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EXECLTIVE SUMMARY
 

PURPOSE AND METHODOLOGY
 

The purpose of the Basic Skills Training Project which was evaluated is to
 

assist the Government of Jamaica (GOJ) to establish an improved skill training
 

system responsive to the GOJ's economic policies and labor market needs.
 

The purpose of the evaluation was to determine if the skill training system
 

assisted through the project was responsive to the GOJ's economic policies and
 

labor market needs. The evaluation was carried out by a two-person team
 

representing the Education Development Center. The team reviewed major project
 
documents and files, interviewed USAID staff, RCA/GE staff, government
 
officials, and entrepreneurs in Kingston; faculty, students and administrators
 
of H.E.A.R.T. academies at Portmore, Garmex, Kenilworth, and Stony Hill; and
 
Vere, Dunoon, Marcus Garvey, and Herbert Morrison technical high school
 
faculty, students, and administrators at their respective locations.
 

FINDINGS AND CONCLUSIONS
 

The Basic Skills Training Project was structured to improve the skills
 
upgrading environment in Jamaica, and particularly its non-formal component.
 
With Government inputs included, the project budget was US$63 million, or
 
nearly US$29 per capita across the entire Jamaican population. U.S. AID inputs
 
(about one fifth the total) covered technical assistance, the upgrading of
 
facilities, the provision of equipment, instructor training, and participant
 
training for administrative and supervisory personnel. The project supported a
 
centralized, coordinative approach to skills upgrading; that is, a supply-side
 
approach to human resource devlopment. Private-sector input was limited to
 
advisory committees or boards. Although one of the primary project objectives
 
was institution building, in the form of support for a coordinative,
 
evaluative, quasi-public institution -- the H.E.A.R.T. Trust -- project inputs 
were skewed in favor of support for operational activities. 

In retrospect, the original project design was based on some questionable
 
assumptions or expectations. The importance attached to the role of
 
coordination, as opposed to, say, instructor salaries, was debatable. It was
 
probably unrealistic to believe that an oversight coordinative authority could
 
be imposed on the existing bureauracy from above. Insufficient consideration
 
may have been given to the difficulty of trying to implement a project of this
 
complexity within a five-year period.
 

The project was structured to involve three separate Government agencies: the
 
Ministry of Youth and Community Development (.-MYCD), the Ministry of Education
 
(MOE), and the H.E.A.R.T. Trust as the coordinator and monitor of other GOJ
 
activities. Implementation responsibility was thus spread. Due to lack of
 
clarity of lines of authority, the structurc did not function in its intended
 
form. There remains a question concerning the role of MYCD in the remainder of
 
the project.
 

Moreover, the project environment was significantly changed with H.E.A.R.T.'s
 
assumption of direct operating responsbility for academies. This decision was
 
taken by the Government following an official inquiry into student complaints.
 
H.E.A.R.T. is now primarily an operating institution. Planning, evaluating and
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coordinating activities have been subordinated to operating concerns. Within
 

H.E.A.R.T., there is no central analysis unit, although the base is being put
 

into place. Data collection is spread across different divisions, with more
 

consideration for administrative than for assessment or analytical concerns.
 

Implementation problems occured, as might be expected in a project of this
 

relative magnitude. They have likely had less impact on project outcomes than
 

had the change in H.E.A.R.T. focus from coordination to operation. Funding
 

delays from USAID have set back overseas participant training opportunities,
 

leading to a later recommendation for project extension.
 

Project outcomes, have been significant and generally positive, even though
 

different from what was initially anticipated. The most important
 

accomplishment of the Basic Skills Training Project has been to galvanize
 

public attention for the skill upgrading issue. Public resources were
 

mobilized in consequence. The H.E.A.R.T. non-formal training system has been
 

put under the Office of the Prime Minister and is being used as a component of
 

policy to attract foreign investment and increase exports. This is an
 

illustration of the demand-side orientation lacking in the original project
 

design. It raises other design questions, however. It is questionable whether
 

an organization designed to promote the image of Jamaican labor can be enticed
 

to evaluate the progress of its own Frorams to further upgrade that labor.
 

An unintended consequence of the project has been to demonstrate the underlying
 

conflict between operations and assessment functions. Much of AID input has
 

been specialized, governed by the objective of supporting foreign exchange
 

expenditures. It is difficult to reorient these sorts of specialized
 

investments, and the question must be faced, what happens when evaluations show
 

that operations should be changed? It is difficult to transform sewing
 

machines into electronic circuit boards. Too much emphasis on monitoring,
 

without provision for change, we feel, is misplaced. It is noted that project
 

inputs have assisted Jamaica along a particular, fairly costly path for skills
 

development.
 

H.E.A.R.T. academies are models, and project inputs are in evidence. The
 

Ministry of Education has benefited from technical inputs because their initial
 

resource base was so low. So effective were project inputs that they permitted
 

the project to shift focus from management to operations.
 

The final impact of the project inputs in terms of facilitating skills
 

upgrading, increased employment, and improved development prospects, cannot be
 

determined with sufficient reliability, due to a lack of data. In view of
 

original project objectives, this was a dismaying surprise. On the other hand,
 

data from the early stage of operations are not particularly reliable tither.
 

A pilot tracer s-idy was carried out but its methodology was flawed. Results
 

show that employment among graduates was higher, at 52 percent, than original
 

design expectations, but that very few graduates of H.E.A.R.T. academies were
 

working in the fields for which they were trained. A recommendation that a
 

full tracer study be implemented to correct sample defects was never
 

implemented. Data from the Ministry of Education are equally unreliable.
 

Available cost data are not appropriate for analysis because of an inability to
 

make clear distinctions between capital and operating costs and to separate out
 

the cost of H.E.A.R.T. headquarters functions in direct support of academy
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functions. For what they are worth, data show surprisingly low direct
 
operating costs for academies, but high costs for the H.E.A.R.T. operation as a
 
whole. It is noted that even if academies were operated at perfect efficiency,
 
the operation would be costly as a result of its residential remedial
 
components, its high-profile, "showpiece" nature, and its high capital base
 
(particularly equipment). Depreciation and replacement costs will show up only
 
in the future. Even so, recurrent costs per trainee in H.E.A.R.T. academies
 
are over four times as high as those per student in technical high schools
 
under the Ministry of Education. The data, to reiterate, are not sufficiently
 
refined to support valid conclusions at this stage. The main concern must be
 

the sustainability of these costs, given likely budgetary pressures, over the
 

longer term.
 

The central finding of the evaluation, therefore, is that the project did not
 
generate the outputs originally desired -- coordination, evaluation, management
 
data, analysis, etc. -- but it generated other beneficial outcomes -- improved
 
funding for non-formal skills training, a highly visible organization linking
 
skills upgrading with development policy, and an apparently improved operating
 
system for institutions. It is not yet an institutional system, as intended,
 
but it is a solid base for that system.
 

None of this is new to AID, as most of the above has been discussed during two
 
previous internal evaluations. That the recommendations of those evaluations
 
have not been rully implemented, we suspect, might have been due to USAID
 
ambivalence concerning the value of operations versus evaluations. We have
 
been unable to determine why an external evaluation was not requested
 
previously but note that the absence has occasioned a continued lack of data
 
regarding project efficiency and effectiveness.
 

The evaluation team believes that a sound operating framework is a necessary
 
precondition for the development of a skill-upgrading system. Operations are
 
the cornerstone of any vocational education or training system. Much less has
 
been achieved in this regard. Greater attention will now have to be paid to
 
trying to introduce improved flexibility and to effect a shift in program costs
 
away from the public-sector budget. This implies a shift toward
 
non-institutional forms of skill upgrading.
 

RECOMM-ENDATIC NS 

It is recommended that the project be extended for an additional year, in large.
 
part for administrative reasons. Certain participant training had to be
 
postponed due to a delay in the disbursement of funds from USAID. That
 
commitment cannot be fulfilled in the remaining months of the current project.
 

It is assumed that the additional time would be used to implement some of the
 
evaluation activities contemplated in the original project design; a tracer
 
study of program graduates with a control group, cost data in a form suitable
 
for analysis, employer opinion surveys, and surveys on private-sector training
 
activities. Such activities need not await the full development of a
 
management information system but can be implemented independently. They would
 
assist in the improvement of internal operations, apart from their contribution
 
to system design and coordination.
 

Beyond this, we would envision a longer term USAID commitment for future
 
project activity. Five years on a project of this complexity, we feel, is too
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short to do anything but to raise expectations. It is not necessary to try to
 

specify the pait'culars of that longer-term commitment at this time. Final
 
decisions will ! doubt be dependent on accomplishments during project
 

extension, shouLj that occur. It seems likely, however, that the following
 

issues will emerge:
 

How to induce greater private-sector participation in the provision of
 

training, beyond merely providing external advice.
 

How better to select students or trainees in accordance with their
 
aptitudes, abilities, commitments, and potential contributions to
 

development objectives.
 

How to introduce flexibility into what is turning out to be a
 
hard-to-reorient institutional framework.
 

How to introduce flexible entry-exit standards in the absence of
 
specialized proficiency tests. How to accelerate the introduction of
 

such tests.
 

How to address the fundamental question of attracting and retaining
 
qualified instructors and administrators, which implies the yet more
 
fundamental question, how to circumvent the problem of low public
 
salaries.
 

Evaluations can assist in answering some of the above, or other questions
 
raised in the main body of the report. Since they refer to what has been,
 

rather than what could be, they provide only partial answers. Controlled
 
experimentation, on an incremental basis, can serve to minimize errors, the
 
costs of which can be large in the vocational training field. Mindful that
 
previous investments represent sunk costs, we are persuaded by the fact that
 
further investment requircment will cost on the order of one-third less as a
 
result of funding io date. Moreover, we feel that returns on past investments
 
will fail to be realized should project funding drop off significantly.
 

LESSONS LEARNED
 

The project design failed to anticipate a number of implementation problems and
 
therefore attempted too much too soon. Therefore future projects of this
 
nature should be introduced with:
 

-- a phased, experimental approach; 

greater consideration of the absorptive capacity of participating
 
agencies;
 

a large lnowledge-development component: including controlled
 

experimentation;
 

increased involvement of the private sector -- not merely as advisors,
 

Jut as participating partners;
 

-- separate project f.nding for participating agencies; and 

-- greater use of subcontracting among public agencies. 
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1.1 PURPOSE OF STUDY AND STUDY QUESTIONS
 

1.1.1. 	 Between October 31 and November 26, 1988, a two-person team visited
 
Jamaica and conducted the first external evaluation of the Basic
 

Skills Training Project (BSTP), number 532-0083. The purpose of the
 

evaluation was to determine if the skill training system assisted
 
through the project is responsive to the Government of Jamaica's (GOJ)
 

economic policies and labor market nueds. The specific questions
 

addressed by the evaluation included the following:
 

Paragraph
 

Study Questions Number
 

1. 	Was the project design appropriate for Jamaica? 4.1
 
2. 	 What was the structure, organization and function of
 

participating organizations/agencies? 4.2
 
3. 	 Was the project implemented and operated as planned? 4.3
 

3.1 	 Have private sector advisory boards been implemented? 4.3.3 
3.2 	 Did HEART undertake long-term policy planming & provide
 

counseling & placement of students? 4.3.12
 
3.3 	 Did the non-formal component address upgrading/expanding
 

of facilities, equipment, etc.? 4.3.7
 
3.4 Was 	an intra-agency agreement reached? 4.3.4
 

3.5 Did 	MOE impliment a long-range plan? 4.3.15
 
3.6 	 What was the TVU's role and impact? 4.3.9
 
3.7 	 Did technical high schools have private sector advisory
 

committees? 4.3.9
 

4. What 	were the project outcomes? 4.4
 

4.1 Has 	HEART become a National Training Board? 4.4.5
 
4.2 	 What were the impacts of technical assistance, participant
 

training, and equipment? 4.4.8
 

5. What 	were the costs? 4.5
 
6. What 	are the alternatives? 4.6
 

7. What 	are the conclusions? 5.0
 
8. 	 Which components of the current project should be modified? 6.1
 
9. 	 Should a project extension be granted? 6.2
 

10. 	Should a fcllow-on project be considered and on what should
 

it focus? 6.3
 

1.1.2. 	 To arswer these questions, the evaluation team members conducted their
 

inquiry and provided the following findings and recommendations in the
 
context of the project purpose: To assist the GOJ to establish an
 
improved skill training system responsive to economic policies and
 
labor market needs. Team members believe the responsiveness or the
 
skill training system is influenced by a multitude of factors, some of
 

which were not addressed in che evaluaion scope of work. Therefore,
 
in evaluating the project, the team has responded specifically to the 
questions in its scope of work and also identified and responded to 
issues of project design, Jamaican labor market realities, and costs. 



2.1 COMPOSITION OF THE EVALUATION TEAM
 
AND EVALUATION METHODOLOGY
 

2.1.1. 	 Team Composition
 

Terence F. Kelly Member of Contract Team and Team Leader
 

Larry J. Kenneke Mer-ber of Contract Team
 

2.1.2. Methodology
 

The evaluation methodology was described in the Scope of Work prepared by
 

USAID/Jamaica and involved the following:
 

2.1.2.1. Orientation
 

After the contract team's arrival in Jamaica, an orientation meeting
 
was conducted by Dr. William Charleson and Mrs. Audrey Tomlin at
 
USAID. The purpose of the meeting was to provide an overview and
 
background reading materials. An orientation meeting was also held
 
with the USAID/Jamaica Evaluation Committee.
 

2.1.2.2. Collection of Data
 

To collect the data required for analysis and recommendations, the
 
evaluation team reviewed major documents and files available at USAID,
 
HEART Trust, MOE -andCAST, and MYCD (SDC, VTDI, NFED). The list of
 

documents and files reviewed is given in the Appendix. The team also
 

conducted interviews with key individuals at the institutions/agencies
 

indicated above. Visitations were made to Portmore, Garmex,
 

Kenilworth and Stony Hill academies. Additionally, team members
 
visited Vere, Dunoon, Marcus Garvey and Herbert Morrison technical
 

high schools.
 

2.1.2.3. interim Briefing
 

The evaluation team prepared an interim report and on 17 November
 
presented it before both the Project Management Committee and
 
USAID/Jamaican Evaluation Committee.
 

2.1.2.4. Preparation of Evaluation Report
 

The evaluation team prepared a draft renort according to AID reporting
 
requirements as outlined in the Scope of Work. The draft report
 
served as the basis for separate presentations to USAID/Jamaica staff
 
and the Project Management Committee.
 

2.1.2.5. Presentation of the Evaluation Report
 

Prior to the evaluation team's departure from Jamaica, it made
 
separate presentations of the draft report to USAID/Jamaica staff and
 

the Project Management Committee.
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2.1.3. Acknowldgements
 

The evaluation team wishes Lo acknowledge the valuable project background
 
research and documentation done by Lorraine Blank and Mary Nerbonne. Their
 
close examination of details relating to the non-formal, formal, and
 
H.E.A.R.T. project components as well as RCA/GE, provided invaluable 
information for the team. rhe ready availability of this information freed 

team members from time-consuming investigative tasks and enabled them to 

pursue more analytic endeavors. We are grateful for tIheir signficant 
contribution to this effort. 

2.1.4. Notation 

While the team and the research associates amassed large quantities of 
information, we concur that there is an absence of reliable documented data
 

on: training costs, benefits. zelevancy of training to the the demand side 
(employability of copletors), employer views on likely future skill 
requirements, former student views on their training, and employer 
perceptions of skill training (See appendix F for data reliability matrix 
and appendices H, I, and J for background data). (liven this lack of 
reliable data, the team acknowledges its conclusions and recommendations
 

are based on subjective interpretations of other, more objective findings.
 



3.1 ECONOMIC, POLITICAL AND SOCIAL
 

CONTEXT OF THE PROJECT
 

3.1.1. 	 The original Project Paper as well as annual Country Development
 

Strategy Statements provide detailed descriptions of the project
 

the labor market outlook and
environment, with particular emphasis on 


implications for skill-upgrading programs. That material will not be
 

repeated 	in this report. Attention is given, however, to five
 

important factors which have helped to shape the project or which may
 

influence future activities.
 

3.1.2. 	 First, the major labor market problem in Jamaica continues to be youth
 

More than half of the Jamaican population is under 19
unemployment. 

growing at 2.5 percent per annum.
years of 	age and the labor force is 


The problem is significantly greater for females than for males. One
 

of H.E.A.R.T.'s primary 	objectives, as listed in authorizing
 

legislation, is the reduction in youth unemployment. A particular
 

concern about '-he persistence of the youth unemployment problem has 

been possible damaging effects on youth attitudes, motivation, and
 

aspirations. This had an effect on the Government decision to
 

emphasize a residential 	approach to non-formal training.
 

3.1.3. 	 Second, economic policy has been favorable to growth and output and
 

there has been a decline in recorded unemploymen: from 24 percent to
 

percent (data not comparable with U.S. measures). The growth
20 

strategy 	is export-oriented and significant effort has been expended
 

in attracting foreign investment. One of the selling points for that
 

strategy 	has been the availability of English-speaking, trained and
 

educated :'.abor, at wage 	rates lower than international standards.
 

This explains rather substantial Government committment to the Basic
 

Skills Training Project 	and to H.E.A.R.T. It raises the warning
 

signal that progress should be monitored to insure that training not
 

be directed only to low-wage industries.
 

3.1.4. 	 Migration has been an indirect outlet for employment -- in - direct in
 

that the majority of those who migrate are the more highly skilled
 

whose vacancies are ultimately filled by the unemployed. In the
 

preceding decade, Jamaica lost nearly one-third of its professionals
 

and managerial manpower 	and 13 percent of its skilled labor. This
 

could be 	justified economically, depending on remittances sent back by
 

migrants, but it raises 	questions about skill-development strategy.
 

In recent years, nearly 	one-half of professional, technical,
 

managerial, and skilled 	workers have migrated.
 

3.1.5. 	 Jamaica's British heritage, as well, has had an indirect effect on the
 

project environment, in 	the form of a centralized bureaucratic
 

structure, a demand for 	credentials among employers and prospective
 

employees, and a consequent demand for skill upgrading among the
 

population at large. This, along with fiscal and monetary policy,
 

created a favorable project environment.
 

3.1.6. 	 Fifth, for the future, it is necessary to recall the uncertainty of
 

the environment. Elections are about to be announced and this always
 

implies uncertainty. The recent hurricane caused quite a bit of
 

damage and a disruptiDn of time schedule. The immediate effect of
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this disaster is to improve employment prospects and wages among
 
technically skilled workers. The longer term impact could be
 

beneficial as well, considering insurance and international assistance
 
for renewal of the capital stock. Tourism remains a large
 

question-mark. The greatest element of uncertainty, however, is the
 
public budget. Given current debt and debt-service requirements,
 

there is a question whether the rather substantial likely future
 

operating costs implied under the current operating budget, can be
 

sustained without outside assistance.
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4.1 PROJECT DESIGN
 

4.1.1. ISSUE: The project was predicated on a number of assumptions and
 

expectations which shaped its subsequent structure and the nature of associated
 

inputs. These expectations, as reflected in project targets, also set the
 

guidelines for future assessments of performance. The consequent question is
 

whether the initial objective and project directions were appropriate.
 

4.1.2. 	OBSERVATIONS: Project design reflected the following
 

implicit assumptions or expectations:
 

4.1.2.1. 	- That Jamaica was suffering from shortages cf specific skills
 

which was somehow limiting the economic growth outlook.
 

4.1.2.2. 	- That, in result of this latent demand for skilled labor, an
 

increase in training/vocational education would imply a reduction
 

in unemployment.
 

4.1.2.3. 	- 'That a system of skills upgrading could be established by filling
 

certain institutional gaps, upgrading of program inputs, and the
 

creation and superimposition :-f a centralized coordinating
 

authority.
 

4.1.2.4. -	 That such an oversight, coordinating, institution could be
 

implemented early enough during the project to effect measureable
 

improvement by the project's end.
 

4.1.2.5. 	- That the major gaps in the skill development system in Jimaica
 

were on the nonformal, remedial sides of the market. Other
 

international assistance was being or could be targeted on other
 

problem areas in the basic and formal sectors.
 

4.1.3. 	 Some of these assumptions were L.t entirely approoriate. The first, 

regarding the impact of skill deficits on the growth outlook, was 

probably not true at the time of project formulation but became more 

valid as the project took hold. Skills upgrading is most useful as an 

adjunct to economic growth policy, which is when it is used to 

facilitate the absorption of capital and technology. This seems to be 

current Government policy, and the availaDi2ity of skills programs and 

trained labor are being used as selling points for Jamaica's 

industrial development strategy. Supportive fiscal and monetary 

actions created an environment favorable to the development of a 

shills upgrading environment. 

4.1.4. 	 A further implicit assumption was that there would be a sufficient 

demand for skills upgrading, among prospective trainees and employers, 

to support tht project investment. This seems to have materialized, 
even though there may have been insuffic--iet evidence to s;upport the 

assumption at tho time. We have no evidence that sur-v-vs were 

undertaken to 	measure the strength of demand among employers or 
project trainees. Moreover, we remain unconvinced that sufficient
 

study was made of the amount of training already being provided within
 
the private sector, and whether employers prefer to train within their
 
enterprises or to use outside sources, such as H.E.A.R.T.
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4.1.5. 	 The belief that training, in and of itself, can reduce unemployment,
 
is a common m4.sconception within skill upgradinig programs.
 

Fortunately, this assumption has not had to be put to the test, as, by
 

and large, H.E.A.R.T. program efforts have been directed to g )wth
 

industries or occupations (garments, construction, data entry,
 

cosmetology, etc). It is sufficiently difficult to identify areas of
 

future labor demand that constant revalidation of outcomes, as
 

measured by placement rates, is required. This, the project has not
 

done (see below). Moreover, we see a potential conflict, which has
 

not yet surfaced, between USAID objectives of assisting industrial
 

growth through skill upgrading, and the H.E.A.R.T. objective of
 

assisting the unemployed through such efforts. The former is a
 

demand-side concern, the latter, supply-side.
 

4.1.6. 	 The next two assumptions reflected, in our view, an underestimation of
 
the difficulty of implementing such an ambitious effort. The
 
restructuring and rationalizat ,. of a skills development system is a
 

massive undertaking, involving the manipulation of bureaucracies and
 

the resolution ot a significant number of implementation problems.
 

4.1.7. 	 We are less enthusiastic about the likely impact of the systems
 

approach contemplated in the project design than were its framers.
 

Admittedly the project provided a variety of inputs to address a
 

number of perceived problem areas in the skill-upgrading sector. The
 

heavy emphasis placed on coordination and control functions under a
 

centralized urganization -- a very popular model -- suggests the
 

belief that this "system development function" was the primary project
 

objective. This further implies the assumptions that the creation of
 
a coordinated system would be possible and that it would function
 

measurably better than a less well coordinated set of institutions or
 

agencies.
 

4.1.8. 	 Our own view of the skills development system is a bit more
 

complicated. We feel that so many components are so tightly
 

interlocked that changing some without others may not achieve much.
 

Most training evaluations suggest that the quality of instructors and
 

institutional administrators is more important than the organizational
 

form under which they operate. Certain organizational forms may be
 

more conducive to selecting superior instructors or administrators,
 
but the main problem in Jamaica is salary. And this will remain a
 

problem so long as salaries are tied to Government standards. It
 

would have been useful were this question raised in the initial
 

project design.
 

4.1.9. 	 The project emphasized the non-formal, remedial approach to skill
 

upgrading. Given extant circumstances at the time, particularly the
 

understanding that other projects would address the formal education
 

sector, this was understandable. The H.E.A.R.T. operating budget now
 

exceeds that for the technical and vocational components of the
 

Ministry of Education, which has the potential of providing incentives
 

to young people to fail in the "normal" academic system so as to be
 

able to enter into the more generous remedial system. The value of a
 
vocational education diploma is still more highly valued, but the
 

Lative 	price has risen.
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4.1.10. 	 We have observed that some of the central features of the Basic
 
Skills Training Project -- emphasis on informal pre-employment
 
remediation and training under a centralized coordinating authority
 

(and, later, a significant residential component) -- have
 

subsequently been cut back in U.S. programs, due to cost
 

considerations. It strikes us as paradoxical that a model which was
 

viewed as too costly to maintain in an industrialized country was
 

encouraged for a developing economy. Not necessarily inappropriate,
 

just paradoxical. As noted in the section on project outcomes
 

(4.4.), the large scale of the project did serve to galvanize
 

attention, resources, and enthusiasm for skill-upgrading
 
activities. We rather feel that a significant shock was required to
 
achieve this important objective. The central remaining question is
 
how long this intensive effort can be sustained.
 

4.1.11. 	 FINDINGS: Project expectations were set unrealistically high, in
 
apparent underestimation of the magnitude and complexity cf the
 
effort required. A reasonable time horizon for a project intending
 

to create and superimpose a coordinating agency on tnp of a
 
well-financed operating system in Jamaica would be at least 15
 

years.
 

4.1.12. 	 One of the project's primary objectives was institution building and
 

much of our evaluation will concentrate on this issue. This
 
somewhat "top-down" approach to the creation of a training system
 
later had to contend with implementation delays of a bureaucratic
 
origin. These might have been better anticipated. While mention
 
was made of political uncertainty regarding project implementation,
 

the project objectives and time frame did not reflect a realistic
 
preassessment of other constraints on the implementation of such
 
fundamental institutional changes.
 

4.1.13. 	 Moreover, while the intent may have been institution building,
 

project inputs were heavily tilted toward operating concerns -

facilities, equipment, curriculum, training for instructors, etc.
 
It should therefore not be surprising that greater progress has been
 
achieved on the operational side than on the monitoring/coordinating
 

sides of the project.
 

4.1.14. 	 The simple scale of the project (US$13.4 million AID and US$49.9
 

million from the Government of Jamaica), added complexity and
 
implementation problems. For a country of 2.2 million people, this
 
works out to nearly S30 per head. The fact that this funding was
 

designed to structur. a centralized system, with only advisory
 
committee or board :nput for the private sector, suggests a certain
 
predisposition which appears curious in light of USAID general
 

emphasis on private-sector involvement. Then with 1988 Government
 
decisions regarding the assumption of operating responsibilities by
 

H.E.A.R.T., the implementation problem became larger and absorbed
 
greater attention and resources. Therefore, the project was forced
 
to confront changes in the environment which could not have been
 
anticipated, along with others that should have been.
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4.1.15. 	 Project design notwithstanding, what was actually put in place was
 
rather different than what was intended, with greater emphasis on
 
operational matters and less on coordination, evaluation and the
 
sharing of information. This was due to the policy decision, taken
 
by the Prime Minister and the Parliament, to shift operating
 
responsibility for a number of academies to H.E.A.R.T. This, in
 
turn, reflected the rather valid view that it would be logical to
 
have an effective operating system in place before turning rttention
 
to monitoring it. More directly, the decision was taken pursuant to
 
an inquiry prompted by student complaints. Leaving aside the
 
question whether an evaluation component should not be built into
 
such a project from its inception, we find that the flexibility
 
shown by USAID in the actual implementation of the project was
 
useful. The original design was not necessarily appropriate for the
 
conditions 	it later had to confront, so change was permitted. This
 
strikes us as reasonable and appropriate, although we feel that
 
evolving project objectives should have been better recorded in the
 
form of project amendments. 

4.1.16. 	 RECO.,HENDATIONS: Given what has already transpired on the Basic
 
Skill Training Project, we believe the primary constraint on future
 
activities will be budgetary -- in particular, funding for
 
recurrent costs. Only a small portion of these funding problems are
 
likely to involve foreign exchange, which implies that the relevance
 
of USAID contributions will diminish if current AID contractual
 
procedures persist. Jamaica has been encouraged to embark on a
 
fairly costly approach to skill upgrading. Sustaining that effort
 
will require different, more flexible types of international
 

assistance.
 

4.1.17. 	 Project experience has shown the unpredictability of the
 
environment, particularly the changing nature of policy objectives.
 
The requisite funding flexibility which is implied in consequence
 
could be built into the initial project design or at later stages of
 
implementation. The former could be achieved through open-ended
 
contributions to a Trust Fund (presumably under the authority of
 
H.E.A.R.T) which could be allocated according to changing Government
 
priorities. If it is decided to allow flexibility during
 
implementation, provision will have to be made in terms of a rather
 
general design and preparation for a number of likely amendments or
 

task statements over time.
 

4.1.18. 	 In recognition of the many serious difficulties involved in trying 
to impose harmony within the bureaucracy, we later recommend 
consideration of separate project funding for H.E.A.R.T. and the 
Ministry of Education (see para. 4.2.11), Barring this, or even 
in conjunction with separate funding arrangements, we would 
recommend far greater use of subcontracting among public agencies. 
If H.E.A.R.T. is having trouble gaining leverage over the 
bureaucracy, subcontracting would appear to be a possible solution. 
We are mindful that reaching agreement on contract terms may be just 
as arduous as reaching agreements without contracts. We note, 
however, that suggestions for greater use of subcontracts have been 
made by the Ministry of Education and the Ministry of Youth and
 
Community Development.
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4.1.19. 	 One design issue which will have to be given greater consideration
 

should further project funding become available is how better to
 

involve the private sector -- not merely as advisors, but as
 

participating partners. The foundation for that partnership already
 

exists and the 3% training tax on payrolls is a tool which could
 

further it. In general, we are concerned by the supply-side
 

orientation of the initial project design. Experience has shown
 

that training programs function well only when they are governed by
 

demand-side concerns. In this regard, the Government of Jamaica has
 

shown greater awareness of the lessons of vocational training in
 

other countries than did the drafters of USAID's Project Paper.
 

Both the Ministry of Education and H.E.A.R.T. are in the process of
 

operating 	their facilities at night for skill upgrading for -he
 

employed. 	 We have heard of intentions to utilize experienced
 

workers or supervisors as instructors in these evening courses.
 

Raising productivity among the existing work force should be a high
 

priority for human resource development strategy. We feel that, to
 

date, insufficient attention has been given to this important
 

activity. We would suggest that an experiment be initiated to test
 

the feasibility of providing a tax credit to all firms whose workers
 

pass a certified examination devised by H.E.A.R.T. This of course,
 

presupposes the existence of competency-based proficiency
 

examinations for trades, which is something the current project was
 

supposed to achieve but which has not yet been implemented.
 

4.1.20. 	 In general, we recommend that future project activites be introduced
 

on a phased, experimental basis. Some of the implementation
 

problems noted in section 4.3 seem to have resulted from attempting
 

too much too soon. Greater consideration needs to be given, in our
 

view, to the absorptive capacity of participating agencies. A
 

project of this magnitude, we feel, should contain a large
 

knowledge-development component with due provision for feedback and
 

modification. The original project design did not call for a
 

sufficient degree of ccntrolled experimentation and this weakness
 

should be corrected in any future design.
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4.2 STRUCTURE/ORGANIZATION/FUNCTIONS
 

4.2.1. 	 ISSUE: Three basic organizational components were thought to be
 

interrelated and mutually supportive of the Government's efforts to
 
develop a sound skill training system. The question is whether or
 
not these components, when working together, represent sufficient
 
internal consistency to achieve project objectives.
 

4.2.2. 	 OBSERVATIONS: The project was designed to achieve its objectives by
 
focusing on three basic components - the H.E.A.R.T. Trust,
 
Non-Formal Skills Training, and Formal Skills Training. Three
 
Jamaican Ministries and five institutions were charged with
 
implementing and operating the project's scope of work.
 

4.2.3. 	 With the exception of the H.E.A.R.T. Trust, participating
 

institutions were well-established and fully operational at the
 
start of the project. The two implementing institutions (1M-YCD and
 
MOE) have functioned for 20 years or more and operate systems that
 
provide skills development.
 

4.2.4. 	 FINDINGS: While the participating agencies were involved in a
 
common effort - to improve the skill training system - each had its
 
own agenca. The i'.E.A.R.T. Trust had a mandate to coordinate
 
trainir t% (formulate policy, set guidelines, fund, monitor, and
 
evaluate). Responsibility for the educational system and formal
 
skills training through technical high schools rested with the
 
Ministry of Education (MOE). The Ministry of Youth and Community
 
Development (MYCD) had responsibility for Jamaica's public-sector
 
supported non-formal skill training activities as well as
 
social-services related activities. Each agency thus brought a
 
unique and specific mandate to the project environment. Each tended
 
to focus on what it perceived as its primary mission. The agencies
 
seemed only secondarily concerned about interrelationships and
 
common efforts. This is not to say that certain individuals within
 
the three agencies did not work cooperatively. We merely suggest
 
that, in general, the agencies looked to themselves first and to the
 
system second.
 

4.2.5. 	 Each agency was organized to facilitate achievemtnt of its own
 
mandate or mission. Line and staff structures were established to
 
facilitate the accomplishment of agency business. Being a new
 
agency, the H.E.A.R.T. Trust established a structure thought best to
 

serve its coordination role. This was later amended to account for
 
the added responsibility of administering the H.E.A.R.T. academies.
 
This is an evolving structure that is accommwdating significant, 
internal changes. The Ministry of Youth and Community Development 
and the Ministry of Education possessed long-,tanding organizational 
structures that have urdergone periodic attempts at change. The 
Ministry of Youth ind Community Development sought to facilitate 
project activity by creating a new division to set policy for the 
H.E.A.R.T. acadenies. This division was called the Non-Formal 
Education Division (NFED) and was delegated a staff relationship to 
the MYCD Minister. This division never fully realized its potential 
and its future was clouded when academy oversight was removed from 
MYCD jurisdiction. A peculiar organizational relationship existed 
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within MYCD whereby the Social Development Commission (SDC), which
 
ran the Academies, was directed by a board which was not in a line
 
relationship to the MYCD Minister. Confusion existed within the
 
agency regarding roles and responsibilities. These serve to
 
illustrate some of the internal organizational problems impacting on
 
the agencies. With confusion within an agency there is little
 
wonder that more inter-agency cooperation did not occur.
 

4.2.6. 	 To say that project agencies were organized without regard for each
 
other is only a slight exaggeration. Processes, procedures, and a
 
bureaucracy were strongly entrenched for the MYCD and MOE and
 
evolving at the Trust. This is not all bad. In fact, such vehicles
 
are sometimes necessary to help organizations fulfill mandates and
 
missions.
 

4.2.7. 	 The unique and specific mission/mandate for each agency required
 
staffing patterns that both contributed to and detracted from
 
inter-agency cooperation. Both the fYCD and MOE possessed staff who
 
provided technical support for curriculum development and
 
instructional materials as well as training and upgrading of
 
instructors. Monitoring and evaluation support was also found to be
 
duplicated 	in the two agencies. There was and continues to be
 
duplication of effort within and between participating agencies.
 
Moderate to high turnover of key staff in all sectors has aggravated
 
this situation. H.E.A.R.T. headquarters staff are not particularly
 
strong in terms of vocational education or training experiences, so
 
interaction among the agencies has been an important activity.
 

4.2.8. 	 Mechanisms exist for give and take between the agencies. A
 
communication network has been established through the project and
 
provides a viable means of making an entry into other GOJ
 
participating agencies/institutions. People, offices, and committee
 
chairpersons have been designated as contact points. They function 
well considering the complexity cf the project and the environment 
in which it must function. .owever, the formal and non-formal sector 
organizations still cling to tradition and seek to operate as if in 
isolation. 

4.2. 9. 	 A fourth agency, USAID, is still another factor to be considered in 
this mix of participating agencies. While supportive and 
well-intentioned, USAID internal procedures have created some 
roadblocks 	 to successful achievement of an internal consistency -)f 
agencies suff icient to achieve project objectives. The oversight it 
provided for delivery of services by the primary contractor, 
approval of project amendments and waivers, and monitoring and 
evaluation of activities sometimes caused confusion and subsequent 
delays in implementation of planned project act:'vities. 

4.2.10. 	 Given long-standing traditions, difft:ring ag.ncy mandates, and 
divergent views on how skill training can best be improved, we feel 
that remarkable progress was made in getting participating agencies 
to work together as a team. These agencies possess sufficient 
internal consi;tency ro achieve project objectives. They also have 
the potential of mutually supporting one another's activities, 
establishing methods and means for accomplishing tasks, both
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stability and flexibility of structures and, most important, a pool
 

of talented and dedicated agency staff.
 

4.2.11. 	 RECOIENDATIONS: Project agencies are now in a position to
 
strengthen the entire training system by establishing cooperative
 

working relationships. To achieve these relationships we recommend
 

contractual funding for such targeted activities as a feasibility
 

study for combining duplicated services among skill up-grading
 
agencies (technical support activities in curr'-ulum and 

instructional materials development, instructor training and
 

upgrading). We recommend further contract funding of efforts to
 
better utilize the training facilities of the academies, technical
 

high schools through combined programming, night schools, and summer
 
programs. 	 We further recommenu the H.E.A.R.T. Trust take immediate
 
action to foster increased understanding among all agency staff of 
the ways in which agency cooperation can benefit the individual 
agency employees and most importantly the skill training system. 
Finally, should further project funding be contemplated, we
 

recommend 	 separate agreements be reached with H.E.A.R.T. and the
 

Ministry of Education, with distinct financing for each entity.
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4.3 TLhPLE ,ENTATION/OPERAT1ON
 

4.3.1. 	 ISSUE: Implementing and operating planned project activities in
 
a complex changing environment.
 

4.3.2. 	 OBSERVATIONS: The dywnamics ot skill training in Jamaica likely
 

requires a greater level of implementation flexibility and
 
experimentation than is generally warrarted in a project of this
 
financial magnitude. That flexibility was essential at the time of
 

project formulation because of the complexity of Jamaica's skill
 
upgrading problems, characterized by: a fragmented system of skills
 
training, duplication of programs and facilities, curricula divorced
 
from current or anticipated demands, poor private-sector
 

relationships, ineffective placement services, inequitable
 
r,istribution of facilities, and changing roles and responsibilities
 
of GOJ training agencies.
 

4.3.3. 	 FINDINGS: Progress was made toward institutionalizing the
 

H.E.A.R.T. Trust as the National Training Board, but it has been
 
only partial. The Trust implemented procedures and secured staff to
 
formulate policy, set guidelines, fund, monitor, evaluate, and
 

coordinate skill training activities in Jamaica. It also made some
 
progress toward increased private-sector participation in skill
 

training activities. This was accomplished through the use of
 

private-sector advisory boards. Advisory committees for individual
 
industry/business or occupational groups have been appointed from
 
the private sector. They assist the Trust to set occupational
 

performance standards and certification procedures, review
 
curricula, and generally organize training activities within their
 
sector. The Trust also assumed responsibility for the management
 
and operation of all H.E.A.R.T. academies. 'Tisaction required the
 
Trust Lo undertake operational activities in addition to its
 
coordination mandate.
 

4.3.4. 	 Agreements over roles and responsibilities within and between GOJ
 
pzoject agencies were not reached. There remains confusion about
 
the roles and responsibilities of nYCD/NFED, SDC and VTDI and their
 
continued participation in the project. Failure to reach such
 
agreements has, to some extent, had a limiting effect on certain 

project implementation activities. This is particularly noticeable 

in the areas of curriculum development and instruction, 
certification. proficiency tes ting, tra ining, and upgrading as 
related to the VDE and H.E.A.R.T. Trainingi Division. Confiusion 
exists about the "utur, role and responsibilitifs of the VTD! within 
the prcject.
 

4.3.5. 	 Technical assistance and training were providd in man.i ,ement and 

administration, curricululn development, cou:sel jng , place-ment 
serv ices, tracer 1,tudies, food ;ervice. testng , .nd information 
systems . 1 ile gene rally we 11- r!:c ived, te -"1 i cal as i stance was 
not provided without some dif ficulty. In ,ome instances the work of 
foreign consultants was found nappropr ate for p a to the 
Jamaican situation. In other situations, consultants operated 

without Jamaican counterparts. in still other situations consultants 
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were perceived to have been selected without sufficient input from
 

the Jamaican perspective.
 

4.3.6. 	 The primary contractor for technical assistance (RCA/GE), provided
 

both long-and short-term technical assistance to assess training
 
needs and assisted in the development of training plans.
 
Adc.itionally, the contractor assisted each participant trainee in
 
developing an individualized training plan and in selecting an
 
appropriate training institution. Participant trainees were
 

generally pleased with their experiences reporting that knowledge
 

and skill gained have enabled them to improve delivery of services.
 

4.3.7. 	 Facilities, equipment, and institutional technology were also 

upgraded and expanded as planned, although not always in a timely 
manner. Both the formal and non-formal sectors accomplished these 
tasks. Four new H.E.A.R.T. academies were established and 
operationalized while seven technical high schools and four other 
seconcLary schools were upgraded. Difficulties were experienced when 
equipment and tools were delivered that did not meet specifications 
or required 60 cycle electricity. The prcurement contractor was 

subsequently replaced ny another firm. 

4.3.8. 	 In-service training was provided to project-related personnel in 
administration and management, testing, monitoring, inspecting, 
tracer studies, and curriculum and competency-based materials 
development and use. Training was carried out in a timely manner 
with generally favorable results. 

4.3.9. 	 A number of projcct activities were not implemented as planned. 
Private sector advisory councils (PSAC) for the technical high 
schools were not realized. The PSAC concept was designed to help 
both the Tecimical-Vocational Unit (TVU) and technical high schools 
(THS) establish links between training and labor market needs. 
Composed of TVU and THS staff and private-sector representatives,
 

the PSACs were to help the TVU and each THS with assessment of 
manpower demands, cievelopment of appropriate job-related curricula, 
and the training and placement of THS raduates. Because of 
difficulties involved with approvals for cohmnittee member1ip, PSACs 
have not made s..gnificant contributions to tie TVU and THS. The 
evaluation 	 t.{aIm Leli.ves that advisory corn-mttees imply only one 
step toward private-sector involvement in skill upgrading. They are 
somewhat pass iv, reactive, responses to prn\'ate-sectcr needs. 
Better di;cern irn those, needs 4s the fi-r;t priority. Sustaining 
enthuniasm 	 .or adviory commit.tees amon, occupied p rvat e-sector 
emplo'e.r s :!,o e t im : s dI f c u I t, ain i' ig the. app ropr i ate 

conpos iIn of the co1Mi ttee'; more d! cul till 

4.3.10. 	 Howev':r. vc:-ar',i i".ACs attach°:d] direc ty to the MOE do exist. 
SuI)ect.-ir.'i ;Idvi wr'c.: tnt,',e have work,.d ely with contentwlo 

(, development, 
pi~.ot- t,'.t trig inc. j::IJnena,. 'i( io s, caiter rig' (andfood priparation, 
garment Coristr'jcti.J aid( de,!; cm, ,,ritrepr,.neurl.p , auto mechanics 

specijal"'*" aid hav, be,1 i , tr'm ta 1 n t (he. i 'n, 

and bu:;ines ediic:it o. 

4.3.11. 	 As called tor in the Project Paper, recent technological advances in 
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training, (self-paced, competency-based, modularized and p-rogrammed
 
instructional techniques) were introduced and adapted for use in
 
Jamaica. Competency-based curricular modules were developed in auto
 
mechanics, garment construction and design, catering and food
 
perservation and entrepreneurial education. The modules were tested
 
in the field and implemented on a linited basis. Wide-scale
 
acceptance and use of the modules has not occurred as instructors
 
reportedly do not feel a real sense of ownership of the materials
 
and because many of the instructors trained in the use of these
 
materials have left their posts for other non-project-related
 
assignments. Competency-based modules desiraed for the life-skills
 
have faced similar implementation problems.
 

4.3.12. 	 Counseling and placement of students is still another project
 
activity that has not been fully implemented. Procedures and staff
 
are in evidence, but much remains to be accomplished for full-scale 
implementation. Processes and procedures need t.o be more fully 
developed, clarified and documented. More staff need to be 
recruited, 	 trained and assigned to these duties. 

4.3.13. 	 Systems for testing/monitoring/evaluation/folow-up and managing 
information were not fully operationalized. Groundwork has been 
laid to establish these systems. However, the processes, 
procedures, and schedules that have been developed mu-t be further 
refined and put into operation. Additional techmical assistance and 
in-service 	 training will be required to place these systems on line. 

4.3.14. 	 The Government of Jamaica and USAID/J created a working environment 
whereby the project succeeded 4n implementing and operating man) 
planned activities. The H.E.A.R.T. Trust has made some progress 
toward becoming the Training Board for Jamaica, though not as much 
as was envisioned in the original project design. We are concerned, 
however, about the Trust's assumption of operational 
responsibilities for tne academies. We are concerned regarding the 

possibility that. such responsibilities might divert resources or 
attention from the Trust's project's responsibilities of formulating
policy, seting u 'i _nes monitoring, evaluating,,_, funding, 	 and 

coordinatig, skill -ra:nin a c tivit We are concerned about the 
possibility that P. ' T. may ul timately come to be viewed as 
simply another layer in the bureaucracy. This is particularly 
likely should H.E.A.K.T. pursue its operational responsibilities at 
the expen,,e of i monitort :%g and coordinaiting functions 

to--a,-al hi gh !5choLG !iour .A.} .T ies have 
upgraded ard e-xp;nded ac lit,: s , equo pon t , and institUtiona!1 
technolo tk etter deliyer 7,chnicil assistance, 

4.3.15. 	 Eleven arid . . A . academ 

to )gk.11trin'. 
particlpant traini rig , and nir\,' cc tra n rig h;ave all contributed snificn Iv tothe rnp rrvene.:int of the training r Th..tesv ..
sirnific;1n 	.-y *'o of, ,,he The System 
can be Iur ther mproved by: i crc asing cn,;,,.rat ion within and 

between project ;,.,:":.; andl the1;riv;t. ',ctor; etter utili-'ing 
compeI_.,c' ,-bose i ard oher curr.culuin mat, r-abs ,1ready on-linc; and 
effecting; syorerrom: fo 'o tint moni tori rig, ,-valuiting, counseling, 

placement and inf o rm: t ion man',gene t. We riCo Uri ;ehe mportance 
of private-,,ec.or Involvement in kil1 triining and the significant 
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role advisory boards and committes can play in making efforts
 
relevant to the labor market. However, we suggest that such
 
committees alone will not insure relevance, Therefore, it is
 
essential that administrators and instructors get out into the
 

private-sector to observe, work, and generally interact with 
employers in the private sector.
 

4.3.16. 	 RECOMENDATIONS: We recommend that,in the remaining months of the 
project, emphasis be placed on: implementing private-sector advisory 
councils at technical high schools; building cooperative 
relationships with the private-sector; using, assessing, and 
modifying competency-hased materials in experimental settings; 
improving testing, monitoring, evaluation, counseling and placement 
programs; conducting tracer studies; and implementing a management 
information system (MIS). Before operationalizing the MIS, we 
recomn.-nd that all agencies work together to makf, their internal 
systems compatible. We strongly urge a study be .ade of the 
functions and resources of the MOE/Training Materials Resource room, 
VTDI/Training Materials Resoarce Center, H.E.A.R.T./Training 
Division, and CAST/Instructor Training. A pooling of these
 
resources right well provide an effective and efficient means of
 
developing curriculum and providing for instructor preparation and
 
upgrading. When foreign technical consultants are to be employed,
 

they should be carefully screened by appropriate agency heads and
 
provided with Jamaican counterparts. We further believe that a
 
clarification of roles and responsibilities of ,YCD/NFED, SDC and 
VTDI as related to their continued project participation is in 
order, but understand t-hat it is underway. The nature of 
competency-based modularized training requires a continuing and 
stable pool of instructors who are well versed in the art of 
adapting and delivering this form of instruction. Therefore, we 
recommena that technical assistance, participant training, and 
in-service activities be provided on a continuing basis to develop a 
cadre of instructors and administratoLs who re available in each 

school/academy for purposes of orienting new instructors and 
upgrading existing personnel on the implementation and 
operationalization of competency-based programs. Finally, we 
encourage continued use of the flexible management model which 
enabled the project to satisfactorily implement many of its ;lanned 
activities. However, we urge those with oversight responsibility to
 
use authority to maximize implementation of project activities.
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4.4 PROJECT OUTCOMES
 

4.4.1. 	 ISSUE: Given project iiputs utilized to date, what was the net
 

impact on the skills upgrading system and its components --


H.E.A.R.T., the Ministr-y of Education, etc., as well as
 

participants -- the young people of Jamaica, employers,
 

instructors, etc.? Was the desired oversight coordinating
 

institution created?
 

4.4.2. 	 OBSERVATIONS: One fortuitous development which could not have been
 

forseen at the project's outset was the eventual placement of
 

H.E.A.R.T. under the Office of the Prime Minister. More than a
 

symbolic gesture, this move has insured that the emerging skills
 
development system is firmly grounded on national growth policy,
 
which is particularly useful. It implies that training priorities
 

can be set by investment priorities, such as when the Government
 
decides to promote a particular forei,. e earning
 

opportunity. For this reason, some of -1e planning functions
 

originally envisioned for H.E.A.R.T. have become less relevant
 

during project implementation. However, to insure that policy
 

assumptions about future labor requiriments are correct, monitoring
 

and program evaluation take on greater significance. Of course, the
 

organizational structure implies a high political profile for
 

H.E.A.R.T. This is not particularly conducive to the evaluation and
 

analysis functions to be carried out 1y the organization.
 

4.4.3 	 FINDINGS: Institution building, which we see as one of the
 

project's primary objectives, takes time. The effects of
 

institutions on such specific outcomes as placement rates or
 

employer opinions take longer still to discern. Five years is too
 

short a period in ,hich to measure the full effects of this project.
 

4.4.4. 	 One of the most positive accomplishments of the project has been its
 

catalytic function. USAID funds have been matched more than 3:1 by
 

the Government of Jamaica. Training, and H.E.A.R.T., have received
 

the attention necessary to create the feeling of scale, the first
 

prerequisite of a structured system.
 

4.4.5. 	 As to the central question, whether H.E.A.R.T. has achieved its
 

objective of becoming a notional training authority or board, the 
answer is mixed. H.E.A.R.T. is not yet a coordinating body since it 

has been an implementing and operating body. se note, however, that 
one way Lo achieve coordination is through centralization, which is 

what is implied by H.E.A.R.T.'s growing operational responsibility. 

Moreuover., 	 e raiso note an attempt to centralize authority for 
tec -niral 	 ,ucatin aitinW the Ministry of Education, which we 

interpret as i:.esponse to the coordination concern. H. E.A.R.T. is 

still in the process of settin up its manarement-informaticn, 
evaluation, mnd monitoring systems. Whi e this is somewhat 

tidoerstancabTl in light of the changed project environment, we feel 
that operations, if that is the pricrity function, would be enhanced 
by monitoring and evaluating activities implemented at the same time 
as operations. Baseine data on placement rates, costs, and other 

project data relating to outcomes, would have provided a valuable 

point of reference for later comparisons. The assumption of
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operating responsibility by H.E.A.R.T. does not clearly explain the
 
hesitation to structure an evaluation system -- such as tracer
 
studies -- prior to H.E.A.R.T.'s implementation of that
 
responsibility.
 

4.4.6. 	 A pilot tracer study of academy graduates was undertaken earlier in
 
1988. (Teape-Johnson). By its own admission, the study was flawed 
by design problems. The results of that study, however flawed, will 
be discussed subsequantly. Within the study report, there was a 
recommendation that a properly structured complete tracer survey be 
mounted Lo narrow the range of uncertainty covering reported study 
results. This is a recommendation with which we strongly concur, 
but one which has yet to be implemented. The Evaluation Team is not 
clear whether this was due to the press of other business or to the 
feeling that current experience reflected too many implementation 
problems to be useful for future policy decisions. Perhaps it also 
reflected a lack of appreciation for assessments or analysis. It is 
our own view that H.E.A.R.T. need not and should not await the 
development of a sophisticated, fully develop2d management 
information system before it begins to implement the basic 
components of such a system, such as before and after test scores,
 
placement rates, subsequent employment experiences, and cost
 
information. Project cost data are coilected, but they are not
 
available in a form suitable for analysis. Moreover, data available
 
from H.E.A.R.T. refer to H.E.A.R.T. programs. The initial project
 
agreement called for H.E.A.R.T. to develop evaluation, monitoring,
 
and analytical designs for the entire training system, not just for
 
that part which was covered by its o = operating mandate.
 

4.4.7. 	 We are aware that significant technical abs.stance has been provided
 
for the design of a management information system, and that much of
 
that design is now being followed in the construction and
 
implementation of the desired system. We note that this is a
 
complicated undertaking, which can be expected to take one or two
 
additional years before yielding useful results for policy. We
 
believe that early experience from the US Department of Labor's
 
Office of Youth Programs should have formed the basis for technical
 
assistance regarding knowledge development, monitoring and
 
evaluation for H.E.A.R.T's assessment and coordinating functions.
 
We view lack of sharing of that experience, which includes listings
 
of data requirements, format, and even computer coding, as a serious
 
gap in the technical assistance provided. But more than this, we
 
are concerned with what we perceive as an all-or-nothing approach.
 
We feel that a great deal could have been, or still can be
 
accomplished, while the management information system is being 
implemented. Tracer studies and cost analyses can be carried out
 
independently of data analysis systems.
 

4.4.8. 	 The provision of technical assistance, equipment, upgrading of 
facilities and instructors, has not been without the implementation 
problems noted previously, but results have been significant and 
positive. H.E.A.R.T. training facilities are a model. They are 
top of the line. The Ministry of Education has benefited 
significantly from project inputs, as their physical and financial 
base was so low to begin with. in that all the individual 
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institutions we have seen have substantial waiting lists, 
it is safe
 
to say that the physical inputs to the project have permitted an
 
expansion of the quality and quantity of basic skills upgrading in
 
Jamaica.
 

4.4.9. 	 Participant training, often provided in the U.S., is generally
 
viewed as extremely positive. There appears to be a greater
 
receptivity, as a result of that training, to the competency-based
 
approach, a general appreciation of the goals of monitoring
 
evaluation and feed-back, and an understanding of how to achieve
 
them. Unfortunately, H.E.A.R.T. headquarters staff have not yet had
 
time to avail themselves of these training opportunities to the
 
fullest extent possible.
 

4.4.10. 	 Instructor upgrading has shown some of the strengths and weaknesses
 
of the project. Illustrations can be provided on numerous success
 
stories -- instructors or program administrators made aware of
 
alternative approaches to their responsibilities and motivated to
 
implement them. in the final analysis, the problem becomes one of
 
salary -- how the system can retain competent people in light of low 
Government salaries. Experience has shown that it is difficult to
 
operate first-class training systems with second-class rates of pay.
 
H.E.A.R.T., as a quasi-Government agency, has slightly more leeway
 
than others on salary matters, particularly in terms of fringe 
benefits or perequisites. Compensation packages are subject to
 
review and approval by appropriate public agencies, so the margin of
 
flexibility is small and by no means sufficient to compete with
 
domestic private-sector or overseas alternatives for technical
 
talent. The problem is naturally worse in the Ministries of
 
Education or Youth and Community Development.
 

4.4.11. 	 We have reviewed the results of the Teape-Johnson pilot tracer study 
of 1987 and noted the conceptual problems with the sample design. 
The sample was weighted in favor of those who remained at the same 
residences subsequent to training. it is likely that employment 
histories differ between movers 
and stayers, and therefore the
 
sample may not be representative of the experiences of all
 
passed-through graduates. Nevertheless, the results show a 52%
 
employment rate among those who participated in H.E.A.R.T. programs
 
(academies, school leavers, etc.), which was above the 40%
 
expectation listed in the original Project Paper. However, the
 
definition 	of "employment" used in the pilot study is somewhat
 
generous in that it apparently includes those in school or not
 
actively seeking work. A more meaningful statistic is the number of
 
respondents who later found employment within their field of 
training, The resulzs were: Garmex, 33%, Portmore, 4%, and Stony 
Hill, Yn, which are low rates by any standard. Moreover, the 
apparent high overall placement rate is skewed by the Garmex 
results, but wage rates in the garment industry are rather low (on 
the average of 0S95 per week according to the report). in all, we
 
v.ew these tentative results as suggestive of problems which require 
further analysis. 

4.4.12. 	 Data from the Ministry of Education are even shakier than those from
 
the Teape-Johnson study. in 1988, principals from 7 technical high
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schools were interviewed concerning placement rates among their
 

schcol graduates. Results suggest that 65% of students who are
 
graduated from industrial education programs find jobs, while 66% of
 

business education graduates find jobs in business or industry.
 

Without a properly structured control group as a point of reference,
 

such results can at best be viewed as indicative. In summary, we
 

are not able to determine project outcomes in any statistically
 

reliable fashion. Given original project objectives, it is
 

surprising that this should be the case after roughly five years of
 

operation.
 

4.4.13. 	 RECOjeNDATIONS: H.E.A.R.T. is now positioned to implement the
 

kinds of monitoring, evaluation, and analysis functions which the
 

Basic Skill Project was designed to address. The planning
 

activities which were originally envisioned have become less
 

necessary as the result of a project structure which places
 
H.E.A.R.T. under the Office of the Prime Minister and subordinate to
 
development objectives. Precisely because of that structure, and
 

the uncertainty facing small, open economies attempting export
 

promotion, there is a particular need to monitor progress toward
 
policy objectives. We note the eme:gence of a management 

information system in H.E.A.R.T. (and a separate one within the 
MinistryN of Education) and can only urge that such activities be 
accorded the priority we feel they deserve. We are somewhat 
concerned 	that such systems often become repositories for
 

unused information, and recommend that provision be made for a
 
strong analytical componept to accompany data collection. We
 

suggest, however, that additional technical assistance or. policy
 
analysis questions (perhaps in the form of overseas participant
 
training) be contemplated for the future.
 

4.4.14. 	 As a matter of urgent priority, we recommend the development of a
 

full-scale properly structured tracer study to record future
 

employment experiences of program completors and early leavers, with
 
a subset of secondary school completors serving as a control group.
 
We suggest tlmt particular attention be paid to the subsequent
 

earnings profiles of project completors, tc serve as a check on
 
whether programs are merely serving as feeders for low-wage
 

industries. We further recommend that such tracer studies be
 
accompanied by interviews of employers to elicit their opinions on
 

productivity among project completors and recommendations for
 

improving operations.
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4.5 PROJECT COSTS
 

4.5.1. 	 ISSUE: Costs and internal efficiency of the Basic Skill Training
 

Project.
 

4.5.2. 	 OBSERVATIONS: It is well known that institutionally-provided skills
 

upgrading is inherently expensive, generally on the order of 2-3
 

times more costly that normal seconidary education. Residential
 

programs, such as most of the H.E.A.R.T. academies, are naturally
 

more costly still. And since th2 programs contain a remediation
 

component which is likely to grow in the future, it may be predicted
 

that costs per trainee will continue to rise. It is important not
 

to confuse high costs vith inefficiency. Although inefficiency does
 

raise average costs above the point of optimality, it is possible to
 

have a perfectly efficient system which is simply expensive. We
 

suspect that this is rather the case with H.E.A.R.T. It has taken
 

on some inherently costly functions, even though it has been careful
 
to keep those costs to the feasible minimum. In fact, certain
 
activities necessary to ensure operating efficiency (such as
 
monitoring and evaluation) further add to project cost levels (even
 
while lowering average costs). Skill upgrading programs require
 

high ovcrhead supportive services, such -s management and planning.
 

4.5.3. 	 In assessing the cost of the Basic Skill Training Project, it is
 
well to recall that they fall disproportionally to the Government of
 

Jamaica. AID's contribution to the project is less than one-third
 

that of the Government, and two thirds of the AID input is in the
 

form of a loan which will later have to be repaid by the
 

Government. Given the magnitude of Jamaica's external debt and the
 

current burden of servicing that debt, it may be fairly questioned
 
whether the current operational budget, which H.E.A.R.T. reckons to
 

be on the order of J$100 million per annum, is sustainable for the
 

lcnger term. To be sure, much of the H.E.A.R.T. budget, over half,
 

in fact, is internally generated by the 3% payroll tax. While
 

questions may be raised about this form of funding, the availability
 
of this revenue has provided H.E.A.R.T. with a flexibility
 
unattainable by other Government agencies. Costs may have increased
 
in consequence, but effectiveness ani efficiency have likely seen
 
increased even more.
 

4.5.4. 	 The Basic Skills Training Project and H.E.A.R.T. have been used by 
the Government of Jamaica to showcase Jamaican labor, in an effort 

to increase attractiveness to foreign investors. Such an objective 
virtually insures a rolatively high-cost program, with quality 

inputs, high visibilty, and a large public-relations cumponent. 
Under these conditions, costs, to a degree, are likely viewed as 
indicators of sincerity and not necessarily something to be 
minimized, given potential returns. 

4.5.5. 	 FINDINGS: The Evaluation Team was given access to inter-nal,
 
confidential data by H.E.A.R.T. Confidentiality need not be
 

compromised by our assessment.
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4.5.6. 	 The data are regularly collected for administrative and management
 
purposes. They are not entirely suitable for analysis in that
 

headquarters activities are lumped separately from recurrent costs
 

for academy or other program operations. Moreover, programs, and
 

even certain facilities, have not been in operation sufficiently
 

long to generate a reliable estimate of costs. It is difficult to
 

apportion capital costs across program components.
 

4.5.7. 	 Our chief finding regarding costs is that the entire H.E.A.R.T.
 

operation is expensive, but that individual academies are
 

surprisingly not. Even so, H.E.A.R.T. academy operational costs per
 
trainee appear to be running more than 4 times those of the Ministry
 

of Education's technical schools, as expected.
 

4.5.8. 	 Current H.E.A.R.T. operating costs are low because depreciation and
 

replacement costs are low. This reflects the newness of the
 
system. Pressures can be expected from aging equipment within the
 
next 10 years. At the moment, H.E.A.R.T. can afford to carry out
 
preventive maintenance, but budgetary pressures may constrain this
 
activity in the future.
 

4.5.9. 	 An inherent problem with vocational training is the cost of changing
 

programs or curricula. Both H.E.A.R.T. and the Ministry of
 

Education are a bit saddled with expensive specialized equipment
 
which will make it difficult, in the longer term, to accommodate
 

changing market circumstances.
 

4.5.10. 	 RECOMiMENDATIONS: It appears that H.E.A.R.T. and the Ministry of
 

Education are attempting to control operating costs, and while there
 
is always room for improvement on such matters, the scope for
 
improvement is limited or already in process. If costs are to be
 
lowered further, alternative mechanisms for the provision of
 
training will have to be found. Enlisting private-sector
 
participation in a cost-sharing partnership would be one such
 

mechanism.
 

4.5.11. 	 Contractual arrangements would be another. One extra benefit of
 

subcontracts, at least those with the private sector, is that they
 
can assist in circumventing constraints on public salaries.
 

4.5.12. 	 To insure that alternatives are given proper consideration, we feel
 
that H.E.A.R.T.'s analysis unit, IS & R, might wish to suggest the
 
kinds of data required for policy analysis of the efficiency of
 

operations and alternatives. What is required are data on costs per
 
trainee, per trainee hour, per completor, per placement, and
 

lifetime income improvements per completor, all in relation to
 

comparable control groups.
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4.6 ALTERNATIVES FOR THE FUTLT.E
 

4.6.1. 	 ISSUE: Project experience to date has suggested a number of
 

alternatives regarding structure, organization, and operational
 

characteristics of skill upgrading progrars. The question is, which
 

of these alternatives should be considered when structuring future
 

project activities.
 

4.6.2. 	 OBSERVATIONS: Among the many options to be confronted in any future
 

project design, we would suggest that particular attention be paid
 

to the following seven issues:
 

-- Project funding
 

-- Project objectives and structure (target
 

population)
 

-- Management, evaluation
 

-- Expansion of private-sector role
 

-- Methods of operation (contracts)
 

-- Regional institutions
 

-- Technical assistance
 

4.6.3. 	 FINDINGS: Most of these issues have been mentioned in earlier
 

sections of this report. As to the first, funding, we have noted
 

that as the skills development system proceeds to its more
 

operational phase, requirements are more likely to be for funds to
 

cover operating costs, which is sometimes not easily supported by
 

international assistance. rr this reason, many institutions are
 

shifting from project to p.ogram support, under the guise of support
 

for structural adjustment activitie'3. This provides flexibility for
 

implementation and reduces management requirements from donor
 

inst itions, although program monitoring remains an important
 

functio.i. Carrying this concept further, we suggest that
 

consideration be given to the possibility of channeling
 

international and domestic support through a trust fund which would
 

be under the control of Jamaican authorities. Revenue from the 3
 

percent payroll tax would also be included in the Trust Fund.
 

4.6.4. 	 The payroll base of the training tax is troublesome, in that it
 

serves to raise the price of labor relative to that of capital.
 

Consideration might be given to replacing this tax with an
 

equivalent revenue-generating tax on sales or value added.
 

4.6.5. 	 The current project channels funds for the formal education sector
 

through H.E.A.R.T. This seems to have caused some bureaucratic
 

difficulties aad delays. Mindful of the administrative burden of
 

separate project agreements, we feel that consideration should be
 

given this option as a way to reduce implementation problems within
 

the bureaucracy; e.g., sepal'ate agreements between USAID and
 

H.E.A.R.T. 	and between USAID and the Ministry of Education. We note
 

that separate agreements need not preclude the monitoring of one
 

agency's implementation progress by a second agency.
 

4.6.6. 	 The second set of alternatives relates to project objectives and in
 

particular, the target population. The Basic Skill Training Project
 

has largely focussed on training for first-job entry. A
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complementary set of activities, now emerging under both H.E.A.R.T.
 
and the Ministry of Education programs, would be skill upgrading for
 

the employed through after hours classes and work-release programs.
 

This has the added advantage of involving the private sector more
 

fully in the training system. We understand that steps are being
 

taken in this direction.
 

4.6.7. 	 As an alternative to specific occupational training now carried out
 

under H.E.A.R.T., consideration could be given to more polyvalent
 

skills development, with the objective of increasing job readiness
 

while reducing the time requirement for specific on the job training
 

for the newly hired. This approach would parallel that being 

pursued in 	 technical schools, whose graduates are prized precisely 
because of 	their well-rounded backgrounds. Admittedly, Ministry of
 

Education programs are longer than those in the non-formal sector,
 

but we feel a better balance needs to be found between preparation
 

for on the job training versus preparation for specific jobs.
 
H.E.A.R.T.'s emphasis on attitudinal preparation shows an awareness
 

of the problem, but carried to its logical conclusion, this
 

awareness would imply less specific job training and more emphasis
 

on general, poly valent training for the work place.
 

4.6.8. 	 Further to the question of the target population, we note that 15-17
 

year olds are not covered under current program activities, whereas
 

they were under MYCD Youth Camps. From a training perspective,
 

exclusion of the younger age group makes sense. If it is desired to
 

cover 15-17 year olds, other program structures may be more
 

appropriate than the current project.
 

4.6.9. 	 Regarding the fundamental question whether H.E.A.R.T.'s role should 

be operaticnal or coordinative, we feel the Government of Jamaica 

has already taken the decision in favor of the former. We arc 
mindful that this could change in the future, in that the 
public-sector has no traditional comparative advantage in program 
operations. Should greater use of subcontracting with the 

private-sector emerge in the future, H.E.A.R.T. might be able to
 

reassume its originally intended role of coordination, monitoring,
 
facilitation and evaluation. For now, the evaluation function,
 
while a key component of H.E.A.R.T. plans, is rather unclear since
 

it is not considered good practice to have evaluation carried out by
 

the same group which is being evaluated. We see a conflict between 

the evaluation and operational objectives of H.E.A.R.T. which
 

extends beyond the mere need for a separate division for the 
operation 	 of academies. The conflict is philosophical, not merely 

structural. This suggests the possibility that if H.E.A.R.T. is to 
continue as an operatini] agency, it may be necessary to use an 
outside agency for evaluation.
 

4.6.10. 	 The need to involve the private sector more fully in the provision 

of skills upgrading has be<n mentioned earlier in this report. 

Illustrations of how this mi;ght be accomplished (tax credits for 
firms whose employees pass proficiency tests, after-hours classes 

for employees of smaller firms, the use of instructors from the 

private sector) have all been provided. The intent is not merely to 
have the private sector support a greater share of costs, but to 
have the private sector actumally provide more on-the-job training 

- 29 



(which incidentally implies a cost-sharing role); that is, to
 

leverage and redirect ongoing private-sector training activities in
 
a manner consistent with the social and economic needs of the
 

country. H.E.A.R.T. has been rather good at incorporating
 

private-sector opinions in the formulation of its program. The next 
step, it would seem to us, would be to involve the private sector 
more fully in the implementation of those programs and the 

utilization of their outputs. 

4.6.11. 	 Our views on the need for subcontracting arrangements have been 
expressed earlier. We favor such arrangements for a number of 
reasons such as flexibility, control, and payment by performance. 
We further note that subcontracts can be used to further 
private-sector participation in project formulation and execution. 

4.6.12. 	 The model on which the project was developed is primarily domestic
 
in orientation, except for the overseas training component.
 
Jamaica's small size makes it difficult to structure a widely-based
 

training curriculum and supportive institutions. We assume that at
 
some time in the foreseeable future, the Government will wish to
 

consider cost-sharing arrangments with neighboring islands,
 

particularly for costly or specialized training programs. This
 
would suggest a regional component to the skills upgrading system,
 

perhaps patterned after the University of West Indies model. We
 

note that this was one of the original objectives for VTDI.
 

4.6.13. 	 There are a number of options to be considered regarding future
 

technical assistance to a project of this sort. The RCA/GE and
 

Ronco components were AID-direct contracts. They could have been
 
structured under host country contracts under the autAority of
 

H.E.A.R.T. H.E.A.R.T. does not favor the assumption of this
 
managerial responsibility because of the highly technical nature of
 

this technical assistance. But it is an option. There are others.
 
To the extent that the oujective is to provide institutional
 
support, some exposure to other institutions which have experience
 
in the operation of employment and training programs could be 
helpful. Some program staff have been given study tours of Job 
Corps centers in the United States and this has proven useful. The 
concept could ne extended to the notion of "sister cities", in which 
a certain U.S. city with a significant experience in employment and
 
training prog.-ams, such as Baltimore, Maryland, is used as a study
 
laboratory 	 for Jamaicans, with an interchange of program 
administrators between the two countries.
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5. CONCLUSIONS
 

5.1. 	 To anyone with even a nodding acquaintance of this project, its magnitude
 

and complexity are readily apparent. A roughly US$60 million project in a
 

country of 2.2 million people is a massive undertaking. The project
 

design failed to anticipate a number of implementation problems and
 

therefore attempted to deliver too much too soon. The design was also
 

predicated on a number of questionable assumptions, including the belief
 

that an external coordinating authority could be superimposed on the
 

training bureaucracy and that it would have a measurable impact in a 

rather short time period. Tile project appears to be a supply-side 

solution to what were, at the time, essentially demand-side problems. We 

are strLck by the centralized, institutional approach embedded in the 

design framework and note that while private-sector input was provided 
for by way of advisory committees, more active private-sector involvement 

in the actual provision of training was not conside red in the design. 

5.2. 	 There were significant changes in the project environment during the 
implementation phase, notably a shift of operating responsibility for 
academies from .,-YCD to H.E.A.R.T. This shift was imposed by the Prime 

Minister and the Parliament. after extensive investigation by the Wells 

commission, with the presumed objective of improving operations prior to 

implementing evaluations of those operations. The centralization of 

operating responsibility within II.E.A.R.T. also served to minimize 
problems of coordination. The shift in operating responsibility created 

a conflict with H.E.A.R.T.'s monitoring and evaluation activities. 

Processes have been put in place, but there have been few identifiable 

outputs in terms of tracer study results on placement rates or cost data 

suitable for analysis. Thus, the primary project objectives have not 

been achieved. In that there is a potential conflict between operating 

and evaluating responsibilities (program operators should not be 

evaluating their own performance), some resolution needs to be 

accomplished as soon as possible. 

5.3. 	 The initial project structur,_e, incorporating thr e. ,eparate agencies 
(H.E.A.R.T. , MOE, MYCD) , proved unworkable. There remains lack of 
claritv about organizatio nal arraneents which slhou2d be covered by one 
or mo. project nodific;ations. 

5.4. 	 The proj ect has ac"hieved a great deal. H..E.A.F.T. academies are 
show-pieces, and th . Mini.try of Educa t:ion has oen ;reatly assaisted by 
equipment and the rnvation of facilities-. n: trlc tars ave been 
upgraded , a:thoghi nWt a;i.1 have rema1ned. in the ,.v.tm or even in the 

country. Conpetency-ba'ed education moru lea have 1)en dvi a ed 

partially inp!,c,,,. That has not bee:n acn eyed i, muh of wbat was 

originally intended. .rof i ciencv tests for trade areas, evaluations , and 
coordinating: activities have all been delayed, although some are planned 

or under-'av. For the lorn,',:r tern, tne probiem will be: to cover what are 

likely to be considerabei and mount in operat ing cos.ts. 
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6. RECOM.ENDATIONS
 

6.1. 	 It is highly probable that a decision to fund a new skill training effort
 

will be dependent upon what is accomplished during the remaining months 

of the current project. Therefore, we recommend no substantive changes 

be made in the current project. Rather, we recommend that existing 

resources be focused on the following issues: 

1. 	 Implementing and operating a fully coordinated Ml and ensuring that 

a strong analytical component accompany data collection. 

2. 	 Implementing competency-based materials and performance tests in a 

controlled and monitored environment. 

3. 	 Coordinating data collection, analysis and documentation procedures 

to ensure accurate reporting of trainee information. 

4. 	 Improving counseling and placement functions. 

5. 	 Implementing the trainee performance te5ting program and accurately 

documenting and recording results. 

6. 	 Clarifying organizationaL arrangements i.e., who is in charge of 

developing curricula and competency-based instructional materials, 

field-testing them, and seeing that these materials are implemented 

as planned. 

7. 	 Implementing private-sector advisory councils at tme technical high 

high schools. 

8. 	 Completing the upgrading and expansion of facilities and equipment
 

as planned.
 

9. 	 Conducting targeted tracer studies to help build a data base on
 

placement of program completors. 

6.2. 	 We recommend that a one year extension of the current project be granted 

without add: ioi na funding. The remaining project resources should be 

used to compntu planned ":,cnical assistance, participant training, and 

equipment whiui"tionswn:ie at the same time i:nvesti gating policy 

alternat:vy: for :,::e Skill training activi t,. The f rirr is 

necessary to ,evr i"as diDbh:rs':mnt, for 't'civlc ;sn... t, 

overseas ;,a-n1;Mut tra inlo, and ,quipmnt. in ac 1 is: the latter, 

we reccan:: . a .' yedo. UK ill involve 

collecti:i and anazing data "out: :rani:::r cin. : !,ni:s between 

the form; ant w nr c:l ,e tors, re. v n. y of zr;i: ;r s - at,. to 

the deman i. o profr m nra(.' ,, X,y,r ",' wn 0n 

":A'. 	 n, ,nd A t:v'*, for m,.. nr ,r , .: -;curricul'm , , 	 ,.,n ' 
m.w rotie(direct_ rr To, the 	 rrta awr-

to the ;: , ' ."'r ,,0g:;d, ;pA a.. r M-' ,:" , 'i ;). 

The :e::t i0 mt;%t:, wn,* o = 2Vyv ' an ' ' ,: Q W hf, 

r elevanc, PP V*uy an -t. ;V.''' w:iAo~ "x ' n AM traiin 

effort. 1he r uitawt ,it..i ha' will do mucn to put Th Trainintg system 

in perspect:ve and provide guidance for tose 6ho must QP.:d. whether or 
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not to support a follow-on project.
 

6.3 	 We feel that a new project should be funded to continue USAID support for 

skills development in Jamaica. What has been accomplished to date, we 
feel, is a beginning. If AID support is terminated at this time. that 

beginning may turn out to b little more than a false start. Mindful 

that sunk costs should be considered irretrievable and not allowed to 

influence future investment decisions, we are nonetheless persuaded by 

the fact that the developmient of a t ain ing system in Jamaica is about 

one-third the way to completion. To us, this implies that future 

investnents should generate the same expected output for one third less 

cost. Moreover, we feel that the re turn to past in\estments can only be 
r.alized it the sv'; tm 4w alln,-, to ...z . ue i, ", rat. , which we feel 

to be much more likely with continued AID funding than without. From the 

project's inception, it was never intended as a one-off activity. We see 
no reaso :a to r;/ng- th:s view at midstream. 

6.4. 	 We recommend future projc t activities he :introduced on a phased, 
experimetal bas: by: 

6.4.1. 	 Placing greatr emphasis on knowledge development with provision for 
feedback anA modif1ication (cont roIIed ex'perimentat ion). 

6.4.2. 	 Conducting experimentation to test the feasibility of providing a 

tax credit to all firms whose workers pass a certified examination 
devised bv tQ H.E.A.R.T. Trust. 

6.4.3. 	 Providing separate :inrding for the H.E.A.R.T. Trust and the Ministry 
of Education. 

6.4.4. 	 Providing for greater use of subcontracting among public agencies
 
and the priva',-sector.
 

6.4.5. 	 Giving greater consideration to the absorptive capacity of
 
par ticipat:ng aner.cies.
 

6.4.6. 	 Developing =d a:::itering a full-scale properly structured tracer 
study to rp.:,r' ,i;>':vm"ont and earnings. 

6.4.7. 	 Finding al:rnat:'.'e mecnanisms for lowering training costs such as 
enlist..,, '..to-,ectcr participation in a cost-snaring 
partner',h p. 

6.4.8. 	 Promoti:,y a "nsh.r,'I un"ei'.,hared time" facilities and equipment
 
program :*_,si-. :' :,. ,echnical high schools , academies, and
 

privato-notcr work sites.
 

6,4.9. 	 Placing ;'renutr enphasis on development and implemn'tation of
 
opn-, ,try/n:-,. K.ill using 0e ronmp, tency-based
*xt training 

format ',:t:. ,';'r:za:.tal "on... r.. up evaut:on and proficiency 

tests). 
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(i) Have.Private Sector Ad'isorv 30,. seen dvec ed and
 
do they, crov'emeand sice :nfor0a:on to H.E..R. 
ano he acaemies? cw :s th:s :carna::cn usec by 

(i) o-. . ........eta~e~?l........ er co " - :la.... c an
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(iii) Does i.E.-: -- "v" an i:ernai " E.'al"a :o n S"sem cir
 

mor fIac.. = I--K,0 tSne StK IIS f ainInc system 
an: e'a:nc tne resu -s ofntnese actites erMS 

: ._e7n: s m :ran:nc needs at seasonaC. Costs? 
0e .,wS: sytem tunoCt: 0n?
 

How Id*:ne ipnUtS tc 222.. :asistance, ar:nc;zant 
r .n a S ec":I Dcen: r ac: on anac: ,v4 ofes tne 
Oancatton? Raw data was catnered by two contractors
 
(:erzonn ani Ejan}:) on this.
 

. or.- F 3 7, - .:7F3 M.:D '. 

Dd ccc on addes the need o uocrade anp expand 
---,is,r ns zuona tacnnolocv and manacement
ae'vetn: 

enpancec o roram o: non-forma skil :raininc? 

necssa':"_--t flxibecompreheniveZ and 

:he contractor wil measure these acz'vities by addressinc the
 

there an tLe
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o..ni:v D "Y 

Ecacai:on Division .
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O - - .. ... ..co O _r, :cenera tecnnzca I an: cr::ess'on _ aadCvIsry{
 

the r.E.a.c... 
Does the V D: recare_ new comme:en,cy se curricula and 

do, v an u:cra e xS:s:nc cu r_ '.a; a r, ain 
:nstucto:s :cr the H.E . .: academies? 

servIce S Doesz zmanace the academies? 

bnHowdid the inouts of technical assist ance, participant

training and ec-iomen: mpact on the activities of the
 
orcaniati:on? Raw data was cater ed by the two contractors
 
(Nerbonn and Elank) on this.
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- Proiecm ienmnaon Lemmers 
- Con:rac-ors' .a.Zo:ts
 

inte:,a Evlu:oi.-v-ew 1985 and 1986
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PP LOGICAL FRAMEWORK
 

1. Synovsis cf the Lcical Frametork
 

a. Proect: Ccal
 

The goal of this ?ro ISc:to a human base
is establish trained resource 

that "-f-------- te GC$ s eccac.ic recovery program and U'-rove the 
• . "he ..


1 nca4icpr3du c i"v 3 :f 

b. Proect ? r.c
 

The cpuros, this is help an Im:roved skill
cf Pro~ect to esablsh 

training umtc.rcoc nsive to the C1J's economic polizies and labor 
market e,,s. 

e:Sau
 

By the end of the ?ro ec:, the follo-.'ing condItions - exist:
 

-


C. 	 z 


a tnct c GOJ (the "E RA.?.7. ensuring better
n :," Trut) 

coo :o:as tr.t. ... .... s ' as : c ase-

p r va t ez r 7a c 2 .....-a .c f ... . n.. - - es" 

rersonn':: .__t 


reure en0-:.
 

-rezo'.-.:aore c rcsourze boatnrc'rssk. .e hoo :1.tih_ : '-... eca'Sc 

techl..r._c _ ad u~cr.'isor: _e- _to 	 a a as
 

_ huT, ..... ...... ar:,. 	 . a 

-' o i Q .j e~a'-c Ls 
e,.o' uz'22li0'. ' ,2 an unCrczrio'eo"

provo . - s fkil 	 e I.. ser' to the 

an "n' Zr:vate	 -e 

or
est::>::..;::, ... ciru ?Vs tran ne-' e-r-z'e: e:"ecec
 

r c n ae:e: ratics f:= pub.ic 	sector cra: g 

A.t. 
c.rfa 

.P.. 
-

. . ... t e r̂  * s'-Io u lId h..ave 
t 

e e - c ' a n , 

maanageri,. :.,. to propagate, .ana e, a.,d update a rc:r: f 

Sk.i 
S P C! 

t 
f z_ ,-c",:z 

e12'.'ar,t to Ja5ca 
c ,' :; ;n c ud .c t" 

S 
. . . . 

s ui r. 

° 
 the Un-7td Sfates
a:: .... 	 s "o ed n 

and a a ca; 
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- APprCx4=a:ely 9000 e pIved orKer th u'irae skti ls; 

-- apprcxiatey 500 ne.' -crzers tra ined' ;or new investcrs; 

- support f r pprco: .xim, v 143 pri e sec:- r or an,.itions, pr.va~e 

voluntary :rrzan f:rt:.:',s and trade "soat.... 

a z 2 "rcx e cnst ,ined at the se--sriJed level; 
- cav ThxZ 7,,,.. , .... . 

es ta . . .'S", a fzf n g cent ral ns ....... onal eri aIs 

Product ::I -. '.: .e.•-

:::a:ely
- updated nd .. sruc onal :ater'als fZr a a Z0 
courses;
 

- estatlis.ed standards and proficiency tests for approxi-.a:ely 20 
t rad es; 

- four ew .. A... Academies established and in operation;
 

- ten :ehigh schools upgraded,
 

- aprz:: -ate> 630 s:r: urgra'ed;
 

- a S u raded ro: the XYCD, the XOE, a:n d he 

sk. 

- a better u Z:n---'- c f the poIicy, or -2 :on."a" a.n r ce ura! 

r L ....n .rsean e-o C-,--e of "-'c-er n t'he "i Ied :rades; and 

S Zran"nC-etnC 7aZ c '- a -,eLC eUie O 

-e fns.:.ng s''ill e.n in areas :h.a '.ave an 

oZ,7 =7-Zz on s;: .. Or:--es and .r::':iy.?ro "le ec: 

r 7.n :~e a I ZOz.t 


- to nW':.l.e,.- s se s. e0.' ee "-'or;-e r S 

- to respo.-, : cs-a.:" or .nf.s:ry s~e';'. *-a.-,rg proble.-s; 

and 

to huild a self-s ta i.nl., t..- hn a n -anozoerial c-;acity 
.. SeCtor's trainin needs n an 

...7 e et . 7C C S t Cn .'i-r 0 U 
o respond to t Pprivate 

C. C.-. 


" The~!und .'. z, cb' e:ti.'es tf :he ?.-ot are :c~nsi.s~t ........ four" 

p:'to.ty :r.e_ csta- z,.ed b., . .A, .. for devrt .-ogc.sn 

re, .. p d Je...- -, for-, s:e.7:n'_ang of theass-: L e:, 

- ' 

http:p:'to.ty
http:fns.:.ng
http:estatlis.ed


private sector, stlcr.a deveoTnt, gy traser and 

pepcrt ppolicy refcrz through a zegwect vi 
Pro ect w... irect mucl cf .ts 

research. 


agency, t-ie B.i.A. . rust. Th;,e 
and:cr ictingsupport toiard.rovOa ...:ate .ectcr .III a'Zv.-

:i i n. t .1 i .iz a
Jtd:7 -1iz toC f!t Tr v e !11c rD 11(1 

1 :: . . 0a t V C £(2I, SC or s ... 1..4.n; , .special f d 
zo t' c t Ot.. C,c~n.. CE-, ... .. 	 n 

I. . -I...
&C sn~ttut~o:u .:v... ...6evco::io?; toe :.a cr 
:.o........ c ....

transferl.' ,, 20.....t0: tc c ccY: to those 

*-% , . 4 

is designed to acheve its objectives by focusing on fourThe r ect ..aS.O cp ne-

- the z--ART .at 

.E.Zt .. T. -. s.. Ivoving LOan/Grant Fund,-

- Nort-fcr--a' SklIs Training, and 

- Fr--a.I Skills :raining. 

su C r...., and together
.t.These =-oczn:3 . , lated! and u. 
-.to the
they reyresent in - _z _ c-_sstenz thrust :onzati .e 

"s
a souad skis ..... ,rOverall efcrt deelp 
S of the z - Z'. 	 tO C

Gre e 	 on: -
Pro ect. 

/4. -'- _T -_- " , ~t 
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is :cnzerne!
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~he Trust's function is:
 

- to develop, encour.ige, an rvie fo~ofnance for 

employment training; 

es -fop.ovraeemps;. 

- to induce or assist skilled Jamaicans living abroad to return 

to Jamaica; and
 

- to promote e=ployment. projects. 

the Trust h&s the authority to..execute all activities necessaryi Although 
the Trust
 

to implement a comprehensive skill training system in Jamaica, 

Is h vital
directly undertake an operational activity unless it


will not 

can perform . The primary
service that no other agency *will' or 


to formulate policy, set guidelines,

responsibility of the Trust is 


monitor, evaluate and coordinate skill training actIvities in

fund, 

Jamaica.
 

Trust is still in an embryonic stage of development, its
Since the 

in full detail. Several major 'rust

operation has not been worked out 


for placing

programs are under development, however, including a scheme 

recent school leavers in employment, and the funding and development of 

H. .A.P.- . Academies (residential youth comps for training skilled 

workers). A complete dcsc:ipt.on of the TTust can be found 

in tne Technical and ,nsti.uz.onalAnalyses (Sections :1, A and C). 

are outside :he purview of
Some of the planned ac:ivities.of the Trust 

this project, e.g. inducing
A.I.D's assistance, as provided .:hrough 


return to 'Jarmica. 'Although A.I.D.
skilled Jamaicans livingabroadito 

of the Trus:, A..D. financial inputs

supports the general objectives 


of zhose
 on assisting the.,it.ior."idevelopment
will concentrate 

" ore for the Trust to 

parts of the Trust concerned with 
to execute i:s mand2:e, a secretariat has been

develop a capabili:y 
sp-onsI II fo planning and polIy -akn;.,created wi:h the 


skill tra.ning ac.ivies.
coordinaton, and monitoring and evalua:inG 

i.e. Finance and ?lanning,has five major divisions,The secretariat 


and Data Processing, ?rojec:s Development, Monitoring,

Administration 


fully staffed will employ approximately 20

and- Training, and when 

professionals. 

the services (600,000) of

A.I.D. gran : funding wIll be used to provide 

£ducation Mmlnls:ra:ion, who willA specIalist In Vocationa!-echnIcal 
A.I.D. will also provide gran: funds 
act as the Project Team Leader. 

to 

advisory services,(i780,0VO), and
finance 78 person-months of short-termpodtngtii (S264,000) inteprpr nttrailning
loi i funds for nd hor n : 


such fields as man.geent information systems, plnninC and research,
 
trainin; Voblum
 

itorinj and evaluation, P.SC4Mont, And speciftc 
ecu:jtnon: and vehicles 

areas. In itddition, A.I.D. will fund office 
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1. 	 Country:
 

2. 	Pro ect Tt-e: B-sic Sk'%s :-ainin Pro e t
 

3. 	 Proect ubr: 532-903 

Project Dates:
 

... Pr te Acc eet: A-ust 5, 103 
z. 	 Fr,, I O1CIcaz on Da~e: (panned/actual?) 
c. ost resent Poec: Assistace o e,. Da t
"on (PACD):Auc. 1 1989
 

? 	 c
5. 	 .. ~e~ ..iL: u'ca - " ate in dollars or
 
5"ar c'.'a~7:s :c,our:e .. .
. no sources
 

,- 'c 	 Ua 4,900,000 (G) 

USs 	2,520,000 (L
 
CC.... 	 o- , 

Tor7 aSiz, 	 6cE0
 
=
7. ..-: C : .....r o , _S. C L .:, . " . . " - - . .;' t 	 u ". - . - -"-
0 c 0 r ac r 

r 	 am i cc n 
....-
 s.0n C 'co _ r . . u.-. e- of the
- (fo


-c. ,P - _. ........ e,-z-r- :Orl.err ref L'i, ) -an-
i--:). .,'n: _ ' zmi "rc~h..
 

e'-'0, s va uaZtion s): ... 
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GE in No:n-o rma: ra o,,f.l ze
 
f'as c 5k2 11 Ira~n ," .;'nC{ 1'r' , D;I~r:; ..',u:oust 2t'
 
A Rev'_ew of RC.A/(;u'nputs ., .: -s ... rt. 

A ,ev._c: !_he r',o ucaCln L, r1,ouncnt he " "ascw rf ... .... ,) . , -cr 

. .e\':eW f "n, H. . 2.." :t onronen: of... e Basic k:li rai-..n. Prc-ect. 

Ma rvX r onn' N\cv:O 

Internal Rev',e Report: Eas:c fkil! rain,:ng Prolct ,ctoe. 19". 

In: . ,.:'m e t s s'k~l Project. November. 1986:e.:or: ac T'aining 

:I v.e "17'... rv '.,r on . re, ...2 Vocational :echncal e'.e1opment 

lnst tutc,e. .,E.T. Irust. no date. 

achedule of Techncal .'ssisiance for VTDI. RCA/GE. October. 194-March, 1987. 

Prog'ress Report on Consultanz Activ t es . Tracy Harrincton. August. 1987. 

:nal Report_ on ,Consultancy. 'racy aarrin-gton. Decemter. 19S7. 

zrr C 1 :7 10 -r1f 1o. Harr--nizton and 1Peart. 1938.Deeonn 


Fenort: on Crari'oate -racer _,urev. Pr -na red fo0r the ?E .A..R. IT. rust by 
Teape-Jont n Liied. Sepzem e . 9S7. 

Country Deveop:et S-r.e -. :ate n - -. anarca. 75ATDIA. 1 93. 

Projct ?cerBasiSk:l TainiG. SA7D/i'A. 1963. 

t procsal. Eas-_c S :ra5nin,.-Projec ::532-0083. USAID/WA.for 


",; r .. 0. 1984. 

Pro t a.r........nt noc.....nt(s). a-- Sill -ain-z Proect
 

-
' , o n t t. ". B a s c S k "i'l r 'n n ? r o j e c" .Pr oj e c ' ::"r.... .. ,rs ( ?.>.L .

The Himan ac,'- 192.,d Resources :ra.ning Act Document No. 13-1982.
 

1962-l. Empl..nt an 

1935. 
......Aro: 4 ?man o .es.urceTraining Trust. 

Minutes of the Project Management Com.i ttee meetings.
 

H.E.A.R.:. Plocemen: Unit statistical Udate. Auazust. 1987-August. 1988.
 

Financial r.cords. ?,asic. .. ra.ing Prot.
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Currc',:'.. n m ate' I-1S -,:, iutc o C. . r..let c ,ns,:'uct on. foi 3er,':.ce I, Id 
catering. and etreprcnueriai educat (un and :le skills, 

use -: :it': Garmi':: 

Thesis (n " 'ernucnt's 1nvolvemnlt i l ecnn'cal Vocat .unail Lcucat:,in il 
Ja:naica 1Q37-1913 . Vrca Be.<nct . ii:llvers ry or .e'cst incies. 

I)evev c p 1 inc:, t op da" Lc'.:Lcat.:. n i.- J,,i i a:n. nes ,,.: ar . 981. 

TralneC screun'.I at 

Equu:pment !ists for acadcem:es and technical high schools. 

Building blueprints for the new construction at Herbert Morr--son echnical Higi 
School. 

Pro~ec: correspondance files at both USAID/J and RCA/GE. 
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1IDIVIDUALS AND AGENCIES CONTACTED 

Attendees at .\!DIJamaica Or:entat',n and [)ebr-ef in 

Ms. Aucdrey 'fojnin 
1,r. Will14,1iamCareo 
.Mr . Myron Golden 

.r . L. Curonad., 
Mr.. Gweshe 

Proj, ct Manaiement Committee Members 

Dr. the Hon. Joyce Fobinson - Chair 
Dr. William <harlson - P:rector. O.E.H.R. USAID 
Mrs. Audey orIl-n - oro4ram Specialist US.AID
1,. .1 dP e ~ t C S 
,) . Sans r - Presdentr CST.
 

' Pr. Cr r , CIusr - Chi- of Par RCA GC 
Mrs Lorna Parklns -Manager A::s:aion. RCA/GE 
Dr-. f, = iI er7 Cado 'an - Direc"-r. Fi-E) . 'YCD 

r.Earlf Lewin- r'ro Sctr rsnaie 
Mr Lloyd . T.. ofBrown sr Of'.ce, :nance
 

. r I Dyerrnce - .... Eeus an 


.i:" Lawrence E,:ctcr Princi, 

. Brnn . , _. ........ r - . -.. ,... . .
'.. -*' . . . . . . . . . . . . ~c.. . ..... 
... ..... '- . . . . 

jefrev Gavle -Director c c a n 
Mr Courtne rnn0- A'rct orG rst
ro- - r ... ... 

Mrs iJce Mo;en-ve - Deout. Director of Prcjects. H A.... Trust 
Miss Marlett Dobson - Recorting Secrea:," 

Sinrpificant Others 

Mr. En ranis - r-nca 1V-] e, cncl a i, Schocl 
Ms. M a! - .r -, S ' .SCcadenv 

AssMs. Mar:: ,b " :;I ConstC- - Sociate . Mc _a_. ....... . ..
 

S S nMs. Sheryl DZ.avis 

, ..."-.... ot:a= .nenCo.-..Ms :'h s,,- Ue,,'* ission 

Mr. Steadly Webster - re 
M.- A lan Morris - CAST 
Mr D. Chris-o - CAST 
Mr . '-Acrlane - CAST 

Mr. C. Ih .. son - CAST 

Mr. M. Muchette - VTDI 
Mr. H. Lurch - VTDI 

Erief visits with students a, both academies and technical high schools. 

-,,promptu corversation's w"t employers and employees at work:sites. 
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Academics/ cuhiSIMl:ntreS V.s- e'l 

H.E.A.R.T. Academies
 

Ga rmn e.:
 
.Ken -worth
 
Porttlrore
 

Stony Hil!
 
Run;.,ay Bay
 

Teci nical Hih Schools 

Dunoon 

HierDert Mcrrison
 
Marcus Garvey
 

Vere
 

Ministrv of Youth and Communityv Develo;)ment 

Vocational 7echnical Development Institute 

Social Development Conmi:sicn 

Ministry of Education 

Technical Vocational Unit 

,,llege of Arts. Science and Techn.oiogv 
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DATA FEL1AB.LY MATRIX 

tl. R h~Data f'vpe ......... v 

].ra,,.g (-(<st :Financ.:l st lt-,-m!nts uest-ona- e 

P~ac '.... rates One tracer Curv'ev. cvestionable 

Demaid for Workers Government surveys Questionable 

Student res:strat:onsest .ratiun reorts kccer:able 

btuae:ut :ropout rates 0 0 

Employer ve.,s on future 

job needs 00 

Former student views on 
the r.... n programs 0 

Employer views on training 
0proram aua--
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ABBRE\IATIO"S 

CAST College of Arts. Science -id Technolovy 

GOJ Go\'ernment of Jamaica 

HEART Human Lnmploymenti ani Kesearc.n Tra:ning 

JIDC j.,iuaica Industrial Develolnent iorporat:on 

MOE Ministry of Education 

MOIC Ministry of Industry and Comnerce 

MYCD Ministry of Youth and Conummunity Develourment 

NFEED Non-Formal Eucation Division 

PIL Project Implementation Le:ter 

RCA/GE Radio Coraorae::n of America/General Electric 

SDC Social Development Commission 

USAID United States - Azency for Ir ernational Development 

VTD Vocational Training Division 

VTDI Vocational 1raining Development Institute 

VTU Vocational 7eclhnical Unit 

- 54 



Annenxix H
 

-.. .., .tC "ZEJ -ATES
 

STONY -: 

c. .um.'.* .e..onden.s
............. * 


Id v........ . . . . . . . . . .~ .
. *4 ~ .* ... 
E. c e ;'d . in ?•l of Ie , b e f.•,,Ieo• • • ,,
 

was.dy~ a . 44 .At4 .....zen.. .44 


prce: ofinn wascnzn~ 
 aa ee.e
 
-- f u e a c e Cf :bcse e-..::1 e eCe : e !L 

e rs.. n e"nts,. . .;.e s Ce. . ?e.h~e...Niz ae. ~ 
v d e
 
. . . . ..
a O. "...4" . . . .. .4.t.4.....4
. ... . ... 

..... ..... ..... ... . . . . . . ,
. . . .. . . . .
. . . . . ., . 4 :'- 0 

e6-a4-4 0 . e4- 4" 4 4 4 g 4 - . e4 9., 

Se -f . ... . . . .
 4 . . . 4 . . 

eo z .- C-7cn
t2~~~er~~~~.,e * 4 

e 
*S .*.~;~ 

s 
. .4..............4 4 4 e 4 4 4 S4 
 1 9 

v,ec ra g.4e
 

'
f "-- .ne....
 .........
7 4--a.S .........
a
 , 

a f::cc e :se e n-•i a e:e • e m v- 2 

'-' '4fi94 "9 s e.--.SO44aS -S -,'.4 - 4 " 400**5 44^"44 : 

-. -. _ _. . . ._. . . . . . . . . . . . . . , , ... , , . -0 0 

...... ....-
. - "3 -- _ h 
e o em ! :;.- .. "
 



GAY.EX
 

N7Ur e of Re.pcnden:s. .. . . ...... ....... .....
..1..:
 

T" -- 0 e -4 . . . . . . . . . . . . . . . .
s .- pI cyed .yed . . . the,... . 

wa a, . ,* . . .* 9. 9 . * 9 

-e ,t. . . .. . ••. . . . . ., * ,, ,, . . . 

. 3e a_~n n: ..... em=O',9. e ~ -
-

4 . . . .999 

,- ,b m o • o o •- Is -

ae'Ce .t a,' - ,
. aa' . 
. e. ....v ..... e.. = ..
.. .. . . $. I q . 11. .


Ave:ce Sa "lart 
Fem le ... 99................. .. . , ..... ,,,$ 7 ,00*
 

•~~~~~~~~~:p- t• e ve e .@ z 

M=--: - a : .-

Scu =:_
ea~ -Jc nsc. - ,.- . --. :o_56
 



Me t-- o Mon :.f ~ cf~ -: 

e . -' -a Q t 7. 

0B, A :- - " a.a-:.e:enen-ed 

0 . 

0.5: A.: 
• ,*~ 

--.-

-. * . ,:.c.., 

F " ... 

e:z t e 

:m e-,., e

r. Z 

;.O" 
.. '-"~ 

A S- S s c 

... - "- .

.,. A. 7 - . ,R...-
t., 

. 
;- -

e~l ,:.it 
c- atv 

::~-::: -.' ::pe-e.-:ed 

, 

X: ~~ ~ 

57 

~2nytc-e 

, :-

~s t 

. 

~ ,. .. 

- 57 



- '.- . - -.- ..--

,. ,-As 

-'T,-

-C.- . 

" -..' r- . a ' 

2Z 
W1.L-4 -

-':' 

-. -.**..~j --

.en': 

'-'. , 

,-. 

-
ZS 

. 

,- ' e 

:mee--. 

at.

an '.-ess 

- *- --- =. .. 

S. e . e .-- , ."L 

43Qn c. e 

....58..".... -

- 58 



-- 

_ ., _ ¢ ." D T
: 2 €" .... . *. S. . -_. - _ ..=vve 


- e-." -. ,,-~27 .2 ..
2.r 7, e, 

F ~ ~ C'D ~ a:: xUA~:; 

- : -= : :e0.ez" . 
"
* -" ' " a s u n 

e- - ' 2x(,~' -...- Y. 
*ss -, **'": c .- c 

-- *4*77S4 4"' S2 


: 
a:erC e - as 

,c 2's -_ - r-~ l 4...~nc-- -<.-- 7 2 s ! 
-2 ] .&.' 


oE, .a . [v : , -- Z. e , 
rc -- " . . - -r ::....: S i~n 

~ c . erc: _°°.. ... 
:..C :L2 _ Z Z : :: 

3 Z has
' o - -3_ i
c'L-:A 21 ...
 

7 w. e -- e f.-.a.v e 
, -a.- -4C,- . ,-.- e 

S a : :e.)see
?a~
o,.a,. 

p. r - - .-.--- _ - _.- 

- .4,* 

:u
-- o...re; ...c cm"w..2 c' .'_~ '," .. ...C,.e lwe 

...;q .
e~ 'nv'eQ-4.. .. ;.Z . a¢'. £' 

c,..',Fn 




simnwTrEnm Tiri-3:iucPt._ Ass isrp. cvt ricivi )IhvI TOl TIIKMIHUIjTRY or iutntc&r1O)" 

Ve..z ion I'iit -mpelmrii rd idol tiltont.IL II(in T.A. Uinused T.A. 
A Ilweealt edi 11.11 varnt rd !;L" i nk r111cw EilIb 

IPRACIIF'.UTXAIlftW 19.0 .5.3--20 k 

cm) KhAGIMF.WT 21.0 1.0 ------ 5.0 12.0 

(119 CIUI15j.0 1~ 17.9S M 

rIIO.Irx-T I'J31t.lw['rIdT 11.0 -0 - --- -0 -12.0 

T(Y1~lS................................. .. to I-h -0 

TOTAL. ICIINII:AL AStiISTAM-H rZI'NMI~lt:K 1145,990-00 
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(7zP.sv,, MONTHS/# P 7.C4A 

on ividual received :ai~ *...anas :eti:qdO a wto 
!::mn A-!-' g:e~~na e toi I.o~r ccon ected 
t~e ;rZ ect and emmpcyed Zry tet t.CA...C a enza.?;. 
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