Heoalth Association, Nevis

Background

The Nevis Mentel Health Association presently runs the chalk production
mini-industry in a donated space in the government sponosored cocrnut
fiber menufacturing enterprise. The rew meterial for production as well
as the molds were shipped to Nevis before any visits were made to analyze
the productive capability of the orgenizetion and the market absorptive
capacity for chalk in the Nevis-St. Kitts area.

_Presently the enterprise employs one disabled person who receives o
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pro-rated minimum wage.

The president of the Nevis Mental Heelth

. Association acts on o voluntery supervisory basis end fully perticipetes in
the production process. The enterprise operates three hours/day.

The workshop presently hes orders totnlling 140 bags of chalk from the
Ministry of Education of Nevis and the Ministry oi Educetion of St. Kitts.

The Anolygis
US$ 1.00 = EC$ 2.70
Production Copacity:
Production in Operation:

Production Capacity:

Capital Costs:

Fixed Costs:

US$ 1.00=£ 1.40

32 144 count bags of chalk/month

(4 molds x 36 sticks per mold x 2 pro-
duction runs/dey - 48wastage)

176 3 hour days/year

337 144 count bags of chalk/yeer

4 molds @ 56.24 mold = $232.96
pails/utensils
20.40

$253.36

Total Capital Costs
Useful Life: One Year
No salvage velue

Monthly Depreciation $21.11
Monthly Labor
2941

Total Monthly Fixed Costs  $ 50.52

Veriable Costs:  250kg = bulk price US$ 251.23
1 kg yields | 144-count bag @ US$ 1.00/bag
packing cost US$0.04/unit
totel variable cost per unit = US$1.04/unit

Unit Price: US$2.57 (EC$6.95) current price
S$3.15 (EC$6.50) future price

Other Assumptions:

No Working Capital Costs
No Financing Costs
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No Stert-up costs assigned
No Administrative/Mangement costs assigned

CASE | '
Price(P) - Verioble Cost per Unit (YCU) = Gross Mergin (GM)
US$257- $1.04 = $153

Eixed Costs per Month = BE Units $5052 = 33 BE Units/month

Gross Mergin $ 153

BE Units = BE % of capecity —22_ = 103% capecity

Full Cepacity 32

CASE li

Assumptions: Seme os above with the following exceptions:

Selling price increases to US$ 3.15/unit
An additional employee is hired as that fixed
monthly costs will increase to US$ 79.93

Price(P) - Veriable Cost per Unit (VCU) = Gross Mergin (GM)
US$3.15- $1.04 = $2.11

Fixed Costs per Month = BE Units $7993 = 36 BE Units/month
Gross Mergin $ 2.1

BE Units = BE % of capacity 38 = 119% capacity
Full Cepacity 32

Summary end Conclusions:

At the current price of one 144-count bag of chalk, the enterprise will not
cover costs of production. At current production capacity of 32
bags/month it wil) take the enterprise 4 months to fill present orders. |f
the enterprise is successful in negotieting & new price of US$ 3.15 per
144-count bag and completes plens to hire one new employee, the
enterprise will continue to need o subsidy to cover direct costs of
production.
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V1. Finenciel Anelysis of Mini-Industry: Mophcad Assembly, Blind Welfere
Association, St. Lucie

The mainstey of workshop production of the Blind Welfare Association in
St. Lucie is basket making. Quelity of production, costs of production, o
competitive locel basketry industry end merkets have been constent
problems for the workshop. Without the benefit of & merket study or o
finenciel enelysis of the proposed activity, the Workshop for the Blind
began assemby of mopheads in July, i965. The activity wes not funded by
the CARD rew meteriels stort-up fund. Mophead assembly cen be
considered as a spin-off activity of CARD.

Production figures, cost and price estimates ere based on two months of
production, December 19685 and Jenuary, 1986. Workshop steff estimete
thet employees producing mops have been able to reach an average monthly
earning rate of US$ 92.60 (EC$250) which emounts to on increase in the
monthly income per person of US$ 55.50 (EC$150). The minimum wage
ranges between EC$15-20/dey or US$130 (EC$ 350).

Currently, six employees work in the assembly of two different types of
mopheads, colored mopheads and white mopheads. Wages are paid on & per
piece basis by the workshop. Wages have been adjusted downwerds by
EC$0.10 per piece due to experience with sales over the last two months.
The workshop hes kept track off end has enalyzed veriable costs of
production in order to determine wage rates. The workshop has not
assigned fixed costs of production.

Anglysis

CASE | and CASE 11 ere beased on ectual production, cost, end price figures.
The anelysis in CASE | treots the veriable costs of labor as & fixed cost,
estimating @ monthly average wage rather then a per piece wage in order
to determine @& break-even point. The onalysis estimotes profitability et
full cepacity, profitability at actuel cepacity (45% of full capacity) end
profitebility besed on monthly orders of major wholesalers of 1,200 units
per month (27% of capacity). The anleysis in CASE Ii uses fixed costs of
labor besed on the minimum wege rates in St. Lucie end estimates
profitebility et full cepecity, profitebility et actuel cepacity(45%
coepacity) end profitebility based on major wholeselers contracts (27%
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capacity).

CASE |
US$ 1.00 = EC$ 2.70
Production Cepacity:

Production in Operotio
Production Capacity:

Actuel Production:

Veariable Costs:

Fixed Costs:

270 mops doy (45 mops/dey per
person)

200 days/yeer

Totel: 54,000/yeer; 4,500/month
White: 27,000/yeer; 2,250/month
Colored: 27,000/yeer; 2,250/month

2,010/month(based on average selery
of EC$275/month essumes an everage
production of 335 mops/month per
person x 6 people) or 45% of capacity.

Yarn: US$ 0.28 (EC$ 0.76) colored
USS$ 0.42(ECS$ 1.14) white

Fitting: US$0.12 (EC$0.32)

VYCU white mop = US$ 0.54

YCU colored mop = US$0.40

3 employees @ US$ 92.60 (EC$250)/
month

3 employees @ US$111.10 (EC$300/
month

Totel Fixed Costs: US$ 610.80

Price: US$16.50 EC$50.00/dozen wiolesale - white mop
US$12.50 EC$33.75/dozen wholesale - colored mop
Unit price: US$ 1.54/white mop

US$ 1.04/colored mop

Capitel Costs: No Equipment/Machinery
No Working Copitel Costs
No Financing Costs
No Start-up costs assigned
No Administrative/Management costs assigned

Price(P) - Variable Cost per Unit (VCU) = Gross Margin (GM)
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Whitemop US$ 154 - $054 = $1.00
=$

Colored mop US$ 1.04 - $0.40 0.64
Monthly Mex Capacity vCu Unit Price GM/Unit
White Mops 2,250 0.54 1.54 1.00
Colored Mops 2,250 0.40 1.04 0.64
Contribution Fixed Costs Unit.Price Tot.Seles 3Sales/ Contr

(FC = $610.80/month) ot full cep. to F.C
White Mops 2,250 1.54 3,465.00 60%  366.49
Colored Mops 2,250 1.04 234000  40% 24431

Total Seles 5,805.00

Breok-Even Analysis:
XFixed Costs BE Units Cepacity  BES/product

GM/Unit

White Mops 366.49 367 2,250 168

1.0
Colored Mops 24431 382 2,250 17%

.64
Profitability:
At full Cepacity: Capacity - BE Units x Gross Margin = Profit/Mo.
White 2,250 367 1.00 1,883.00
Colored 2,250 3682 64 1,195.92
TOTAL 3,078.52

Profitability ot 45% Cepacity
(Actuel Production)

White 1,013 367 1.00 546.00
Colored 1,013 382 0.64 403,04
TOTAL 1,049.84

Profitability et 278 Cepacity
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(Mejor Orders)

White 607 367 1.00 240.00
Colored 607 382 0.64 14400
TOTAL 3684.00
CASE Il

Assumptions: All cost, production and price information the same as in
CASE | with the exception of Fixed Costs for Labor

Fixed Costs: 6 employees @ US$6.46 = 36.69/dey
Monthly labor costs = $648.16

Price(P) - Variable Cost per Unit (VCU) = Gross Margin (GM)
Whitemop US$ 1.54 - $054 = $1.00
Colored mop US$ 1.04 - $0.40 = $0.64

Monthly Max Capacity VYCU Unit Price 6M/Unit

white Mops 2,250 0.54 1.54 1.00

Colored Mops 2,250 0.40 1.04 0.64

Contribution Fixed Costs Unit.Price Tot.Sales KSales/ Contr
(FC = $648.16/month) at full cap. to F.C

White Mops 2,250 1.54 3,465.00 60% 386.90

Colored Mops 2,250 1.04 2.340.00 40% 259.26

Total Sales 5,805.00

Breok-Even Anglysis:

&Fixed Costs BE Units Capacity  BER/product
GM/Unit
white Mops 388.90 389 2,250 178
1.0
Colored Mops 299.26 405 2,250 168
64
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Erofitebility:

At full Capacity: Cepacity - BE Units x Gross Margin = Profit/Mo.
White 2,250 369 1.00 1,861.00
Colored 2,250 405 64 1.1680.60
TOTAL 3,041.80

Profitability at 458 Capecity
(Actuel Production)

White 1,013 389 1.00 624.00
Colored 1,013 405 0.64 209.12
TOTAL 1,013.12
Profitability et 27% Capacity

(Major Orders)

White 607 309 1.00 216.00
Colored 607 405 0.64 12928
TOTAL 347.26

Summary and Conclusions

Based on the assumptions used in this enalysis, mophead assembly seems
to be o profiteble enterprise that could employ 6 people full time at the
minimum wage, cover costs of production end contribute to
edministrative/management costs of the workshop. Rather then creeting
new jobs, the mopheed assembly has directed underemployed people to o
new economically productive activity. The enterprise does not operate at
full cepacity due to a combination of merket end sociel factors --the
workshop continues to operote es o ‘social drop-in center' rather then e
productive enterprise. The enterprise could be a self-sufficient operation
covering all costs of production, including the shere of edministretive
costs ossigned to the mophead assembly enterprise.
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Attachment 1I: Financiel Anelysis: Progrema Alianza cun el Comercio y la
Industria (AC!), Penema

Background

The ACI Progrem waos established in September 1985 and run under the
ouspices of Goodwill Penama. From September- December 1985 the
program was run on an experimental basis. During the three month pilot
program, 6 disabled people were employed temporerily in privete
businesses. After the period of temporery employment through the ACI
program, four of the six were found permanent job placements within the
private sector. By Februery, 1986 11 disabled people were employed under
the ACI system: one was permanently employed in the private sector and
out of the ACI system; 7 were employed on temporary contracts; and, 3
were employed on temporery piece work contracts.

The goa! of the progrem is to place temporary employees of the ACI in
permanent positions in private industry. Due to & number of factors of the
labor code, the legel system, and current economic conditions the ACI
progrem plans to employ disebled people as trainees for the first two
months, and under temporary contracts or e piece work contracts for the
next four months. On the seventh month, the employee is let go ond all
accounts settled. The current ACI progrem plen estimates thet by
amploying 40 people a month and reaching 8 1008 permenent placement
rote the progrem cen breek-even financially. Current plens cell for full
capacity to be reached five months into the operation. (See Table 6 for the
current operation plen.)

Analysis
The assumptions used in this enelysis are based on current prices, costs
ond production plans. A note of caution --although the analysis is based on
the previous four months of program operetion, the deta compiled during
this perjod ere not significent enough to determine specific long term
trends regarding the permenent placement rate end the percentage split
between temporary contracts and piece work contracts. Conservetive
estimates ore used for the price of labor. The price of labor for trainees
and temporary contrects ore based on an IPHE study thet concluded that
disebled workers employed under en “eventusl contract errengement
received an average wage of $150/month while disabled workers employed
under & permanent contract received an average wage of $160.00/month.
The price of piece work contracts is based on 8 conservetive calculation of

B-1



octuel prices AC| obtains for 3 piece work contracts. To account of
differences in the rate of production, product variation, and skill levels of
the individual worker, the number of units (boxes) produced per worker per
dey has been reduced from 37 to 30.

CASE | A ond B of this anolysis assume a 100% permanent placement rate
os indiceted in the production plan, a 70-30%8 split between temporary
contracts end piece work contracts based on Februery 1986 actuel
production, current labor prices end costs, end budgetted ACI progrem
costs for 1986 at the rate of US$23,360. CASE I-A includes o
conservotive estimate of piece work contracts producing.en equivelent of
30 boxes/day ot current prices, while CASE I-B includes @ more liberal
estimate of piece work contracts producing en equivelent of 37 boxes/doy
at current prices.

CASE 1l incorporates the assumptions in CASE |, with costs reflecting the
1986 budgetted amount, but increases the cost of labor by 40% for
temporary end piece work contracts to cover workers' inclusion in the
sociel security system.

CASE i1 assumes fixed costs at the actuel rate of expenditure, estimeted
ot US$12,680/year, increases the cost of labor by 40% for temporery
contracts, end adjusts piece work contracts to include 40% benefits and
wages equivalent to 8 minimum salery.

CASE IV essumes fixed costs ot the actusl rete of expenditure, sociel
secruity benefits paid as in CASE 111 and an outplacement rate of 40%. (See
Teble 7 for a hypothetical ACI operation plan based on & 40% outplacement
rate.)

CASE I: Budgetted Costs US$ 23,360/year. No Sociel Security Payments
Assumptions:
Us$ 1.00 = B$1.00

Production Copacity: 12 months of operation ot full cepacity of
40 man months per month based on
presznt plan assuming cepacity of 460 men
months per yeer and 30% of the temporery
contracts ere piece work contracts (based on
the actuel percentage):
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Production in Operation:

Stert-up Costs:

Working Capitail Provision:

Net Capital Requirement:

Finencing Costs:

Fixed Costs:

Variable Costs(Labor):

190 man/months(mm) trainees
203 man/months{mm) temp.contracts
87 mon/months(mm) piece work contracts

240 doys/year

$7,940 costs of the progrem from

Sept, 1985 through Jan, 1986 under the
pilot-program treated as one time costs of a
feasibility study.

4 months of fixed and variable costs until the
program reaches full cepacity

Fixed Costs @ Budget = $7,786.00

Variabie Costs = $9,735.00%

Total Working Capitel $17,523.00

*(See Varioble Costs, below)

$6,106. $25,463.00 totel capital
requirement(start-up costs + working cepitol
provision) minus cepitel provided by project of
$17,357 ($2,795 income produced in pilct phase
and $14,562 enticipated income before project

reaches full capacityl60mm trainees @ $150mo.

+ 21mm temporery contracts @ $180mo. + 9mm
piece work contracts @ $198/mo. = $14,562]).

None included

1986 Budget of $1,920/month or $23,040/yr
(Salaries, office, administration and
transportation costs)

private insurance @$4/yeer for trainees
@$320/yeer

Totel Fixed Costs per Yesr: $23,360.00
Trainees: $0.60/hour x 6 hours x 20 deys =
$96,00/mm

Temporory Contracts: Minimum wage @
$0.78/hour x 8 hours x 20 deys = $125.00/mm
Piece Work Contracts: Besed on Actuols

B-3


http:23,360.00
http:25,463.00
http:17,523.00
http:q,735.00
http:7,788.00

$0.25/box x 30 boxes/dey x 20 deys =
$150.00/mm

*Working Capital Variable Costs based on
estimates above and 1986 plan.

Selling Price (Labor): Trainees: $150.00/mm (based on IPHE study of
averege income of eventual placements.
Temporery Contrects: $180.00/mm (Based on
IPHE study of average ir.come of permanent
placements.
Piece Work : $198.00/mm (based on
$0.33/box x 30 boxes day x 20 deys) in CASE A.
Piece Work: $244.00/mm (based on
$0.33/box x 37 boxes/dey x 20 days) in CASE B.

CASE A

Price(P) - Veriable Cost per Unit (VCU) = Gross Mergin (GM)

Monthly Max Capacity Unit Price Veriable Cost/Unit GM/Unit
Trainees 190 $150.00 $96.00 $54.00
Temps 203 180.00 125.00 55.00
Piece Work 87 198.00 150.00 48.00

% Seles ot Full Capacity = amount of sgles per item
Totol Sales

Contribution to Fixed Costs = % of seles at full cepacity x totel fixed
Costs

Contribution Fixed Costs Unit.Price Total Seles ®Sales/ Contr
(FC = $23,360.00/year) ot fullcep. toF.C
Trainees 190 150.00  28,500.00 35% 6,176.00
Temps 203 180.00  36,540.00 44% 10,278.00
Piece Work 87 196.00 17,226.00 218 4,906.00
62,266.00
B-4


http:82,266.00
http:4,906.00
http:17.226.00
http:10,278.00
http:36,540.00
http:8,176.00
http:28,500.00

Trainees

Temps

Piece Work

Profitability:
At full Cepacity:

Trainees

Temps

Piece Work

TOTAL Profit/Year

Yearly Fixed Costs
Trainee Gross Margin
Temps Gross Margin
Piece Work

TOTAL

ZFixed Costs BE Units Cepacity  BES/product
GM/Unit

817600 151 190 79%
54,00 |

1027800 187 203 92%
95.00

4,906.00 102 75 1178
48.00

Capacity - BE Units x Gross Margin = Profit/Yeer

190 151 54.00 2,106.00
203 187 55.00 864.00
87 102 48.00 (-)

(23,360.00)
10,260.00
11,165.00

4,176.00

2,241.00

CASE B: Increasing Production Rate Of piece work contracts

Monthly Mex Capacity Unit Price Veriable Cost/Unit 6M/Unit

Troinees 190
Temps 203
Piece Work 87

$150.00 $96.00 $54.00
180.00 125.00 95.00
244.00 185.00 99.00

% Sales ot Full Capacity = gmount of sales per item

Total Seles

Contribution to Fixed Costs = % of sales at full capacity x totel fixed

Cos's.
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Contribution Fixed Costs Unit.Price Totel.Seles 8Saias/ Contr

(FC = $23,360.00/yeer) ot fullcep. toFC
Trainees 190 150.00  28,500.00 33% 7,709.00
Temps 203 180.00  36,540.00 42% 9,811.00
Piece Work 87 24400 2122600 25% 5,840.00

86,268.00
Breaok-Even Analysis:
Xfixed Costs BE Units Capecity BES®/product
GM/Unit
Trainees 1,709.00 142 190 75%
54.00
Temps 9,811.00 176 203 06%
55.00
Piece Work 9840.00 99 87 133%
59.00

Profitability;

At full Cepacity: Cepacity - BE Units x Gross Mergin = Profit/Yeor
Trainees 190 142 9400 2,592.00
Temps 203 178 95.00 1,375.00
Piece Work 87 99 5900 (- )

TOTAL Profit/Year

Yearly Fixed Costs (23,360.00)
Trainee Gross Margin 10,260.00
Temps Gross Mergin 11,165.00

Piece Work 2.133.00
TOTAL 3,196.00
Conclusions

As illustrated in CASE i-A and B trainee contracts subsidize the operation
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becouse trainee contracts assume o greater share of the fixed costs of the
operation while piece work contracts do no cover their assigned share of
fixed costs.

This anelysis shows thet if the progrem operates et full copacity it will
be able to recover its stert-up and working cepital requirements of
$8,106.00. Although this enalysis does not essume finencing costs, the
enterprise could theoreticelly cover these as well. A five yeor loon ot 108
interest/ycer, with & 3 month groce period, ond equel poyment
insteliments would cost $179.00/month, which is within the yearly profit
margin of the enterprise.

Whot is @ major concern in this enelysis is the profitability of the piece
work contracts. Using piece work price estimates based on 8 conservative
calculation of cirrent operations (CASE A) end e stenderd formule to
determine the percentage of fixed costs thet the piece work contracts
should cover, the enterprise will have to support 102 men months of piece
work contracts to break even while current capacity estimates are 75 man
months per year. Using piece work price estimates based on & liberal
estimate of production potential, while all other factors remain the same,
CASE B, the enterprise will have to support 99 man months of piece work
contracts to breakeven in this line of production.

As the analysis shows, piece work contracts cen earn the highest gross
margin per unit as in CASE 1-B or the lowest, as in CASE I-A. This is not
unusuel since piece work contracts have the added dimension of production
ottached to the celucetion of price and labor. They ore o more
unpredicatable money earner for the enterprise. What is certain is 1) in
both ceses, the number of man months of piece work must be increased
beyond present estimeted copacity of the enterprise; 2) AC! must
colculote more cerefully the price they receive from industry end the
woges they poy to workers, ensuring that the workers ere peid on
equitable rate while the contracts with industry contribute to fixed costs
of - the enterprise; and, 3) since each piece work contract is likely to
involve different products, an onolysis to determine the profit margin for
each type of controct should be done until ACI becomes familiar witi the
arrey of piece work contracts aveilable to it.
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CASE |I: Budgetted Costs US$23,360/ysar. Payment of Social Security

Assumptions:

Production CODOC"Q:

Production in Operation:

Stert-up Costs:

working Capitel Provision:

Net Capital Requirement:

Financing Costs:

Us$ 1.00 = B$1.00

12 months of operation at full capacity of
40 men months per month based on present
plen assuming capacity of 480 man months
per year and 30% of the temporary contracts
are piece work contracts(based on actual
percenteges):

190 man/months(mm) treinees

203 man/months(mm) temp.contracts

87 man/months(mm) piece work contracts

240 doys/yeer

$7,940 costs of the progrem from Sept, 1985
through Jen, 1986 under the pilot-progrem
ore treoted as one time costs of a feasibility
study.

4 months of fixed and vorieble costs until the
progrem reaches full cepacity

Fixed Costs @ Budget = $7,788.00

Veriable Costs =$11,325.00%

Totel Working Cepitel - 19,113.00

(*See Yoriable Costs, below)

$9,696.00 $27,053.00 total capitel
requirement(stert-up costs + working cepitel
provision) minus cepitel provided by project
of $17,357 ($2,795 income produced in pilot
phase and $14,562 enticipated income before
project reaches full capacityl60mm treinees
@ $150 mo. + 21mm temporary contracts @
$180mo. + 9mm piece work contracts @
$198/mo. = $14,562)).

None included
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Fixed Costs: 1986 Budget of $1,920/month or $23,040/yr
(Selaries, office, administration and
trensportation costs)
privete insurance @$4/year for trainees
©$320/yeor
Totel Fixed Costs per Yeer: $23,360.00

variable Costs(Labor): Trainees: $0.60/hour x B hours x 20 deys =
$96.00/mm
Temporary Contracts: Minimum wage @
$0.768/hour x B hours x 20 deys =

$125.00/mm x 40% = $175.00/mm

Piece Work Contracts: Based on Actuals
$0.25/box x 30 boxes/dey x 20 days =
$150.00/mm x 408 = $210.00/mm
*Variable Costs for working capitel phase
based on these estimaetes.

Selling Price (Labor): Trainees: $150.00/mm (based on IPHE study
of average income of eventual placements.
Temporery Contracts: $180.00/mm (Based on
IPHE study of average income of permanent
placements.
Piece Work: $1968.00/mm (based on actuals of
$0.33/box x 30 boxes day x 20 days)

Monthly Mux Cepacity Unit Price Veriable Cost/Unit GM/Unit
Trainees 190 $150.00 $96.00 $54.00
Temps 203 180.00 175.00 5.00
Piece Work 87 196.00 210.00 (12.00)
Contribution Fixed Costs Unit.Price Tots] Sales %Sales/ Contr
(FC = $23,360.00/yeor) ot full cop. toF.C
Trainees 190 150.00 28,500.00 35% 8,176.00
Temps 203 180.00 36,540.00 44% 10,278.00

Piece Work 87 198.00 17,226.00 218  4,906.00
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Fixed Costs BE Units Cepecity  BES/product

GM/Unit
Treinees 8.176.00 151 190 79%
54.00
Temps 1027800 2055 203 1012%
5.00 :
Piece Work 490600
(12.00)
Profitability:
At full Cepacity: Cepecity - BE Units x Gross Mergin = Profit/Yeer
Trainees 190 1591 54.00 2,106.00
Temps 203 2055 5.00
Piece Work 87 (12.00)
TOTAL Profit/Yeer

Yearly Fixed Costs (23,360.00)
Troinee Gross Margin  10,260.00

Temps Gross Mergin 1,015.00
Piece Work ( 1,044.00)
TOTAL (13,129.00)
Conclusions

This analysis uses the 1986 budgeted rate of US$23,360 for yeerly fixed
costs. Payment of sociel secruity benefits @ 408 of selery will meke the
project financielly unviable at the current cost end production retes. The
project will elso be uneble to cover its start up and working capite! costs
of $9,696.00.

Agein, whet is clear is the volatile nature of the piece work contracts. In
this cese they actuelly loose money for the enterprise. The eddition of
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social security benefits for piece work contracts underlines the
importance of a thorough enalysis fro each type of piece work contracts
before entering into an agreement with industry.

Because no social security benefits ere paid to trainees, trainee contracts
continue to eern o profit for the enterprise. Temporary worker contracts,
however, earn a decreased gross mergin, so much so that the enterprise
would have to increase temporery contracts to 2,055 man months per yeer
to break even in this line of broduction.

CASE 1ll:  Actuel Costs US$12,680. Payment of Sociel Security Plus
Adjustments for Piece Work Contracts

Assumptions: US$ 1.00 = B$1.00

Production Cepacity: 12 months of operation at full capacity of

40 man months per month based on present
plan assuming capacity of 460 man months
per year and 30% of the temporary contracts
are piece work contracts:

190 man/months(mm) treinees

203 man/months(mm)temp.contracts

87 man/months{mm) piece work contracts

Production in Operation: 240 doys/yeer

Stert-up Costs: $7,940 costs of the program from Sept, 1985
through Jen, 1986 under the pilot-progrem
are treated as one time costs of a feasibility
study. '

working Cepitel Provision: 4 months of fixed and veriable costs until the
program reaches full capacity
Fixed Costs @ Actuel = $4,226.00

Yariable Costs = $11,010.00%
Total Working Capital $15.236.00

*(See Variable Costs, below)

Net Cepital Requirement:  $5,819.00 $23,176.00 total capital
requirement(start-up costs + working capitel
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provision) minus cepitel provided by project
of $17,357 ($2,795 income produced in pilot
phase and $14,562 enticipated income before
project reaches full capacityl60mm treinees
@ $150 mo. + 21mm temporery contracts @
$180mo. + 9mm piece work contracts @
$198/mo. = $14,562]).

Financing Costs: None included
Fixed Costs: Actuels of $1,030/month or $12,360/yr
(Selaries & office supplies, trensport.
Excludes administrative fees, office rent &
professional services as reflected in past 5 mos
financia! report)
privete insurance ®@$4/yeer for trainees
@$320/yeor
Totel Fixed Costs per Yeor: $12,680.00
Variable Costs(Labor): Troinees: $0.60/hour x 8 hours x 20 deys =
$96.00/mm

Temporery Contracts: Minimum wage @
$0.768/hour x 6 hours x 20 deys =

$125.00/mm x 40% = $175.00/mm
Piece Work Contracts: assume minimum wage
+ 408 social security = $175.00
*Yoriable Costs for working capital phase
based on these estimates.

Selling Price (Labor): Troinees: $150.00/mm (based on IPHE study
of average income of eventuel placements.
Temporery Contracts: $180.00/mm (Based on
IPHE study of average income of permanent
placements.
Piece Work: $198.00/mm (based on actusis of
$0.33/box x 30 boxes day x 20 doys)

Monthly Mex Capacity  Unit Price Variable Cost/Unit GM/Unit
Trainees 190 $150.00 $96.00 $54.00
Temps 203 1680.00 175.00 9.00

B-12


http:12,680.00

Piece Work 87 196.00 175.00 23.00

Contribution Fixed Costs Unit.Price Totel Sales %Seles/ Contr
(FC = $12,660.00/yeer) ot fullcap. toF.C
Trainees 190 150.00  28,500.00 35% 4,436.00
Temps 203 18000 36,54000 448 5,579.00
Piece Work 87 196.00 17,22600 218 2,663.00
Total Sales: 82,266.00

Dreok-Even Anolysis:

&XFixed Costs BE Units Cepacity BE®/product

6M/Unit
Trainees 4,438.00 62 190 438

54.00
Temps 9,579.00 1116 203 549%

5.00
Piece Work 2,663.00

23.00 116 87 133%

Profitebility:
At full Cepacity: Capacity - BE Units x Gross Mergin = Profit/Year
Trainees 190 82 54.00 4,428.00
Temps 203 1116 500 --meeee-
Piece Work 87 116 2300 W eeemmemeee-
Totel Fixed Costs (12,680.00)
Totel Gross Mergin Trainees 10,260.00
Totel Gross Margin Temps 1,015.00
Totel Gross Mergin Piece Work 2,001.00
Totel Profit/Yeor 596.00

Conclusions
If fixed costs remain ot their octuel levels of $12,360/year (which
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includes a bare bones budget and @ subsidy of rent and administretive
services from Goodwill Panama) and selery and social secruity benefits
ore adjusted to minimum wage levels for piece work contracts, the
project can produce some income if it runs at full capacity, and therefore
reduce the subsidy from APIBY. Contracts with treinees will continue to
subsidize the enterprise by contributing to @ higher shere of fixed costs
than either the temporary or piece work contracts. The project will be
unable Yo recover start-up or working capital costs.

CASE IV: Actuel Costs US$ 12,368/year. Payment of Social Security Plus
Adjustment for Piece Work Contracts. A 40% Permanent Placement Rate
with Temporary Employees Returning to Work for ACI.

Assumptions: uss$ 1.00 = B$1.00

Production Capacity: 12 months of operation at full capacity of
40 man months per month based on present
plan assuming capacity of 480 man months
per year and 30& of the temporary contracts
are piece work contracts:

26 man/months(mm) treinees

318 man/months(mm)temp.contracts

136 man/months(mm) piece work
contracts

Production in Operation: 240 days/yeer

Start-up Costs: $7,940 costs of the progrem from Sept, 1985
through Jan, 1966 under the pilot-program
ore treated as one time costs of a feasibility
study.

Working Capital Provision: 4 months of fixed and variable costs until the
program reaches full capacity
Fixed Costs @ Actual = $4,226.00
Variable Costs = $11,010.00*
Total Working Capital $15.236.00
*(See Variable Costs, below)

Net Capital Requirement:  $5,819.00 $23,176.00 total capital
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requirement(stert-up costs + working copital
provision) minus capitel provided by project
of $17,357 ($2,795 income produced in pilot
phase and $14,562 anticipated income before
project reaches full cepacityl60mm traeinees
$150 mo. + 21mm temporery contracts @
$180mo. + 9mm piece work contracts @
$198/mo. = $14,562)).

Financing Costs: None included
Fixed Costs: Actuels of $1,030/month or $12,360/yr
(Seleries & office supplies, transport.
Excludes administrative fees, office rent &
professional services)
private insurance @$4/year for trainees
@3$6/yeor
Total Fixed Costs per Yeer: $12,368.00
Yariable Costs(Labor): Troinees: $0.60/hour x 8 hours x 20 deys =
$96.00/mm

Temporery Contracts: Minimum yoge @
$0.76/hour x 6 hours x 20 deys =

$125.00/mm x 40% = $175.00/mm
Piece Work Contracts: essume minimum wege
+ 408 sociel security = $175.00
*Verieble Costs for working capitel phase
based on these estimetes.

Selling Price (Labor): Troinees: $150.00/mm (based on IPHE study
of average income of eventuel placements.
Temporery Contracts: $160.00/mm (Besed on
IPHE study of average income of permenent
placements.
Piece Work: $198.00/mm (besed on
$0.33/box x 30 boxes dey x 20 doys)

Yeerly Max Capacity  Unit Price Veriable Cost/Unit GM/Unit
Trainees 26 $150.00 $96.00 $54.00
Temps 3186 160.00 173.00 5.00
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Piece Work 136 198.00 175.00 23.00

Contribution Fixed Costs Unit.Price Total Sales 8Seles/ Contr
(FC = $12,368.00/year) ot full cop. toFcC
Troinees 26 150.00 3,900.00 4% 495.00
Temps 318 180.00 57,240.00 658 6,039.00
Piece Work 136 1968.00 2692800 318 3,834.00
Totol Sales: 88,068.00 ’

Breok-Even Anglysis:

&Fixed Costs BE Units Cepacity  BES/product

GM/Unit
Trainees 495.00 9 26 35%

54.00
Temps B8,039.00 1608 318 S506%

5.00
Piece Work 3,834.00

23.00 167 136 123%

Profitability;
At full Cepacity: Capacity - BE Units x Gross Margin = Profit/Yeer
Trainees 26 9 54.00 918.00
Temps 318 1566 5.00
Piece Work 136 162 23.00
Total Fixed Costs (12,048.00)
Gross Margin Trainees 1,404.00
Gross Margin Temps 1,590.00
Gross Mergin Piece Work 3,128.00
Totel Profit/Loss (5,926.00)
Conclusions

Fixed costs are reduced in this enslysis to account -for reduced privete
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insuronce rotes since fewer trainees will be entering the progrom on o
yeorly basis. While the project will continue to cover variable costs, it
connot cover its fixed costs. The project will require a subsidy of
approximately US$6,000 to continue operation.
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