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| . PURPOSE OF EVALUATI ON

Thi s eval uati on was undertaken at the request of the USAID Mssion in
Ni caragua and responds to a series of questions contained in the Mssion's
scope of work (see annex 1). The principal aimof the evaluation was to
assess the degree to which the M ssion-funded education and training program
of the American Institute for Free Labor Devel opment (Al FLD) has attained the
obj ectives set forth in the existing Cooperative Agreenment (524-0316-A-00-
5065-00) between the M ssion and AlIFLD. The current Agreenment expires on
April 30, 1996.

In conducting the evaluation, a series of interviews were held with
USAI D and U.S. Enbassy officials in N caragua; extensive interviews were held
with the AIFLD Country Program Director (CPD); the Education Director and
staff of the labor studies center (Centro N caraguense de Estudi os Laboral es--
CENDEL) ; CENDEL instructors; current and former CENDEL students; the
Secretary-Generals of the major trade union centrals; trade union | eaders at
the Federation and |ocal levels; local NGOs famliar with the activities of
CENDEL; and Ni caraguan public and private sector representatives famliar with
CENDEL and its training program (see annex 2).

As part of the evaluation, the policies and admi nistrative procedures of
the | abor studies center were reviewed and di scussed with Al FLD and CENDEL
staff. The conposition and adequacy of the CENDEL staff, the curricul um and
course content were exam ned. Also, in measuring the effectiveness of the
| abor studies program particul ar consideration was given to the question of
whet her the educati on needs of |ocal trade union organizations were being net
and the extent to which AIFLD had tailored the | abor studies programto
specific | ocal needs such as:

"...a nore inclusive approach to building an independent, denocratic

| abor nmovenent by noving away from support for specific organizations to
a program of | abor education open to all union nmenbers who wish to
participate";?!

"Institute a nore transparent, participatory design to ensure that the
proposed | abor education programis responsive to the training needs of
Ni caraguan uni on nenbers":?

More specifically, AIFLD s overall conpliance with special provisions
(identified as itens a through e, in the evaluation scope of work) of the
Cooper ative Agreenment was al so assessed. Interviews with CENDEL instructors
and adm nistrative staff dealt with methods for recruiting and measuring
student progress while at CENDEL; and established procedures for eval uating
instructors and students.

Interviews with USAID, U S. Enbassy officials, A FLD and CENDEL staff,
and the Secretary Generals of the major trade union organi zations of Nicaragua
focused specific attention on the issue of financial sustainability of CENDEL.

Al so explored was the issue of whether the najor trade union organizations of
Ni caragua woul d continue to rely on CENDEL for their |abor education needs or
I aunch alternate efforts.

! See Cooperative Agreenment, Attachment 2, Program Description, itenms 1) and 2), page 10.

%1 bi d.



I'l1. BACKGROUND

A 12 nonth Cooperative Agreenent between AFL-Cl O Al FLD and
USAI D/ Ni caragua provided funding in the anmount of $400,000 for | abor
devel opment through a conprehensi ve education and training program

Thi s Agreement succeeded a previ ous two-year arrangenent between
USAI D/ Ni car agua and AFL-Cl O Al FLD whi ch provi ded approximately $3 million in
adm ni strative support and training to unions affiliated with the Congreso
Per manent e de Trabaj adores (CPT), a pro-denocratic |abor federation. At the
tinme of this evaluation, trade union |eaders interviewed noted that the CPT
was no | onger a cohesive group of unions and was about to disperse as a
uni fi ed denocratic labor front. Apparent differences anong its |eaders over
support for presidential candidates and divergent alliances with political
parties were given as reasons for the denise of CPT unity.

The overreachi ng objective of the previous two-year Al FLD program had
been to maintain a visible denocratic |abor novenent, under the auspices of
the CPT, to counterbal ance Sandi nista | abor and to safeguard the fragile
denocratic process initiated by the 1990 general elections. Gven that
obj ective, more than 80 percent of the funds allocated to CPT-affiliated
organi zations had been utilized primarily to subsidize the operational costs
of trade union organizations, with the balance of the funds Invested in staff
trai ning and educati on.

The cooperative agreenent currently in force, dramatically shifts the
direction of the AFL-CI O Al FLD programin Ni caragua away from subsidies to
uni ons associated with the CPT (under the agreenent approximately $30, 000 was
al l ocated for administrative support to |abor centrals) and nore enphasis on
direct training and education of union nmenbers. The agreenent requires Al FLD
to make a conscious effort to recruit, for training nenbers of all unions that
adhere to denocratic principles and policy of non-violence. This new
orientation is fully consistent with the reconmendati ons contained in an
eval uation of the previous Al FLD program

I11. GOALS AND OBJECTI VES CF THE Al FLD EDUCATI ON PROGRAM

As specified in the Cooperative Agreement, the goal of the Al FLD program
is to strengthen and noderni ze the Nicaraguan | abor nmovenent through the
education and training of union menbers so that it can nore effectively
represent the interests of workers, and play a nmore constructive political and
economic role in society, based on a shared conm tnent to denocracy.

This goal is supported by three objectives and a series of corresponding
i ndicators by which to neasure the attai nment of the objectives. The
i ndicators were utilized to assess the inpact of the overall |abor studies
program and whet her the specific objectives had been fully or partially
acconpl i shed by Al FLD and CENDEL during the first year of CENDEL operations.

bj ecti ve one:

o] Moder ni ze and professionalize the | abor novenment through educati on,
training and participation.

Indicators: Unions are nore denocratic and professional, as exhibited

by (a) holding of conpetitive and highly participatory el ections for

uni on | eaders and officials;

(b) transparency of union decision-nmaking and financial operations; (c)
rank and file involvenment in decision-naking; and (d) unions covering a



greater percentage of their expenses through nenbership dues.

Comments: Based on coments obtained during interviews with Secretary
CGenerals of the mmjor trade unions of N caragua, CENDEL instructors and
staff, the AIFLD CPD, the Director General of the Mnistry of Labor and
ot her observers, it can be concluded that the | abor studies programis
having a positive inpact on the trade uni on novenent of N caragua,
particularly in pronoting trade union denocracy and greater transparency
in the way unions are admi nistered and deci si ons nade by their |eaders.
According to several CENDEL graduates who participated in recent trade
uni on el ections the principles of trade union denocracy and transparency
i n decision making were the cornerstone of their canpaigns. The
response of the rank and file was overwhel mingly positive as indicated
by the results in several trade union elections, notably the teachers
uni on of Managua el ection and the disaffiliation of a CST union and
subsequent reorganization into an independent union of teachers
conprising 160 menbers. CENDEL students interviewed noted that
reference to these denocratic principles had net with acceptance of the
rank and file. The concepts learned in their |abor studies program had
been integrated in their election to achieve their objectives.

bj ective two:

Enhance the ability of the current and future | eadership to better
represent its nenbers and bring social justice to the workplace.

I ndicators: Nicaraguan Confederati ons have in place fully functioning
departments for wonen's affairs, contract negotiation, workers' rights
and education. In addition, the nunber of wonen in | eadership positions
on national |abor committees as well as within local unions will have

i ncreased.

Comments: Based on interviews with senior trade union |eaders of the
Teachers Federation and other nmjor trade union organi zations, one can
conclude that the trade union novenent of Ni caragua is comrtted to
expanding the role of wonen in all |abor activities. Several of the
trade union centrals are establishing departnents of women's affairs, in
addition to other conponents dedicated to contract negotiations and
worren' s rights.

Trade uni on wonmen now conpri se nearly 30% of the nenbership in trade

uni ons and an inportant aspect of this commtnent is the enrollnent of
trade union wonmen in the |labor studies program now conprises 39% of the
student body at CENDEL. |In addition, wonen are encouraged to assumne

| eadership positions in their respective unions (a CENDEL graduate was
el ected president of the Managua Teachers Union in her first attenpt at
elective office). Trade union wonmen who do not seek elective office are
bei ng encouraged to actively join wonen trade forces and national groups
whi ch are dedicated to advancing the cause of wonen's rights.

As evident fromthe participation in CENDEL-sponsored "foros" a |arge
percentage of the attendees were trade uni on wonen (see annex 3). The
foros attended and the correspondi ng percentage of women who
participated are |listed bel ow. Cooperativisno: (22 participants;

percent age of wonen: 77%; Planificacion: (15 participants; percentage
of women: 53%; Codigo Laboral y Contratacion Colectiva: 56
participants; percentage of wonen: 25%; Foro de Mijeres para preparar
un docunento para | os Candi datos Presidencial es: 33 participants;
percentage of wonen: 100%; Foro de Maestros para preparar un docunento



para | os Candi datos Presidenciales del 96: 32 participants; percentage
of women: 66%; Ley de Carrera Docente: 34 participants; percentage of
wonen: 64%; Codigo Laboral y Contratacion Colectiva: 63 participants;
percent age of wonen: 30% . CENDEL students enrolled in the 10 seven-
week training cycles conprise 39% of the overall student body.

bj ective three:

Enabl e the | abor nmovenment to fully participate in the political and
econom ¢ devel opnent of the nation.

Indicators: Organized |abor is making a constructive contribution to
nati onal debate on key issues of inportance to |abor as denonstrated by:
(a) appearances of |abor |eaders on radio and television to present

| abor views on issues; (b) press reports identifying clear union
positions on | abor issues; (c) holding of national foruns for

presi denti al candi dates on | abor issues; and (d) presentation to public
of union position papers on |abor issues.

General Comments: In the relatively short period of |ess than one year
the Tabor studies program appears to have had a great inmpact on
pronoting trade uni on denocracy and better defining the role of unions
in civil society, concepts which, heretofore, had not been incorporated
nor addressed in any of the training sponsored by N caraguan trade union
organi zations at any level. d assroomdiscussions in several of the
CENDEL cl asses visited during the evaluati on were dedicated to such
concepts.

As a consequence of the training, several instructors interviewed noted
a correlation between the subject matter taught and increased trade
union activities on a general scale. This process is conplenented by
the active participation of senior trade union |eaders in political
party activities and supporting a variety of presidential candi dates.

Representatives of public and private sector institutions including
officials of the Mnistry of Labor and | ocal NGGs such as the Center for
Denocracy concur with the views. They enphasized a rare opportunity for
creating a "bottomup" trade union nmovenent in N caragua through basic
education and trade union denocracy. Manuel Mendoza, the founder of
CUS, one of Nicaragua's major trade union organi zations wth regional
and international ties, and a well respected trade union | eader with
extensive international experience, credits CENDEL with "enmpoweri ng
trade union nmenbers and redefining the role of trade unions in a
political and econom c context which is quite different than had been
the case during the Cold War." In his interview at CENDEL, Mendoza
noted that the concepts which students are being exposed to in their
training at CENDEL "are creating a deeper understanding of their role as
trade unionists in the broader society, and as a consequence will be in
the future able to defend their collective interest and are better able
to pronote social justice."

Conments related to specific activities: Two national forums sponsored
by CENDEL in conjunction with the Teachers Confederation of N caragua
and the National Committee of Trade Uni on Women denonstrate the

conmi tnent of the trade union novenent in defining its proper role
relative to the political and econonic devel opnent of the nation. The
coll ective positions which emerged fromthe two foruns feature the
shared vision of the two groups relative to the upcom ng nationa

el ections and hope presidential candidates will integrate in their
respective platforns.




In support of this objective, A FLD has al so provi ded support for a
pil ot weekly radi o program coordi nated under the auspi ces of CUS-
affiliated unions in the region of Matagal pa. The purpose of the
programis to facilitate interacti on between trade unionists and
community | eaders. The radi o program pronotes di al ogue and encour ages
the trade union community to debate rel evant issues. The program
appears to be successful in that it has pronoted a greater understanding
of local and regional issues and brought themto the attention of
community and national |eaders.

I'V. SCOPE AND ADM NI STRATI ON OF THE LABOR STUDI ES PROGRAM

In assessing the effectiveness of the |abor studies programit was
necessary to review CENDEL's adninistrative procedures and practices. In
doi ng so, specific consideration was given to how policies and procedures were
devel oped and whet her they have proven adequate. During the interview process
an effort was nade to elicit views as to how CENDEL is perceived by students,
instructors, admnistrators and other observers in its overall nmssion as a
| abor education and training center.

The Labor Advi sory Counci |

Soon after the establishnent of CENDEL in June 1995, the CPD conducted a
series of consultations with the respective | eaders of N caragua's trade union
centrals to determine their education and training needs and also to enlist
their participation as menbers of CENDEL's Labor Advisory Council. As
envi si oned by Al FLD, the Council would set policies and gui de the overal
devel opment of the | abor studies program Wile initially agreeing to accept
the invitation to jointly work with AIFLD in the devel opnent of CENDEL's
pol i ci es and prograns, preoccupation with other issues unrelated to the |abor
studi es program coupled with divisions within and anong the | eadership of the
trade union centrals precluded their joining the Council

Gven the difficulties encountered by AIFLD to enlist the participation
of trade unions' |eaders as active nmenbers of the Advisory Council nenbers, an
alternative course of action was pursued. The latter called for the formation
of an ad hoc committee which would carry out the functions of the Council.

The Committee, which is conposed of the CPD, the CENDEL Education Program
Director, and a foundi ng menber of the Confederation of Sindicalist Unity
(CUS) and senior instructor at CENDEL, was able to design a conprehensive

| abor studies curriculumas well as an action plan to guide CENDEL through its
first year of operation (see Annex 4).

In addition to the curriculumand the action plan, the Committee al so
defined adm nistrative policies and systens for evaluating the students and
instructors. In doing so, the Committee consulted the directors of education
of the major trade union organizations in N caragua; relied on AlFLD s
institutional experience with | abor education progranms conducted in Latin
America; and devel oped a core curriculum around the basic concepts of trade
uni oni sm trade union structure and finances, and coll ective bargaining.

In formulating the labor studies curriculum the Conmittee al so exam ned
education materials devel oped at the George Meany Center for Labor Studies and
those published by other |abor organizations such as the I1LO and the
I nternational Confederation of Free Trade Unions (I CFTU)

Interviews with CENDEL adm nistrators, instructors, students and guest
|l ecturers confirmed that CENDEL is operating a credible program of |abor



studi es which provides for basic, internediate and advanced training for nen
and wonen fromthroughout the | abor conmunity of Nicaragua

In retrospect, while the Labor Advisory Council would have fornally
institutionalized the joint process of planning and executing a | abor studies
program virtually the same objectives were realized by the ad hoc Committee
formed by AIFLD. Being a technical conmittee, the latter may have avoi ded the
likely politicization of the process which is inevitable when the | eadership
of the nation's trade union centrals committed to different ideol ogies serve
as institutional policy-makers. Representatives of the trade union community
at the trade union level as well as others interviewed, concur with this
assessnent and credit the success of CENDEL to its non-ideol ogi cal character
as a training institution.

Taking all of these factors into account, the adm nistration of the
| abor studies program appears to be sound and the procedures established for
self evaluation are effectively producing the intended results spelled out in
t he Cooperative Agreenent.

Al FLD/ Project Information Unit (PIU):

As envisioned in the current Cooperative Agreenent, AlFLD has
established the PIU as a nechanismfor tracking the overall progress of CENDEL
students followi ng their graduation fromthe | abor studies program
Additionally, PIU plans call for publication of a newsletter featuring the
activities and experiences of CENDEL students within their respective trade
uni on organi zations and the community at |large. Decisions regarding the PIU
and its activities are handled by informal conmmttee consisting of the Al FLD
Country Program Director, the CENDEL Director of Education, and one senior
i nstructor.

In "devel oping a fornmal system of contact with training graduates to
hel p ensure they apply their training," the PIU has held a series of periodic
"encounters" for CENDEL graduates. The encounters have enabl ed graduates of
the | abor studies programto exchange informati on about their trade union
activities with the CENDEL staff and with students currently enrolled in the
program Di scussi ons have been w de-rangi ng; sonme have focused on their
experiences in trade union elections, worker rights and working conditions in
free trade zones, new and recent experiences with collective bargaining

CENDEL graduates regard the encounters as useful opportunities to
exchange information with CENDEL staff and their peers. They also benefit by
mai nt ai ni ng contacts and forging closer ties with other trade uni on menbers
that participated in the | abor studies program The proposed PlU newsletter
is expected to publicize these and other activities of forner CENDEL students
including their participation in special seninars and public forunms schedul ed
in the future

As part of its outreach efforts, AlFLD has held discussions with the
Center for Denocracy to explore the possibility of CENDEL graduates serving in
the election nonitoring process being devised by the Center for Denocracy and
other civic organizations. Such effort is ained at expandi ng opportunities
for graduates of the l|abor studies programto participate in civic activities
whi ch i npact on trade union organi zations and their role in the pronotion and
strengthening of civil society. The proposed joint effort follows a previous
cooperative arrangenment which permtted the Center for Denocracy staff to
audit several courses at CENDEL on the subject of trade union denocracy and
the role of unions in civil society. Center for Denocracy instructors now
| ecture on these topics in their respective denocracy trailning



Curricul um

CENDEL' s conprehensive curriculumwas designed to fulfill the I abor
education needs of N caraguan unions. The training includes basic,
i nt ermedi ate and advanced courses (see annex 5).

The courses conprising the basic group include: Mtivacion, Fines y
bj etivos Sindicales, Oatoria, H storia del Myvimento Sindical,
Procedi miento Parl amentario, Principios y Fundamentos Cooperativos, Derechos y
Deberes Sindicales, Estructuras y Adm nistracion Sindical, Relaciones Humans,
Taller de Dirigencia Sindical, Derechos Humanos y de Asoci aci on.

I ntermedi ate courses include: Actas y Estatutos Sindicales, Analysis de
Probl emas y Torma de Deci siones, Prensa y Propraganda Sindical, Seguridad
Social, Historia del Mvimento Sindical Internacional, Practicas de Oratoria,
Hygi ene y Seguridad Industrial, Organizacion Sindical, Principios y Cbjetivos
de la Contratacion Col ectiva, Instruccion Cvica, Derechos de |la Mijer
Trabaj adora, and | ntegraci on Econoni ca.

The advanced | evel of training includes courses on: Principios de
Econom a, Technicas de Contratacion Col ectiva, Derecho Laboral, Principios de
Economi a, Constitucion Politica de N caragua, Accion Politica Sindical.

Students enrolled in each of the ten seven-week training cycles wll
have received a total of 115 hours of instruction. Al of the courses are
taught by experts and include trade unionists, academnicians, representatives
of governnental and non-governnental organizations and special |ecturers.
CENDEL students receive transportation assistance, materials, and light neals
as part of their training. Typically, classes are held in the evening and at
the end of each cycle, students attend a graduating cerenony and receive a
di pl oma (see annex 6).

Ininterviews with | eaders of N caragua's nmmjor trade union
organi zations, including: CUS, CAUS, CNM\, CTN, CGT-i, MIN, and MNWN
USAI D/ Nl caragua was appl auded for its support of the |abor studies program
Nearly all of the representatives of the | abor centrals expressed the view
that no other |abor education programexists in N caragua which fulfills the
educational needs of its nmenmbers. Oher than the linited nunber of advanced
sem nars for senior trade union | eaders offered regionally by the ILO the
| CFTU and a sel ect nunmber of international unions, the USAID supported program
is one of the few |abor studies prograns in effect in Central America.
Comenting on this topic, the Director General of the Mnistry of Labor
characterized the CENDEL training as "uni que because it was devoid of trade
uni on ideology and the fact that its student body is truly representative of a
wi de spectrum of trade unions in Nicaragua." The student body includes both
Sandi ni sta and non- Sandi ni sta trade unionists (see annex 7).

At the time of the evaluation nine of the training cycles planned by
CENDEL had been conmpleted. A total of 198 students will have been graduated
fromthe programat this point. O this total, 74 graduates will have been
worren (39% of the total student body). A total of eleven nmgjor trade union
organi zations are represented anong the graduates.

In addition to the ten 7-week training cycles, CENDEL plans a series of
"public forunms on national issues that directly affect the daily lives of
Ni caraguans.” The proposed forunms would focus on privatization, worker
mobility, Central American Economic Integration, and | abor code reform As
described in the Cooperative Agreenent, the foruns are designed to "hel p | abor



participate more fully in the denmocratic process" of the nation

To date a series of one-and two-day foruns have been conpleted i n which
a total of 277 CENDEL students have participated. O this nunber, 155 were
wonen, for a 56%participation. The participants represented all trade union
centrals, CNMN, and the Teacher's Federation. These forunms addressed the
followi ng issues: Cooperativism (October 1, 1995); Planificacion (January 18
y 19, 1996); Codigo Laboral y Contratacion Col ectiva (Novenber 4 y 5, 1996);
Foro de Mijeres para preparar un docunmento para | os Candi dat os Presidencial es
del 96' (Cctober 26 y 27, 1995); Foro de Maestros para preparar un docunento
para | os Candi datos del 96' (August 19 y 20, 1995); Ley de Carrera Docente
(January 27 y 28, 1996); Las Rel aciones Hunanas y el Magisterio (January 6
1996); Codigo Laboral y Contratacion Col ectiva (March 16 y 17, 1996) (see
annex 8).

CENDEL has conpl eted a series of special 5-day seminars on specific
topics to augnent training provided during the 10 training cycles. The CENDEL
graduates selected for this purpose are those who denonstrate the highest
potential for trade union |eadership. These sem nars include: "Liderazgo
Sindical y Administracion Publica" | (Decenmber 11-15, 1995); "Liderazgo
Sindical y Administracion Publica™ Il (March 25-29, 1996). A total of 39
CENDEL graduates representing nine nmajor trade union organizations in
Ni caragua participated in this special training. Fourteen of the participants
were wonen, for 36 percent of the total nunber of students that attended (see

annex 9).

As with the public foruns, the "special semnars" series will facilitate
t he exchange of views on relevant policy issues, but al so encourage consensus
buil ding on issues of nutual interest, and devel opi ng | abor strategi es through
coalition-building with public and private sector institutions in N caragua.
CENDEL i nstructors and staff participate in the preparati on and coordi nation
of the first public forum

Recruitnment, Selection and Eval uati on of Partici pants:

In accordance with the Cooperative Agreenent, the evaluation of the
training will be "fully participatory,” enabling students to rate the courses
in general, the performance of the |ecturers, and provi de suggestions to nmake
the course better

Recrui t nent/ Sel ecti on of CENDEL Students:

Since its inception, CENDEL has maintained a cl ose-working rel ationship
with all trade union centrals and their respective education departnents.
This relationship has paid off in the key areas of curriculum devel opnent and
recruitnent and sel ection of students admtted to the |abor studies program at
CENDEL.

Once nomi nated by their respective trade uni on organi zations, students
are interviewed by CENDEL staff and registered. The registration formon file
at CENDEL contai ns basic background information, |evel of education,
enpl oynent history, trade union affiliation and responsibilities, and
ref erences.

The criteria for selection and adm ssion to the |abor studies program
are the nomnees' literacy skills, motivation, and ability to absorb theories
and concepts; also, their potential for future |eadership, which is
determ ned by their past and current activities within their respective

10



unions. Students are also admtted on the basis of their commtnent to trade
uni on denmocracy and principles of non-violence. Political party or trade
union affiliation is not a criteria for adm ssion to CENDEL.

Successful conpletion of the labor training at CENDEL is considered the
initial step in education of future trade union | eaders. Approxinmately
thirty-nine percent of the students are wonen. The graduation rate of those
admtted to the 7-week training cycles is nearly 100%

Eval uati on of Students:

Procedures established by Al FLDY CENDEL for eval uating students include
forms and criteria that neasure students' progress during their 7-week
trai ning cycle. This process requires instructors to score and anal yze the
performance of each student for each class attended. Factors considered are:
(a) class attendance, (b) class participation, (c) ability to comunicate with
ot her students and the instructor; tolerance for the views expressed by
others, (d) degree of assinmlation of material presented, and (e) oral and
witten expression of views; individual and group work products. Each of the
five categories of performance is given a weight of 20% Dependi ng on the
overal |l score received, student performance is to be rated as: Excellent (90-
100); Very CGood (80-90); Good (70-79); Satisfactory (60-69); or Deficient (O-
59).

During the course of the seven-week training, instructors are encouraged
to conduct periodic conferences with students to review progress. Additional
conferences may be arranged with the Director of Education to review specia
needs or assistance required by students. According to CENDEL staff, this
process has enabled themto clear up problemnms, reinforce study habits, and to
pi npoi nt subj ect areas where tutoring assistance may have been necessary.

Eval uation criteria and forns utilized by instructors as part of the
eval uation of students are attached (see annex 10).

During interviews with AlIFLD and CENDEL staff, the criteria, forns and
procedures followed in the evaluation of CENDEL students were discussed.
Simlar discussions were held with current and forner students. Reactions
regardi ng eval uati on procedures were generally positive and students
acknow edged that the process was transparent and straight forward. They
noted that they had been thoroughly briefed on all aspects of the eval uation
process.

Recruitnent, Sel ection and Eval uati on of CENDEL | nstructors:

As with the recruitment, selection and eval uati on of CENDEL students, a
simlar process is applied to the |abor studies center staff.

Recrui tnent and Sel ection of CENDEL |nstructors:

The Education Program Director, along with the CPD, carry out an on-
goi ng process of consultations with individuals and organi zations in both the
public and private sectors to identify and recruit instructors that natch
CENDEL' s training activities. This has resulted in the recruitnent of an
i mpressive group of experts with extensive background and capabilities. Anbng
the instructors at CENDEL are attorneys, university professors, trade union
| eaders, civil servants and governnental advisors, parlianmentarians, mayors,
hi gh school teachers, experts in specific subject areas such as the Mnistry
of Labor, Mnistry of Education and Mnistry of Social Security. The
presi dent of the Human Ri ghts Comm ssion of N caragua, political party
| eaders, the staff of the Center for Denocracy and other |local NGOs active in
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civic activities are anpbng the guest lecturers at CENDEL.

Eval uati on of CENDEL | nstructors:

The evaluation of instructors is carried out by the CENDEL Education
Program Director, the CPD, as well as the trainees. A formis utilized to
score the performance of instructors based on the follow ng factors: (a)
overal | effectiveness, (b) know edge of subject matter and effectiveness in
transm tting information and concepts, (c) accessibility to students, and (d)
| ecture content. For categories a and b, the students are asked to score the
instructors on the basis of excellent, very good, good, regular, or deficient.

For category c, the rating factors are: always accessible, sonetine
accessi bl e, al nost never accessible, never accessible.

Students are also required to rate the | abor studies program based on
the following criteria: (a) adm nistrative effectiveness (b) adequacy of
facilities, (c) quality of meals, and (d) adequacy of education materials.
These categories are rated on the basis of: excellent, very good, good
regular, or deficient. Students are al so encouraged to provide
recommendati ons for inproving the curriculumand/or the overall administration
of the labor studies program The form al so provi des space for other
observations students wi sh to note and does not require themto identify
t hensel ves by signing their nanme (see annex 11).

Overall, these procedures were found to be adequate and effective.
Based on interviews with Al FLD and CENDEL staff, and with current and forner
students, CENDEL appears to have in place a continuing systemfor assessing
and evaluating its training activities to assure that the training responds to
t he needs of participants.

O her Observations Regarding CENDEL's Adnministrative staff and facilities:

As provided for in the USAI DY Ni caragua- Al FLD Cooperati ve Agreenent, the
CENDEL staff is conmposed of the AIFLD CPD, the Director of Education,
Account ant, Executive Secretary, two Janitors, two Watchnen, and a Driver.
This level of staff appears to be adequate to carry out the current |evel of
activities envisioned by CENDEL. However, the Education Director requires a
deputy to assist himwi th research functions, as well as planning and
adm nistration of activities. Current clerical staff appears too limted to
assist with these functions.

The eval uation concurs with the expressions conveyed by CENDEL
instructors, senior trade union | eaders and USAI D and Enbassy officials
regardi ng the adequacy of the CENDEL's admi nistrative and technical staff.

The capabilities and performance of the Education Program Director were
particularly noted as was his contribution to the success of CENDEL during its
first year of operation (see attached list of instructors, professional
occupation and subject matter taught at CENDEL).

The site of the | abor studies center is adequate due to its centra
| ocation. However, this residence is inadequate as a training facility.
Cl assroons are too snall and severely hanper students in terns of proper
lighting, ventilation, noise control and adequacy of space

Speci fic Comments Re: Special Provisions of the Cooperative Agreenent:

The followi ng conments relate to specific provisions of the Cooperative
Agreenent and the extent to which AFL-CI O Al FLD has conplied with itens a
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through d outlined in the evaluation's scope of work.

Itema (1): Ensure that the training and education provided under the
agreenment is offered to nmenbers of all unions supportive of denobcratic
| abor principles, regardless of their ideology or political affiliation

Comment: An exam nation of AlIFLD and CENDEL program files, including
quarterly reports filed with the Mssion D office reveal that Al FLD has
reported on the nunber of students registered and graduated in each of
the 10 training cycles, their respective trade union affiliation, and
statistical breakdown between men and wonen participants (see annex 12).

Itema (2): Ensure that the established Labor Advisory Council of
CENDEL is conprised of a representative m x of N caraguan trade unions
whi ch endorse denocratic |abor principles.

Conment: As discussed earlier, the Labor Advisory Council was not
established due to circunstances beyond AlFLD s control (discussed in
iteml1V. above). The decision of the Labor Centrals not to becone
menbers of the CENDEL's Executive Board has not dimnished their
conmitnent to support the |labor studies center and to benefit fromits
training activities. Their cooperation with Al FLD and CENDEL staff has
been very productive to date.

Itemb: Explore opportunities to collaborate with other |oca
institutions in the education and training of union nmenbers and in the
sponsorship of public policy fora.

Conment: Through its outreach efforts, AIFLD has collaborated with
public and private institutions in N caragua in planning the | abor
studies curriculum and in exploring joint activities with |ocal NGOs
active in civil society enhancing activities. As a result of these
efforts, CENDEL has responded to requests by the Center for Denocracy
and ot her groups such as the National Youth Myvenent of N caragua and
the National Wnen's Muvenent of Nicaragua to provide special training
wor kshops. CENDEL has al so requested their assistance in planning its
forums and special senminars series. These collaborative efforts have
benefitted CENDEL by attracting experts fromthe public and private
sector who provide advisory services and directly participate in
CENDEL's activities.

Moreover, CENDEL's outreach efforts have been successful in publicizing
the contribution of CENDEL and in creating a greater understandi ng of
the role of labor unions in a denpbcratic society.

Through its outreach efforts, Al FLD has engaged the National Human

Ri ghts Commission in providing a series of |ectures to CENDEL
participants on human rights. The aimof the lectures is to create a
greater understanding within the trade union community of the |inkages
bet ween human rights and internationally-recogni zed worker rights.

Itemc: Subm ssion by Septenber 1, 1995 to the SDI Project Coordi nator
a detailed strategic plan for devel oping CENDEL into a financially
sustai nabl e institution.

Conment: As a consequence of not being able to institutionalize a Labor
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Advi sory Council as had been envisioned in the Cooperative Agreenent,
this requirenent has not been nmet. The AIFLD CPD has prom sed to make
the issue of financial sustainability of CENDEL a priority issue in
1996. The likelihood of the trade uni on nmovenment being able to
contribute financially to support the | abor studies programit relies on
to fulfill its education needs is difficult to predict at this tinme.

Uni on nmenbers pay no dues and their organi zati ons are severely
constrained in terns of avail able resources. Fornulating a strategy and
a correspondi ng action plan for attracting non-USAI D donors remains the
only plausible alternative for AIFLD at this time. Such training
institutions are | ooked upon as a potentially favorable investnent by
the Multilateral Investment Fund (MF) office of the Inter-Anerican
Devel oprment Bank.

V.  FI NDI NGS _AND CONCLUSI ONS

0 Generally, AIFLD has fulfilled npost of the provisions outlined in
t he Cooperative Agreenent relating to the CGoals and Objectives of
the trade union education program staffing of CENDEL and
adm ni stration of the | abor studies center; the special provisions
outlined in section VI and VII of the evaluation Scope of Wrk.

0 Areas of the cooperative agreement as yet unfulfilled and
requiring further attention include: the establishnent of a Labor
Advi sory Council; subm ssion to USAI D/ Ni caragua of a plan for the

I ong-term financial sustainability of CENDEL; and conpl etion of
national -1 evel foruns on: The role of labor in a denocracy; New,
| ess adversarial collective bargaining techni ques; Labor Code
Ref orm and wor ker rights; and Regi onal econom c integration

0 AlFLD is to be conmended for establishing a fully functioning
| abor studies center and devel opi ng a conprehensive curricul um
that neets the | abor educati on needs of N caraguan trade union
organi zations. Success in these efforts was acconplished in a
relatively short period of time and denonstrates the considerable
capabilities of the AFL-CIO and its regional institute in the
field of |abor education and training.

0 The USAI D- Al FLD supported | abor studies programis unique in that
it is the only conprehensive formof training in existence in
Ni caragua and one which, through sustained effort over a period of
five years, has the potential for fully achieving the strategic
obj ectives of:
(a) Modernizing and professionalizing the | abor novenent through
education, training, and participation;
(b) Enhancing the ability of the current and future | eadership to
better represent its nmenbers and bring social justice to the
wor kpl ace; and
(c) Enabling the | abor novenent to fully participate in the
political and econonic devel opnent of the nation.

0 The eval uation concurs with the view expressed by the majority of
those interviewed that success of the |abor studies programcan be
attributed to the non-ideol ogical nature of the curriculum the
adm ni strative and technical capabilities of the staff; diverse
course offerings; quality, experience and expertise of the
instructors; the Al FLD/ CENDEL outreach/col |l aborative efforts with
| ocal NGOs; and the relative success of CENDEL graduates in
attaining | eadership positions within their respective trade union
organi zations and the general community (see annex 13).
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Al FLD shoul d be comrended for exceeding the goal of wonen trade
union participants in the 10 seven-week training cycles and the
series of foruns and special seminars conpleted. Trade union
wonen t hat have successfully conpleted the basic, internedi ate and
advance courses of training offered by CENDEL is 39% while their
participation in the forums and special sem nars exceeds this
nunber as indicated in the evaluation attachnents.

Speci fic dividends of the |abor education program can be neasured
interms of the increased trade union activismreported by CENDEL
graduat es; accession of CENDEL graduates to | eadership positions
in key trade union organizations follow ng conpetitive el ections;
the creation of new unions; and demands for transparency in union
deci si on- maki ng and financial operations of trade union

organi zations conveyed in their election platforns. Based on

f eedback received from CENDEL graduates, CENDEL estinates that
approxi mately 10% of the 198 students who conpl eted t he CENDEL
trai ni ng program have been el ected or appointed to | eadership
positions during 1995 (see annex 14).

VI. RECOMVENDATI ONS

(0]

Buil ding on the early success and credibility of the |abor studies
program it is reconmrended that the program be extended for one
addi tional year to reach a w der trade union audi ence and maxim ze
USAI D i nvest nent ai ned at strengtheni ng and noderni zi ng the

Ni caraguan | abor movenent through education and training

Consi stent with the USAI D m ssion Denocracy/ Gover nance strategy,
continuation of the |abor studies programw || enable CENDEL to
extend its training to a |arger pool of trade union organizations
t hroughout N caragua. Expansion of CENDEL training to areas
beyond the capital would accelerate the process of pronpting a
"bottom up" trade union nmoverment that is truly denocratic and one
whi ch woul d contribute constructively to the national debate on
key political and econonic issues of inportance to |abor.

In addition to the conprehensive training provided by CENDEL that
include training cycles, forums and special sem nars,

consi deration should be given to creating a core of trade union
instructors who can be relied upon to provide trade union

education in the future. Training of trainers would take place
in-country and at the George Meany Center. Training in the

devel opment of curricula and course materials using the

I nstructional System Devel opnent (I|SD) nethodol ogy is recomended.
Met hodol ogi es and course content devel oped by the George Meany
Center should be considered for this purpose.

USAI D) Ni caragua and Al FLD shoul d col | aborate cl osely in devel opi ng
options for planning the |long-termfinancial sustainability of
CENDEL. Pursui ng this objective should be AIFLD s top priority
during the second year of CENDEL operations. AlFLD efforts, both
formal and informal, should include discussions with the Inter-
Anerican Devel opnent Bank and a follow up proposal to the IDB's
Mul tilateral Investnment Fund for support of CENDEL as a pil ot
program

Al FLD shoul d expl ore anew the possibility of establishing a Labor
Advi sory Council as provided for in the existing cooperative
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agreement. Priority should be given to having the education
departnent directors as council menbers rather than the respective
Secretary-Ceneral s of N caragua's nmajor trade uni on organizations.
Al so, consideration should be given to the possibility of
expandi ng nenbership on the Council to include academni ci ans and
representatives of appropriate | ocal NGOs and ot her organizations
(the Center for Denocracy, the National Education Association, the
Nati onal Youth Movenent of Nicaragua), which share a nutual
interest in pronoting the goals and objectives of the |abor
studi es program

0 Al FLD shoul d proceed with the planned phase-out of adninistrative
support funds to trade union centrals (under the current
cooperative agreenent, approxinmately $30,000 were allocated for
adm ni strative assistance to unions). Continued administrative
support to trade union centrals decreases the availability of
funds for trade uni on education prograns.

0 The new Al FLD CPD and the USAI D/ Ni caragua SDI Project Coordi nator
shoul d agree on work plans covering the activities of CENDEL in
the context of a follow on Cooperative Agreenent. The latter
shoul d reflect the need to devel op appropriate strategies for the
I ong-term financial sustainability of CENDEL.

0 Every effort should be nade to provide for a small |abor studies
library within CENDEL to facilitate student and staff research on
topi cs addressed as part of the |abor studies program The George
Meany Center, the |ILO |CFTU and publications of |abor colleges in
the U.S. and in Latin Amrerica should be contacted for this
pur pose.

0 As part of its outreach efforts, CENDEL should proceed with the
pl anned publication of a newsletter which would feature CENDEL
training activities, activities and experiences of its student
graduat es and general information of interest to the trade union
community. Such a publication would provide visibility and
recognition for CENDEL training prograns.

0 Al FLD shoul d consider replicating the CENDEL nodel in other
countries of Central Anmerica having simlar needs.

VI1. OTHER | SSUES

(bservations on the Role and Responsibilities of the AIFLD Country
Program Di rector:

The AIFLD CPD serves a dual function in Nicaragua. H's prinmary
responsibility is to oversee the Adnministration of the | abor studies program
and the various activities of CENDEL requiring coordination with and the
participation of the trade union nmovenent of Nicaragua. As part of this
function, the CPD nust assure that the goals and objectives of the |abor
studies programare net; that special provisions and other requirenents
contained in the Al FLD- USAI Y Ni caragua Cooperative Agreenent are sati sfied;
and that the |abor education programis adequately evaluated in accordance
with established criteria and policies. Finally, it is the responsibility of
the CPD to certify all program expenditures incurred during the grant period.

A corollary function of the CPD's effort to build an i ndependent

Ni caraguan | abor nmovenent through education and training are his duties as the
official representative of the AFL-CIO in-country on union-to-union nmatters of
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a regional and international nature. To fulfill this mission, the CPD
mai nt ai ns day-to-day contact with specific N caraguan trade union

organi zati ons and coordi nates joint regional and international trade union
efforts involving appropriate N caraguan | abor organi zations. These
activities often include mapping out strategies or specific joint actions
taken by the AFL-Cl O and regi onal |abor organi zations before internationa
organi zations such as the I1LO, the OECD, WIO, World Bank, and the IDB. Unions
are specifically interested with regional issues related to econonic
integration, worker rights and trade, privatization policies, mgrant workers,
| abor law reform and relations w th enpl oyer groups and governments.

The day-to-day presence of the CPD in N caragua as in other countries of
the region allows for a nore efficient process of conmunication and joint
actions by affiliated union organizations. |In this respect and in relation to
his responsibilities under the Cooperative Agreenent, the dual role of the CPD
in Nicaragua is not materially different fromthose in other countries of
Latin America. One notable administrative difference is that in N caragua his
sal ary and benefits are met exclusively by the Cooperative Agreenent.
General |y, throughout Latin America AIFLD s country programdirectors are
supported by the USAI D) Wregional grant. N caragua Is not currently covered
by the regional grant which is funded and nanaged by USAI D/ G DG

Admi ni strative Support to Trade Union Centrals:

Arelatively small portion of the existing Cooperative Agreenent wth
Al FLD, $30,000, is dedicated to providing continued admi nistrative support to
t he Congreso Pernmanente de Trabaj adores (CPT) and its affiliated unions.

During the course of interviews with the AIFLD CPD, it was confirnmed
that during the period the Agreenent has been in force, AlFLD has continued to
provi de administrative support to several trade union organi zations including
CUS, CAUS, CNMN, and CGT-i. These limited funds have been utilized to support
uni on organi zing drives, expenses associated with collective bargaining
efforts, and expenses incurred in support of the legalization of newy forned
unions through the Mnistry of Labor. A report by CUS, the Confederacion de
Unificacion Sindical, illustrates the activities for which adm nistrative
support funds were applied during the period of June 1 and Decenber 31, 1995
(see annex 15).

The AIFLD CPD noted that no reports had been filed with USAI DY Ni car agua
during the year describing how adm nistrative support funds had been
apportioned to various trade union organi zations in N caragua. No detailed
report was rmade avail able by Al FLD for exam nation during the course of the
eval uati on.
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