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EXECUTIVE SUMMARY
 

The Advisory Council for Huntan Resource Development (CADERH) was
 
established in 
1984 to address private sector training needs in
 
Honduras. The CADERH project was originally approved by USAID as a
 
pilot activity and funded through an operational program grant.

Subsequent amendments extended the life of the project, increased
 
the amount of funding, and focused the scope of activity. CADERH is
 
fully operational and is linked with its private sector
 
constituency through a Board of Directors 
with private sector
 
members. Project objectives were to define training needs, 
to
 
develop trade certification examinations, and to develop

competency-based instructional materials. Private sector trade
 
advisory committees were established to carry out these tasks.
 

This is the final evaluation of CADERH, the purpose of which is to
 
assess project achievements in order to determine sustainability

and to identify lessons learned. The last external evaluation took
 
place in 1989. The project is scheduled to end July 15, 1994.
 

Both CADERH and USAID were well prepared for this evaluation.
 
Within the first week of the evaluation relevant documents were
 
reviewed and an acceptable work plan developed. This evaluation, as
 
other evaluation is organized by project component. Interview
 
guides were used to assist with the clarification of issues at the
 
vocational centers and industrial sites, CADERH and USAID. 
Key

personnel were interviewed and direct observations carried out at
 
five vocational centers and three industrial sites. Rosponses were
 
elicited as well as obtaining the measures of performance from
 
existing reports. Both USAID and CADERH provided information to the
 
evaluation team in a timely fashion.
 

Overall Findings:
 

A. 	 The project objectives were met or exceeded.
 

B. 	 CADERH's institutiotal capabilities have evolved over the life
 
of the project. The institution is responsive to
 
recommendations and is capable of accommodating changes.
 

C. 	 CADERH has the capacity to respond to private sector training
 
needs.
 

D. 	 The major 4uestion facing CADERH is how much developrn._.t it is
 
capable of undertaking on its own without outside funding.
 

E. 	 A key element to the success of this project is the long-term

continuity and stability of AID project management and the
 
Board of Directors.
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Component I - Vocational Training (5 of 15 centers were visited).
 

Comment 	 In 1992 there were 1,608 graduates (including skill
 
upgrading graduates) which was more than double the 74i
 
graduates of the previous year. Approximately 87% of
 
those graduating appear to have jobs, but it is difficult
 
to quantify the results of training unless a uniform
 
standard of measurement is adopted and training centers
 
develop and maintain a database of graduates and their
 
initial employers.
 

A. 	 The modules and certifications test developed are of high
 
quality and they are being used.
 

B. 	 The major problem is the continued level of use:
 

1. 	 Centers do not have funds available to purchase
 
additional modules or to pay for certification exams once
 
CADERH's assistance is phased out.
 

2. 	 The population of users needs to be broaden, otherwise
 
materials can not be produced at an economical cost.
 

C. 	 There is a need to upgrade existing materials and to develop
 
new modules on an ongoing basis.
 

D. 	 There is a need for in-service training on an on-going basis
 
for instructors and administrators of vocational centers.
 

E. 	 Tools, equipment, and training materials need to be supplied
 
on a continuous, but modest, basis to maintain program
 
quality.
 

F. 	 It would be a good investment if CADERH made available
 
assistance to vocational centers on an on-going basis, since
 
mentoring is still required.
 

Component II - (visited 2 of 9 companies that received in-plant 
apparel training and a metal fabricating company) 

A. 	 There was a high level of training, high rates of productivity
 
and high rates of return.
 

B. 	 The apparel industry was an excellent choice on which to focus
 
CADERH's in-plant training activities.
 

C. 	 The target population was people of low economic status with
 
low levels of education; 80% were women.
 

D. 	 The training was so effectiv- that firms are now capable of
 
doing their own in-plant training. A significant multiplier
 
effect has been achieved.
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E. 	 Since Amendment 11 CADERH has continued with this activity

without USAID assistance. It has signed contracts with 2
 
firms, it has set tentative start dates with 5 other firms,

and there are 7 more firms that they are negotiating tentative
 
start dates and contracts. All but one of the industries
 
negotiating for training is in the apjarel industry.
 

F. 	 In the apparel industry training is at the center of the
 
management system. This is why it is so effective.
 

Component III - Training Materials Bank (TMB)
 

Comment USAID support concluded in 1991-92
 

A. 	 Over 200,000 items have been distributed to schools,
 
industries and other users.
 

B. 	 Printing, desk top and video production capabilities have been
 

developed.
 

Institutional Assessment
 

A. 	 CADERH is a maturing institution that has developed an
 
integrated accounting and management system which can
 
accommodate future growth.
 

B. 	 With diminished AID financial support since 
1992, CADERH is
 
still providing a reasonable level of service.
 

C. 	 CADERH can't be expected to undertake significant development

tasks and still achieve self-sustainability.
 

D. 	 Self-sustainability can be achieved depending on the level of
 
development activity to be wholly supported by CADERH.
 

E. 	 There is a need to solve the problem of a relatively high

staff turnover rate at CADERH.
 

F. 	 An examination of CADERH's organization chart suggests that a
 
review should be undertaken. Greater cohesion between 
cost
 
centers should be achieved.
 

G. 	 CADERH should review the current mix of activities and
 
concentrate on 	 where they have a
those area comparative
 
advantage.
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Lessons Learned
 

A. 	 Long-term supervisory continuity, consistent and clearly
 
articulated objectives can successfully drive a project.
 

B. 	 A decade is a relatively short period to adjust to a high
 
level of development activities funded by internally generated
 
income.
 

C. 	 Outside support will continue to be required for development
 
activities deemed important by CADERH and potential donors.
 

D. 	 Establishing and maintaining instructional systems is a long
 
process requiring sustained effort and monitoring.
 

E. 	 Uniformity in data reporting systems would assist with
 
monitoring and evaluation.
 

Observations and Recommendations
 

A. 	 CADERH can attain sustainability. The major question, however,
 
is how much development activity should be undertaken. CADERH
 
cannot do both if development is expected to be at a high
 
level.If there are development activities that are important
 
in USAID's eyes, they should be supported.
 

B. 	 Competency Based Instruction (CBI) is an effective vehicle.
 
Resources provided should include follow-up support. There is
 
no leverage over vocational centers unless there is a
 
moderate, sustained effort.
 

C. 	 Training of vocational center staff would be a good
 
investment. CADERH should expect to conduct on-going training.
 

D. 	 Marketing is a key element requiring resources. Expanding the
 
market to both the public and private sector over a wider
 
region is essential.
 

E. 	 CADERH has to expand its scope of members. There must be more
 
stakeholders and greater linkages. National recognition must
 
be achieved and this requires a broadened scope. CADERH may
 
have to give up some control.
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I. Introduction 

USAID/Honduras Project No. 522-0257, the Honduran Advisory Council
 
for Human Resources Development (CADERH) was initiated through a

Operational Program Grant (OPG) authorized by USAID Honduras 
on

July 26, 1984. The purpose of the project was to 
create a

technically and financially viable institution which could respond

to private sector training needs and priorities. Subsequent

amendments increased total project funding, extended the life of

the project, and focused activities. CADERH is now fully

operational. This external evaluation was requested 
as a final
 
evaluation of Project No. 522-0257.
 

Project Amendment No. 
11 of July 13, 1992 extended the Project

Assistance Completion Date (PACD) 
to July 15, 1994, and, in
addition, addressed activities under Components I and II. Project

Component III was completed in 1992. The evaluation is based on a
 
set of questions provided in the Scope 
of Work (SOW) which is

attached as appendix 1. Responses are organized by the three
 
project components followed by an institutional assessment. In
addition, sections are included 
on lessons learned, future

directions, and conclusions and recommendations. A final section

includes appendices with appendix 2 being the Project Overview and
appendix 3 Methodology. Following is a brief summary of the current
 
project status:
 



11. Summary of Current Status 

A. Component I
 

Support is 
 continuing for assistance to Private Volunteer

Organization (PVO) and municipal vocational training institutions

serving youth and adults from less privileged sectors of society.

Through this project activity, 15 training centers have been built,

remodeled and equipped, with an annual enrollment of over 3,000.
One hundred and thirty instructors and administrators have been
trained. Trade certification exams and 
 competency-based

instructional materials have been developed for 40 trades and subtrades for the vocational training centers. Over 200,000 individual

instructional items have been distributed, including videos, film
strips, instructional booklets and 
tests. Presently a model

vocational training center in being built in San Pedro Sula. The

municipality has contributed 5.4 acres of land.
 

A follow-on project proposes to build on the success of the CADERH

project by expanding the existing network of 
15 PVO and

municipal training centers 
 to approximately 35 centers.

Participants will gain greater access to formal and 
non-formal

vocational training through meeting the basic educational requisite
that both levels of study require. Curriculum material also will

be available to the MOE's formal training system and to other non
formal vocational training institutions.
 

In 1992, the CADERH Project recorded a 92% rate of return on the
direct costs of 18-24 month, job entry level training offfered by
the PVO and municipal training centers assisted through the

project. The majority of the beneficiaries were unemployed 
and

underemployed youth and adults from low income families.
 

B. Component II
 

USAID financing of activities under this component were suspended

in September of 1992, 
and were terminated with Amendment No. 
11

(July 16, 1993) because of allegations from the US media that
 programs of this nature could result in a loss of employment in the

US and that some firms benefitting from training were not
recognizing international labor rights. While an extensive review

of these act.vities by USAID/Honduras and CADERH showed that no US
employment had been sacrificed as a consequence of this training

and only one firm had been involved in any questionable labor
strategies, in-plant training activities with USAID financing were
terminated, based on Agency guidance. In addition, CADERH's 
Board

of Directors reviewed ongoing and planned in-plant training and
credit promotion activities and defined the following strategy:
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1) 	 Suspend all grants for future in-plant or industry specific

training programs. Require that clients pay market costs for
 
this training;
 

2) 	 Use the balance of the 
industry specific training fund to
 
construct a model vocational training center in San Pedro Sula
 
to provide access to industry specific training for
 
individuals, rather than limiting access to firms;
 

3) 	 Include appropriate wording in CADERH's training contracts to
 
assure that clients respect Honduran labor rights.
 

Through loans and direct grants, technical assistance, personnel,

training materials, technologies and equipment to develop local in
plant training capabilities were to be financed under the original

project design. Industry-specific and in-plant training, however,
could not be provided by local institutions because no local

capabilities existed, and local institutions did not agree with the

conditions for conducting and evaluating training. CADERH began

assuming direct responsibility for training with the approval of

USAID. Over 5,000 individuals have received technical training,

most of these were 
from pocr backgrounds, and approximately 80%
 
were women, including a substantial number of single mothers.
 

Participating firms developed the capability to conduct their own

training activities. Assistance was focused on developing training

capacity within firms. Thus, 
the long-term value to the firm
extended beyond the initial training, and the financial benefits of

training were multiplied for firms and for individuals.
 

C. Component III
 

Component III 
was designed to address the long-term need for the
 
reproduction of quality training materials. The Training Materials

Bank (TMB) was designed to disseminate training materials developed

through Components I and 
II, 	 to provide low cost multi-media
 
training material and equipment, and to adapt and reproduce

specific materials for use by Honduran firms and organizations. In

this way it would serve as a clearing house and source of training

materials for both in-plant and training centers and optimize the

distribution of the products of Components 
I and II. It was
intended 
that the TMB would be managed as a cost recovering

component of the project.
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III. Findings 

A. Overall Project Goal
 

The overall project goal was to generate increased employment
 
opportunities through the improvement of the quality and relevance
 
of vocational and managerial training. This was to be accomplished
 
through a) strengthening CADERH's technical and financial capacity
 
to serve as a link between the private sector and the
 
vocational/technical training systems; b) and the establishment of
 
mechanisms for responding to private sector training needs and
 
priorities, including job entry level skill training and skill
 
upgrading, certification, and job placement.
 

a(v) 	 How did CADERH's activities contribute to the Mission's
 
Action Plan objective, specifically the goal of achieving
 
broadly-based, sustainable economic growth?
 

There is a high correlation between low productivity and sluggish
 
economic growth and a poorly educated and marginally trainable
 
workforce. To counter this constraint, CADERH's work in competency
based curriculum development, testing, and certification was to
 
establish the base for the continued expansion of training programs
 
at vocational centers and in industrial firms. Significantly, the
 
project targeted the poorest sectors of the Honduran population,

the sectors that are most difficult to integrate into the economy

but yet essential to sustained economic growth and development.
 

Overall, the CADERH project has trained more than 18,000
 
individuals since 1984. A total of 1,608 individuals graduated from
 
the 15 vocational training centers in 1992 alone. This was more
 
than double the number of 1991 graduates. Among the 1992 graduates,
 
an estimated 1,229 were employed. Over 2,000 individuals completed

in-plant training. A total of 1,843 certification examinations were
 
administered over a four-year period, not an insignificant number
 
given the newness of the concept, and the magnitude of the task.
 
More than 130 instructors and administrators were trained, and they

in turn trained 3,000 students annually. Thus, a significant, and
 
long-term multiplier has been achieved. In participating firms,
 
moreover, it appears that productivity gains are considerably more
 
than anticipated, and in some cases individual productivity gains

have been 70 percent or more. The long-term potential to impact on
 
training and dcvelopment, and on economic g?owth and employment has
 
been established by CADERH.
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B. Component I
 

1. Introduction
 

Project Component I was designed to expand the trade certification
 
and competency-based instructional system in order to improve the

quality and relevance of training for meeting private sector needs

and priorities. Trade certification exams and competency-based

instruction material were developed for 40 trade and sub-trades for
 
use with vocational training centers, industrial trainers, and the
educational and training public; training videos were developed and
 
distributed; 15 PVO and municipal training centers serving 3,000

low-income youth and adults annually were built or remodeled, and

equipped; and instructors and administers were trained. The outputs

of component I relate to 
curriculum materials, certification,

instructor training, centers served, and goals for retention, and

employment rates as presented in the table below. The component met
 
or exceeded all major outputs.
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Table B.1. Original Outputs 
(Amendment #4), Amendments, and
 
Current Status with Percent Achievement to Amended
 
Target
 

Goals Accomp
lishments 

Output Original Amended 30/9/93 

Curriculum materials 
and certification 
systems developed
for new trade areas I0 14 31 221% 

Number of instructors 
certified 100 - 123 123% 

Training centers using 
CADERH curricula and 
participating in the 
certification system 25 - 25 100% 

Retention rate 
increased to 80% - 90% 113% 

Job Placement rates 
'ncreased to 80% - 87% 109% 

Persons who receive job 
entry level training,
certified and employed 2,500 7,000 14,275 204% 

Persons who receive skill 
up-grading training, 
certified and 15% 
increased productivity 3,500 7,200 7,566 105% 

Counterpart hours of 
service by Trade 
Advisory Committees 11,520 8,400 73% 

Source: 	 CADERH/USAID quarterly and annual reports and USAID semi
annual project status reports
 

Note: 	 There is no cumulative hour count for the 
Technical
 
Advisory Committees. However, 
there are 10 separate
committees, each with an 
average of seven members, and

each meeti-'j for an annual average of 40 hours. When the
training programs are being defined and elaborated, the
combined committees meet for approximately 2,800 annual

hours of voluntary service (3 years each x 2,800 hours 
= 
8,400).
 

a(i) What is the quality of certification testing, training

materials and training programs in 
terms of criterion
 
reference instruction and testing norms, and relevance of
 
instruction?
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2. Technical analysis of certification
 

A total of 30 different certification tests (individual trade plus

sector tests) have been developed and field tested (see Appendix 6
 
for a detailed list). An additional test has been developed for
 
teacher certification. A total of 902 individual tests have been
 
given to 	students from vocational training centers; 872 different
 
tests have been administered to 
employees of firms. Instructor
 
certification tests also have been administered (table B.2).
 

Although students presently tend to be tested at the completion of

the program, it should be noted that certification tests measure
 
individual competencies which relate to specific job tasks. In

other words, a student can test out on a set number of competencies

and is employable in those competencies even though the total
 
program is not completed, 
For this reason, a more functional
 
measure is by task and competencies rather than by exit point

(graduation).
 

Table B.2. 	 Graduates Taking Certification Exams, Graduates
 
Certified, Company Employees Taking Certification
 
Exam, Company Employees Certified, Teachers Taking

Certification Exams, and Teachers Passing

Certification Exams by Year
 

Graduates Graduates Employees Employees Teachers Teachers
 

Year Examined Passing Examined Passing Examined Passing
 

1990 297 566 	 35
110 	 234 


1991 410 220 245 200 30 5
 

1992 86 51 51 42 50 39
 

1993 109 34 10 2 
 12 5
 

Total 902 	 872 127
415 	 478 56
 

Source: 	 CADERH Department of Certification
 

Note: 	 1993 data is for nine months only.
 
Yearly total obtained, no breakdown by sex
 

The methodology used reflects sound procedures consistent with

criterion-reference evaluation. The test are of high quality, easy

to use, and reflect a functional balance between theory and
 
practice. The procedure for administrating tests is effective but
 
the costs of administering the tests are a concern.
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The 1989 evaluation called attention to the difficulty level of the
 
certification tests, arbitrarily high standards of performance, and
 
ambitious amount of work. Recommendations were to use product, 
rather than process evaluation; test on the basis of competencies;
 
convert tests to pass/fail scoring; prepare test for different job
 
levels; and consolidate development efforts to correspond to
 
available resources. CADERH responded by revising both the test
 
construction procedures and the tests themselves.
 

The pass rate, however, is not high. In the vocational centers,
 
this appears to be mainly a result of low reading ability and
 
insufficient skill practice. Low reading ability also appears to be
 
a major factor in firms.
 

The level of use is a concern. Of 1,608 vocational center graduates

in 1992, only 86, or 5.3% percent, took certification tests. Fifty
one employees took certification tests in 1992, and four
 
instructors. A comparison of data from 1990 to 1993 shows a
 
considerable drop in the use of certification tests, particularly
 
after 1991. This is explained in part by the fact that 1991 marked
 
the end of the five-year period of assistance by CADERH to
 
individual vocational centers. Then again, individual tests,
 
including the practical component, cost within the L.50 to L.150
 
range, and this is no doubt a factor in the limited use among
 
vocational center graduates.
 

In the case of industry, up until 1991 certifications tests were
 
administered with no fee as part of the validation process. Also,
 
since adverse media coverage in 1992 USAID assisted industrial
 
training activities have been terminated. Within CADERH itself,
 
industrial training and certification are now managed through

different departments and this also may have contributed to
 
reductions in use.
 

To be sure, the certification tests are methodological sound and
 
functional. However, the extent to which schools will continue to
 
use the certification examinations to assess student performance,

and the extent to which employers will use the tests for screening

and training purposes, is uncertain. In the case of schools, the
 
low reading level of students prevents effective use, particularly
 
in the case of adults attending part-time evening programs; schools
 
do not have resources to devote to testing exercises which consume
 
costly material and to pay for certification specialists; and the
 
relatior ship between the certification tests and diplomas is not
 
clear. r.-he certification tests also lack official zanction. In the
 
case of employers, there is some evidence that they are not
 
recognized as a screening device, that there is a lack of knowledge

about the tests, and that issues of wages, union membership, and
 
competition, contribute to the lack of use. While the certification
 
program has had some impact, it has not reached its potential.
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As the 1989 evaluation noted, the scope of work was ambitious.
 
CADERH undertook a substantial development task, and in the process
 
it has refined its test construction process, developed

considerable in-house capability, and produced a good product.
 
However, the extent that certification will be used depends on the
 
success that CADERH has in demonstrating its worth to the education
 
and training public. This will require a shift from development and
 
implementation to marketing and public relations.
 

CADERH should consider developing a marketing program for the
 
certification program. Increases in the level of use will not
 
happen automatically. The initial emphasis probably should be on
 
expanding the use and gaining acceptance of the importance of
 
certification rather than on generating income. Once the system is
 
widely accepted and used, the income potential can be fully
 
exploited.
 

3. Technical analysis of the instructional materials
 

Presently a total of 563 different modules have been developed in
 
26 trade areas. Over 200,000 self-paced instructional modules and
 
related instructional materials have been distributed to the
 
vocational centers participating in the project. Additional modules
 
have been distributed to other educational institutions in
 
Honduras, and modules have been distributed to industrial firms and
 
to individual participants (see table B.3). The modules reflect a
 
careful articulation between theory and practice, the value of
 
independent practice and corrective feedback, and the correlation
 
between job requirements and instruction. The quality of the
 
material is high. The modules are easy to use. The directions are
 
clear, the format is functional, there is a good balance between
 
theory and practice, and the material is relevant. Some beginning
 
students and some adult workers have difficulty reading the
 
material, but this is a reflection of low reading levels and not an
 
indicator the appropriateness of the materials itself.
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Table B.3. 	 Total Number of Modules Distributed by User and
 
Year
 

Year PVO Centers MOE Firms/Individuals
 

1987 	 15,390
 

1988 	 12,210
 

1989 	 26,730
 

1990 20,670 	 56,804
 

1991 	 4,741 103
 

1992 	 4,070 10,572
 

1993 
 3,249
 

Source: CADERH Department of Certification
 

note: Sex of user only available from training centers
 

Some of the individuals interview in schools and at work sites
 
expressed interest in the development of additional modules in
 
industrial electronics and industrial maintenance. These are two
 
areas emerging as important technical specialties because of their
 
immediate usefulness: they are at the core of industrial
 
development for Honduras. CADERH, however, may 
not be able to
 
support development costs without sacrificing the goal of self
sufficiency. Consideration should be given to future support of
 
development activities in these two technical areas by USAID.
 

At the time of the 1989 evaluation, the process for developing

training materials had been established, and the production record
 
was noteworthy despite a four month delay while awaiting technical
 
assistance. The evaluation found that the modules "are excellent
 
with respect to form, measurability, integration of instruction
 
with production, individualized instruction, self-testing, degree

of teacher education required and appearance." These comments are
 
equally appropriate today.
 

There are two areas of concern, however First, the level of use.
 
Initially, participating institutions were supplied a set of
 
modules. Individual schools, however, lack the financial resources
 
to purchase additional modules as needs develop. In addition,

efforts to expand use beyond participating schools and employers

have not been highly successful. The MOE purchased modules, but not
 
in large quantities considering the number of students enrolled. As
 
a consequence, has not make
CADERH 	 been able to cost-effective
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productions runs. Press runs of 300 are a minimum to achieve cost
 
efficiencies. Individual institutions have resorted in the short
term to photo copying individual modules at a high unit cost.
 
CADERH needs to consider ways to expand the population of users.
 

Secondly, the "shelf-life" of instructional materials without
 
revision and upgrading is relatively short. In rapidly changing
 
fields, it may be as little as three to five years. In order to
 
fully realize the benefits of the development work that has already
 
been done, it is necessary to implement a process of revision and
 
upgrading, even if on a modest scale. The alternative is to lose
 
the investment that has already been made. Future support should be
 
given to this activity.
 

4. Technical analysis of the CBI system
 

The project demonstrated a high rate of instructional efficiency
 
(see table B.1). Annual completion rates at vocational centers were
 
approximately 90 percent; job placement levels were around 90
 
percent for graduates. This is a significant record when one
 
considers that the average completion rate for primary schools is
 
65 percent and that less than 20 percent complete secondary
 
education. Average costs per graduate are $ 600 on the primary 
level; about $ 850 for a high school graduate; 1,345 for a 
technical high school graduate. The cost of a graduate from a 
CADERH assisted training center is about $ 300. Moreover, the 
project is working with a population that is both economically and
 
educationally disadvantaged, and that has been largely bypassed by
 
mainstream educational institutions in Honduras.
 

Because of high placement and significant increases in earnings,
 
the rate of return is high (92% vs. 43% for primary education).
 
The 92% rate of return was calculated by the USAID Division of
 
Human Resource Development from 1992 household survey data
 
collected by the Director General of Statistics and Census and the
 
1992 Survey of Graduate Income conducted by CADERH/USAID. The
 
internal rate of return for 1993 can be calculated once 1993
 
household survey data is published by the government.
 

Cost recovery from production work ranges from a high of 90% at El
 
Sembrador to a low of 9% at Juan Calvino, with an average among
 
centers of around 25% (based on 1992 data). Cost recovery, however,
 
is probably higher when gaged against the level of production

activities. However, center directors have incentives not to report
 
all nvt income, including a possible reduction in PVO and municipal
 
subsidies. In any case, based on available information there is a
 
significant reduction in training costs and costs per graduate as
 
a consequence of production activities.
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In the future, the method of calculating cost-recovery should be
 
reconsidered because it does not reflect full
the extent of
benefits. Presently, annual budgets are compared with net income
 
from center activities. This method of calculation underestimates
 
cost-recovery because does
it not track cash flow. gross

expenditures and gross income. Gross expenditures and income 
are
 
very important because the higher the cash flow, the more money the
 
center is spending 
on materials for shops, maintenance and
 
upgrading, and additional practice for students.
 

Continuing flows of purchases and sales in the centers should be

tracked throughout the year, rather than just reporting total net

income at the end of the year which underestimates both the total

expenditures of centers
the (cost of instruction without
 
production), and underestimates cost-recovery and the instructional

value of the additional opportunities to practice and perfect

skills which are associated with the production activities. Future
 
consideration should be given to using both methods.
 

Competency-based instructional systems incorporate 
open/entry
open/exit features, establish 
performance standards, allow for

different learning rates, and relate instruction to work. In the
 
case of the system developed by CADERH, production work is

incorporated into instruction. Conceptually, a CBI system is sound

for the conditions found in Honduras. 
Production work is a

particularly useful feature since it helps defray costs and
to 

ensures that practical work is provided. The system compares to the

best systems established 
in other countries. Deficiencies in

implementation are due mainly to a of
lack resources in some
 
centers, and to 
 the quality of classroom instruction and
 
management, and not to the design of the CBI system or the quality

of the materials.
 

Visits to the vocational training centers identified areas where

problems 
can be anticipated with the continued implementation of
the CBI system. First, management skills are required both for
 
managing instruction and managing the zlassroom environment. While

training was given to instructors in the initial stage of the

project, in some centers considerable staff turn-over has occurred,

and more can be anticipated in the future because of low instructor
 
salaries. In order to maintain program quality, on-going training,

perhaps using CADERH training for short-term needs, will be

required on an annual basis. This can be in the form of short-term
 
workshops, 
and at least three areas should be emphasized:

instructional delivery (use 
of the CBI system); classroom
 
management (use of the physical resources, such as tools, material,

and equipment); and the development and use of management systems

(such as maintenance, tool storage, safety program).
 

Second, program quality is directly related to the quality of the

directors of the centers. Consideration should be given to

formalizing on-going professional up-grading, perhaps through a the
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organization of administrators 
of CADERH associated programs. A
modest investment in the training of administrators can yield high
returns 
at the individual 
school level 
in the form of less
destruction of physical resources, higher teacher effectiveness,
increased 
student achievement 
and stronger linkages 
with the
community.
 

Third, modest investments in 
relatively low-cost, supplementary
training materials, such as videos, complementary texts, charts and
visual aids, 
can address the 
need for technological upgrading.
Technical 
fields are not 
static. Technological upgrading 
can be
accomplished through the supply of simple materials that introduce
new concepts and practices and enhance instruction. Most centers
can not easily access 
these material or afford to purchase them.
Unfortunately, however, USAID 
financing for 
these activities is
ending.
 

a(ii) What is the cost-effectiveness of PVO/municipal training
programs? Are the effects being produced at an acceptable
cost compared to' alternative approaches?
 
For 1992, instructional cost for centers run on the average L.O.83
per instruction 
 hour with production, 
 and L.l.16
production; without
this represents 
a 28.4 percent reduction costs.
(These savings, may be underestimated 

in 

in 
some cases because
concern with preserving the non-profit making 

of
 
status
Therefore, of PVOs.
it is difficult 
to comment
trend). The number of 

on the income generating
students starting the year
averaged 84 percent and finishing
in 1992 and 90 percent in 1993. 
The total
number of students graduating in 1992 (1608) more than doubled from
1991 (741). 
Not considering development and implementation costs,
the on-going instructional costs 
are low in relation to retention
rates, training output, and job placements (see table B.4).
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Table B.4. 1989, 1991, and 1992 
data on CADERH supported
 
Vocational Training Centers
 

Impact Indicators 	 1990 1991 
 1992
 

1. Number of Centers 	 15 15 
 15
 

2a. Cost per instruction L. 0.84 L. 0.68 L. 0.83
 
hour with production * ($ 0.12) ($ 0.10) ($ 0.12)
 

2b. Cost per instruction * L. 1.12 L. 1.02 L. 1.16
 
hour without production ($ 0.16) ($ 0.15) ($ 0.17)
 

3. Initial Number of
 
Students 2,928 3,545 3,179
 

4a. Number of Students
 
Completing the Year 2,076 2,662 2,663
 

4b. Number of Students
 
Graduating this Year 
 600 	 741 1,608
 

5. Annual Completion Rate
 
4a/3 % 71% 75% 84%
 

6. Number of Graduates
 
Employed 
 1,229
 

7. Graduate Employment
 
Rate 6/4b % 
 76%
 

L. 7 = $US
 

Note: 	 Four additional centers have received limited assistance
 
but this has been less than the original centers because
 
of the limited financial resources remaining in the
 
project.
 

The program has high effectiveness, particularly when compared to

similar training programs in Honduras. Training costs at INFOP, for

example, 	average around L 
 7.65 per 	training hour, and for MOE
 
centers (major and 
lower level) L. 1.72 compared to L 0.84 for
 
CADERF centers.
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Table B.5. Comparison between CADERH, INFOP, Major MOE
 
Centers, and Small Training Centers
 

Impact Indicators CADERH INFOP 

Major 
MOE 
Centers 

MOE lower 
level 

Centers 

1. Number of Centers 15 3 3 38 

2. Cost/Student/Hour* 	 L. .83 L.7.65 L. 1.72 L. 1.72
 
($ .12) ($1.09) ($0.25) ($0.25)
 

3. Initial Number
 
of Students 3,179 900
 

4. 	 Number of Students
 
Continuing/Graduating 2,663 720
 

5. Completion Rate
 
4/3 % 84% 85%
 

6. Number of
 
Graduates 1,608 720 1,103
 

7. Number Graduates
 
Employed 1,229
 

8. Graduate Employment
 

Rate 6/4 % 76% 85% + 50% low
 

L. 7 = $US
 

Source: 	 CADERH, INFOP, and MOE
 

Note: 	 Direct comparisons could not be made due to different
 
ways of measuring output by type of institution.
 

Comparisons of the different training programs. however should be
 
approacheu with caution. They serve distinctly different
 
populations with different training objectives. Graduates from the
 
MOE centers, for example, have a secondary education upon
 
completion. For this reason, many MOE graduates continue their
 
studies on the post-secondary level and do not practice their
 
trade. The level of training provided through INFOP is sometimes on
 
a higher level than CADERH's traininr. CADERH, on the other hand,
 
works with some of the least privileged sectors of society which do
 
not have the academic or employment requisites associated with the
 
MOE and INFOP. Without CADERH, these individuals could not receive
 
vocational training for employment.
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a(iii) What are the 
 rates of return of graduates of
 
PVO/municipal training centers (men and women)?
 

Between 23 August and 4 September, 1993, 53 graduates of technical
 
vocational centers assisted by CADERH were 
surveyed about their

economic, cultural, social, 
 and employment situations. The
 
graduates interviewed were residing in Tegucigalpa, San Pedro Sula,

and Chamelecon and Choluteca. The results of this non-random survey

were tabulated for each question. The findings of the interviews
 
are as follows:
 

- 70% of the respondents (37 out of 53) were still working
with the same employer that hired them after 
certification/graduation. 

- Only one person out of 53 respondents (2%) was not 
working in the field for which they were certified.
 

- Only 3 out of 53 respondents (6%) were not receiving job
satisfaction, two of which were working in the fields in 
which they were trained. 

- 5 out of the 53 respondents (9%) were currently employed 
part-time. 

- 6 previously temporarily employed respondents (less than
 
six months) have worked for less than 1 year with their
 
current employer.
 

- Salaries of respondents have increased substantially
 
(more than 60%).
 

Although the above study provides a useful indication of individual
 
training benefits, caution, however, should be exercised in drawing

general conclusion on the basis of the information provided. The
 
survey would have been more useful if the questionnaire had been

pre-tested and the importance of each question analyzed as to how
 
it should be used before conducting any interviews. The study only

reports totals rather than cross tabulations (the relation of one

question to another). There are also some internal inconsistencies
 
in the answers.
 

Gathering information on the follow-up of students would be greatly

simplified if all training organizations that receive CADERH
 
assistance maintain a database of grAduates, and this should be a

condition for future assistance to facilitate monitoring and

evaluation. This is particularly important for USAID and CADERH,

given the relatively high turn-over rate among CADERH and
 
vocational training center's technical personnel.
 

17
 



Within Honduras there has been measured achievement in primary

school enrollment and graduation, however, the continuing challenge
 
is to increase the educational levels of out-of-school youth and
 
the adult workforce. Presently, about 40 percent of the youth

entering the labor force do not have a primary school education,
 
joining the large number of poorly educated adult workers. The
 
output of the CADERH project takes on added significance when
 
judged in light of the low educational level of the workforce (less
 
than 50% have graduated from primary school, less than 20% have a
 
high school education, and less than 3 % have completed post
secondary studies). 

a(iv) What is the economic and pedagogical value of the 
integration of production with instruction (Did the
 
project design correctly identify and address the
 
development constraints)?
 

The practice of raising money through productive work is common
 
among primary and secondary schools in developing countries.
 
Students raise and sell farm products, operate school stores, host
 
community events and undertake other money raising activities. Most
 
production activities, however, are not related to ongoing

instruction. in the case of the program established through CADERH,
 
there is a direct link between studies and work. Production
 
activities are the means through which students put into practice

classroom lessons. At the same time, revenue is generated 
to
 
support the program. This is the strength of the approach.
 

The project has effectively implemented production activities. The
 
theoretical work completed through the modules is complemented with
 
practical work experience. Student are rotated through a series of
 
production activities designed to correspond to specific lessons.
 
In this way, the means is provided through which abstract classroom
 
work is applied. This combination is particularly effective in the
 
case of students who do not have a strong academic background. In
 
addition, considerable income is generated. While the amount varies
 
between centers and activities, the recovery of training costs is
 
sufficient to keep training fees low and maintain a level of
 
activity and quality that would not be otherwise possible. In the
 
project context, production shops are probably the most effective
 
means for training poor youths, unemployed school-leavers, and
 
disadvantaged adults. In fact, production shops may constitute the
 
only practical way to finance such training.
 

There is a tendency for production activities to dominate
 
instructional time because of the pressure to generate increasing
 
amounts of income. This pressure has been largely resisted, and a
 
balance maintained between classroom work and production. In
 
general, the project successfully addresses the development

constraints associated with production activities: there is a high

level of institutional flexibility; a balanced relationship is
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maintained between practical work activities and theoretical
 
studies; instructional costs are low; student expectations appear

realistic; and staff are recruited and trained on the basis of
 
their production skills.
 

C. Component II
 

1. Introduction
 

Component II focused on the private sdctor, and the purpose was to
 
provide industry-specific training analyses for defining the needs
 
and priorities of private sector firms; and to establish a training

fund to provide up-front financing on a loan and grant basis to
 
cover the costs of contracted training in order to strengthen

Honduran in-plant training capabilities through technical
 
assistance, personnel, training materials, new technology and
 
equipment. Over 5,500 individuals received training and upgrading,
 
most from poor backgrounds; 80 percent were women unlikely 
to
 
obtain employment through other sources.
 

Amendment No. 4 to CADERH's Grant Agreement included $2.1 million
 
in financing for conducting training needs analyses and providing

industry specific training. CADERH began promoting training loans
 
with no initial provision for grants but soon found that local
 
firms were hesitant to enter regional and international markets.
 
Local expertise was unavailable for nontraditional exports; the
 
Honduran economy was in a state of flux; the regional competition

for maquila (piece-work assembly) contracts was intense; other
 
regional exporters were provided training subsidies (often from
 
USAID and donor supported projects), and Honduran exporters had to
 
repay training loans with US dollars while Lempiras were rapidly

decreasing in value. A policy was established with USAID approval
 
to provide training loans with matching grants of up to 50 percent

of direct training costs. Private firms with loans/grants

consequently paid approximately 75 percent of the total indirect
 
and direct costs of training with USAID financing 25 percent in the
 
form of a grant. CADERH also expanded its own in-house training

capability to replace more expensive expatriate training.
 

Component II also got off to a slow start because of delays in the
 
establishment of private sector export zones (ZIPs). Delays in
 
technical assistance and policy constraints contributed to a lag in
 
meeting project targets. Nevertheless, by 1992 ten in-plant
 
programs had bern conducted. The in-plant training program was
 
running successfully until 1992 when US media broadcast allegations

that training Honduran workers with US funds in the manufacturing

of clothes was taking jobs away from US workers. One result was the
 
withdrawal of USAID financial support for Component II activities
 
on 16 July, 1993 when USAID issued Grant Amendment no. 11 which was
 
accepted by the CADERH Board of Directors on the same date
 
(although CADERH had suspended all negotiations for additional in
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plant training programs much earlier September of 1992 at USAID's
 
request). CADERH subsequently continued in-firm training
 
activities, but financed them through fees. Presently, two
 
industrial training programs have been contracted; five more have
 
been assigned start dates and are in the final stage of
 
negotiation; and seven more are in the initial stage of
 
negotiation.
 

Because of external implementation constraints beyond the control
 
of CADERH, the project did not achieve the level of the original
 
Amendment 4 outputs for this component (II). Table C.1 below shows
 
that 84 percent of project outputs wr' achieved.
 

Table C.I. 	 Original Outputs (Amendment #4), Amendments, and
 
Current Status with Percent Achievement to Amended
 
Target 

Output Original 

Goals 

Amended 

Accomp
lishments 
30/9/93 % 

Persons receiving skill 
up-grading training with 
increased productivity 
of at least 15% 

Persons receiving job 
entry level trained, 
certified and employed 

5,000 

4,000 

6,538 * 5,500 84% 

Source: USAID 	Project Status Report September 30,1993
 

* 	 Note: Industry specific training has a multiplier which was 
established in Amendment 4. 

Technical analysis
 

The design of the needs analyses process was sound, however mainly
 
because of factors beyond the control ot CADERH delays were
 
experienced. Four needs assessments were conducted in 1989, but in
 
the 1990s CADERH's efforts were redirected because firms were not
 
responding to training recommendations and to the growth of the
 
apparel industry. The assessment process was embedded in the Kurt
 
Salmon Associates (KSA) training system used by CADERH.
 

Consequently, CADERH identified the clothing industry as the best
 
sector for intensive in-plant training. Nine clothing manufactures
 
negotiated in-plant training for over 2,000 mid-level managers,
 
engineers, instructors, supervisors, and operators. Training for
 
the clothing manufacture employees was jointly conducted by KSA and
 
CADERH staff. The training program was comprehensive from employee
 
selection through measuring productivity and providing incentives.
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Training manuals for all levels of operation and instruction were
 
developed with computer based self-paced, competency-testing
 
programs prepared for future instructors. The instructional
 
materials developed are licensed to CADERH so that they can conduct
 
similar courses in Central America.
 

In-plant training was conducted for 9 plants in the apparel

industry, a course for plant managers, and certification training

for welders. Appendix 7 contains a list of companies receiving in
plant training, the cost of the training and the number and type of
 
personnel trained as well as value added.
 

Indicators of the impact and quality of training include employment

generation, product quality, efficiency, and productivity. CADERH's
 
assessments indicate positive responses on the part of
 
participating employers on these indicators. A limited follow-up of
 
three firms by the evaluation team also found a positive response
 
to these indicators.
 

The potential to directly and quickly impact on productivity and
 
quality was demonstrated in the apparel industry. In the two
 
apparel firms visited by the evaluation team, both employers

considered the training provided through CADERH to 
be excellent,

the materials to be relevant, and the service value exceeding the
 
cost. In both cases, the firms could not have wholly financed in
house training provided through an external source. Both employers

felt that there is an need for the type of training services
 
offered and have recommended CADERH to others.
 

The training process implemented by CADERH has a built-in
 
multiplier effect. Participating firms develop their own capability
 
to train in-house on a continuing basis so that the value of the
 
initial training is substantially increased. Once CADERH phases out
 
initial operations, the firm can continually train since it has
 
gained knowledge of the training process and has a cadre of
 
trainers prepared. This is one of the major strengths of the
 
program.
 

The major constraints encountered have not been with the training
 
process or with the quality and value of CADERH's services. One
 
constraint has been creating sufficient institutional capacity. The
 
current need for services is greater than CADERH's capability to
 
respond. This is partly due to financial constraints, but it is
 
mainl, because CADERH is in the process of building in-house
 
capa',ility, a process that requires a relative~ly long gestation

period, and the high demand for CADERH's expertise which has
 
resulted in firms offering much higher wages to CADERH': personnel.

For example, the manager of the initial training program was hired
 
by a major US firm as their general manager for Honduras. Former
 
employees have received salaries at levels which CADERh could not
 
offer ($2,000 per month average).
 

Another factor has been the previous uncertain state of the
 
Honduran economy. Many businessmen in more traditional areas are
 
reluctant to invest in training when they are uncertain about
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continuing product demand. With the recent economic upturn,
 
however, there has been a corresponding increase in requests for
 
CADERH's services even though Amendment 11 phased out grants for
 
training.
 

Prior USAID support provided the financing for CADERH to develop
 
its own training capacity, to reduce dependency on expatriate
 
sources, and to reduce training costs. CADERH appears to be
 
positioned to continue to provide private sector training
 
assistance. In-plant training activities are likely to become an
 
increasingly important part of CADERH activities as indicated by
 
the number of contracts currently being negotiated by CADERH. The
 
San Pedro Sula office lists the following work in progress (see
 
Appendix 8):
 

Companies with signed contracts 2
 
Companies with tentative start dates 5
 
Companies negotiating contracts 7
 

The dynamics of the internal labor market have also been a
 
constraining factor. There is evidence to indicate that employers
 
value trained and certified workers, and that they are willing to
 
pay higher wages. However, there is also evidence to suggest that
 
other firms hire away workers after the training investment has
 
been made. Predatory firms can pay higher wages over the short-term
 
because they do not have to make a training investment, and in the
 
case of nonunion firms, they can pay higher wages because they do
 
not pay benefits. On the other hand, in some of the more
 
traditional areas, industrial standards are not enforced or do not
 
exist, so there is less concern over quality and competition and
 
less incentive to train. Low wages and not high skill levels or
 
certification dictate hiring decisions. As the present trend of
 
opening the economy continues, over the long-term quality, and
 
efficiency will take on greater importance. So will training.
 

a(ii) What is the cost effectiveness of in-plant training
 
activities? Are the effects being produced at an
 
acceptable cost compared to alternative approaches?
 

and
 
a(iii) What are the rates of return for in-plant training
 

programs?
 

At one plant CADERH provided the initial training for start-up
 
operations. Of the nine firms that contracted for KSA/CADERH
 
training, this firm obtained the high.est on-standard efficiency
 
rate (80%) and a total efficiency of 63% by the end of the training
 
During the period of CADERH's involvement, operations went from an
 
initial 40 employees to full capacity of 147; expansion to double
 
capacity is two-years ahead of schedule. Worker productivity is as
 
good as or better than in the US, with a less than 5 percent
 
product defect rate (10% US); the annual worker turn-over rate is
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2/3 less than in the US; the possibility is high of reaching a
 
production level 25% above initial targets. The employer considered
 
the above a direct result of CADERH training.
 

A second plant assisted through CADERH was fully operational.
 
Following the completion of training operations, productivity
 
increases were estimated at 25 to 30 pjrcent by the owner/manager.
 
The on-standard efficiency rates for this firm increased from 20%
 
to 53% on one line and from 51% to 61% on the other. The employer
 
is in the process of building another plant and will contract
 
CADERH's services.
 

Most firms in the apparel industry included worker efficiency

graphs. Attached as appendix 9 is an efficiency graph for one of
 
the firms that contracted for training. Appendix 10 shows the
 
efficiency increment for 7 of the nine companies. The three firms
 
that started training when they opened their plant had an on
standard worker efficiency of between 70 to 80 percent and a total
 
efficiency of between 52 to 63 percent by the time that in-plant

training was completed. This compares to on standard efficiency

increasing from a low of 20% before training to between 53 to 64
 
percent by the ending of the training. Even though an exact rate of
 
return can not be calculated, the increases in worker and plant
 
efficiency are impressive.
 

The third company interviewed was a metal fabricating company that
 
required certified welders in order to fulfill the requirements of
 
a US Government funded contract. This company contracted with
 
CADERH to train and certify 35 arc welders at a cost of L. 40,000.
 
The course content was good and worker productivity increased. The
 
General Manager stated that he was willing to pay 25% for
more 

workers with skill level attained by the certification program.
 
External factors, however, discouraged investment in training in
 
the metal fabrication industry. The country does not have set metal
 
fabricating standards, so inferior goods can be sold at a lower
 
cost by companies with less trained workers; he runs a union shop,
 
so he must pay social security benefits an nonunion firms do not;
 
and finally, his trained and skill workers are hired away by other
 
firms which don't invest in training.
 

D. Component III
 

1. Introduction
 

Component III was designed to address long-range needs for low
cost, high-quality training materials through the development of
 
printing, photocopying, binding and desktop publishing capability,

and through the distribution of CBI and audiovisual materials
 
developed by the project. The Training Materials Bank (TMB)

disseminated material &nd served as a clearinghouse and source of
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training material for plants and training centers. The TMB used
 
international sources for obtaining, adapting, and reproducing low
cost multi-media training materials.
 

Table D.I. 	 Original Outputs (Amendment #4), Amendments, and
 
Current Status
 

Goals. Accomp
lishments 

Output original Amended 30/9/93 % 

Training and multimedia 
materials produced and 
distributed for 
trade areas 14 14 31 221% 

Audio-visual training
 
units 2,000
 

Instructor manuals 	 5,000 57,000 210,703 370%
 

Participant training
 
manuals 50,000
 

Source: CADERH/USAID quarterly and annual reports
 

Component III achieved its objectives (1991-1992) and no longer
 
receives support from USAID. Excluding development activities,
 
Component III is self-sustainable through services and products
 
provided to other project activities and through the generation of
 
income from outside sources. Income generated from the sale of
 
instructional and certification materials, however, will continue
 
to decline unless additional development activities are undertaken
 
to keep these materials current and to add new materials. Moreover,
 
income from the vocational centers can be expected to drop since
 
they can not afford to purchase materials that were formerly
 
supplied through project activities. On the other hand, there is
 
potential to generate revenue from outside sources if an effective
 
marketing strategy can be developed.
 

In general, it is difficult to achieve financial self
sustainability through the concept of a TMB. CADERH's achievement
 
is exceptional. This project component warrants additional analysis
 
and support.
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E. 	 Institutional Assessment (Recommendations for improving
 
administrative and financial capabilities).
 

Table E.1. 	 Original Outputs (Amendment #4), Amendments and
 
Current Status
 

Goals Accomp
lishments
 

Output Original Amended 30/9/93 %
 

Job Placement income
 
(L.000) 	 L. 325 L. 271 83%
 

Counterpart hours of
 
service by CADERH
 
members and Board of
 
Directors 2,880 3,276 114%
 

Self-financing of basic
 
operation costs 100% 100% 100%
 

Total counterpart (L.000) 14,092 22,150 21,339 96%
 

Note: The 	original target of total membership income of
 
L.246,300 from 200 to 300 members was dropped. CADERH has
 
shifted its focus to area specific advisory committees.
 
In addition, it was found that the cost of collecting
 
individual membership fees was higher than the income
 
generated. The 1992 target of 16 employees for CADERH at
 
the end of the project has been deleted and focus has
 
shifted towards relating income to employee productivity
 
(variable costs).
 

CADERH is a young institution that is continuing to develop and
 
define its mission through changing the mix of activities that they
 
undertake and support. The 1989 external mid-term evaluation raised
 
a number of points that are still relevant. The 1989 evaluated
 
stated the following (p. vii):
 

2. 	 CADERH has an excellent leadership team, although it has
 
not resolved the tension between constraints of the
 
project and demands for self-sufficiency.
 

3. 	 Working agreements with other agencies have not been
 
implemented because CADERH has not found the key to
 
el.±citing full cooperation of the public agencies when
 
they are approached.
 

4. 	 CADERH's financial capability and current income shows
 
that it is likely to survive as an institution but that
 
it cannot continue its high human resource development
 
impact activities without an endowment fund.
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One year after the mid-term evaluati-.n, the sixth annual internal
 
evaluation was conducted over three days (Sept. 90) and written
 
responses 	to the mid-term evaluation presented. It is noted from

this evaluation that accounting and other management information
 
was not available on a timely basis for allowing CADERH to make
 
policy decisions on a cost-center basis. In addition, there were
 
three non-USAID financed activities which were losing money:

CADERH's English language instruction program (CAL); the employment

service (SNE); and Rural Education Alternatives (REA). In regard to
 
marketing 	and promotion CADERH 
sensed a 	need for a longer-term

strategic 	plan while pursuing a marketing plan focusing on CADERH's
 
image and 	the reorientation of employees to commercial goals. The
 
Board of Directors after reviewing CADERH activities decided after
 
the 1989 mid-term evaluation that Component I activities were not
 
income generating and that assistance for vocational 
training

centers would have to receive appropriate donor financing.
 

In order to evaluate institutional progress, a list of financial

and institutional information requirements (Appendix 11, 
Financial
 
and Institutional Information Requirements) presented
was 	 to
 
CADERH's 	Executive Director. 
The list 	of documents needed for
 
review were first discussed and the information requested was then

made available. This was followed with 
a list for the Financial
 
Analysis and Review Section (FARS) section of USAID's Controller's
 
Office, which is attached as appendix 12. After reviewing the 1992
 
FARS report on CADERH a methodology for answering the institutional
 
questions was worked out with CADERH's management.
 

As can be seen from the information provided, CADERH has matured as
 
an institution. For the current financial year there is 
a staff
driven, cost-center orientated strategic plan. At the time of the
 
1989 mid-term evaluation there were targets defined by time periods

unrelated to costs and revenues. The development of a cost-center
 
oriented, strategic plan was 
made possible by developing an
 
accounting and management information system that provided timely

reports by cost-center. The following discussion will focus on the
 
institutional assessment of CADERH as it relates to the evaluation
 
statement 	of work.
 

b(i) 	 What is the current and projected potential of the
 
institution to become financially self-sustainable while
 
maintaining the cuffrent level of development activities?
 

CADERH is developing as an institution and this can be easily

observed from a review of the evolution of their financial and
 
management systems. Audits for the 1988/89, 1989/90 and 1990/91

fiscal years were made available. The 1988/89 audit did pinpoint a
 
problem with CADERH's handling of building material inventories,

which was resolved. For the 1989/90 and 1990/91 audits, the opinion

expressed by the auditors was that CADERH was following generally

accepted accounting principles. The last audit available for review
 
was completed more than 9 months (10 February 92) after the
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completion of the financial year. It 
is important to note that

annual audits were conducted, even though the scope and breath of

the audits reviewed could have been more comprehensive. Currently

there are two audits being conducted, one covering the period May

91 -	April 92 and the other May 92 - December, 1992. These audits
 
were 	somewhat delayed by the need for CADERH to change their fiscal
 
year to a calendar 
year basis, the adoption of comprehensive

auditing guidelines by FARS for USAID projects, and the development

of a functional integrated accounting system.
 

At the beginning of 1992, the FARS Office of the USAID Office of

the Controller started a financial review of CADERH. The review was
 
an excellent way of ensuring that CADERH improved on and set up

timely and appropriate financial systems so that there would be an
 
acceptable level of internal controls. With the FARS section of

USAID Controller's Office and CADERH working together, a number of

the findings in the report were closed 
immediately after the
 
finalization of the report.
 

In September 1992, FARS Financial Report No 92-17 the CADERH
on 

project was circulated. One year after issuing the 
report, all
 
findings and recommendations, except for 
the 	 first finding

regarding self-sustainability were closed. The summary conclusion
 
of the FARS report are as follows:
 

1. 	 CADERH has not attained financial self-sufficiency.
 

2. 	 CADERH lacks a well-defined policy regarding the use and
 
disposal of its fixed assets.
 

3. 	 CADERH must implement a computerized accounting system

which provides timely and reliable information.
 

4. 	 CADERH shall reimburse the A.I.D. Project account for all
 
non-eligible expenses...
 

5. 	 CADERH shall obtain supporting documentation for all of
 
the suspended expenses... (p. 1)
 

Solving the issue of self sufficiency while pursuing conflicting

development and income generating goals 
is the main unresolved
 
issue at CADERH. The first finding of the FARS report states: "..

CADERH's inability to generate sufficient revenues to reach its
 
break-even point is due to the lack of 
a well-defined, long-term

financial self-sufficiency strategy. If CADERH does not develop a

long-term strategy financial
for seli-sufficiency, the future

existence of the institution is 
at risk." The FARS report then

recommended 
that 	"CADERH must develop and implement a financial
 
strategy geared 	 the
towards achievement of financial self
sufficiency.,, (p.4)
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One of the first steps in reaching self-sufficiency is establishing
 

revenue generated. The step 


cost centers that appropriately identify the activities of the 
enterprise and then relate those activities to their cost and 

first CADERH took was to prepare a 

strategic plan by department that established revenue goals based
 
on specific levels of expenditure. The next step was to introduce
 
a computerized integrated accounting system that provided
 
management with reports upon which to make decisions. This was done
 
because the computer accounting program that CADERH had identified
 
and installed in September, 1990, was not fully operational (i.e.
 
still in the implementation stage) over a year and a half later
 
(finding number 6 of the FARS report). In addition, since the
 
accounting system was non-integrated, financial statements and
 
auxiliary ledgers were not produced by the system and required the
 
use of additional time and programs. With CADERH's new
 
computerized, integrated accounting system (which was developed by
 
Sistemas Gerenciales between May and October, 1992) it is
 
envisioned that the audit of the 1993 financial year will be
 
started in January, 1994. Approximately a year ago, CADERH was
 

producing financial statements several months after closing a
 
financial period. By the first quarter of 1993, less than 6 months
 
after issuing the FARS report, CADERH had produced acceptable
 
financial statements with financial inforrzation by cost centers
 
related to their targets. Within this six month period AID was able
 
to close all recommendation except that of self-sustainability.
 

Monthly financial information by cost center was provided by CADERH
 
to the evaluators. After studying the mcnthly information and the
 
strategic plan it was decided to look at projected and actual
 
disbursements by USAID, as recorded by CADERH, and relate them to
 
total financial year expenditures by CADERH and USAID. Presented as
 
appendix 13 a and b is the budgeted and actual USAID and Government
 
of Honduras financial support to CADERH as reported by CADERH.
 
Actual expenditures by different time periods are available from
 
USAID. From the financial data provided by CADERH (appendix 13 a
 
and b) it is observed that the actual financial support provided by
 
USAID/GOH has decreased as CADERH has matured as an institution.
 
1992 and 199.3 support to-date is substantially less than previous
 
years, even actual expenditures are only a fraction of what was
 
budgeted. In 1992, only 15.6% (US$ 203,200) of the US$ 1,299,999
 
budgeted was spent as a consequence of the suspension of in-plant
 
training programs. In 1993, US$ 207,200 out of US$ 1,122,200
 
(18.5%) and L. 721,700 out of L. 2,096,700 (34.4%) has been spent
 
since the construction of the training cent'tr in San Pedro Sula is
 
only beginning. The amount of project fund,, used and to be used in
 
1993 is greater than 1992 as a result of building a model
 
vocational training center in San Pedro Sula. It is noted from the
 
above that support has been provided in fewer areas and in
 
decreasing amounts. Due to the establishment of cost centers at
 
CADERH, 1992 and 1993 financial information can be divided into
 
development, income generating and administrative activities. For
 
the 1993 financial year, CADERH prepared a strategic plan which
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they are using to track projections against actual expenditures.

Presented below is the actual revenue, expenditures, overhead and
 
profit (as supplied to the consultant by CADERH administration) for
 
1992 and 1993 in thousand of Limpira (L. '000).
 

Table E.2.a Component I Activities - Developmental 1992 (L. 
'000) 

Activity Revenue Expenditures Overhead Profit
 

Certification 306.6 
* 346.1 123.9 (163.4) 

Vocational
 
Training 240.7 * 318.5 103.7 (181.5)
 

* includes funds received from AID 
Table E.2.b Component II Activities - Income Generating 1992 

(L. '000)
 

Activity Revenue Expenditures Overhead Profit
 

Printing
 
Press 601.8 289.3 61.8 250.4
 

Multi-media 309.8 319.2 
 68.8 (78.2)
 

Employment
 
Service 123.7 93.7 20.0 10.0
 

Language
 
Institute 309.0 61.7
287.8 (40.5)
 

In-plant
 
Training 2,317.0 1,032.0 
 262.6 1,022.4
 

Table E.2.c Administration 1992 (Net Overhead applied to cost
 

centers - (L. '000))
 

Activity Revenue Expenditures Net Overhead
 

Administration 470.5 1,173.0 702.5
 

Source: CADERH Department of Administration
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Table E.3.a Component I Activities - Developmental 1993 (9
 

months) (L. '000)
 

Revenue * Expenditures
 

Activity Budget Actual Budget Actual Overhead Profit
 

Certification 52.2 44.9 215.6 176.8 11.7 (143.6) 

Vocational 
Training 147.0 179.1 175.9 17.1 (193.1) 

* does not include grant from AID and GOH 

Table E.3.b 


Activity 


Printing
 
Press 


Multi-media 


Employment
 
Service * 

Language 
Institute 

In-plant 
Training 

Occupational 
Training ** 

Total 

* 	 In June, 

Component II Activities - Income Generating 1993 (9
 

months) (L. '000)
 

Revenue Expenditures
 

Budget Actual Budget Actual Overhead Profit
 

458.3 370.1 297.5 285.5 28.3 56.3
 

297.0 263.5 259.7 242.3 24.7 (3.5)
 

138.0 136.0 118.4 158.1 11.3 (33.4)
 

276.0 284.6 264.8 259.1 25.2 .3
 

598.7 478.0 457.1 415.9 43.5 18.6
 

388.7 354.1 191.2 252.7 27.2 74.2
 

2156.7 1886.3 1588.7 1613.6 160.2 112.5
 

1993 CADERH established a SNE office at San Pedro
 

Sula which was not envisioned in the 1993 Strategic Plan
 
•* 	In Marcb, 1993 the Occupational Training Cost C-nter was
 

established in Tegucigalpa, but this activity was not a
 
separate activity in the 1993 strategic plan.
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Table E.3.c 	 Administration 1993 (Net Overhead is applied to the
 
above cost centers (L. '000)
 

Revenue Expenditures
 

Activity Budget Actual Budget Actual Net Overhead
 

Administration 345.9 496.4 1086.0 685.4 189.0
 

Source: CADERH Department of Administration
 

In 1992 CADERH developed a strategic financial plan, but 1993 was
 
the first year that the goals were adjusted during the execution of
 
the plan based on market realities, making it most useful for
 
monitoring and planning purposes. In 1993, revenues were
 
overestimated while costs were targeted at a about the same level.
 
Presented on the next page is the original and modified strategic

financial plan objectives (table E.4) in rdlation to projected
 
revenues and expenditures.
 

Reviewing cost center information for 1992 and the first 9 months
 
of 1993 indicates that profits were being made by some income
 
generating activities, but not all. Ih both years the greatest

profits were obtained from the printing press, in-plant training

and occupational training (a cost center opened in March, 1993).

Even with diminished USAID financial support since 1992, CADERH has
 
been able to provide a reasonable level of service. CADERH is
 
undertaking some development tasks using their own resources.
 
CADERH should be able to achieve financial self-sufficiency while
 
maintaining its current level of reduced developmental activities.
 
However, CADERH probably will have to discontinue unprofitable

activities and activities requiring additional development in the
 
near future, including certification, vocational training, the
 
employment service, and multimedia.
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Table E.4. 	 Projected Yearly Revenue and Expenditures at the
 
Beginning of the Strategic Plan and Current
 
Modification, 1993 (L. '000)
 

Revenue Expenditures
 

Original Modified Original Modified
 

Certification 1,173.0 69.6 752.9 287.4
 

Vocational
 
Training 409.0 196.0 238.7 238.8
 

Printing
 
Press 818.4 611.0 377.2 396.6
 

Multi-media 656.1 396.0 369.3 346.2
 

Employment
 
Service 264.7 184.0 176.2 157.8
 

Language
 
Institute 420.0 368.0 255.1 353.0
 

In-plant
 
Training 450.0 798.2 403.8 609.5
 

Occupational
 
Training * 518.2 254.9
 

Administration 346.9 345.9 1,146.3 1,086.0
 

TOTAL 	 4,538.1 3,486.9 3,719.5 3,730.2
 

In summary, CADERH is maturing institution that has developed an
 
integrated accounting and management system which can accommodate
 
future growth. The development of this system was enhanced by

USAID's FARS section oi the Controller's Office identifying

shortfalls in internal controls, recommending solutions and then
 
CADERH implementing the recommendations. CADERH working with FARS
 
has been beneficial for both organizations. With the current
 
management and accounting system and periodic review by FARS,

CADERH should be able to continue to improve its accounting and
 
management systems.
 

Self-sustainability is and can be achieved depending on the level
 
of development activities to be wholly supported by CADERH.
 
Broadening their donor base might require sacrificing some of their
 
independence, but fulfilling the objective of educating Hondurans
 
so that they can compete on the world market and obtain a higher
 
standard of living should be pursued.
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b(i) 	Could fees for services have been charged without affecting
 
demand? (the discussion relates to use of fees to finance
 
training under component I).
 

Charging user fees is an attractive proposition. Those who benefit
 
most directly pay a share, if not all of the cost. There is also a
 
built in quality control mechanism. Unless the service is valued,
 
it will not be used, and, in addition, the market regulates overall
 
demand. User fees over time have the potential to improve quality
 
and contribute to the establishment of realistic levels of demand.
 

International experience with user fees indicates that the
 
following conditions are required.
 

The application of user fees is most effective for non-formal,
 
short-term training which leads to immediate employment. The
 
relationship to paying jobs is direct and obvious. User fees are
 
less effective for supporting general, pre-service training because
 
the relationship between training and employment is not direct and
 
the training period is long. Of course, if employers are willing to
 
pay the cost of pre-employment programs, then fees are a good
 
financing mechanism; however, this is seldom the case. In low
 
income countries in general, the ability of individuals to pay user
 
fees is restricted. The greatest effect of fees is felt among the
 
poorest, with those least able to pay electing not to participate.
 
Fees, however, tend to discourage trainees with a low probability
 
of succeeding. Fees, thus, contribute to selection-efficiency. For
 
this reason, modest fees may be a constructive policy option,
 
particularly when they are coupled with financial support for
 
trainees who can profit from instruction but yet cannot afford it.
 
This is policy, for example, now being carried out by San Juan
 
Bosco (one of several training centers assisted by CADERH which
 
provide financial support for students).
 

The influence of fee level on enrollment rates is mixed. In high
 
quality programs which lead to high paying jobs, fee level has less
 
impact on enrollment levels. Students from more affluent families
 
tend to enroll, and they are able to recoup costs through high
 
paying jobs even if fee levels are relatively high.
 

Money is available and the private rate of return is sufficiently
 
high. There is a greater impact on enrollment in programs which
 
lead to lower paying jobs. Demand tends to fall as fees are
 
increased. The poorest are the first not to participate.
 

The contribution of fees to recurrent operational costs is limited
 
in most cases. Around 40 percent is usually the upper limit among

the PVO and municipal training centers which have received
 
assistance from CADERH. Demand will drop too low to maintain
 
reasonable unit training costs. Enrollment disparity is reinforced.
 
In addition, there is a corresponding negative effect on program
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quality. Recurrent investments are not made in program maintenance
 
and development. Simply not enough income is generated through
 
fees. Additional sources of income are also required.
 

Among training institutions which place heavy reliance on fees
 
there is a tendency for programs to be concentrated in fields that
 
have low training costs, high enrollments, and large class size.
 
There is a tendency to reduce training in fields that require high
 
capital investments and low class sizes. "Profit" tends to dictate
 
programming. Important technical fields may be completely ignored
 
because of high operating costs and low profits.
 

b(ii) 	 Were the administrative capabilities adequate to execute
 
development programs in a cost-effective manner?
 

Development programs require a source of funding if they are to be
 
maintained, since the administration of the programs requires
 
intensive follow-up. The most important component are the people
 
that promote and assist an institution to manage the activities
 
undertaken given that there is a dedicated PVO vocational center
 
Director that has been with the same institution over a period of
 
years. To continue with the current CBI centers and to expand the
 
program to other centers requires that there is continuous follow
up every month and that those centers with the greatest need are
 
assisted more frequently. Of the five centers visited, the two
 
weakest centers were those that did not have any stability in the
 
position of Director. In addition, it appears that those centers
 
were not visited as frequently as the other centers.
 

At one of the clothing manufactures visited, the owner commented
 
that the benefit of the KSA/CADERH in-plant training program to
 
Honduras and CADERH would have been greatly increased if had hired
 
more professional staff to continue this training and expand this
 
effort. CADERH could then have met the apparel industries training
 
needs. Recruiting quality staff that will stay at an institution a
 
number of years might require additional incentives. From the staff
 
list provided the evaluators, only one of nine staff members were
 
working at CADERH at the time of the 1989 mid-term evaluation.
 

Table E.5. Number of Professional and Support Staff by Years
 

of Service
 

< 2 years 2 - 4 years > 5 years Total
 

Professional Staff 17 	 7 4 28
 

Support Staff 18 	 13 3 34
 

Total 	 35 20 7 62
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The above 	issue of a relatively high staff turnover rate should be
 
discussed 	and a solution found. Project administration would have
 
been enhanced if the best staff members stayed at CADERH for longer

time periods. In some ways working at CADERH is considered a
 
stepping stone for a better job.
 

From a cursory review of the CADERH organizational chart (appendix

14), it appears that greater cohesion between cost centers could be
 
obtained if there were fewer departmental heads reporting to the
 
Executive Director.
 

b(iii) 	 What was and should be the mix of activities, i.e. income
 
generating with no development impact, and purely
 
development which do not generate income? Are there any
 
services that should have been dropped?
 

In 1992, CADERH established cost centers for Certification,

Vocational Training, Printing Press, Multi-media, Employment

Service, Language Institute and In-plant Training. In 1993,

Occupational Training was established as a separate cost center
 
instead of being a part of Occupational Training. The splitting of
 
the original Occupational Training cost center into two parts is
 
fully supported. In-plant and occupational training are areas where
 
CADERH has a comparative advantage and work in those-areas should
 
be continued and expanded. On the other hand, CADERH should have
 
scaled back or eliminated the English language instructional
 
program (CAL), the employment service (SNE) and Rural Education
 
Alternatives (REA) since each activity had been supported for a
 
number of 	years without generating sustainable profits.
 

Great care should be exercised when determining which activities to
 
expand, contract, eliminate or introduce. Having a clearly defined
 
mission is important as well as the appropriate evaluative tools to
 
access current and potential performance. Reviewing an
 
institution's mix of activities should be an on-going process that
 
is the responsibility of top management and the Board of Directors.
 
To facilitate the review of the value of income generating and
 
development activities, the development 
of cost 	centers and
 
planning strategically was a positive decision. It appears from a
 
review of the financial results presented for the years 1992 and 93
 
(refer to 
tables E.2s and E.3s) that the percent of overhead
 
allocated to development and income generating activities has
 
changed considerably between the two years thus indicating that the
 
institution is still refining how overhead is allocated. 
In
 
addition, the approach used for estimating revenue and expenditure

(refer back to table E.4) is still being refined as seen from the
 
major adjustments made in 1993. The establishment and refinement of
 
cost center data takes time.
 

Any activity that does not relate directly to the long-term

development and income generating goals, as defined in the
 
institution's charter and interpreted by the board should be
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undertaken on a limited basis. Concentrating scarce resources on
 
those activities where there is a comparative advantage should
 
continued and expanded. Maintaining a language institute should be
 
reviewed since it is an operation that is either marginally
 
profitable or losing money. Running a multi-media center should
 
also be studied to see if it is a cost-effective operation in
 
relation to the number of vocational centers and companies that
 
CADERH will be working with in the future. Multi-media is also an
 
area that requires sustainable investment in equipment, maintenance
 
and staff upgrading. Support to the National Employment Service
 
could be continued, if CADERH expands the CBI program and
 
establishes stronger relationships with employers. CADERH will
 
probably have to discontinue unprofitable activities and activities
 
requiring additional development in the near future, including
 
certification and vocational training unless it is able to market
 
their successfully market their products.
 

Determining the optimum mix of activities requires that management
 
and the board have confidence and understand the financial measures
 
being used to evaluate performance. More importantly, the goals and
 
mission of CADERH have to be viewed over a medium to long term time
 
frame of three to five years. On a quarterly or semi-annual basis
 
there should be a complete review of the operations of all cost
 
centers to determine the scope and type of activity that they
 
should undertake as they relate to CADERH's goals.
 

F. 	 Project Impact (The realization-of project goal, purpose and
 
outputs since 1989).
 

c(i) 	 Did the project achieve its stated objectives (In
 
quantitative and qualitative terms).
 

The project met or surpassed all the major project objectives with
 
the exception of Component II because of the termination of USAID
 
funding for in-plant training as explained below under c(ii).
 

c(ii) 	 What economic, social and political factors facilitated
 
or impeded project performance?
 

In-plant training was very dependent on the state of the economy
 
and the speed exercised by the government in establishing export
 
zones. Delays i-I establishing the private sector export zones
 
(ZIPs) impacted on when in-plant training was undertaken. Part of
 
the problem was the uncertain state of the Honduran economy which
 
started to pick-up in the 1990's. By 1992, 10 in-plant programs had
 
been conducted with great success as measured by the increases in
plant efficiency experienced. USAID support for this component was
 
withdrawn after US media broadcast allegations that USAID funds had
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been used to train Honduran clothing manufacturer workers that were

taking job away from US workers. In 1992, the amount disbursed to

CADERH was less than 16% of the amount budgeted (US$ 203,200 out of
 
US$ 1,122,200).
 

CBI has not been 
widely adopted outside the institutions that
received material support. Even though CBI materials are not

expensive, in view of their development costs, the amount of funds

available for 	 materials is
training severely limited. Without

increased public awareness of the benefits through marketing, the

expansion 	of the program will slowed.
be Under the CBI program

since most of the participants come from lower socio-economic
 
groups with limited education, the completion rates 
 and
 
certification rates are lowered.
 

c(iii) 	 What actions could have been taken to improve the overall
 
performance of the project?
 

Maintaining the optimum 
 mix between income generating and

development activities is extremely difficult. Given the overall
objectives of the project, 
more frequent reviews of the mix of

activities could have been undertaken with some 
activities being

discontinued. In addition, greater emphasis could have been placed

on monitoring CBI activities of the centers instead of production

activities outside of the centers. In general, CADERH did a good

job with the resources that they have had available.
 

c(iii) 	 What 
is CADERH's technical capacity? What is the
 
potential of current and planned strategies to provide

continuing guidance and a positive impact on the quality,

efficiency, and relevance 
 of vocational-technical
 
instruction and other human resource development efforts
 
in Honduras?
 

CADERH is a Honduran organization run and staffed by Honduran

nationals. It has developed the technical 
capacity to develop

training modules and certification tests. The next step in CADERH's
 
stage of development is to 
expand the use of certification exams
 
and CBI vocational training methodology. Accomplishing this end can

be achieved by expanding private and public sector involvement and
 
increased 	emphasis on marketing.
 

c(iv) 	 What were the effects (both positive and negative)

produced by CADERH on the intended beneficiaries (men and
 
women)?
 

CADERH has had a positive impact on the intended beneficiaries
 
without any foreseen negative effects. CBI centers have accepted

students with a level of education that precluded them from

participating in INFOP and major Ministry of Education programs,

trained them in employment skills, that could be measured 
and

provided employment opportunities. Without the CADERH program, the
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income generating potential of the graduate would have remained at
 
a lower level. The majority of CBI program students are males, with
 
the number of female students increasing over time.
 

The majority of in-plant apparel training participants were female
 
operators. Given that wages are tied to productivity, a direct
 
result of the training was higher wages due to increased
 
production.
 

c(v) 	 Did the project affect patterns of labor allocation,
 
income, expenditures and status? Are there any
 
identifiable differences in how women were affected
 
compared to men?
 

The estimated rate of return from the CBI program in 1992 was
 
approximately 92%. Given that the majority of beneficiaries were
 
unemployed and underemployed youth and adults from low income
 
families, the project affected positively the status, and income
 
and expenditures patterns of those that completed the program. No
 
comment can be made as to identifiable differences in how women
 
were affected since the data presented is global.
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IV. Lessons Learned 

Long-term project continuity has been a major factor in the
measured success of CADERH. A consistent and clearly articulated
 
set of policy objectives has continued 
to drive the project.

Original board members continue to play an active role in CADERH,

and key members within CADERH continue to guide operations. At the
 
same time organizational 
change has been measured, generally

constructive, and stabilizing. Productive 
 and continuing

relationships have 
been built among the constituencies through

which CADERH works. Long-term funding has allowed CADERH to mature
 
as an organization. USAID leadership has been effective, and long
term. Sound relationships have been built, and project development

has followed a path of incremental development, with expansion

based on experimentation and experience gained. Unless long-term

continuity is achieved, projects 
as complex as CADERH cannot be
 
successfully implemented.
 

The difficulty of development activities should not be

underestimated, and the 
revenue producing potential should not be

overestimated. CADERH carried out an ambitious plan 
of work. A
decade is a relatively short period, and two decades of development

work is reasonable. Three interdependent, complex systems, had to

be structured: one addressing PVO/municipal vocational centers,

another in-firm training, and a third, the institutional capacity

of CADERH itself. Capacity had to be build concurrently while

providing services. Rarely can financial sustainability be achieved

while building capacity. Development activities will continue to

need outside support. The importance of long-term support, even if
 
modest, should not be underestimated.
 

The need to 
generate income should not dominate decision-making.

Development policy 
should not be subordinated to profit. It is
important that CADERH have the 
flexibility to target activities

that have high development impact but low profit-making potential.

Some activities, such as in-plant training, 
have considerable
 
income generating potential. Some activities, however, do not, such
 
as working with disadvantaged sectors of the population. If CADERH

continues to 
target less privileged sectors of the population,

appropriate financial support should be provided.
 

The approach USAID took to the 
CADERH project is instructive.
 
Typically, technical assistance is provided through a contractor

for the duration of a project. Various technical and material

inputs are provided, and while local b:ecialists are involved, it
is usually in a supporting role to 
the project elements managed

through the contractor. When the contractor leaves, considerable
 
technical knowledged and professional experience also leaves. The

development of the professional capabilities essential to
establishing and maintaining instructional systems, however, is a
long process that involves sustained effort. It is a mentoring
 

39
 



process, and it is not a process in which a contractor can
 
immediately "deliver" and thus fulfill the contractual obligation.
 
Complex dynamics are usually involved. In the case of CADERH, the
 
major project responsibilities rested with the organization itself.
 
Outside contractors played a minor, and as it turned out, often an
 
ineffective role. Furthermore, USAID was involved on a day-to-day
basis, so that the degree of interest, advice, support and
 
monitoring was much greater than would normally be expected in
 
projects. Consequently, CADERH has developed considerable
 
institutional capability. Institutional building, in the true sense
 
of the term, was accomplished.
 

It is crucial to have a uniform data reporting system. The
 
evaluation team encountered numerous problems and spend an
 
inordinate time attempting to locate and untangle data. There are
 
two dimensions to the problem. First, project participants should
 
be required as a condition of participation to maintain current and
 
easily accessible records. Secondly, data should be standardized
 
among the participants with clearly defined collection and
 
reporting criteria. Without a standard bench mark, meaningful
 
analysis and interpretation is very difficult. In the case of the
 
CADERH project. the establishment of such a reporting system is all
 
the more important because of the different project components and
 
numerous participating parties.
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V. 	Future Directions (feasibility of future supporting activities
 
to provide vocational training for low income sectors).
 

d(i) 
 To what degree were the basic assumptions of the project

design valid and how 
 did they affect project

implementation?
 

The conceptual desin of the project was sound. CBI is a functional
 
system for the conditions found in Honduras, given the student

population served, the limited availability of trained teachers,

level of resources, and overall development framework within which

the 	project functioned. The structure 
through which training

services 
were delivered to firms was functional. However, the
complexity of the project and the length of time 
"development"

requires were probably underestimated. Also; it has been difficult
 to expand the user population enough 
to achieve a sufficiently

large market for some of 
the 	services and products. CADERH,

nevertheless, has demonstrated flexibility in addressing

unanticipated problems and has learned from experience.
 

The assumption was sound that vocational
not 	 all centers could
operate unassisted in all areas, once initial assistance was phased

out, particularly 
with the high staff turnover in some of the
Centers, nor do the Centers have sufficient resources to pay for

assistance from CADERH. The point where independent operation is
achieved has not yet been reached 
on the part of all centers,

although neither CADERH nor USAID financed resources are required

to finance the basic recurrent costs of these centers. Some centers

need 
continued program upgrading and development support on a
modest scale. CADERH provided an important mentoring presence. The
 
presence of CADERH itself is probably more important than the level
 
of financial support that is given.
 

The assumption that CADERH could achieve self-sufficiency needs to
be qualified. To be sure, CADERH has attained self-sufficiency with

certain project components and it can continue to operate
effectively as an institution. However, there 
is a 	considerable

difference in the income generating capacity of different project
components, and in 
the case of some components they cannot

expected to generate substantial 

be
 
amounts of income, if at all.
Self-sufficiency standards should 
not be applied equally to all
project components. Some ccmponents are important to support simply


because they are important for development purposes.
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d(ii) 	 What changes in the design of the project would have
 
increased the effectiveness, efficiency, impact and
 
sustainability of the project?
 

In retrospect, less emphasis probably could have been put on the
 
development of certification tests, not because they are
 
unimportant, but because it is difficult at this point in time to
 
achieve wide use. The initial decision can be easily understood
 
because certification exams form a corner-stone of the CBI system,
 
and are a logical starting point for curriculum development.
 
However, other more widely used and less costly components could
 
have been developed first, but may have resulted in a system with
 
much less accountability and a lack of objectively measured
 
outcomes. A priority now is for CADERH to address the conditions
 
which can promote wider use of the certification examinations.
 

The performance of two of the institutional contractors was below
 
expectations, but the performance of the third contractor for
 
apparel training was excellent. The resources for the two
 
contractors could have been used in a better way.
 

It would have helped the project if the linkages with INFOP, MOE,
 
and other employer and training related groups in Honduras could
 
have been strengthened. This is a very complex, difficult, and long
 
process, but CADERH's ability to broaden its activities and to
 
achieve national impact probably depends in part on its ability to
 
broaden the organization's scope.
 

The resource base in Honduras is small, and CADERH needs to draw on
 
the resources of other service providers and to concentrate
 
resources by linking with them.
 

d(iii) 	 Is the project approach taken by the MissionL viable and
 
suitable for wider use?
 

The project approach taken by the Mission is conceptually and
 
operationally sound. There are two aspects to consider. First, the
 
technical approach to addressing private sector training
 
requirements. The CBI system implemented in the training centers
 
provides job specific training, and when coupled with production
 
experiences during training enhances the job prospects of students.
 
The practical skilis requisite to employment are developed. In
 
addition, the project used training centers supported by PVOs and
 
municipalities through which to deliver services, instead of the
 
formal, public-supp.rted school system. This insured that a more
 
realistic training population was selected, one that would enter
 
the work force rather than opt to use the school as a alternative
 
to some other pursuits. The students enrolled could profit from
 
training, wanted it, and made use of it to find employment. In
 
regards to in-firm training, the approach adopted by CADERH proved
 
highly effective.
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The second aspect 
was the approach to project implementation. A
 course of incremental development was followed. The project started

small and focused at first on developing policies and a plan of

action. It was expanded as resources became available and
organizational capacity 
 was developed. Experimentation and

experience was followed by modification and adaptation. From the
beginning there was considerable 
local input. The project was

centered within CADERH, an organizations by Hondurans 
 for

Hondurans. Thus, there was a high sense of ownership. At the same
time, the 
work of two USAID officials was instrumental. One

successfully guided the projects' inception and early development,

establishing the 
foundation for subsequent growth. The other
official has been associated with the project since its beginning,

providing essential continuity. There has been 
a high degree of
interest, monitoring and advice on the part of the Mission. There
is a great deal of creativity and flexibility exhibited. The USAID
official 	 has as mentor. close
served a 
 A 	 and functional

relationship has been developed with Honduran counterparts.
 

The project contains elements of success that are instructive. Both

its technical and implementation approaches are Viable and suitable
 
for wider 	use.
 

d(iv) 	 What should be the marketing strategies for achieving

CADERH's economic self-sustainability?
 

The activity 
with the greatest market potential and income
generating capacity is 
in-plant 	training for relativity large,

export-orientated 
firms. They simply have greater resources,

particularly when compared to small 
firms, and to public sector

organizations. Given its proven track record, experience, and inhouse capability, CADERH's decision to continue providing services
 
to the apparel industry is sound in the short-term. The contracts

signed and under negotiation indicate considerable income
potential. However, CADERH should avoid becoming identified with a

single industry. A long-term strategy for 
financial security

requires a broader base. Other industries need to be targeted.

Otherwise CADERH is highly vulnerable to market saturation and to
economic and political conditions associated with the apparel

industry beyond its control. Its identity will be 
too narrowly

drawn.
 

The in-plant training approach developed by KSA is hiCbly effective

and has high market appeal because it is directly intecrated with

the nroduction process on a day-by-day, continuing !0asis. Most

industries 
do not use training this way. Production gains and
quality improvement are a direct result of the KSA process. There
is considerable potential for CADERH to adapt the KSA process to
other industries in Honduras. If it can successfully do this,

CADERH should be able to carve out a substantial market notch over
the long-term. The concept of 
"training as a management tool" can
 
be sold to firms.
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CADERH may also want to expand the kinds of services that it
 
offers. Other areas might include quality control, marketing,
 
distribution, export assistance, and so on. In this way, CADERH can
 
achieve a more comprehensive identity, as well as expand it
 

to
resource-generating capacity. All services do not have be
 
offered directly by CADERH, but by linking with other service
 
providers and by achieving a more comprehensive response to
 
training related problems, CADERH can achieve an identity as the
 
organization to consult.
 

The potential to put certification on an income-generating basis is
 
problematic without first building the demand, which is in turn
 
related to labor market issues, such as industrial standards, wage
 
rates, and so on. The concept of certification does not appear to
 
be widely accepted or understood. However, certification is an
 
important concept and it should not be discarded, particularly
 
since the development work has been completed. The challenge is to
 
get more people involved, including worker groups, and to solve the
 
associated political problems.
 

The training modules have money-making potential, but the base of
 
users must be first expanded so that production runs of sufficient
 
size can be made.
 

The financial sustainability and development impact of CADERH over
 
the long-term probably depends on the extent to which it can
 
broaden its constituency. CADERH has to widen its embrace. There
 
must be more stakeholders involved and more linkages formed.
 
Ultimately, national recognition must be achieved, and this
 
requires a broadened scope.
 

A broadened membership, however, also implies the introduction of
 
competing and perhaps conflicting perceptions of CADERH's
 
objectives through the addition of other interest groups. One
 
strength of CADERH is that it has been a small, dedicated, cohesive
 
group with a shared vision. However, broadening the scope of
 
CADERH's membership does not necessarily mean diluting their
 
leadership. it can mean offering services of sufficient value that
 
othprs will want to participate. A number of strategies can be
 
pursued:
 

a. Codifying the strategic objectives of CADERH. Through explicit
 
objectives, organizational focus can be maintained;
 

b. Clearly separate policy from operational functions, while still
 
maintaining accountability for operations. This will reduce
 
interference in operations;
 

c. Establish different levels of association (full membership.
 
associated, collaborative, etc.). The range of stakeholders can be
 
expanded, and linkages formed, but organizational focus can be
 
maintained. There can be different levels of participation,
 
provided there are sufficient incentives and the views of other are
 
considered.
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d(v) 	 What is the potential and probable future role for CADERH
 
in human resource development activities in Honduras?
 

CADERH has developed considerable organizational capability and

potential. It is pursuing training activities on its own and has
 
demonstrated considerable resourcefulness in generating 
revenue
 
through a number of initiatives. Its impact on industrial training

has already been significant. and it should be able to build from
 
its existing organizational strengths. The major challenge CADERH
 
faces is to expand its vision, and to broaden its scope. It has the
 
potential to develop a national constituency.
 

A sound instructional 
system has been established in the 15

vocational centers. However, 
a moderate level of assistance is
 
still required. This assistance is needed to solidify the gains

that have already been established. The quality of training is not
 
uniform among centers, and it is uncertain whether or not some
 
centers can sustain programs at an acceptable level. One future
 
role for CADERH is to build the organization capacity through which
 
the centers can continue professional development. This may be in
 
the form of an educational association working with and through

CADERH. Professional concerns can be addressed, such as the
 
recruitment and training of staff, certification of administrative
 
and instructional staff, in-service training, the strengthening of
 
links to worker and employer groups, student placement, and
 
technical assistance. Through such 
a group it is possible to
 
institutionalize the process of improvement.
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VI. Conclusions and Recommendations 

Through the project activities a technically and financially viable

institution has been established that is capable of responding to
 
private sector training needs. However, the 1989 external

evaluation made a key observation that continues to be highly

relevant:
 

"An institution that is expected to be self-sustaining tends
 
to offer services to those who can pay for them, rather than
 
attending to the developmental needs of marginal populations.

CADERH has gone a long way in using AID funding to enhance the
 
productivity of the poor while seeking innovative ways 
to

become self-financing. However, without 
external assistance
 
from public and quasi-public funding, business concerns will
 
dominate over human resource development interests."
 

CADERH can attain sustainability. The major question, however, is

how much development activity should be undertaken. Sustainability

cannot be maintained if a high level of development activity is

also engaged in. The evaluation team recommends that if there are
development activities that 
continue to be important in USAID's
 
eyes, then they should be supported.
 

An effective organization has been 
created. its full development

potential should be used.
 

The competency-based instruction (instructional modules) and

certification systems :have 
a limited potential to generate income

without 
the expansion of the user population and modest, but

sustained upgrading and development. However, over both the short

and long term, CADERH probably cannot expect to recover development

costs. These activities, however, are important enough that they

should be supported by USAID given that there 
is an effort to
 
expand the user population.
 

Three non-USAID financed activities are losing money: a) the

English language instructional program (CAL), b) the employment

service (SNE), 
and c) Rural Education Alternatives (REA). These
 
activities probably should be discontinued.
 

Component II has the greatest income 
generating potential, and

development 
activities probably can be undertaken on a self
financing basis. i. is
However, important that development

activities be pursued, and tuat 
these activities should not be

sacrificed for the sake of financing other non-revenue generating

activities.
 

A summary of specific recommendations follows. The basis for each
recommendation is discussed in the corresponding sections of the
 
evaluation.
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Component I
 

1. 	 Provide a modest level of support to expand the use of
 
certification examinations, including use with vocational
 
centers (public and private) and firms. The objective should
 
be to gain acceptance of the concept of national certification
 
examinations. Linkages need to be formed with relevant worker
 
and employer groups.
 

2. 	 Provide support to revise and upgrade the existing
 
instructional modules.
 

3. 	 Provide support to develop two series of modules: industrial
 
electronics and industrial maintenance.
 

4. 	 Provide a modest level of upgrading and re-equipping to the
 
existing 15 vocational training centers.
 

5. 	 Establish a marketing program to expand the use of the modules
 
(within Honduras and regionally).
 

6. 	 Support the organization and development of an in-service
 
program for the vocational training centers. Programs need to
 
be developed for instructors and administrators.
 

7. 	 Encourage the formation of a professional organization for
 
center staff. The long-term objective should be to
 
institutionalize professional development activities in a
 
self-directed organization.
 

8. 	 Assist CADERH in making available assistance to the vocational
 
centers on an on-going basis, since mentoring is still
 
required. CADERH has greater leverage over the vocational
 
centers by providing a moderate, sustained level of support.
 

Institutional Assessment
 

1. 	 Address the issue of high staff turnover.
 

2. 	 Review the organizational structure of CADERH. Greater
 
cohesion between cost centers needs to be achieved.
 

3. 	 Review the current mix of activities and concentrate
 
organizational 7esources on those in which there is a
 
comparative adv ntage.
 

4. 	 Encourage the expansion of CADERH's membership. More
 
stakeholders and greater linkages should be the objective. To
 
achieve national recognition, CADERH must broaden its scope.
 

5. 	 Support the establishment of a marketing and public relations
 
program through which CADERH can expand its private and public
 
sector markets.
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APPENDIX 1: SCOPE OF WORK
 

1. OBJECTIVES
 

To contract technical assistancfe to carry out a final
 
evaluation of USAID/Honduras Project No.522-0257, the Honduran
 
Advisory Council for Human Resources Development (Centro

Asesor para el Desarrollo de los Recursos Humanos; CADERH).
 

2. BACKGROUND
 

The CADERH Operational Program Grant (OPG) was authorized by 
USAID/Honduras on July 26, 1984 for $975,000 and L1,124.850 
($562,425 in local currency) . Subsequent amendments increased 
total project funding to $6,325.000 and L15,668.00 
($7,834,000). The Project Assistance Completion Date (PACD)
 
is December 31, 1993.
 

The project goal is to generate increased employment
 
opportunities (aproximately 15,000 person years) through the
 
improvement of the quality and relevance of vocational and
 
managerial training. The purpose is to create a technically
 
an dinancially viable institution which will provide

mechanisms for responding to private sector training needs and
 
priorities.
 

The CADERH project has trainde over 16,000 people since 1964
 
through providing assistance for two types of vocational
 
training programs.
 

a) 	 CADERH's job entry level and skill upgranding training
 
programs, which are executed by PVOc and municipal
 
training centers, and strive to reach some of the least
 
previleged sectors of society.
 

b) 	 Industry specific training, which is normally executed on
 
an in plant basis, to overcome critical constraints
 
associated with a lack of a well trained labor force !o
 
enhance the competitiveness of Honduras in the region.
 

The project contributes to the Mission Strategic Objective

Increase Private Investment and Trade under the Bureau Goal of
 
Broad-Based, Sustainable Economic Growth. A proposed follow
on project would fall under the Mission Strategic Objective of
 
Healthier, Better Educated Hondura. , and the Bureau Goal of
 
Greater Opportunities for Increades Participation in the
 
Economy by the Disadvantaged. The proposed project would aim
 
at: (1) providing basic education and, (2) expanding nonformal
 
vocation opportunities. CADERH would address the second
 
component.
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3. STATEMENT OF WORK
 

The contractor shall be responsible for assessing project

achievements at the goal and purpose levels. The contractor
 
shall also be responsible for assessing the sustainability of
 
such development achievements and for identifying Lessons
 
Learned (positive-and/or negative) for a proposed follow-on
 
project. The contractor will complete at least the following
 
activities.
 

a) 	 Technical Assessment: Conduct a technical assesment of
 
CADERH's strategies and activities under the project and
 
provide recommendations for improving the quality,
 
efficiency and relevance of instruction. The technical
 
assessment of CADERH's activities will include the
 
following.
 

What is the quality of certification testing,
 
training materials and training programs in terms
 
of criterion referenced instruction and testing
 
norms, and relevance of instruction?
 

what is the cost-effectiveness of PVO/municipal
 
training programs and in-plant training activities?
 
Using the aproach selected by the Mission, are the
 
effects of the projects being produced at an
 
acceptable cost compared to alternative appraches
 
to accomplishing the same objectives? In the
 
evaluators judgement, what would have been the most
 
cost effective alternative?
 

What are the rates of return on the training of
 
graduates of PVO/municipal training centers, both
 
men and women? what are the rates of returns for
 
clients of CADERH's in-plant training programs?
 

What is the economic and pedagogical valie of the
 
integration of production with instruction? i.e,.
 
Did the project design correctly identify and
 
address the development constraints?
 

Ilow did CADERH's activities contribute to the
 
Mission's Action Plan objective, specifically the
 
goal of achieving broadly-ba3ed, sustainable
 
economic growth?
 

b) 	 Institutional Assessment: Conduct an institutional
 
assessment and provide recommendations for impoving
 
CADERH's administrative and financial capabilities

including the following.
 



What is the current and projected potential of the
 
institution to become financially self-sustainable
 
while maintaining the current level of development

activities? Could charges for services have been
 
changed without affecting demand?
 

Were administrative capabilities adquate to
 
execute development programs in a cost-effective
 
manner?
 

What was and should be the mix of activities 
income generating with no development impact, and 
purely development activities which do not generate
income? Are there any services that should have 
been dropped? 

c) 	 Project Impact: Evaluate the project impact in regard to
 
realizing project goal, purposes and outputs since 1989
 
(when the previous external evaluation was conducted) to
 
include the following.
 

Did the project achieve its stated objectives? The
 
question should be answered in both quantitative
 
and qualitative terms.
 

What economic, social and political factors
 
facilitated or impeded project performance?
 

What actions could have been taken to improve the
 
overall performance of the project? What is
 
CADERH's technical capacity? What is the potential
 
of current and planned strategies, to provide

continuing guiadence and a positive impact on the
 
quality, efficiency and relevance of vocational
technical instruction and other human resource
 
development efforts in Honduras?
 

What were the effects, both positive and negative,

produced by CADERH on the intended beneficiaries,
 
both men and women? Were there any significant
 
unplanned effects?
 

Did the project affect patterns of labor
 
allocation, income, expeditures and status? Are
 
there any identifiable differences in how women
 
were affected compared to men?
 

d) 	 Future Directions: The Mission is planning to continue
 
supporting activities to provide vocational training for
 
low income sectors. The contractor shall answer the
 
following questions.
 



To what degree were the basic assumpltions of the 
project design valid and how did they affect 
project implementation? 

What changes in the design of the project would 
have increased the effectiveness, efficiency, 
impact and sustainability of the project? 

Is the project approach taken by the Mission viable 
and suitable for wider use? 

What would be the marketing strategies for 
achieving CADERH's economic self-sustainability? 

What is the potential and probable future roles for 
CADERH in human resource development activities in 
Honduras? 

4. METHODOLOGY 

A. Review the project agreement, amendments, particularly 
numbers 3 and 4 which expanded the project's original 
activities, previous evaluations and audit reports on the 
project, LAC/DR/EHR "Vocational Education and Training; 
Review of Experience;" and date provided by CADERH and 
USAID regarding: 

1) The performance of vocational training centers 
assited by CADERH based on the numbers of persons 
trained, gender of beneficiaries, participant hour 
of training costs, production activities, dropout 
and promotion rates, the employment of graduates 
form these centers; and 

2) the costs, numbers of persons trained, gender of 
beneficiaries, pre-training and post-training 
levels of productivity and other results of 
industry specific and inplant training provided by 
CADERH. 

To assess self-sufficiency, develop scenarios for 
different financial projections based on different 
ch;.rges for services for income generating activities. 

b) Submit a work plan and outline for the evaluation report 
in English within 3 days after the contractor's Chief 
Technical Advisor arrives in Honduras. The work plan 
shall include specific dates for each activity to be 
realized. Time should be allowed to visit vocational 
training centers and in-plant training sites to verify 
the data provided by CADERH and USAID/Honduras, and gain 
further insight on these programs. The contractor shall 



obtain the approval of the work plan by CADERH and
 
USAID/Honduras.
 

c) 	 Execute the work in accordance with the work plan

approved by CADERH and USAID/Honduras.
 

5. QUALIFICATIONS
 

The constractor's consultant/s must be familiar with Latin
 
American vocational training institutions; the economic,

technical and policy constraints of these institutions; USAID
 
procedures; gender considerations in development; criterion
 
referenced instruction; and competency based vocational
 
testing. The consultants must be fluent in Spanish (Level

III). One team member must be a financial analyst preferably

with extensive private sector experience.
 

6. REPORTS
 

Prior to departing Honduras the consultant/s will provide four
 
copies of a draft report in English and two copies of an
 
Executive Summary in Spanish to USAID/Honduras. The
 
consultant/s shall also give a representation to CADERH and
 
USAID/Honduras on the report's findings, 
 conclusions,

recommendations, and lessons 
 learned prior to departing

Honduras.
 

The 	Mission and CADERH 
will review the draft report and
 
provide comments within two weeks. Within two weeks after
 
receiving final comments from USAID/Honduras and CADERH, the
 
contractor will send 15 copies of the final evaluation report

in English to USAID/Honduras. The draft and final reports

will contain the following.
 

a) 	 An executive Summary A self-contained document of no
 
more than three single-spaced pages which includes the
 
purpose of the evaluation, brief descriptions of the
 
methodology used, findings, conclusions, recommendations
 
and lessons learned.
 

b) 	 A table of Contents
 

c) 	 Th. Body of the Report should be no more than 40 single
spaced pages and should provide detailed information
 
(evidence) and analysis on which conclusions and
 
recommendations are based. 
This section will include; a
 
description of the project and its primary objectives; a
 
summary of The current status of the Project; the purpose

of the evaluation; a description of the methodology used
 
by the evaluation team; the finding of the evaluation
 
organized by the above-mentioned topics (any deviation
 



from the scope of work (SOW) must be explained);
 
conclusions; recommendations; and lessons learned.
 

Conclusions will be supported by findings, and
 
recommendations will be based on conclusions and
 
recomendations should be short and succinct and selected
 
to highlight only the few most important major
 
conclusions and recommendations in the body of the
 
report. Other less important concluions and
 
recommendations may be listed in an annex to the main
 
report.
 

Lessons learned should describe the causal relationship
 
factors that have proved critical to Project successes
 
and failures. These should also include discussion of
 
the techniques or appraches which have proved -most
 
effective or should be changed, any why. Lessons
 
relatinf to replicability and sustainability must also be
 
discussed.
 

In addition, a section will be included with a brief
 
description of earlier evaluations' conclusions and
 
recommendations, and a brief discussion on how they were
 
used in the implementation of the project.
 

Detailed information and/or justifications should be
 
provided in the annexes with references to these annexes
 
in the text where appropriate.
 

d) 	 Annexes, including evaluation Scope of Work (SOW), a
 
description of the methodology of the evaluation with a
 
timetable of activities carried out, any relevant data
 
collection instruments used in the analysis, tables of
 
conclusions and recommendations, composition of
 
evaluation team, list of individuals contacted and a
 
complete bibliography of documents consulted.
 

7. TIME FRAME
 

The contractor's consulcant/s should begin work as soon as
 
possible. Six person weeks are estimated for completing work
 
in Honduras. Up to two person weeks will be available for
 
preparing the final report. Six day work weeks are
 
authorized.
 

8. RELATIONSHIPS AND RESPONSIBILITIES
 

The 	contractor will report to Ned Van Steenwyk, Project
 
Officer. Additional support will be provided by Leonel
 
Bendeck, President of CADERH; Ram6n Hasbun, Executive Director
 
of CADE"H; other CADERH personnel; the Project Support
 
Officer; and Carmen Zambrana, Evaluation Officer.
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Project Overview 

A. Background 

The Advisory Council for Human Resource Development (CADERH) was 
established in 1984 to address private sector training needs in
 
Honduras. The CADERH project was originally approved by USAID as a
 
pilot activity and funded through an operational program grant.

Subsequent amendments extended the life of the project, increased
 
the amount of funding, and focused the scope of activity.
 

CADERH is now fully operational and is linked with its private
 
sector constituency through a Board of Directors with private
 
sector members.
 

CADERH evolved from an informal discussion group formed through the
 
initiative of an USAID official. It is an organization designed to
 
address employment related training needs in Honduras, and it is
 
administered, managed, and maintained by private sector employers,

labor, and former public sector leaders. From the beginning private
 
sector representatives were involved, and this is a factor
 
contributing to the success of the project. Employers and labor
 
participated in the initial discussion stages, played a major role
 
in defining activities, and guided development. An Executive
 
Director that oversees daily operations reports to a Board of
 
Directors.
 

A lack of trained employees was one of the factors perceived as
 
limiting productivity, employment growth and economic development.

The existing vocational-technical education systems were considered
 
inadequate. Programs were characterized by low quality, a lack of
 
standards, and low cost-effectiveness. Training costs were high,

there was little communication with employers, and an absence of an
 
effective system for identifying training needs and monitoring

results. Instructors were under qualified, and administrations
 
bloated. One early objective of CADERH was to facilitate the
 
revitalization of the existing training systems. Of particular
 
concern was INFOP (Instituto National de Formacion Professional),
 
a semi-autonomous public training system financed by the private

sector through a 1 percent payroll tax. Tensions between employers

and INFOP contributed to the formation of CADERH. It is significant
 
to note that discussions are taking place currently regarding the
 
privatization of INFOP.
 

The initial CADERH grant agrecment was signed on July 26, 1983,

with a Project Assistance Completion Date (PACD) of July 25, 1987.
 
The objectives were to define training needs, to develop trade
 
certification examinations, and to develop competency-based

instructional materials. Private sector trade advisory committees
 
were established to carry out these tasks. In addition, emphasis
 
was given to the institutional strengthening of CADERH so that it
 
could respond more fully to future training priorities and needs.
 



Specific objectives were to
 

o 	 Rationalize the vocational training system in Honduras, making
 
it more responsive to private sector needs; strengthen local
 
vocal-technical training capabilities;
 

o 	 Introduce the concept of skill certification standards and
 
competency-based materials to Honduras;
 

o 	 Increase involvement of the private sector in identifying and
 
resolving worker related training problems; and
 

o 	 Develop CADERH as the key institution to effect desired change

in the training system; strengthen CADERH's capability to
 
respond to training priorities.
 

The project was amended in February 1986 to increase LOP funding
 
for construction, remodeling, equipping, and training instructors
 
and directors for fifteen vocational training centers ($1,325,000

and L.8,900,000). The, project was amended again in July, 1987
 
(Amendment No. 4) to increase financial support ($6,325,000 and
 
L.15,688,600); to expand trade areas for competency-based
 
instruction and trade certification; to provide resources for
 
industry specific and in-plant training programs; and to extend the
 
PACD to May 31, 1992.
 

Three project components were specified: Trade Certification and
 
Curriculum Development (Component I), Training Needs Analyses and
 
Industry Specific Training (Component II), and the establishment of
 
a Training Materials Bank (Component III). As a result of Amendment
 
No. 4, CADERH's activities became more focused and concentrated on
 
employment generation and increasing productivity through, first,
 
improvements in the quality, relevance, and cost-effectiveness of
 
vocational training centers, and, secondly, financing and providing
 
industry specific training.
 

In April 1992 a no cost extension to the PACD was granted to CADERH
 
in order to complete activities. In particular, delays were
 
experienced with industry specific training because of delays with
 
the establishment of export zones, and delays with regard to the
 
control of CADERH. The CADERH project was extended through December
 
31, 1993.
 

Through Amendment 11 of July 16, 1993, USAID funding was
 
discont.nued for Component II, industrial-specific training, and
 
the construction and equipping of a model vocational training

facility in San Pedro Sula was undertaken. The PACD date was
 
extended to July 15, 1994. There is a continuation of Component I
 
under Amendment No. 4; assistance is provided to PVO and municipal
 
vocational training institutions serving students from less
 
privileged sectors of society. Amendment No. 11 also specifies 
a
 
number of conditions governing training at the San Pedro Sula
 
facility designed to ensure fair market competition and to protect
 



workers rights. These changes were largely motivated by unfavorable
 
publicity from 
a US TV program alleging worker abuse and the
 
support of activities which result in job loss to American workers.
 

B. Previous Evaluations 

Five previous evaluations were reviewed for this report. The first,

Evaluation USAID/Honduras CADERH Project by Walter Tucker and John
Gloetzner, completed in June 1987, identified the following major

concerns: a) failure of the contractor (Central Texas College) to

provide timely and effective technical assistance in curriculum

development and certification; b) the ambiguity created by CADERH's

identity as an institution and as a project; c) the need to develop

a sufficient asset base to ensure self-sufficiency; and d) the need
 
to establish strengthened 
 service delivery and marketing

capability.
 

The second evaluation was conducted in August, 1988 by William

Renforth and Eduardo Apodaca. Again, 
attention was directed 
to
strengthening marketing capability as 
a means of attaining self
sufficiency. The evaluation,
third conducted by USAID over the

first year of Amendment No.4, reported sustained progress toward

achieving project goals with the 
exception of Component 2, and

recommended a revised timetable. Reductions in funding levels and

lags in disbursements also affected project goals. The development

of alternative sources 
of income as a means of approaching self

sufficiency was highlighted, while at the same time it was observed

that CADERH had exceeded its counterpart contributions by 156%.
 

The fourth evaluation, prepared by John McNeil, al, was
et

completed in August 1989. Major observations included a) the

importance of future plans for self 
sufficiency, including the
development of supplementary income activities and the

establishment of an endowment 
fund which would enable CADERH to

provide services to marginal populations without the need to
 
recover costs. It was also recommended that participation of women
be expanded. Attention was drawn to 
the tensions between project

goals for development impact and the demands 
 for self
sustainability. It is difficult to achieve both, although CADERH is

under continuing pressure to 
do both; b) consider terminating or

modifying the technical assistance program with Convergent Systems

International because overall
of in'adequate performance; c)
continue to refine the 
 certification test and curriculum

development 
process in order to develop material that is xvre
closely relqted to work requirements, that is user friendly, and

that reflects training priorities; and d) reorganize and streamline
 
CADERH's organizational and management structure. 
In particular,

attention was called to the development of an integrated accounting
 
system.
 

The fifth evaluation was conducted by USAID during September 1990

and concluded that satisfactory progress being made on
was 

addressing previous recommendations, although some 
concerns were
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highlighted. These included the need for additional refinements in
 
the development and administration process of the trade
 
certification testing program; the need to expand the market for
 
competency-based (CBI) materials; and requicements for additional
 
financial support for the vocational training centers.
 

In general, the evaluations reflect an organization that started
 
out small, and that has demonstrated measured growth and sustained
 
development. CADERH has learned from the evaluations, has been
 
receptive to recommendations, and has moved promptly to implement

recoemendations. A high degree of institutional flexibility,

creativity, and commitment is evident. There is sound leadership.
 

The evaluations reflect the fact that a substantial number of
 
project objectives have been achieved or exceeded. There has been
 
a direct and measured impact on training and human resource
 
development. Significant private sector support has been generated.
 

A reproducible instructional delivery and certification and trade
 
testing system has been developed. Considerable technical knowledge

has been developed within CADERH. However, previous evaluations
 
identified the need to further refine both the 
procedures and
 
products of the Competency Based Instruction and Certification
 
Testing systems, and as well, to expand the market. The evaluations
 
suggest that the considerable market potential of these systems has
 
not been fully realized. Other institutions and the commercial
 
alternatives in Honduras and the region need to be considered.
 

Finally, the evaluations reflect what is probably the central and
 
continuing problem, namely, the tension between achieving self
sufficiency and the need to address development priorities which
 
have low income generating potential but high social and economic
 
worth. CADERH requires the flexibility to target specific
 
development priorities which in the short-term cannot be expected
 
to generate significant income. If CADERH applied strict, pragmatic

profit-making criteria to its decision-making it would not engage

in some of the various activities which have made it such a useful
 
development tool. At the same time, CADERH has less than full
 
policy, planning and operational independence because of the grant
 
agreements under which it functions.
 



APPENDIX 3
 

METHODOLOGY
 



Methodology
 

CADERH and USAID were well prepared for the final evaluation. The

evaluation got off to a good start when the USAID Project Officer
 
and CADERH 
Executive Director introduced the consultants to the

work to be undertaken and provided the background documents to be
 
reviewed. Information supplied by CADERH and USAID 
included,

financial statements, quarterly and annual reports, annual audits,

AID amendments to the CADERH project, department reports, and

project evaluations. Particular attention was given to Amendments
 
#3 and #4, the Renforth-Apodaca report on self-sufficiency, the
 
1989 external evaluator's report, and the FARS Financial Review.
 

The first step in the evaluation process was to develop a work plan

acceptable to 
CADERH and USAID (refer to appendix 4a). It was

decided that the most logical way to fulfill the Scope of Work

(appendix 1) was to organize the evaluation by project component.

Organizing the evaluation along project components was the same way

that previous evaluations were presented. To clarify the issues at

the vocational centers and industrial sites, questionnaires were
 
developed for centers 
(appendix 3a) and for industrial sites
 
(appendix 3b). Questionnaires were also developed for CADERH

(appendix 11) and the USAID's Financial Analysis and Review Section
 
(appendix 12). Developing the questionnaires helped to clarify the
 
issues and to synthesize the data collection effort.
 

Key CADERH and USAID personnel, board members, local advisory

committee members, employers, vocational center personnel, students
 
and trainees, employees, and members of collaborating institutions
 
and firms were interviewed. Direct observations were carried out at
 
five vocational centers and three industrial sites. Responses were

elicited to the quality and content of training, the effectiveness
 
of services, the usefulness of services, and the perceived benefits
 
relative to cost.
 

Reliance was placed on obtaining the measures of performance from

existing figures from CADERH and 
USAID reports. When the need
 
arose, specific data not in reports was requested from both USAID
 
and CADERH. The additional data requested was provided to the
 
evaluation team in a timely fashion.
 

The findings are categorized by the scope of worr, and include a

technical analysis of component I, II, 
and III; an institutional
 
assessment; an assessment c- the project's impact, lessons learned,

and a discussion of futur directions.
 



APPENDIX 4
 

WORK PLAN 



Appendix 4a - Work Plan Outline Based on Scope of Work
 

III. Findings
 

A. Overall Project Goal
 

a(v) 	 How did CADERHI's activities contribute to the Mission's
 
Action Plan objective, specifically the goal of achieving
 
broadly-based, sustainable economic growth?
 

Requirements 	 Source
 

a. Current Mission Action Plan Objectives AID
 
(Strategic Objective number 2
 

b. Grant purpose, project goal and purpose Amend # 3, #4
 
89 evaluation
 

B. 	 Component I (Expand the trade certification and
 
competency-based instructional system).
 

1. Introduction
 

Original Outputs (Amendment #4), Amendments, and Current
 
Status with Percent Achievement to Amended Target
 

Output: Original Amended 30/9/93 % 

Curriculum materials 
and certification 
systems developed 
for new trade areas 10 

Number of instructors 
certified 100 

Training center-s using 
CADERH curricula and 
participating in the 
certification system 25 

Retention rate 
increased to 80% 

Job Placement 
increased to 

rates 
80% 

Persons who receive job 
entry level training, 
certified and employed 2,500 



Component 	I Outputs - cont.
 

Output 	 Original Amended 30/9/93 %
 

Persons who receive skill
 
up-grading training,
 
certified and 15%
 
increased productivity 3,500
 

Counterpart hours of
 
service by Trade
 
Advisory Committees 11,520
 

Source: CADERH/USAID quarterly and annual reports
 

note: income generated and counterpart contribution for
 
Component I are included as part of the total income
 
generated and counterpart contributions under the
 
institutional assessment targets
 

The above outputs are to be used as an overview of
 
achievements in relation to specific evaluation questions
 

a(i) 	 What is the quality of certification testing, training

materials and training programs in terms of criterion
 
reference instruction and testing norms, and relevance of
 
instruc::ion?
 

Requirements 
 Source
 

a. Examination of the development process CADERH

1b. Marketability of qualification Employers
 

Comment: 	 We are not interested in the extent of use, but in the
 
judgement of those who are using the service. Explore the
 
possibility of developing a questionnaire to be filled in
 
by employers of certified employees.
 

a(ii) 	 What is the cost-effectiveness of PVO/municioal training

programs? Are the effects being produced at an acceptable
 
cost compared to alternative approaches?
 

Requirements 
 Source
 

a. Annual 	cost per training hour in constant AID/CADERH

dollars 	by types of instruction
 
(CBI vs. others)
 

b. Review 	allocation of project funds to
 
training programs by cost centers. Emphasis
 
Emphasis should be placed on the handling

of cacital expenditures, overhead, and
 
develocmen: :ests
 

c. Annual 	number :f graduates by institution
 
(is it changing over time) and cost
 
comparison
 



Comment: 	 Annual constant cost per training hours are required in
 
order to determine if cost are increasing, decreasing or
 
constant for PVO/municipal programs. Evaluating 
cost
 
effective alternatives will be in perspective of existing
 
institutions vs. CBI a(ii).
 

a(iii) 	 What the of return of
are rates 	 graduates of
 

PVO/municipal training centers 
(men and women)?
 

Requirements 
 Source
 

a. Data on placements (M, F) 
 CADERH/PVO

b. Min. wages vs. graduate wages 	 CADERH/AID
 
c. Educational efficiency (numbers and time to 
 AID/MoE


complete program in relation to base
 
education)
 

a(iv) 	 What is the economic and pedagogical integration of
 
production with instruction (Did the project design

correctly identify and 
 address the development
 
constraints)?
 

Requirements 
 Source
 

a. Relation between time 	in training vs. CADERH
 
production (cost of course, earnings)


b. Achievement comparisons between CBI with and
 
without 	production and non-CBI programs

(vocational and non-vocational)
 

Note: 	 Do CBI students (graduates) take any standardized tests
 
that non-vocational students take?
 

C. 	Component II (Provide industry-specific training
 
analyses for defining the needs and
 
priorities of the private sector;
 
establish a training fund to provide up
front financing on a loan basis to cover
 
the costs of contracted training).
 



1. Introduction
 

Original Outputs (Amendment #4), Amendments, and Current
 
Status with Percent Achievement to Amended Target
 

Output Original Amended 30/9/93 % 

Industry specific 
training needs 
analyses conducted 60 

Industry specific 
training programs 
contracted 45 

Persons receiving skill
 
up-grading training with
 
increased productivity
 
of at least 15% 5,000
 

Persons receiving job
 
entry level trained,
 
certified and employed 4,000
 

Counterpart hours by
 
Priority Committee 2,800
 

Income generated (L.000) L. 481
 

Source: CADERH/USAID quarterly and annual reports
 

note: counterpart contributions for Component II are included
 
as part of the total counterpart contributions under the
 
institutional assessment targets
 

The above outputs are to be used as an overview of
 

achievements in relation to specific evaluation questions
 

Overview questions
 

a. 	 Employer perception of relevancy of training, quality of
 
training, service provided, follow-up by CADERH.
 

b. 	 What is the marketing strategy of CADERH, how are contacts
 
maintained, has CADERH looked beyond the Honduran market?
 

c. 	 Comparison of companies that have contracted for training and
 
companie; That could benefit from training
 

d. 	 Are the'e comoanies that contracted for training and have not
 
contracted for additional training
 

e. 	 How is the need for training perceived by companies
 

f. 	 What is the mix of companies targeted and served in relation 
to the total market - is there a minimum size company that 
CADERH will train (small with possibly greater need vs. 
medium/large)? 7s CADERH creaming the top? 

hat The effectiveness in-plant 

activitres? Are the effects being produced at an
 
acceptable cost compared to alternative approaches?
 

a(ii) ;W7 is cost 	 of training
 



Requirements 
 Source
 

a. List of all organization that conduct
 
training, the type of training conducted
 
and cost
 

b. How many courses offered, types of courses
 
repeats, cost per trainee on an annual basis
 

a(iii) What are the rates of return for in-plant training 

programs? 

Requirements Source 

a. What was worker productivity before and Companies

after training converted to savings in with
 
comparison to training cost 
 trained
 

b. Interview or questionnaire for 
 workers
 
companies that have and have
 
not contracted for training
 

D. Component III 
 (Establish a vocational-technical,
 
competency-based instructional materials
 
clearing house).
 

1. Introduction
 

Original 
Outputs (Amendment #4), Amendments, and Current
 
Status with Percent Achievement to Amended Target
 

Output Original Amended 30/9/93 %
 

Training and multimedia 
raterials produced and 
distributed for - 
trade areas 14
 

Audio-visual training
 
units 
 2,000
 

Instructo- manuals 
 5,000
 

Participant training
 
manuals 
 50,000
 

Component III Outputs - cont.
 

Output Original Amended 30/9/93 %
 

Instructors trained to
 
use CRI materials and
 
equipment 
 300
 

Self-financing of
 

!componen,. 
 100%
 

Income generated (L.000) L. 750
 



Source: CADERH/USAID quarterly and annual reports 

note: income generated for Component III is included as part of 
the total CADERH income generated under the institutional 
assessment targets (this note might or might not be 
attached, depending on data)
 

Brief discussion relating what was intended vs. current
 
status. To be placed in the context of its current importance
 
to CADERH.
 

a. 	 To what extent are the materials being used and who are using
 
them?
 

b. 	 What is the status of the development, production and
 
implementation effort?
 

c. 	 What was the cost of developing this component and what are
 
the current revenues, possibly on an annual basis.
 

d. 	 To what extent has the public and private sector used the
 
materials developed?
 



E. 	Institutional Assessment (Recommendations for improving

administrative and financial capabilities).
 
Original Outputs (Amendment #4), Amendments, and Current
 
Status with Percent Achievement to Amended Target
 

Output 	 Original Amended 30/9./93 %
 

Job Placement income
 
(L.000) 	 L. 325
 

Other and Loan income
 
(L.000) 	 L. 558
 

Counterpart hours of
 
service by CADERH
 
members and Board of
 
Directors 2,880
 

note: 	 The original target of total membership incbme of
 
L.246,300 from 200 to 300 members has been deleted. The
 
focus to participation in CADERH has shifted 
to area
 
specific advisory committees. In addition, it was found
 
that the cost of collecting individual subscriptions was
 
higher than the income generated. The 1992 target of 16
 
employees has been deleted and focus has shifted towards
 
relating 	income to employee input (variable costs).
 

Institutional Assessment Outputs - cont.
 

Output 	 Original Amended 30/9/93 %
 

Total income generated
 
and counterpart funding
 
(L.000) 	 L.2,537.3
 

Basic operation costs
 
(L.000) 	 L. 650
 

Self-financing of basic
 

operation costs 	 100%
 

Total counterpart (L.000) 14,092.9
 



b(i) 	 What is the current and projected potential of the
 
institution to become financially self-sustainable while
 
maintaining the current level of development activities?
 

Requirements 	 Source
 

a. Cost and revenue information on a cost CADERH
 
center basis from the 89/90 fiscal year
 

b. Fee structure by services (all income CADERH
 
generating activities) on an annual basis
 
related to variable costs (non-inflation
 
adjusted)
 

c. Method of allocating overhead and handling CADERH
 
depreciation
 

d. Cost and revenue projections of proposed CADERH
 
activities 

e. FARS Financial Review AID 

Could changes 

demand? 

for services have been charged without affecting 

Requirements Source 

a. Unit prices and volumes for all services on
 
an annual basis
 

b(ii) 	 Were the administrative capabilities adequate to execute
 
development programs in a cost-effective manner?
 

Requirements 	 Source
 

a. List of all development activities on an CADERH
 
annual basis
 

b. Organization structure and how it has CADERH
 
evolved over time
 

c. Number and type of staff in administration CADERH
 
of development activities in relation to
 
number anu type of development activities
 
on an annual basis
 

d. Review of MIS and how it is being used CADERH
 
to make decisions
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b(iii) 
 What was and should be the mix of activities i.e. income
 
generating with no development impact, and purely
 
development which do not generate income?
 

Requirements 
 Source
 

a. Mix of activities on an annual basis in
 
relation to type of staff utilized
 

b. User profiles
 
c. Potential user profile
 

Comment: What should be the mix of activities depends solely on
 
whether or not there are funds to support development
 
activities. All activities should be reviewed in terms of
 
use of scarce professional staff time.
 

Are there any services that should have been dropped?
 

Comment: 
 This question can be addressed from the above information
 
based on whether or not the service was used and how
 
frequently and whether or not a market needs to be
 
developed.
 

F. Project Impact (The realization of project goal, purpose
 
and outputs since 1989). 

c(i) Did the project achieve its stated 
quantitative and qualitative terms). 

objectives (In 

Requirements Source 

a. Quantification of target from amendment #4 
which head each section 

CADERH/AID 

b. Review of previous user surveys CADERH 
c. Development of user questionnaire 

1ii)
What economic, social and political factors facilitated
 

or impeded project performance?
 

Requirements 
 Source
 

a. Review annual reports, PILs, and amendments AID/CADERH
 
which adjusted the project goals and
 
outputs based or external factors
 

b. Interview CADEFH and AID personnel CADERH/AID
 



c(iii) 	 What actions could have been taken to improve the overall
 

performance of the project?
 

Requirements 	 Source
 

a. Review of previous evaluations, annual
 
reports and the recommendation made
 

Comment: 	 Emphasis should be placed on future actions, not past
 
actions. This question should be placed as part of
 
lessons learned.
 

c(iii) 	 What is CADERH's technical capacity? What is the
 
potential of current and planned strategies to provide
 
continuing guidance and a positive impact on the quality,
 
efficiency, and relevance of vocational-technical
 
instruction and other human resource development efforts
 
in Honduras?
 

Requirements 	 Source
 

a. Evaluate capacity in relation to output
 
b. Current work plan and CADERH ranking of
 

current and proposed activities
 
c. Review 	current CADERH strategic plan
 

c(iv) 	 What were the effects (both positive and negative)
 
produced by CADERH on the intended beneficiaries (men and
 
women)?
 

Requirements 	 Source
 

a. Review existing surveys of participants CADERH
 
b. Develop questionnaire for training centers
 

and conduct interviews
 
c. Interview firms that have hired certificate
 

holders
 

c(v) 	 Did the project affect patterns of labor allodation,
 
income, expenditures and status? Are there any
 
identifiable differences in how women were affected
 
compared to men?
 

Comment: 	 The above information will be used to answer the question
 
as to whether or not the status of the participants
 
within society has improved.
 



VI. 	 Lessons Learned
 

Comment: 	 Brief concise treatment ot major findings. This treatment
 
will be imbedded within the historical context of the
 
project.
 

V. Future Directions (feasibility of future supporting
 
activities to provide vocational training for low income
 
sectors).
 

d(i) 	 To what degree were the basic assumptions of the project

design 
 valid and how did they affect project

implementation?
 

Requirements 
 Source
 

a. Relating findings to project goals and
 
activities
 

d(ii) 	 What changes in the design of the project would have
 
increased the effectiveness, efficiency, impact and
 
sustainability of the project?
 

Requirements 
 Source
 

a. Make a value judgment about design changes
 
within the Honduran context
 

d(iii) 	 Is the project approach taken by the Mission viable and
 

suitable for wider use?
 

Requirements 
 Source
 

a. Determine suitability based on achievements
 

d(iv) 	 What should be the marketing strategies for achieving

CADERH's economic self-sustainability?
 

Requirements 
 Source
 

a. Review 	of results
 

dIv) 	 What is the potential and probable future role for CADERH
 
in human resource development activities in Honduras?
 

Comment: 	 Tt is recommended that the above questions under future
 
directions are included as a policy statement section.
 

-/ V
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Appendix 4b. 


October 27-29 


October 30 


November 1 


November 2 


November 3 


November 4 


November 5 


November 6 


November 7 


November 8 


November 9 


Fovember 10 


November 11 


November 12 


November 23 


November 14 


November 15 


November 16 


November 17 


Tentative Timetable - October 30, 1993 

Develop methodology
 

Develop work plan and outline of evaluation report;
 
establish project timetable
 

Submit work plan; discuss with CADERH and USAID.
 
Make modifications and establish schedule of
 
evaluation activities. Establish dates for visits
 
to vocational training centers and in-plant
 
training sites. Establish schedule of consultations
 
with CADERH and USAID officials. Identify

significant others to contact.
 

Construct questionnaire and collect documentation
 
and analyze. Identify additional information
 
requirements.
 

Complete activities of 11/2. Visit two training
 
centers in Tegucigulpa
 

Visits to training centers and firms. Conduct
 
interviews. Observe operations.
 

Visits to training centers and firms outside
 
Tegucigulpa. Conduct interviews. Observe
 
operations.
 

Review status of information gathering activities.
 
Begin preparation of evaluation report.
 

CADERH Executive Director departs country
 

Review with CADERH and AID status of evaluations.
 
Make schedule adjustments. Identify outstanding
 
information requirements. Report writing.
 

Compile information from interviews and documents.
 

Collect additional information. Report writing.
 

Report writing.
 

Complete draft.
 

Revise d'aft and prepare for presentation.
 
Initial presentation to AID (p.m.)
 

Work on revisions
 

Education Specialist departs Honduras. Executive
 
Director returns from trip
 

Work on revisions
 

Presentation to CADERH Management/Board and USAID
 

Financial Specialist departs Honduras
 



Appendix 4c. WORK PLAN Time Frame 

A. Overall Project Goal 

Activity 1 2 3 4 5 6 8 9 01 12 13 

Discuss/Finalize Work Plan 
with CADERH/AID X 

Contribution of CADERH to 
AID Mission's Plan a(v) X 

B. Component I - Expand trade certification and CBI
 

Activity 1 2 3 
 4 5 6 8 9 01 12 13
 

Certification Test Quality
 
a(i) 
 X
 

Training cost-effectiveness
 
of PVOs a(ii) X
 

Rates of return of PVO
 
training a(iii) 
 X
 

Correct identification of
 
development constraints
 
a(iv) 
 X
 

C. Component II - industry-specific
 

Activity 1 2 3 4 5 6 8 9 10 11 12 13
 

Training cost-effectiveness
 
of in-plant training a(ii) X
 

Rates of return of in-plant

training a(iii)-
 X
 



D. Institutional Assessment
 

Activity 1 2 3 4 5 6 8 9 10 11 12 13 

Assess current & potential 
CADERH viability b(i) X 

Administrative adequacy 
for development b(ii) X, 

Current and future mix of 
activities b(iii) X 

E. Project Impact
 

Activity 1 2 3 4 5 6 81 9 0111112 13
 

Achievement of objectives
 
c(i) X
 

External factors affecting
 
performance c(ii) X
 

Possible performance
 
enhancing actions c(iii) X
 

CADERH's technical capacity
 
c(iii) X
 

Effects produced by CADERH
 
on beneficiaries c(iv) X
 

F. Future Directions
 

This section will combine answers to statement of work
 
questions into a policy statement section. This section should
 
be completed by Wednesday 10 November, prior to the
 
finalization of the draft report on 11 November.
 

--i')17
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ACRONYMS/TERMS
 



Appendix 5 - ACRONYMS/TERMS
 

CADERH 
 Honduran Advisory Council for Human Resources Development
 

CAL American Language Center
 

CAPS Central American Peace Scholarships
 

CBI Competency Based Instruction
 

CR Criterion Referenced
 

FARS Financial Analysis and Review Section of the USAID Office
 

of the Controller
 

FIDE Foundation for Investment and Development of Export
 

GOH Government of Honduras
 

INFOP National Institute for Occupational Training
 

KSA Kurt Salmon Associate
 

MOE Ministry of Education
 

OPG Operational Program Grant
 

PACD Project Assistance Completion Date
 

PVO Private Volunteer Organization
 

RNA 
 Rural Education Alternatives
 

SNE National Employment Service
 

TMB Trairing Materials Bank
 

USAID United States Agency for International Development
 

ZIP Industrial Processing Zone 
(Free Trade zone)
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Appendix 6 - List of Certification Exams
 

EXAMENES DE CERTIFICACION ELABORADOS POR CADERH
 

1. 	 ELECTRICIDAD RESIDENCIAL
 
1.1 	 Electricista Instalador Residencial
 

2. 	 MECANICA INDUSTRIAL
 
2.1 	 Mec~nico de Banco
 
2.2 	 Mecdnico Tornero Inaustrial
 
2.3 	 Mecdnico Fresador Industrial
 
2.4 	 Mecdnico Cepillador Industrial
 

3. 	 ARTEFACTOS ELECTRODOMESTICOS
 
3.1 	 Reparador de Artefactos eiectrodom6sticos
 

4. 	 SOLDADURA
 
4.1 	 Soldador con Electrodos Revestidos en Posici6n Plana
 
4.2 	 Soldador con Electrodos Revestidos en Diferentes
 

Posiciones
 
4.3 	 Soldador y cortador con Oxiacetileno en Posici6n Plana
 
4.4 	 Soldador con Oxiacetileno en Diferentes Posiciones
 
4.5 	 Soldador MIG (GMAW Y FCAW)
 
4.6 	 Soldador TIG
 

5. 	 MECANICA AUTOMOTRIZ
 
5.1 	 Ayudante de Mecinico Automotriz
 
5.2 	 Mec~nico Automotriz
 
5.3 	 Especialista en Sistema E16ctrico del Autom6vil
 
5.4 	 Especialista en Ajuste de Motores
 
5.5 	 Especialista en Afinamiento de Motores
 

6. 	 SECRETARIADO
 
6.1 	 Recepcionista
 
6.2 	 Secretaria Taquimecan6grafa
 
6.3 	 Secretraria Comercial
 

7. 	 CONTABILIPAD
 
7.1 	 Contador Auxiliar
 
7.2 	 Contador Asistente
 
7.3 	 Contador Administrativo
 

8. 	 CORTE '., COH'FECC:oN 
8.1 	 Modista
 

9. 	 SASTRERIA 
9.1 	 Sastre
 

CADERH - Certificaci6n
 



10. EBANISTERIA
 
10.1 Ayudante de Ebanista
 
10.2 Ebanista
 

11. ORIENTACION AL SISTEMA IBC
 
11.1 Capacitador en Sistema IBC
 

12. MANTENIMIENTO MECANICO INDUSTRIAL
 
12.1 Operario de Mantenimiento Mec&nico BAsico
 

13. MANTENIMIENTO ELECTRICO INDUSTRIAL
 
13.1 Operario de Mantenimiento El6ctrico B~sico
 

14. ADMINISTRACION DE PEQUENAS EMPRESAS
 
14.1 Gerente de Pequefias Empresas
 



APPENDIX 7
 

LIST OF APPAREL FIRMS RECEIVING
 
IN-PLANT TRAINING 



-------------------------------------------------------------------------------------------------

APPENDIX 7* CADERH - "A - 'SAID SPONSORED IN-PLANT TRAINING PROGRAMS
 

TRAiNIIG PERSONNEL 	 ANNUAL

'F COMPANY PRCDUCT 	 P^Cr3Am TRAINED TOTAL E::PENSE GRANT AMOUNT VALUE ADDED ':AME 


EUROMODA SHIRTS AID LACXS 	 ENG:INEERS LPS. 275,S0 LPS. 137,i00 $610,000
 

1NST.UCTORS 30
 
'PE.AT3RS 30
 

EXPORTEX CHILDREN AND MEN PANTS 	 ENGiNEERS 2 LPS. 302,670 LPS. 151,335 $1,220,000
 

:NST1UCTORS 30
 
3PERATORS 200
 

M.FINE AND SONS MEN SHIRTS ENGINEERS 7 US$ 250,000 USS 125,000 $1,220,000
 

SUPERVISORS 5
 
:NSTRUCTORS 15
 
OPERAT.RS 120
 

AAA HONDURAS APPAREL T - SHIRTS 	 SUPERVISORS 25 LPS. 160,000 LPS. 80,000 $1,090,000
 

CONISA SLACKS AND JEANS 	 ENGINEERS 8 US$ 400,000 US$ 200,000 $1,220,000
 

SUPERVISORS 10
 
INSTRUCTORS 17
 
OPERATORS 180
 

HANES UNDERWEAR 	 SUPERVIORS Total IISS 219,000 US$ 65,700 $3,240,000
 
INSTRUCTORS
 
OPERA I RS 437
 

PRODUCTOS TEXTILES S.A.MEN SHIRTS 	 SUPERVISORS 11 US$ 219,000 US$ 87,500 $1,220,000
 
INSTRUCTORS 27
 
OPERATORS 403
 

INTERMODA MEN SHIRTS 	 SUPERVISORS 29 LPS. 1b9,600 LPS. 84,800 $1,620,000
 

R.8.M. MEN SHIRTS 	 LOA 17 LPS. 350,000 $810,000
 
120
 

CADERH course tor 15 plaa: enqneer fr- 5 coPLON' ENGINEERS 16 LPS. 140,000 LPS. 140,000 (S0) 
- trained 480 additional employees 

note: 1992 Value added calculated )yFIGE
 

BEST AVAILABLE DOCUMENT 

http:OPERAT.RS


APPENDIX 8
 

LIST OF FIRMS NEGOTIATING IN-PLANT TRAINING
 



No EMPRESA 

MONTY S. de R.L_ 

CORPORACION MAKI 

3 POZZO INDUSTRIAL 

4 SERVICIOS DE MAQUILA 

5 MARSSOL INTERNACIONAL 

6 JIK DE HONDURAS 

7 WINNERS INDUSTRIAL 

8 DRAGON MAYA 

9 INTERFASHION 

10 FIVARO 

11 COSTURAS S.A. 

12 COSTURAS SA. 

13 INFANT D°OR 

14 MATEX 

MATKX 

15 DERIMASA 

PROPUESTAS 
 PARA PROGRAMAS DE 


SERVICIO 

CAPACITACION DE INGENIEROS 

MODULO DE ING- DE METODOS 

MODULO DE CONTROL DE COSTOS 

CAPACITACION DE MANDOS MEDIOS 

MODULO DE CONTROL DE COSTOS 

MODULO DE SELECCION DE PERSONAL 

CAPACITACION DE MANDOS MEDIOS 

MODULO DE ING. DE METODOS 

MODULO DE SELECCION I)E 
PERSONAL 

MODULO DE CONTROL DE PRODUCCION 


CAPACITACION MANDOS MEDIOS 


MODULO DE SELECCION DE PERSONAL 


CAPACITACION DE MANDOS MEDIOS 

MODULO DE SELECCION DE PERSONAL 


MODULO DE CONTROL DE PRODUCCION 


CAPACITACION DE MANDOS MEDIOS 


MODULO DE SELECCION DE PERSONAL 


CAPACITACION DE MANDOS MEDIOS 
CAPACITACION DE MANDOS MEDIOS 


SELECCION DE PERSONAL 


CONSULTORIA EN CONTROL DE COSTOS 


ENTRENAMIENTO
 

MONTO (LPS) 


30,000-00 


31,000-00 

36,000-00 


323,000.00
 

27,000-00 


23,000.00 


320,000.O0
 

30,000.00 


23,000-00
 

36,000.00 


350,000.00
 

23,000.00 


I $ 	 36,000.00 

20,000.00 

36,000-00 


270,000-00 


20,000-00 


275,000.00
 

345,000.00 


20,000.-O 


235,000.00 


INICIO
 

MARZO/94
 

NO DEFINIDO
 

NO DEFINIDO
 

NO DEFINIDO
 

NO DEFINIDO
 

NO DEFINIDO
 

NO DEFINIDO
 

NO DEFINIDO
 

1OCT/93 DONE 

MARZO/94
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Appendix 11: Financial and Institutional Information
 
Requirements
 

1. 	Organization chart with number of professional and support
 
personnel under each section.
 
a. 	 1989
 
b. 	 1993
 

2. 	Policy and Procedures Manual (Manual of Operation)
 
a. 	 CADERH
 
a. 	 PVO/Vocational Training Centers
 

3. 	Strategic and Work Plans
 
a. 	 1989
 
b. 	 1993
 

4. 	Annual fee structure (unit prices) and volumes by activity
 
from the 89/90 fiscal year.
 

5. 	Cost and revenue information on a cost center basis from the
 
89/90 fiscal year.
 

6. 	Identification and ranking of all cost center into development
 
and income generating activities
 

7. 	Method of allocating overhead and handling depreciation

particularly in relation to development of CBI materials and
 
certification programs.
 

8. 	Cost and revenue projections for all current and future
 
activities. This should include previous annual projections,
 
so that a comparison can be made between targets and actual on
 
an annual basis.
 

9. 	Annual audited accounts since the 89/90 fiscal year
 

10. 	 Management Information System Manual and copy of all reports

produced with frequency of production.
 

11. 	 Cost and types of materials provided to troining centers in
 
relation to first CBI course held
 

12. 	 AID FARS recommendations and CADERH responses
 

Targets
 

a. Job Placement Income
 
b. Counterpart hours of service
 
c. Total income generated and counterpart funding

d. Basic operation costs
 
e. Total counterpart funding
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DISCUSSION TOPICS - USAID'S CONTROLLERS OFFICE
 



Appendix 12: AID Controller's Office
 

b(i) What is the current and projected potential of the institution
 
to become financially self-sustainable while maintaining the
 
current level of development activities?
 

1. 	 How did the controller's office assist with the
 
development of CADERH's accounting system?
 

2. 	 Does CADERH's accounting system meet the controller's
 
office criteria for an acceptable accounting system?
 

3. 	 What are the strengths and weaknesses of CADERH's
 

accounting system?
 

4. 	 Are CADERH's cost centers compatible with AID's?
 

5. 	 What information is required to order to close any open
 
FARS recommendation?
 

6. 	 Has a management audit ever been conducted of CADERH, is
 
one needed?
 

b(ii) 	 Were the administrative capabilities adequate to execute
 
development programs in a cost-effective manner?
 

1. 	 Which CADERH programs are considered developmental by the
 
controller's office? Is there any difference in what is
 
considered developmental by CADERH and the controller's
 
office?
 

2. 	 Are there any programs that the controller's office think
 
should be eliminated?
 

3. 	 Is the current organizational structure conducive to good
 
decision making? Are there any gaps in coverage of
 
activities/responsibilities and has there been stability
 
in key positions?
 

4. 	 Has the controller's office made recommendations about
 
CADERH's MIS system? Is information provided in a timely
 
fashion?
 

b(iii) 	 What was and should be the mix of activities (i.e. income
 
generating with no development impact, and purely

development which do not generate :ncome)?
 

1. 	 How does the controller's office view the current mix of
 
activities in relation to the past mix of activities?
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BUDGETED USAID AND GOH FINANCIAL SUPPORT
 
AND
 

ACTUAL USAID AND GOH FINANCIAL SUPPORT
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Appendix 13a 	 Budgeted USAID and Government of Honduras (GOH)

Financial Support for CADERH by Project Activity
 
and Financial Year ('000)
 

Component I Component II Component III Administration
 

Year US $ L. US $ L. Us $ L. US $ L.
 

1989 188.6 1933.3 2143.8 2011.3
 

1990 151.7 1297.8 1140.5 1045.6 0.4 43.3 35.9 66.6
 
-F
 

1991 455.7 826.2 1447.1 73.2 169.7 4.2 301.8
 

1992 335.7 964.2
 

1993 135.2 432.7 987.0 560.0 
 1104.0
 

Source: CADERH Department of Administration
 

Note: Other expenses (i.e. audits, evaluations and
 
marketing director are not included above) 1989,

.1990, and 1991 data is May thru April. 1992 data 
covers only 8 months (i.e. May - December). 1993 
data is for an entire calendar year. 

Appendix 13b 	 Actual USAID and GOH Financial Support for CADERH
 
by Project Activity and Financial Year ('000)
 

Component I Component II Component III Administration
 

Year US $ L. US $ L. Us $ L. US $ L. 

1989 97.1 1207.1 550.7 676.8 

1990 86.7 929.4 723.6 441.1 0.4 43.3 9.8 66.6 

1991 123.5 826.2 430.9 73.2 169.7 4.2 128.8 

1992 75.1 128.1
 

1993 7.0 105.3 200.2 
 154.5 	 461.9
 

Source: 	 CXDERH Department of Administration
 

Note: Other expenses (i.e. audits, evaluations and
 
marketing director are not included above) 1989,
 
1990, and 1991 data is May - April, 1992 is May -
Dec. and 1993 is Jan. - Dec. 
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Appendix 15: AGENCIES/INDIVIDUALS CONTACTED
 

CADERH, Tegucigalpa BOARD OF 	DIRECTORS
 

Leonel Bendeck Presidente
 
Ariel Espinal Secretario
 
Andr6s Victor Artiles Pro-Tesorero
 
Jesds Sim6n Vocal 1
 
Pablo Risso Vocal Suplente

Micaela Dur6n Fiscal Suplente
 

CADERH, Tegucigalpa ADVISORS
 

Zacarias E. Bendeck
 
Armando Castro Sierra
 
Ned Van Steenwyk
 
Orlando Betancourth
 
Marco Tulio Mejia
 

CADERH, Tegucigalpa Departamento Direcci6n Ejecutiva
 

Ram6n Hasbun Director Ejecutivo

Alfredo Romero Carias 
 Gerente Administrativo
 
Ciro Antonio Ortez Contador General
 
Cessenia L6pez Zepeda Secretaria Direcci6n Ejecutiva
 

CADERH, Tegucigalpa Departamento Desarrollo Educativo
 

Washington L. Risso 	 Gte. Del Departamento Desarrollo
 
Educativo
 

Lourdes Maradiaga Coordinadora Certificaci6n
 
Ma. Trinidad Alvarado Revisora de Pruebas
 
Dorkas Ver6nica Osorio Secretaria del Departamento

Purificaci6n Carias Oqueli 	 Coordinadora de Desarrollo 
 de
 

Curriculum
 

CADERH, Tegucigalpa Departamento de Productividad
 

Fileto C6rdova 
 Asesor de Instrucci6n
 
Cri'telia Quesada Coordinador de Instrucci6n
 

CADERH, San Pedro Sula 

Ing. Radl Barahona Gerente de Producci6n 

Ing. Jorge urn Panas 
Oficina Regional
Gerente Capacitaci6n en la 
Industria, Oficina Regional 

,.
,-/b 



APUFRAM, Flores, Comayagua
 

Ral Ernesto Zelaya Molina 

Jos6 Mario Munguia 

Isain Meza Lanza 

Josu6 Hern&n Visquez 


CHAMELECON, San Pedro Sula
 

Carlos Bonilla Jimenez 


Pedro Antonio Zepeda Oliva 


Instructor C.V.E.B.
 
Vice-Presidente APUFRAM
 
Presidente-APUFRAM
 
Jefe Talleres-Centro Vocacional
 

Director Instituto Tecnico
 
Chamelec6n ITEC-CH
 
Coordinador Talleres ITEC-CH
 

FUNDACION PARA EL DESARROLLO TECNOLOGICO, San Pedro Sula
 

Ing. Rene Sabill6n I. 


Lic. Carlos Navarrete 


Lic. Ismael Oliva 


INDUSTRIAS METALICAS S.A. 


Ing. Israel Gonzilez 


Director Ejecutivo Fundaci6n para el
 
Desarrollo Tecnol6gico
 

Director Instituto T~cnico
 
Sampedrano
 

Presidente Fundaci6n para el
 
Desarrollo Tecnol6gico
 

(INMSA)
 

Superintendente de Planta
 

INSTITUTO TECNICO SANTA MARIA, Tegucigalpa
 

Omar Dominguez Director
 

PROYECTO CAPS-HOPS, Tegucigalpa
 

Julian Polar 

Armando Castro 


SAN JUAN BOSCO, Tegucigalpa
 

Guerrino Giacomel 

Miguel Rosa 


USAID
 

Ned Van Steenwvk 

Thomas Johnson 


Marco A. Zavala 

Dennis Perdomo 


Asesor Academico
 
Coordinador Academico
 

Director Administrativo
 
Coordinador
 

HRD/ET
 
Project Development & Support
 

Officer
 
Chief Financial Analyst
 
Financial Analyst
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QUESTIONNAIRES
 



Interview Guide Centers
 

Institution
 

Address
 

Name of Person Interviewed
 

Interviewee's Position
 

Date Signed Agreement with CADERH
 

Date of First CBI Class
 

Program 
 Course Length Cost Males Females
 

What is social/economic status of your students and do they require
 
support in order to meet the cost of the program?
 

What types of support (financial and in-kind) does your institution
 
currently receive?
 

What percent of your cost of instruction dre met by school fees?
 

What is your dropout rate and what are the main reasons for not
 
completing the course?
 

What is your employment rate and what type of jobs at various
 



income are they offered?
 

What is your participant hourly cost of training?
 

Do you maintain a placement service for graduates, is there a fee
 
associated with this service?
 

Do you maintain a database of graduates that includes information
 
as to where they are currently employed?
 

Training materials
 

How do you use the material?
 

Is the material easy to use?
 

What kind of problems do students have?
 

Is the reading level difficult or easy?
 

Is the material technically correct?
 

Is there a good balance between theory and practical knowledge?
 

Is the supply of :eaching materials sufficient? How about cost?
 

-/64
 



CBI
 

What is your opinion of CBI?
 

What are the major problems with CBI? Advantages?
 

How do you use the system? Does it fit your teaching "style?"
 

What kind of support do you get from CADERH?
 

Certification
 

What is the quality of the certification tests?
 

How difficult are they to use?
 

Does the test cover skills that employers perform?
 

Do employers prefer to hire employees with or without certificates?
 

//-
I ' 



In your opinion, how much more pay to certified employees receive
 

over non-certified employees?
 

What kind of support has CADERH given you with certification?
 

Production Activities
 

What kind of production activities are conducted by course type?
 

How do they contribute to the instructional program? Income
 
generation?
 

What are the major problems associated with production activities?
 
Benefits?
 

What is the single most important contribution?
 

What is the single m6st important problem?
 

How did CADERH help you? Was their assistance sufficient?
 



Firms Receiving In-Plant Training
 

1. 	Name of Company
 

2. 	Address
 

3. 	Name of Person Interviewed
 

4. 	 Interviewee's Position
 

5. 	What kind of services did CADERH provide? Were they
 
effective?
 

6. 	How did you learn about CADERH?
 

7. 	What were the benefits to the in-plant training program
 
sponsored by CADERH?
 

In-plant training
 

8. 	What was the quality of training?
 

9. 	Why did you initiate training?
 

8. 	Was it worth the investment, explain?
 

9. 	What are Ehe benefits? Did it result in higher production and
 
improved quality?
 



10. 	 What is your estimated rate of return?
 

11. 	 What kind of problems did you encounter?
 

12. 	 Would you invest in training again?
 

13. 	 What kind of training would you invest in?
 

14. 	 Are you conducting your own in-plant training based on your
 
experience with the in-plant training sponsored by CADERH?
 

Certification
 

15. 	 Are you aware of the CADERH certification program?
 

16. 	 What is the quality of the certification tests?
 

17. 	 Does the test cover skills that your employees perform?
 

18. 	 Do you prefer to hire employees with or without certification?
 

19. 	 Are certified employees paid mcre?
 

20. 	 What kind of support has CADERH given to you?
 

_-)/<b "1 


