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I. EXECUTIVE SUMMARY

A. PURPOSE

This report is a review and analysis, with recommendations, of
the Business Foundation for Educational Development (FEFADE).
This institution was established in 1987 by Salvadoran private
sector industries and private sector entrepreneurs. USAID/El
Salvador has provided grant project funding to FEPADE "to develop
or upgrade the human resources needed by the Salvadoran private
sector for increasing production, productivity, and
competitiveness through the establishment of special technical
training programs and linkages between the productive sectors and
educational institutions." USAID/El Salvador funding supports
"the provision and utilizaticn of vocational and contract
technical skills training needed by priority sectors of the
econony, especially the nontraditional export segment",

The purpose of this report is to present the results of a

study/overview of the economics of manpower training involving
FEPADE and the network of private sector training programs and
institutions with which they work to achieve their chjectives.

B. FINDINGS

The deterioration of the Salvadoran education sector, in recent
- Years, has been documented by several sources. The quality of
‘graduates from the sector, at whatever level has declined as
well. The civil conflict led to reductions in the budget going
to the sector, lower enrollment, internal and out-migration, and
diminished attention by the government to education sector
programs.

The decline in the quality of education has had a negative impact
on the productivity level of workers entering the labor force.
Vocational and technical schools suffered from the factors
affecting the general education system and by early 1980 were

few in number, poorly equipped, short on qualified teachers and
had lost their credibility as a resource for training relevant
skilled workers and technicians. o

As the social conflict diminished in El Salvador there were
signals that the productive sector of the country was beginning
to regain some of its previous vigor. The emphasis in the
productive sector moved away from the traditional to promotion
and diversification in exports, especially to countries outside
of the Central American common market region. The strategy for
economic development is currently export-driven.



The rebounding Salvadoran economy if it is to be competitive in
the world of exports, requires a skilled and productive work
force. Private sector persons and industries have found that the
deterioration of the education sector has limited the
availability of such a work force. The work force is plentiful,
but lacks the entry skills and basic educatien levels pre-
requisite to productive employment.

Confronted with the demand for better workers, and lacking
confidence that the existing system would produce them,
seventeen industrial firms with leadership from key entrepreneurs
established the Fundacion Empresarial para el Desarrollo
Educativo (FEPADE) in 1986. The Foundation was created to
improve the quality and quantity of human resources required by
the private sector based on economic development driven by
exports. This initiative received funding from USAID/E1
Salvador. The grant provided by AID, $14,008,000 with
$6,000,000 obligated, supports five major program components of
FEPADE:

Institutional Strengthening of FEPADE.
Technical-Vocational Education.

Industrial Management and Administration Training.
Scholarships and Education Credit.

Training for Export.

One year and a few months after the establishment of FEPADE,
USAID/El Salvador requested a study team to review, analyze, and
make recommendations for the improvement and future directions of
the FEPADE program. The Teamn concentrated their review on six
, tasks:

. FEPADE's role in implementation of El Salvador's export
driven economic model, _

¢ FEPADE's role (program) and future as a linkage between
labor supply and demand,

y Forecasting of labor market needs in El Salvador and
FEPADE's capability and participation,

¢ Placement,’Employment mechanisms, and FEPADE's role,

* _  Post-Secondary Technical Education and Training

infrastructure with recommendations for FEPADE's
potential involvement,

. FEPADE's management capability and readiness to direct’
‘ a broader range of activities.



The Team found FEPADE with a staff in place, conversant with the
purposes of the organization and articulate akout their
responsibilities. Their facilities, acquired with private sector
funding, are well-appointed and equipped. FEPADE's methodology
of operation, incorporating private sector resrescntation in the
planning, organization and impltementation of their programs, is
functional and moderately efficient, with need for improvements
and consolidation. Recent initiatives to involve the public
education sector in their planning and implementation is expected
to have positive long-term impact on the quality and relevance of
public sector training programs.

The Team reviewed the national economic develcpment model which
was prepared by the Salvadoran Foundation For Economic and Social
Development (FUSADE) and found it is more a set of strateqic
principles than it is a "model". It consists of a number of
general statements or tenets that provide a conceptual framework
for public policy regarding the econcomic development of E1
Salvador. Because the economic "model" is export driven and thus
requires El Salvador to be competitive in the international
export arena, the availability of a productive, appropriately
trained, agile labor force is critical to realization of economic
development  goals. This makes FEPADE's gozl of training such a
labor force very relevant, timely and of great potential. The
Team makes recommendations for maximizing FEPADE's role ac a
force in implementing training activitiss critical to increased
productivity.

The Team found that FEPADE has made a successful start on the
effective linkage of the supply of trained labor force to the
demand for that supply. Their programs to prepare skilled and
'semi-skilled workers and managers responds to priorities which
they define from the results of demand studies. The Team
provides recommendations on ways in which FEPADE may be abhle to
intensify, extend and improve their linkage role.

Labor force or manpower forecasting and placement/ employment are
factors in the linkage eguation. The Team reviewed these factors
and provides guidance to FEPADE for the study of labor market
demands which have emerged as unique to the supply/demand linkage
issue in El Salvador. Because the Salvadoran economic "model" is
descriptive, not prescriptive, we found that although E1 Salvador
does not have a centralized forecasting, placement employment
infrastructure in place, the absence of that infrastructure is
irrelevant to the dynamics of the current manpower training
process. TFEPADE has the potential for being pro-active and
influential in manpower forecasting, placed as they are in close
association with the private, productive sector. :

The Team confirmed what previous studies and observers have
concluded, that the technical vocational training infrastructure
has suffered a decline in quality commensurate with the decline
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found throughout the public education sector. A few private Vo-
Tech schools cffer relevant training programs but generally El
Salvador is bereft of institutions with capacity to readily
respond to the need for a productive labor force. FEPADE, in its
first year, has trained sbout 1,400 workers at specific skill
levels and also offers management training pregrams. FEPADE is
reviewing the need for upgrading or extending post-seccndary
technical training tc produce technicians, supervisors and mid-
level managers. While the general consensus seems to support a
need for this level of training the Team urges systematic
feasibility studies be made of the need before FEPADE or any
other agency commits resources tc a program.

The Team's Report contains many recommendations for each of the
Task areas the Team considered. Those recommendations are
summarized below.

C. RECOMMENDATIONS

Task 1.

a)

b)

d)

FEPADE's Role and Economic Development

FEPADE should install a system to follow-up its
beneficiaries or users and evaluate the developmental
impact of its programs before expanding or diversifying
its current level of activities. The evaluation
nethodology nust be designed under rigorous principles
of economic analysis consistent with the underlying
philosophy of the FUSADES's model.

The main instrument of a follow-up mechanism would be a
computerized data base that keeps track of the

trainees and their employment histories. FEPADE

should develop this system and use it to guide its
policy actions and evaluate them on a regular basis.

In order to support the implementation of the FUSADES's

" model, FEPADE should also install a system to monitor

labor market performance, employment -and salaries in
El Salvador.

FEPADE should continue with its market research
surveys to identify training demand and respond to it
by arranging the appropriate programs. It should take
into account that not all employers are aware of their
potential training needs, nor are they necessarily
knowledgeable about how to solve them.

The combination of labor market monitoring, impact
evaluation of training programs and market research

-activities by FEPADE must enable it to anticipate



Task

demand recquirements and plan for it on time and
effectively.

£) FEPADE should include in its staffing an economist
trained at the Ph.D. level and knowledgeable about
labor economics, to help the institution in evaluating
its activities and monitor +the general economic
conditions that affect employment, wages and
productivity.

g) FEPADE must be knowledgeable about the non-training
economic and non-economic conditions that influence the
effectiveness of training progranms. Special attention
must be given to investment activity and its
employment-generation implications in E1 Salvador, real
exchange rates, credit availability, financing and
exports, etc.

h) To the maximum extent vossible, FEPADE must avoid
creating its own training infrastructure whenever a
similar infrastructure exists in the country. FEPADE
should make maximum use of the available human and
physical resources for tie training programs it
sponsors and coordinates.

i) Increased capital utilization could be achieved in
principle by the use of more than one shift in some.
industries. FEPADE should play an important role in
helping the managers of firms with such potential to
identify the advantages of nultiple shifts and organize

. their resources accordingly.

j) In view of the urgency to accelerate the economic
development of El Salvador, FEPADE's training policies
should concentrate on selecting those individuals that
seem most able to take advantage of the training,
whether they are employed adults or high school
‘graduates. By the same token, the highest priority in
the delivery of training programs should be given to
training the employed or those that can be reasonably
expected to be employed shortly after training is
completed. :

2. FEPADE and Linkage of Supply to Demand

General Recommendations under this topic address:

(a) strengthening FEPADE's present linkage capability and
developing an additicnal competence to provide consulting
services to employers and trainers. FEPADE will need to
give attention to expanding or increasing the efficiency and
effectiveness of their advisory committees, public
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relations, data base and Training Materials Resource Center
(TMRC), and (b) urging FEPADE to provide consulting-
training services to help employers identify, prioritize,
and define their training requirements in objectively
verifiable terms.

Specific Recommendations to FEPADE are to employ long-term
and short-—term consultant trainers, fund work stuqy
experiences in the region and abroad, improve their
seminirs, work shops training courses, financial support and
materials. Detailed phasing of these recommended inputs are
found in the text of the main report.

3. Forecasting Lobor Market Needs

Our recommended strategy for FEPADE regarding the
determination and forecasting of labor market training
requirements are summarized in the following points: -

a) Improve the current training market research survays to
reflect demand for technical-vocational skills more
accurately than felt needs.

b) Anticipate the demand for the training of technical-
vocational trainers and formulate middle- and long-run
plans for their preparation.

<) Formulate training alternatives that contribute to the
improvement of the quality of general (public)
education, emphasizing basic skills of the type needed
for general ecwunomic development.

d) Gradually promote FEPADE as a center where private
firms could obtain assistance regarding their manpower
needs, including those contemplating large investment
programs that may require long-run training plans fcor
"specific occupations. :

e) Monitor labor market conditions and trends for
employment and wages, disseminating relevant
information to assist the decisions of prospective
students and trainees as to career options.

£) Develop a job title and job description sYstem with
adeguate identification of task and skill performance
levels. '



Task 4.

Placement/Employment Mechanisms, FEPADE's Role

FEPADE should consider the following recommendations:

a)

b)

c)

d)

Task 5.

b)'

Control the quality of the training programs in order
to guarantee employer's and workers' satisfaction and
future reliance on the system.

Develop the jobh title and job description system to
facilitate information and evaluations about workers'
qualifications and job performance requirements.

Develop and maintain a data bank on recent graduates,
and a follcw-up program to ascertain employment
conditions and derive feedback information to assure
relevance of training programs.

Advise employers of the existence of the system as it
develops, especially for high-priority occupations and
skills. The frequency of use by employers of the
mechanism will be evidence of its valve. Encourage
graduates to keep their records up to date in the
FEPADE data base for future reference by other
employers. The data base must be exclusively
dedicated to workers whose qualifications are well
known. Inclusion of graduates not trained through
FEPADE's intervention could be considered only after

“ensuring that such action would not undermine the

reliability and quality of the information.

Post-Secondary Technical Vocational Education/Training

Existing data and information are inadequate to
substantiate or justify a significant investment in the

- post-secondary technical education level. FEPADE

should carry out feasibility studies the results of
which would give guidance regarding the need and
potential for post-secondary training. It is
recommended that these feasibility studies be initiated
by FEPADE with technical guidance as required.

Our review of FEPADE's operatlonal load suggests
caution against syphonlng off in-house staff to carry
the load of any additional new initiatives and
responsibilities implied by a venture like post-
secondary level education. FEPADE must guard against
weakening their credibility with the consumers of their
training. We recommend FEPADE carefully review their
1988-1289 work plan to determine the propitious time

-7 -



c)

d)

b)

for implementing feasibility study activity required by
a post-secondary initiative. :

FEPADE should energetically seek private sector
funding to carry out the feasibility studies which the
TEAM considers pre-raquisite to initiation of a post-
secondary training institution.

Prior to USAID/El Salvador consideration of an
amendment to provide significant funding for a post-
secondary training institution in El1 Salvador there
should be evidence available from feasibility studies
showiny a clear and continuing need for middle level
technical supervisory personnel, assurance that such an
institution coculd become self-sufficient in a
reasonable time frame, and indications of a broad
private sector commitment to the institution.

The FEPADE methodology includes institutional
arrangements to collahborate with the public school
system through the Comisioén Nacional de Ccoperacion
Para el Desarrollo de la Educacidn {CONACODE)
agreement. The quality and sustenance of any post-
secondary institution would be strengthened by in-
creasing the quality of the students seeking entrance
into that level of training. CONACODE should be used
to involve Ministry of Education in the study, design
and implementation of a post~secondary institution if

. one is created. Their involvement could have a

positive impact on their own need to upgrade similar
public entities and general education as a whole.

FEPADE ‘s Management Capability and Readiness to Direct

a Broader Range of Activities

FEPADE has enjoyed a fast-growing successful first

" year of activity supported, in pavct; by USAID grant

funding. The opportunity for the organization to
expand into other programs is strong and growing.

There is a risk that the organization will be
stretched too thin unless they organize internal

~ope.ations more thoroughly. The TEAM recommends a

management review and operational consolidation be
implemented using long term, more than six months,
technical assistance.

TL:. FUSADES Department of Socia’ and Economic Studies
(DEES) is in charge of researching and defining long-
term development strategies at the macro level and the
sector level. FUSADES, thererfore, will be analyzing

-8 -



c)

the education sector of the country and formulating
strataegies for implementation by FEPADE and similar
organizations. FEPADE's role in this process should be
active not passive and reactive. FEPADE should have an
institutionalized systematic process for working
collaboratively with FUSADES. That collaboration must
include a feedback mechanism to provide FUSADES with a
micro-economic view of labor market employment and
productivity. ‘

Before any new activities are considered for
implementation by FEPADE, they must be examined fo: the
negative or positive impact the, would have on FEPADE's
potential for becoming financially self-sufficient.



This secti

IY. FEPADE'S BACKGROUND AND ECONOMIC SETTING

cn of the Report is intended to provide a brief,

descriptive introduction to FEPADE (Fundacidn Empresarial para el
Desarrnllo Educativo) and to the economic environment in which it

functions.
the Report
the six ta
Associates

The sectio

This is necessary as a reference for the substance of
dealing with analyses, findings and recommendations on
sks which define the work scope of the Juarez and

Teamn.

n includes Part A. Institutional which profiles FEPADE

and Part B. Economic Setting which is a descriptive and

analytical
Salvador.

A. INSTI

FEPADE is
financed b
institutio
sector to
training a
the educat

The Decree
public, no

look at economic sector realities and trends in E1l

TUTIONAL BACKGROUND

"a private institution, apolitical, non-profit,

Y contributions from persons, industry and

ns." FEPADE was created as a response from the private
the need for an entity that promotes and facilitates

nd serves as a bridge between the productive sector and
ion sector in El Salvador.

» of April, 1987, which legally established FEPADE as a
n-profit entity, and subsequent documents, identify a

broad range of objectives for the organization.

"In order

1.

to attain their objectives, FEPADE will:

Desién and implement programs to achieve a balance
between the supply and demand, both qualitative and
quantitative, regarding the technical and professional

" personnel and the local labor force.

Foster programs aimed at taking full advantage of the
educational training resources available in the
country.

Create an awareness within the private sector regarding

' the need to encourage educational and technical

training activities in El1 salvador.

Encourage educational institutions to orient their
professional and technical training services to meet:
requirements demanded by the social and economic
development of the country.

- 10 -



5. Design and initiate suitable educational programs that
utilize modern methods and procedures to accelerate the
technical training of the students.

6. Channel resources from national and international
institutions, firms and v ivate donors, destined to
fund educational projects within the Foundation's
objectives, including scholarship prograws and
educational loans.

7. In general, to carry out zll types of activities that
would improve the educational level of the country.*®

Following its legal establishment, and with support from
seventeen private corporations and institutional memkers, nd
from USAID/El Salvador, FEPADE began to more precisely define
its objectives and the actions it intended to take to attain
them.

The several underlying factors which provided rationale and led
to the creation of FEPADE included: a large labor supply (at all
levels) inadequately trained for the demand created by the
industrial employment sector, limited capability of the
education sector to train for the demand, absence of participa-
tion of the privete sector in definition of training needeqd,
paucity of traincrs/instructors and facilities available to
provide training, and the existence and poscsible expansion of an
export driven industrial base.

Once established FEPADE carried out several studies designed to
produce guidance which would help them prepare programs for
implementation. These studies, among other things, led to the
definition of five areas for program concentration: '

Institutional Strengthening of FEPADE
Technical-Vocational Education
" Management, Administration Education
Scholarships, Education Credit
Training for Export

e © 3 e o

'In addition to the above areas of program concentration, FEPADE
is the distribution center for an AID-supported textbook prcgram,
RTAC, selling university textbooks at low prices to university
students; organizes short seminars for teachers in collaboration
with local and foreign universities; and is studying the
feasibility of starting ocher programs such as, organizing a
technical education training capacity at the post~secondary
level, organizing an agricultural technical institute and
supporting the establishment of a U.S. university in El Salvador.

- 11 -



At the time of its formation as an entity, and subsequently,
FEPADE has given great emphasis to intimate, frequent and
substantive participation of industry in the definition of
objectives, programming of training, content of training and
establishment of priorities. FEPADE has decigned an organization
which includes representation of industry at all levels. The
organization charts which follow (Chart One, Functional
Organizaticn of FEPADE; Chart Two, Organization of FEPADE) show
the linkage between FEPADE and the industrial sactor.

Seventeen industrial firms are represented on the Board of
Directors. At all functional levels commissiorns have been formed
which include representatives from pertirent industries. As
vweeded ad_hoc resource committees, with industry representatives,
are formed to help assure that FEPADE's training courscs are
respoasive to training needs of the industry.

FEPADF does nct have its own training facilities. Tt uses
existing training sites upgrading them and equipping them as
needed. Again representatives of schools or other @educational
institutions used by FEPADE are members of FEPADE's functional
commissions and, thus, participate in the developnent of the
programs they implement,

A recent, and potentially significant, initiative of FEPADE and
the Ministry of Edvcation was the joint creation, in Auqust,
1588, of the Nationzl Commission of Cooperation for Educational
Development (CONACODE). CONACODE, with the intention of
contribuvting to the resolution of educational problems and to
systematization of the cooperation among various sources to
support economic and social development of the country, is
sponsored by USAID/El Salvador and is directed by a Commission of
ten members including the Minister of Education, the Presideni of
FEPADE and four members each from the private sector and the
Ministry of Education. (See Annex B for details including
objectives, work plan and organizational items). CCNACODE is
intended to be, in FEPALE's projecticns, the organization thrcugh
which their innovative training/education programs can have an
“influence on the relevance and quality of public sector
education. ' ' :

One year plus after their creation FEPADE has a staff of
professionals in place, their objectives and program emphases
defined, institutional linkages between private and public sector
initiated, have 1? training areas which camulatively have trained
approximately 1400 persons, have begun to establish credibility
with their "clientele", have opened potentially productive
channels of cooperation with the public sector and are assessing
the viability of entry into new training areas.
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FEPADE's semi-annual status report to USAID/El Salvador shows
they met or exceeded the targets they set for the first
implementation year of the USAID/FEPADE project.

B. ECONOMIC SETTING

In 1978, Gross Domestic »roduct (GDP) in El1 Salvador was growing
at a rate of over six percent per annum in real terms, i.e.,
discounting the effects of inflation. 'fhe negative effect on the
economy created by the political angd militery crisis that began
in 1979 was reflected in negative rates of growth that prevailed
since that year until 1982. It was not until 1983 that GDP in E1l
Salvador started growing again, yet at very modest rates as the
following table shows.

GDP DPER

GDP RATE OF CAPITA Exports Investment

YEAR (Millions) GROWTH % (Colcnes) (Millions) (Millions)
1978 3,665 6.40 839 720 785
1979 3,601 -1.72 809 981 606
1980 3,289 -8.67 727 838 412
1981 3,017 -8.28 658 690 396
1982 2,847 -5.61 616 588 356
1983 2,870 0.80 616 705 326
1984 2,936 2.27 624 674 335
1935 2,994 1.98 628 648 317
19562 3,013 0.63 622 566 385
19873 3,092 2.65 627 621 376

FUSADES, Departamento de Estudios Econdmicos Y Sociales, April,
19¢e8

Real GDP fell 22 percent between 1978 and 1982, and recuperated
less than 9 percent up teo 1987. The magnitude of the crisis is
most significantly felt on real GDP per capita (a gross
indicator of the standard of living) which decreased over 26
percent between 1978 and 1982, growing less than two percent in

1 The figures are adjusted for inflation at the price
level of 1962.

2 Prelininary estimates.

3 Projected figqures.



the entire period 1983-1987. Exports, on the other hand, showed
an erratic but declining trend during the period 1978-1987
reflecting a loss of 14 percent. Investment activity - both
private and public in fixed capitzl and inventories - fell 60
percent from 1978 to 1985, showed a slight recovery in 1984, and
declined again in 1985. It must be pointed out that private in-
vestment activity regarding fixed capital started its recovery
since 1982, one year earlier than the slight recovery of GDP.
Nonetiheless, this indicator is still estimated to be, for 1987,
37 percent the level reached in i978. It is important to
emphasize that for 1987 the level of foreign aid, growing rapidly
since the beginning of the crisis, has reached a level almost
equal to that cof total exports.

The employment situation is hard to assess due to lack of
infornation. The predominant notion is that open and disquised
unemployment has increased significantly since 1979. Some
official estimates have put the level of unemplcyment at 20
percant in 1987, while more careful studies vield 10 percent as a
result of a significant absorption by the informal sector. a
survey conducted by FUSADES in the manufacturing sector at the
end of 1987 indicated that the level of employment has improved
marginally.. Despite the lack of information, there is general
agreement that the employment situation in El1 Salvador
deteriorated since the onset of the crisis and continues to be
precaricus, either due to lack of opportunities or to low
productivity reflected in low levels of real wages.

Government economic policies, on the other hand, are center=d on
the management of the crisis, emphasizing the stabilization
prccess through cautious monetary and fiscal policies, reducing
rexcess liquidity, and controlling the budget deficit and the rate
of inflation. The crisis, originating in the military conflict,
was deepened by the grave consequences of the earthquake of
Octcber 1986, and by the effects of the severe drought of 1987.
Having been forced to concentrate its efforts on short-term
policy goals, the government can be said to be without a
convincing long-term development strategy.

It is generally accepted that the future growth of the
Salvadoran economy and the reduction of the actual current re-
liance on foreign assistance will heavily depend on the develop-
ment of its exports. The inward-looking policies of %he past,
based on import substitution are generally discredited, since
they led to an unjustified protection of the domestic economic
activity, discouraging the development of its efficiency and its
internal and external competitiveness. :

In order to develop its export competitiveness, El Salvador nust
undertake economic reforms at the macro and micro levels. At the
macro level, it is indispensable that the policies, institutions
and even legislation that are biased against exports be removed
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or transformed, and complemented with public policies that
ernicourage private investments and initiatives, the essence of the
proposals known as the "FUSADES model", which will ba discussed
in section III of this report. at the microeccnomic level, the
development of the Salvadoran economy depends on the ability of
the domestic firms to carry out the measures that will make them
more efficient and dynamic, in order to grow and to enhance
economic opportunities in general, for the private firms
themselves - old and new - the labor force and the public
sector.4

The development of the individual firms depends on at least four
grovps of factors: a) their degree of access to domestic and
foreian markets, b) the level of the firms' investment activity,
¢) the quality of the firms' management, and d) the quality of
the labor force. There is a circular cuausal relationship - a
virtuous or vicious circle, depending on the circumstances -
between the size and purchasing power of the markets which firms
can have access to, and the firms' growtb potential. As firms
grcw, they employ more workers whoses income expands the demand
for products. If demand does not expand, firms find it mcre
difficult to grow, and so forth.

The small size of the Salvadoran economy and its internal
markets, (in the presence of the fact that modern proaducticn
tends to be most cost-efficient when carried out in large
scale), determines the need to look into foreign markets. Yet,
foreign markets have three important characteristics: a) they are
subjected to rapid and unpredictable changes, b) they are extre-
mely demanding with regard to product guality, prices, and re-

- liability of supplies, and c) they are remote, urknown and hard
to penetrzte. Moreover, foreign markets often demand minimem
orders that are considerably larger than what a small producer
can deliver, a fact that takes many an incipient exporter by

surprise.

For a firm to hold a chance to penetrate, keep and augment a
share of a foreign market, it must fulfill at least conditions
"c" and "d" of the previous paragraph (managerial efficiency and
quality of labor), which are necessary but not sufficient for
success ip exporting. For a strong and sustained economic
development, exports must grow and so must averace firm size and,
possibly, the number of firms. This requires investing in
buildings, equipment, and working capital and also employing

“ We must not forget that those traditional public sector
activities (justice administration, defense of property rights
and contractual relations, general education, public hcalth, v
foreign relations, national security, monetary and fiscal policy,
etc.) must also function efficiently for private sector
development, as well as for the society's general welfare.
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mere workers. As more workers are employed and their earning
increase with economic development, the domestic demand for goods
and services also increase helping non-exporting activities to
expand. In other words, exports exert a multiplier effect in the
economy.

Within this mechanism, training and education as promoted by
FEPADE can play multiple roles in enhancing managerial
efficiency and labor force cuality. At the same time, the
philosophy of education and training must underco a radical
change. Instead of preparing indivicduals for a society in which
the development strateqy is based on state intervention and
brotecion and creates the illusion that prosperity can be
achiev ad by planning and without facirg the urcertainty which
competition implies. A new system uust provide the education and
training of individvals with the skills and character necessary
to open rnew markets and opportunities, and to adapt rapidly to
the changes imposer by a dynamic worla.

In the current educational and training system in El1 salvador a
style predeminates in which the individual is formed blandly, as
if education and training were substitutes for bard work and
uncertzinty. A new educational philosophy must change these
vell-~rooted expectations, encourage excellence, hard wvork,
creativity and self-discipline, and make individuals awars that
in a competitive world competition must start in the schools and
in the training shops, and that efficiency, craftsmanship and
elevated professionalism do not come without toil.

If ¥) Salvador is to develop a strong econony, its educational
and training systam must rely on the best individuals - teachers
and students - te reward the most able and willing and encourage
the apathetic to step up his effort. In order to rely on the
best, a competitive educatinnal philosophy must predominate.
Conpetition for cooperation, not for exclusion, must be taught
because the maximum development of knowledge and skills does aot
depend on pedagogic methods and techniques as much as it depends
on individual effort. :
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III. PURPOSE OF THE STUDY

A. GENERAL STATEMENT AND METHODOLOGY

As discussed in Section II above, FEPADE was established in 1986
"to train or upgrade the human rezources needed by the
Salvadoran private sector". FEPADE is a Salvadoran private
sector initiative. The original idea, financial support and
participation is from private sector individuals and ‘ndustrial
firms. Critical financial support and programming criteria are
provided by the USAID/El Salvador. Under project 519-0315,
Improved Educational Opportunities: Trainingy for Productivity and
Competitiveness, US$6,000,000 wero obligated by USAID in August,
1987, to support FEPADE's programs. The project is designed to
help reach a more genesral goal of USAID/El Salvador "to
contribute to economic recovery and extend the benefits of
economic growth" throuch the private sector. Salvadoran private
sector counterpart funding is scheduled at US34,679,5006.
Additional USAID funding is authorized and could be programmned
(obligated) -assuming agreement with FEPADE on an expanded scope
of activities. One area under consideration for additional
funding is post-secondary technical skills training beginning in
FY 1990 or earlier. Anticipating the possibility of an expanding
rcle for FEPADE in the production of trained manpower USAID/EL
Salvador defined the need and scope of work for a team of
consultants (education administrator, education econonist,
manpover planning/forecasting specialist) to, "investigate,
analyze, describe and nake recommendations," on FEPADE's role in:

1) Creating an infrastructure and implementing a program
responsive to FUSADES' economic model,

2) Linking of supply to demand for skilled and semi-
‘ "skilled labor, ~

3) Forecasting of labor market manpower requirements,

4) Improving the mechanisms for the placement/employment
"~ of recently trained workers, '

5) Possible developmént of a post-secondary technical
education/training capability, and

6) their readiness to manage a broader range of
activities.
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These six tasks are the purpose of this study. Therefore, the
six sections that follow are headed by the tasks as defined.

As a methodology the TEAM used & direct, hands-on approach. We
reviewved relevant previous studies, publications, decrees,
literature, training documents, AID project documents, and
general background material. A partial list of references are
included as Annex E. We interviewed, held discussions, and
consulted with public/private sector individuals on subjects
pertinent to our task.

We also attended, as observers, several meetings in FEPADE. We
visited industrial sites, training centers, public/ private
educational centers where we talked to students, instructors and
administrators. We observed and discussed internal functions of
FEPADE with FEPADE's staff, and we consulted with AID direct hire
persomnel and contractors.

Based on this methocdology the following sections presents the
TEAM's review, investigations, analyses, descriptions, and
recommendations to USAID/ELl Salvador on the tasks which make up
the statement of work.
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B. TASKS

TASK 1.

INVESTIGATE, ANALYZE, AND DESCRIBE THE ECONOMIC GROWTH MODEL
FOR EL SALVADOR PROPOSED BY A LOCAL PRIVATE DEVELOPMENT
FOUNDATION, FUSADES, AND DETERMINE WVHAT TRAIRING
INFRASTRUCTURE AWD RESOURCES WOULD BX NECESSARY TO IMPLEMENT
THIS ECONOMIC DEVELOPHMENT HODEL AND WHAT ROLE FEPADE COULD
OR SHOULD PLAY IN IMPLIMENTING THE EDUCATIOH/TRAINING
ASPECTS OF THIS MODEL

1. A Description of the FEPADE Economic Model

The model proposed by FUSADES is a set of strategic principles
under which Salvadoran economic growth policies should be
designed and implemented. This is neither a quantitative model
nor an economic development plan or a set of projections, as the
word "model" may suggest to some. Rather, it consists of a
nuiber of general statewments or tenets that provide a concentual
framework for public policy regarding the econamic development of
El Salvador. As we briefly examine in the next paragraphs, the
FUSADES model is quite general in nature, with impertant
implications for training and education policies, and for
organizations such as FEPADE.

FUSADES proposes that the economic growth of El Salvador must be
based on the development of exports. 1In order to achieve this,
FUSADES argues, El Salvador's producers must be efficient to
become competitive, and their efficiency depends on their freedom
to allocate resources and to access markets, and also on the
level of competence and skills of the human resources involved in
the production processes. FUSADES plans to submit this model to
the next administration of E1l Salvador, regardless which
political party wins the elections. More than just presenting
general statements, FUSADES is planning te carry out several
studies to define concrete actions towards model implementation.
The studies will be conducted by & group of distinguished
international economists, and can be expected to generate
specific policy menus and some detailed recommendations for the
consideration of the Government of E1 Salvador (GES).® The
studies will generate recommendations for specific policy

actions in the following areas:

* Integration of macroeconomic rolicies, i.e.,
coordination between fiscal and monetary policies.

2 See Annex A for a more detailed description of the
studies and the personnel.
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. Development of financial intermediation, i.e., capital

markets.
* Development of a public sector investment planning
system at the national, regional and municipal levels.
’ Government expenditures and price policies.
° Tax policies.
° Industrial policies.
d Social programs.

° Agricultural policy.

° Comparative advantages to quide E1 Salvador's
international trade. ~

° Labor market regulations.

° Tax exemptions.

° Feasibility and costs of proposed economic referms.

We must emphasize that these studies are not aimed at formulating
quantitative targets in terms of production, trade or emoloyment.
Neither would the studies single out spzcific sectors or

branches of econonic activity as development priorities. Wwhat
the studies are expected to produce are specific recommendations
to facilitate an export-oriented private enterprise development
adapted to El Salvador's economic conditions but committed to a
strong and sustained economic growth, higher levels of employment
and a more stable economy.

The central philosophy of the FUSADES rroposal is that the
improvement of general economic and social conditions in E1l
Salvador can be best achieved by a private enterprise system
operating within free markets; competitive, not protected, whose
initiative and energy must be facilitated and fostered by the
GES. :

Particular emphasis is placed on the fact that the Salvadoran
economy is abundant in labor, therefore, economic growth could be
accelerated if labor-intensive (capital-saving) production
processes and technologies are encouraged. On this basis,
economic efficiency and competitiveness require raising the
productivity cof the labor factor (workers and managers).

Training for productivity and competitiveness becomes an implicit
but indispensable component of the FUSADES model, despite the
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fact that training skills and disciplines are not made explicit
nor investigated in the supporting studies.

The model also imrlies a distribution of responsibilities between
the private and the public sectors;: the former investing,
employing and producing, the latte: providing those public goods
and services for which it is best suited (property rights,
contract enforcement, stable lmacroecononic policies, neutral
taxes, etc.). Thus, training can be aimed at private activities
as well as addressing those forms of public sector developnent
that are most closely linked with private activities.

2. Training Implications of the FUSADES Model

The model proposed by FUSADES has been defined in highly general
terms. Though it is possible to anticipate some of its
implications with regard to training, the level of detail that
could be reached in determining infrastructure and resource needs
varies according to the type of training (private or public), and
the results cf the forthcoming studies. Those results may be
relevant to the public sector training requirements, but are not
expected to' add specificity to the training needs of thn private
sector as we will see below.

a) Training for the Private Sector

With respect to training human resources for the private sector,
it is essential to recognize at the outset that the model is not
an instrument to forecast or project manpower demand. The very
philosophy of *he FUSADES economic model, based on freedom of
private initiatives rather than on a centralized conception of
development planning, precludes the use of traditional manpower
forecasting and planning methods. Instead, the training
infrastructure and resources necessary for model implementation
must be highly urpredictable changes in the demand for most
specific occupations and skills.

‘Two types of training are hecessary for private sector
developnent. One is general the other is specific. It is
obvious, but often neg.ected that quality in the second type
depends on quality in the first, which is greatly determined by
the general education system. Therefore. for long-term quality,
it is appropriate to think of a system that could influence
general or basic education consistent with the implementation of
the FUSADES model. Within this context, it is also necessary
that the same system eyerts significant influence at the various
levels of post-secondary educaticn, inciuding universities.

It is important here to make a Jdistinction between "demand" and

"need" with regard to training. Demand is a rigorously defined
economic concept, consisting of a functional relationship -
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capable of keing expressed mathematically - between prices and
amounts for a given good or service. 1In other words, a buyer's
demand for a certain good is his willingness to pay a price for a
given amount of the good. The greater the price, the smaller the
amount he would pay and vice versa. Need, on the other hand is a
highly subjective concent; only the individual knows what his
need is regarding a given good. Need kecomes demand when the
individual - or entity he represents - is willing and able to pay
for a certain amount of the good. With regard to training for
the private sector, we should use demand and not need to define
training for a simple reason: in our context, training is a means
towards the economic efficiency of precductive enterprises or
individuals; that efficiency can be shown as earnings or profits
and, therefore, training that Qoes not impact on profits or
earnings has less reason to be provided.

This principle shouid be one of the leading criteria to consider
in the management of any training program aimed at promoting
economic development. However, it needs some qualifications., If
a certain employer is asked whether he wants (neecds) to have some
of his employees trained in certzin skills or occupations at no
cost whatsoever to him, chances are he will agree. A better
trained employee is always best to have; the extra training may
be useful eventually. Nevertheless, the training cost must be
financed. If the training does not increase the level of
production or the wealth of the society, the resources invested
in the training are not cost effective. 1f the same employer is
asked whether he would pay for the cost of the training, he is
likely to accept only it he has a reasonable expectation that the
investment in training would be recovered in increased production
with an extra margin of profit. Otherwise the investment does
not make sense. Even if the training increases the productivity
cf the trainee, the employer may not be willing to pay for it
unless he recognizes the potential value of that particular form
of training; and is able to take advantage of it in his own
enterprise. He may recognize the value of training for his firm
but cannot afford the investment, or be unwilling to pay if the
training can be used in another firm, and he has no guarantee
that the trainee would not go to work elsewhere after the
training is completed.

All this implies that training is another industry. It requires
resources to produce an outcome and the value of the outcome most
be sufficient to justify the expense. Consequently, training for
econonic development must contemplate the production aspect of
the training, as well as its financial dimension. Otherwise
training becomes an activity to be permanently subsidized, a
result that is contrary to the philosophy of the FUSADES model.
Even though we accept that El1 Salvador has suffered by migration,
a significant loss of skilled labor and thus some training
subsidies may be justified, a long-term projection of training
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capabilities aimed at private sector development must be based on
financial self-sufficiency, not subsidy.

b) Training for the Public Sector

With respect to public sector training requirements induced by
private sector development, the FUSADES model allows us to
anticipat~ some general conditions. The forthcoming studies may
add some detail about the ways in vhich the proposed reforms
would be carried out, and this could allow for more specific
definition of training requirements. Without the studies, we can
foresee some public sector activities that must be strengthened
to support private sector development. The forms of training can
be expected to vary in length, from technical-vocational type of
programs to post-secondary, including university degrees. Some
of the areas where these training is needed are the following:

° Simplification of administrative procedures
(licensing, registration, permits, certifications,
etc.)

° Tax‘administration.

d Customs administration and appraisal.

° Statistical and informaticn systems for marketing,

investments and business in general.

°  Financial intermediation.
. Evalvation of public sector investment projects and

programs.
“ . Public budgeting and acéounting systems.

* Formulation of legislative actions for public sector
refficiency and private sector support.

. Educational administration and planning.

* Macro and macroeconomic analysis (public finance,
' monetary economics, international trade and finance,
~°° labor economics, sector analysis, etc.)

These forms of training, as they belong to the realm of public
goods, must be carried out by subsidies or government revenues,
even though it can be assumed that, at least in theory, the

beneficiaries of this training would be the private enterprises
and the general public. What precludes private funding sources
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is the uncertainty about whether the training would contribute to
economic development, :

c) Training for Other Organizations

The FUSADES mcdel indicates the need to increase labor
productivity to increase the competitiveness of the Salvadoran
output. Labor productivity depends on technology, the amount and
kind of capital invested, the level of training of the labor
force, the quality of management, and the status of the labor
relations. An unhapoy labor force, with salarv and benefit
expectations that are incongruent with those held by the
management, is uncooperative and reluctant to reach competitive
levels of productivity. Cooperation between management and labor
is essentizl for high productivity, competitiveness and
adaptability to changing business conditions.

The implementation of the FUSADES model suagest training in labor
relations and the economics of productivity and salaries for
trade union leaders to facilitate communications between labor
and management. Better communications would help promote the
notion that cooperation between labor and managenent in an
atmosphere of contractual freedom could lead to workers!
prosperity more than conflict could.

By stressing freedom of initiative ana entreprencurial

efficiency and compatitiveness, the FUSADES model also implies
the need for up-to-~date information to support business
decisions. Good and professionally exerc.sed economic
journalism, in its many aspects (domestic and foreign finances,
small businesses, laber relations, marketing and advertising,
techrology. employment, standard of living, etc.) is not only
indispensable for business devealopment, but is an iwmportant means
to develop the awareness of the general public (workers and
public servants included) about economic issues. The FUSADES
model promotes the developmental advantages of a free private
ent. .prise system not only for the entrepreneur, and for the
“investor, but also for the population at large. It would also
be a means to show the advantages of entrepreneurship to the non-
entrepreneur that could eventually dec:ide to become one. FEPADE
could play a role by producing and distributing business
information.

3. Training Infrastructure and Resources

Until recently, the training infrastructure and resources have
been mainly public and supply-oriented. The implementation of
the FUSADES model requires a more agile and responsive '
infrastructure, as mentioned previously. This is particularly
valid with regard to an economy that must base its development on
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exports and international competitiveness and, consequently, must
be responsive and adaptable to the vagaries of foreign trade and
finance conditions.

From these considerations it follows that an effective training
infrastructure must be alert and mcbile te respond to private
sector demand for skilled labor. Alert because it shouid
regularly monitor and anticipate changes in supply and demand for
the most important occupations and skills; mobile because the
faster it can train fer new occupations and skills, the better
the position of producers to take advantage of market
opportunities.

As business conditions are uncertain and entrepreneurs must make
decisions that involve risks, so must the training institutions
be prepared to share in the implications of uncertainty. The
solution to reducing the costs of uncertainty is not in
predicting the future - as the old, discredited manpower
forecasts approach intended to do - but preparing for it.

In order to have these capahilities such infrastructure nmust
operate in close contact with the demand conditions to identify
specific quantitative and qualitative requirements and address
them with practical solutions. The existing public
infrastructure for training seems to have little flexikility; its
programs are rigid and the training institutions are not prepared
to offer training programs to sacisfy changing demand conditions.
Private institutions offering training programs seem to be more
flexible and interested in adapting themselves to skilled labor
demand changes and to specific requests. This does not mean that
there is no place for public-sector training. In the long-run,
it could be socially more efficient for some training to be
provided by public institutions if they can become responsive to
the demand structure. ,

Given the size and nature of the current and potential demand for
skilled labor in El Salvador, the establishments offering
training programs are likely to be small in number. TIn fact,
they can be partially monopolistic for given programs. In other
vords, one single establishment can satisfy the entire demand for
given skills in a certain region of the country or even for the
country at large, and still have some unutilized capacity. This
‘lack of competition among training institutions can lead to non
responsiveness to demand conditions, a fact that can be verified
by looking at the public vocational and technical training

system The sources of demand for skilled labor, on the other
hand, are many more in number than the sources of training, and
the employers' training requirements are also yreater in number.
All this implies that an effective training infrastructure like
FEPADE must constantly intermediate between demand and supply, by
monitoring changes in demand conditions and coordinating



resources on the supply side to bring about the required
responses. :

The training infrastructure must be prepared to decentralize to
satisfy training needs in different regions of the country. Two
dimensions must be taken into account for a training
infrastructure to have national coverage. One dimension is given
by the demand conditions and its geographic distribution. Some
kind of cost-benefit analysis could be applied to determine which
regions of the country thould ke given special attention to
respond to their training needs. This is valid for training
programns addressing private sector requirements as well as the
requirements of the public sector in supporting private sector
development outside San Salvador. From the point of view of the
supply, training programs would definitely be more concentrated,
requiring careful planning based oa the internal efficiency of
the training establishments.

Since the satisfaction of private sector training requirements
must be achieved after being specifically determined by close
scrutiny, it is not advisable to formulate training targets and
then define the level of resources necessary to reach them. This
weuld most likely lead to a bureaucratic conception and
development of the training system, ond a replication of
ineffective schemes that have characterized public sector
training efforts. Instead, we should define a certain resource
base for training and build future capabilities as the systenm
proves itself. Training "needs" in general can be virtually
infinite, while the training that can be justified in economic
terms is significantly less.

The central criterion used to define allocation of resources to
training, when setting priorities, must be the return to the
investment made for training. This would have to be nmeasured on
an expectation of advantage, "ex ante", basis. An exception will
have to be made with regard to training in the public sector,
because the return on investment in training is almost impossiblé
to measure. Contrastingly, in regard to training in the private
sector it is possible to monitor and evaluate the impact of
training efforts on the firms and/or the trainees. If employers
and/or trainees are willing to cover the total expense of the
training, this consideration would not be valid. BAs the propcsed
training is expected to be subsidized for a certain period of
time, an evaluation criterion on which to base future allocations
of funds is indispensable.

Training programs of the type studied here are designed to help
in the economic development of El1 Salvador by improving the
operating conditions and guality output ‘of given private
enterprises. Consequently, the total investment in training
programs must show concrete evidence in economic development
terms. In other words, a given resource allocation can be



committed at the start of the program and fer a given period of
time, perhaps one vear. The next disbursement and definition of
human and physical resources must be made on proof that the
training generated the expected outcomes. In the absence of
insufficient evidence within a reasonable time frame, the
allocations must be terminated.

In order not to generate an oversupply of training programs, the
determination of resources must ke made after a concrete training
target is established besed on 2 demand analysis of the labor
market. A starting point could be the present level of
operations the available training facilitics, increasing them to
the point of maximum utilization of the available capacities and
availability of human resources (trainers), and expand them on
two criteria. One would be the placement of the currently
trained individuals, to ensure that the training is not being
wasted. This means that a follow-~up mechanism should be
operative before a major expansion of the training systenm is
implemented. The second criterion is the level of financial
recovery of the training expenses; in other words, as long as
employers are willing to face the risk (at least a significant
share of it) of investing in training, the expansion of the
system would not take place indiscriminately, leading to the
creation of another "white elephant". oOn the other hand, the
expansicn of the training system should not depend cn the
willingness of enough workers to cover their own training
expenses without their obtaining employment after completing
their training. Though this is unlikely, the system must be
alert to prevent this eventuality for obvious reasons.

The human resources and the teaching techniques applied to
training must pay attention to the portability of skills among
occupations, and to the advantages of encouraging the trainees to
learn how to learn. Both conditions help the trainee to readapt
to related occupations if changes in demand conditions force
changes in the demand for given occupations. This is an
indispensable dimension of the need to make the training
infrastructure agile and responsive. A great deal of the
responsiveness rests on the versatility of the labor force to
adapt itself to a changing environment, a fundamental
characteristic of foreign markets.

4. FEPADE's Role in FUSADES's Econonmic Model
Implementation

In this section we discuss FEPADE's role under the assumption
that the econonic development model proposed by FUSADES will be
adopted by the GES. As shown by its experience to date, FEPADE
will be able to play an important role in El Salvador's economic
development even if the FUSADES's model is not accepted by the
Government or if its implementation is not complete.



In the presence of nultiple sources of demand for training and a
relatively limited supply infrastructure, FEPADE's role can be
one of intermediation (broker). Employers and prospective
trainees are usually unfamiliar with the training opportunities
available to them. Many of the opportunities are not even
readily available but can be offered if a systematic nmarket
research approach (in the training mavket) can be applied to link
demand ard supply. In this regard, FEPADE can play a role as a
broker betwecen demand and supply. However, FEPADE must also play
a role in helping the cmployers to become more Xnowledgeable in
terms of assessing their own training needs. If enterprises are
not well organized and nalaged, gy will not Le able to utilize
the potential benefits of a better trained labor force. Clearly,
econounic efficiency, productivity and competitiveness do not only
depand on the quality of the labor force, but also on the quality
of management, the installed technology and the types of physical
assets in the workers' nands.

This implies that fer FEPADE-supported training to be effective
and yield its full value - to the point of making it self-
financed - other complementing factors must be in place. If
these complemontary factors are not sufficiently developed, they
determine a ceiling for training opportunities, and training
beyond that ceiling becomes a wasteful use of resourxces. At such
a point, instead of more training the priority may switch to
technical assistance to the enterprises, or even the promotion of
entecrprises that give services to the existing firms on how to be
more efficient. If, for instance, there is not enough industrial
maintenance services, a high Froportion of equipment under-
utilization reduces the productivity of the labor factor, a
situation that no extra training can overcome on its own. Many
other examples can be offered in the areas of technical '
assistance in exports (packaging, marketing, transportation,
shipping, plant layout, warehousing, foremanship, guality
control, etc.).

FEPADE's activities should include a regular monitoring of the
labor markets, focusing on levels of employment and salaries at
least for selected occupations. FEPADE must be able to determine
the causes of changes in the levels of employment and salaries to
know whether they can be corrected by training or by other
actions.. A special effort must be made to avoid attributing to
lack of adequate training the causes of unemployment or low
productivity and competitiveness. There are other causes for
these phenomena and FEPADE must have the capacity to recognize
them and urge other institutions to respond to them.

FEPADE can also act as an important training intermediary with
regard to the training requirements of the public sector, of the
type discussed in Section 2) above. The priorities for those
training requirements can be established in relationship to the
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private sector development priorities implied in the FUSADES 's
model. A similar form of intervention can be applied regarding
training of labor union representatives as well as newspaper
personnel in charge of economic and business jourralism as we
have discussed elsewhere.

FEPADE could also serve as a feedback vehicle for the
implementation and further formulation orf the development model
proposed by FUSADES. Training and education in general are
essential aspects of the development possibilities of E1l
Salvador. They can bhe important constraints to that development
and must be recognized specifically in any major formulation of
economic development strategies and policies. The reasons are
many. One of them is related to the interdependence between
general and technical-vecational training. The quality of the
trainee greatly depends on his basic skills and attitudes, a high
proporticn of which are generated in the formal &chool systemn.
Poor basic education can represent a critical bottleneck for
‘training at the vocational-technical level, in quality as much as
quantity. FEPADE can exert an important influenze in the
irprovement of the quality of basic education i Il Salvador by
furnishing what governmeni administrations can rarely achiove in
reszolving problems that require long~-term solutions: continuity
and consistent treatwent. By not being politically puxiisan,
FEPADE can establish itself as a widely respected institution
that looks after the quality of Salvadoran human resources, not
only ac workezrs ox employees, but also as managers, entrepreneurs
and investors. All this can be extended to post-secondary and
uniiversity education as well.

FEPADE cannot act on all these fronts simultaneously. The
expansion of its activities on different fronts must take place
as the effectiveness of its interventions is established and
consolidated. This suggests that FEPADE must base its actions in
the training and education scene on a well defined set of
priorities and an effective monitoring and evaluation systen.
Critical review of its past actions must precede any new
undertaking.

Ancther area where FEPADE could establish its presence and its
effectiveness is the financial one. As discussed earlier,
training that cannot be demonstrated as contributing more wealth
‘than it spends is not worth producing, with the exception already
mentioned regarding public services. Though training activities
addressed to the private sector can and must be partially
subsidized to compensate for the human resource losses due to
nigration, FEPADE muct reach self-financing status in the long-~
run. To do so, FEPADE must monitor the economic performance of
the beneficiaries of its brograms, to measure their impact, to
guide future actions, and to test how much the demand side can
bear the costs.
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Experience to date indicates that FEPADE can play some of these
roles with efficiency, namely, serving initially as a broker
between supply and demand for training, supporting the Ministry
of Education in improving the quality of education, making its
vocational-technical education more consistent with the
development requirements as expressed in the FUSADES's proposal,
and installing a .»echanism for financing future training
activities and moving towards self-financing. With regard to the
latter FEPADE must be managed with a business mentality, though
not necessarily within a Philosophy of profit maximization.

Fventually, FEPADE might be able to charge more than the costs of
its programs in order to generate reserves that could be applied
to expand its facilities and financially support other training
activities.

5. Recommendations

The following recommendations assume that the Government of E1l
Salvador will eventually adopt FUSADES's economic development
model and will implement it adequately. FEPADE may still play an
important role in the economic development of the country if the
model is not implemented. In such eventuality, however, FEPADE's
degrees of freedom and area of influence would be severely
reduced under the current conception of its missions and
functions.

1) FEPADE should install a system to follow-up its
beneficiaries or users (trainees, institutions and
enterprises) and evaluate the developmental impact of
its programs before expanding or diversifying its
current level of activities. The evaluation
methodology must be designed under rigorous principles
of economic analysis consistent with the underlying
philosophy of the FUSADES's model.

2) - The main instrument of a follow-up mechanism is a .
computerized data base that keeps track of the trainees
and their employment histories. FEPADE should develop
this system and use it to guide its policy actions and
evaluate them on a reqular basis. The data base could
become an instrument to place trainees in case they are
laid-off by their employers or they are trained on
their own account before they find employment. The
trainees must recognize that it is to their own
advantage to keep their files updated and report
changes every time they occur. The information in the
data base must be designed and organized in a simple
and accessible fashion and it could serve to carry out
research projects with policy implications for FEPADE,
FUSADES, the private sector and, possibly, labor
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3)

4)

5)

6)

7)

unions, journalists and the government policy makers.
The data base could be designed to show the impact of
training and productivity, competitiveness and
employment, and the improvements in the standard of
living of the trainees.

In order to support FUSADES's model implementation,
FEPADE should also install a system to moritor labor
markets performance, employment and salaries in El
Salvador. According to the national (geographic) level
of coverage that FEPADE's programs can reach, the
monitoring of labor market conditions should consider
extending to the relevant regions of the country. This
may require helping the competent government agencies
to develop the irformation base to perform these
activities.

FEPADE should continue with its market research surveys
to identify training demand and respond to it by
arranging the appropriate programs. It should take
into account that not all employers are aware of their
potential training needs, nor are they necessarily
knowledgeable about how to solve them. In this

regard, FEPADE may wish to study the advantages of
offering private firms some technical assistance
regarding rationalization of their operations to make
them more competitive.

The combination of labor market monitoring, impact
evaluation of training programs and market research
activities by FEPADF must enable it to anticipate
demand requirements and plan for it on tinme and
effectively. FEPADE could become an institution to
help the national training infrastructure to be
flexible, responsive, quick and versatile in satisfying
the demand for skilled and semi-skilled labor in El
Salvador. ’

Whenever possible, FEPADE should count among its staff

with the services of an economist trained at Ph.D.
level and knowledgeable about labor economics, to help
the institution in evaluating its activities and
monitor the general economic conditions that affect
employment, wages and productivity in the country, and

. possibly, in some selected regions.

FEPADE must be knowledgeable about the non-training
economic and non-economic conditions that influence the
effectiveness of training prograns. Special attention
must be given to investment activity and its
employment-generation implications in E1l Salvador, real
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8)

9)

10)

exchange rates, credit availability, financing and
exports, etc.

To the maximum extent possible, FEPADE must avoid
creating its own training infrastructure whenever a
similar infrastructure exists in the country. FEPADE
should make maximum use of the available human and

' physical resources for the training programs it

sponsors and coordinates.

Increased capital utilization (installed capacities)
could be achieved in principle by the use of more than
one shift in some industries. The advantage of
multiple shifts is in the possibility of increasing
output and employment without fuither investments in
buildings and equipment. Even though this has been
attempted without success in several enterprises, the
idea should not be abandoned. TFEPADE could play an
important role in helping the managers of firms with
such potential to identify the advantages of multiple
shifts and organize their resources accordingly.

In view of the urgency to accelerate the economic
developmert of El Salvador, FEPADE's training policies
should concentrate on selecting those individuals that
seem most able to take advantage of the training,
whether they are employed adults or high school
graduates. By the same token, the highest priority in
the delivery of training programs should be given to
training the employed or those that can be reasonably
expected to be employed shortly after training is
completed. .
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TASK 2.

INVESTIGATE, ANALYZE, AND DESCRIPE THE ROLE, AS WELL AS THE
POTENTIAL ROLE THAT THE FUNDACION PARA EL DESARROLIO
EDUCATIVO, FEPADE (A PRIVATE SALVADORAN FOUNDA'TION) COULD
HAVE OR SHOULD HAVE AS A LINKAGE BETHEEN SUFPLY AND DEMAND
FOR SKILLED AND SEMI-SKILLED LABOR IN EL SALVADOR

1. FEPADE's Present Supply-Demand Linkage Role

FEPADE's creation was motivated by the need to satisfy private
employer's demand for skilled and semi-skilled labor. The
training institutions in charge of the supply of qualified
manpower in El Salvador have not been offering training
alternatives that fulfilled employers' specific requirements.
These institutions are generally detached from the demand side
of labor markets and implicitly assume that their supply of
graduates in the different fields offered will generate their own
demand. As a result, there has never been a follow-up or feed-~
back system to determine whether the graduates found employment
in the fields they were trained for, and whether the employers
were satisfied with the type of training received by the
graduates they employed.

FEPADE's cardinal mission is therefore to find snd promote supply
solutions to the dewand for skillecd and semi-skilled labor. This
constitutes the basic concept of a supply-demand linkage systen.
However, an effective linkage :iechanism must not be limited to
taking the demand as is for adjustment and adaptation by the
supply side. Not all employers are Xnowledgeable about cther
forms of training that can be of great value to their firms, or
that certain forms of manpower deve:lopment do not need training
institutions and can be performed in-plant. Therefore, FEPADE's
linkage role can be extended to providing employers with
information and, possibly, with certain forms of technical
assistance that could help them become better users of trained
manpower, and more efficient and competitive precducers. In this
section, however, we are exclusively concerned with those
training needs that can be satisfied by FEPADEs interventions to
link supply and demand.

In order to perform the linkage function, FEPADE facilitates

training and the exchange of relevant information through
several activities, carried out by neans of the following:

1. Committees where employers and training institutions
exchange information about demand and supply.
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2. Market research surveys sampling individual enterprises
to establish or anticipate their demand for specific
occupations or skills.

3. Training courses, at FEPADE, with public and private
trainers.

4. News releases on course announcements, graduations, and
commitiee meetings.

5. A newsletter (Carta Informativa).

6. Distribution of textbooks (RTAC 11).

7. Graduating ceremonies.

8. Tn~-heuse advisory and consultant contacts.

9. Scholarships.

10. Donor agency staff meetings and contacts.

11. - Other meetings.

12. Computerized database with information on supply,
demand, training resources (courses, materials,
232%§ment, funds, students, graduates, instructors,

13. Training material development/resource center.

Activities 1 and 2 are the most important from the point of view
of knowing demand and supply conditions. Activity 3 was
implemented to offer short training in areas that are not
available elsewhere. Some of the activities have only recently
been initiated or have not yet reached their full potential ,
effectiveness. For instance, activity 2 could be complemented by
consulting services that could help identify and define training
needs more precisely, while activities 12 and 13 primarily
consist of a small library at present.

FEPADE's linkage function can be visualized with the aid of the
following diagram:
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It is important to point out that the training process is
significantly more complex than is generally recognized.
Traditional training programs provide an important but relatively
standardized product that addresses a limited aspect of the
training needs and performance requirement spectra. For example,
~the Kurt Salmon Associates (KSA) report of June 1986 on the
apparel manufacturing industry identifies 20 components that
affect the quality, quantity, costs of products, and success of
the operation. Only one of these needs is machine operator
training, and the remainder may be addressed by short training
programs that are not normally provided by conventional training
institutions, including technical secondary and post-secondary
schools. All manufacturers suffer similar problems. Even with
the best trained machine operators in the apparel industry, the
local industry is doomed to failure unless these other training
problems are also addressed. The present system is not prepared
yet to solve these insufficiencies, nor will conventional post-
secondary vocational-technical education institutions address
them. : ' ' '

The solution to worker/employer performance problems must be
approached as a total holistic, interacting system, not piece
meal, component-by~component if the local industry is to become
internationally competitive. An accurate definition of training
demand first requires a careful analysis of the performance
problems by a training specialist. Second, the performance

- 36 -



deficiencies must be translated into training needs. Third,
performance objectives must be defined in ocbjectively measurable
terms. Fourth, relative criticality or trade-offs must be
identified to establish priorities for performance improvement
(repair equipment or train workers). Since no plant can have all
the problems solved simultanecnsly or even sequentially, some
must be tolerated until time, budget or cost-effectiveness permit
or demand them. Fifth, alternative methods or approaches (on-
the-job training, new performance reward systems, consultants,
etc.) must be evaluated and selected. Sixth, the implementation
of the selected plan or approach must be carried out, evaluated
and corrected. If this approach is not followed, FEPADE's role
would be limited to that of a broker or intermediary, a simple
matchmaker of the available supply with the declarcd demand of
the employers. In other words, the vision of supply~-demand
linkages must nct be limited to a snapshot of the current
conditions, but include a dynamic vision in terms of the
developmont and technological modernization of the local
industry if it is to keep abreast of the latest trend and
competitive in domestic and international markets. For example,
the only product in the capability "basket" of FEPADE and the
supplying institutions for the apparel industry at this time is
sewing machine operator training. As the KSA report states, the
apparel industry will be unable to compete in foreign markets
unless many other components of the total system performance are
addressed.

Ip summary, some employers will always need assistance and/or a
service to perform these basic training functions. It is not
likely, based on US and developing-country experience that
conventional vocational training institutions will provide or
develop this capability. In the interim some organization must
rapidly develop this capability if the country is to compete in
the export market. Now let us examine FEPADE's potential role.

2. FEPADE's Potential Supply-Demand Linkage Role

Above we have outlined FEPADE's present linkage activities. To
reach the full potential impact that FEPADE could have as an
effective linkage vehicle between supplv and demand we feel that
the following requirements should be met:

a) FEPADE's present linkage activities must be
strengthened and made more efficient and

b) An additional linkage capability, the ability to -
analyze, identify, define and prioritize the
training requirements of industry - a training
consulting and advisory role rather than as a
broker of felt training needs - should be
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developed. 1In short, to effectively link current
and future supply and demand, FEPADE should more
precisely define the demand in order to help
prepare an appropriate supply.

Few emp)oyers possess a capability to adequately analyze,
identify and prioritize training-performance requirements in
objective and measurable terms. Until that capability is
developed within the employing establishments, FEPADE could first
develop and later duplicate (in supplier and user organizations)
that capability.

Advisory committee and/or employer inputs are vital to the
success of any training program. However, the manpower system
(trainer, broker, employer) must have the capability to make more
meaningtful and cost-effective decisions. Ultimately this
capability may be developed to some degree at all levels of the
system. All employers and training institutions cannot afford to
develop these capabilities and skills to a self-sufficient level.
But someone must be able to diagnose the need and write an exact
and appropriate prescription (training requirements and
performance objectives definition).

If this does not occur, ultimately there will be no need for
either the prescription as the employer will learn that he can
solve the problem by himself or take his business elsewhere or
develop alternative training systems (as has been done in many
countries in Latin America). Again, this does not mean that
FEPADE's present system is counter productive. It urges that the
present system can be improved, and can be made more cost-
effective because the infra-structure (organization, committees,
etc.) is already developed and functioning.

The necessity to define training requirements more precisely and
accordingly, properly prepare appropriate training programs is
not as critical for entry-level pre-employment or generic-type
training programs ~ the type normally provided by secondary and
post-secondary institutions - as is the case with employer-
specific programs. But the output of these traditional
institutions can only respond, because of numerous constraints,
to a portion of the spectrum of training needs of many employers.
Most employers also require, in addition to entry level skills,
more specific, specialized training for equipment-process
operators, maintenance and repair personnel and many other
skills. These specialized programs usually require special
training on the specific equipment, in an in-plant production
environment. 1In general, total syster performance problems
cannot be addressed by specific discrete training courses or
programs. Nor do traditional Vo-Tec organizations identify
relative criticality enabling appropriate, cost-effective, in
view of time and budget constraints, training to occur. These
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additional needs represent another level of complexity normally
required by highly competitive, cost conscious, labor intensive
export-type industries. Apparel production is a perfect example
of this type of total production problem.

The KSA report, (June '86) identifies many of the performance
components that should be addressed if the local Salvadoran
apparel industry were to become more competitive. These include:

° Product and Product Mix

* Quality of Completed Garments
g Quality Control Procedures

* Management and Supervision Skills
° Incentive System

° Management Reports

* Costing Methodology

° Production Equipment

° Methods and Work Aids

° Machine Attachments

* Factory Layout and Flow

° Conveyances

° Plant Loading Procedures

¢ Throughput Controls

° Operator Selection

° Training Procedures

Short training courses and materials already exist regionally, or
abroad, or can readily be developed to meet specific employer
needs, for each of the above subjects. Many are never offered by
conventional secondary or post-secondary vocational training
programs - for a number of reasons - but are regularly offered by
autonomous, rapid response, industry specific private sector
training organizations as are already found in many Latin
American countries. Nor does the average manufacturer require
Industrial Engineers, Quality Control Engineers or MBA's to solve
these problems. Literate, selected foremen and production
supervisors can effectively perform after short courses, in most
of these areas. ' '

Many other factors that affect performance were identified in the
KSA report. These include lighting, work station space S
(density), housekeeping, social areas, equipment maintenance,
marking .and pattern grading, cutting supervision, mechanical
staffing, marketing, merchandizing, costing, in-process controls,
general and specific production information, flow, etc. All can
be addressed by short courses ranging from one day full-time to
several days part-time.

Other labor intensive export or "call-back" operations have
similar problems though not as thoroughly documented as in the
KSA report. Frozen vegetable production and shoe component
assembly are representative. Courses such as sewing machine
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operator training are only a small, though easily addressed, part
of the total performance/training problem.

We must make explicit the need for FEPADE to perform its linkage
mission taking into account that effective training cannot be
limited to one particular stratum of the skills/occupational
spectra. Training for occupations of various educational levels
is necessary since the productivity in one particular occupation
depends on the proficiency of related occupations. The typical
case is the training of line workers vis-a-vis the training of
supervisors, foremen or higher level technicians. FEPADE can
play a critical 1ole in keeping the internal consistency or
balance of the kind of occupational or skill structure that a
modern and flexible industry requires to be competitive. It
would be a serious mistake to concentrate training in one layer
of the educational spectrum for social considerations alone,
since the very employability of a well-trained worker depends on
the availability of technicians or foremen that would direct his
work. The cardinal objective of the training effort, the very
escence of FEPADE's existence, is to enhance private sector
competitiveness for economic development purposes, not for social
of charitable reasons. The social advantages of training will be
generated by the economic impact derived from a higher level of
employment and productivity.

In conclusion, proper linkage between demand and supply, cannot
exist directly or through FEPADE, without the capability to
adequately identify and precisely define training and performance
requirements. The suggested ways to respond to this demand for
additional, non-traditional courses will be addressed below.

3. Recommendations
a) General Recommendations

FEPADE does provide, and can provide an even more important role
in the development of El Salvador. This TEAM proposes the ,
following general recommendations to assure such a strengthened
capability.

The overall goal is to strengthen the FEPADE capability to
-stimulate and facilitate the timely and appropriate development
and utilization of trained manpower with a focus on those semi-
skilled, skilled, and management personnel required to
accelerate the cost-effective growth of non-traditional export
industries and other priority sectors of the economy as may be
identified by FUSADES.

Our general recommendations are focused on strengthening FEPADE's
present linkage capability and also developing an additional
capability to provide consulting services to emplcyers and
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trainers. First we will provide our recommendations for
improving the present capability.

i. Committees

Because of the important role that the various committees serve
as a linkage vehicle, steps should be taken to maximize their
effectiveness. It was observed by the TEAM members that undue
emphasis is sometimes placed on relatively minor decisions and
less consideration give: to other matters that may well set
important precedent or policy for future decjisions. Procedures,
policy statements, agendas, and discussion time~-constraint could
be established, based on relative priority, cost, future :
implications, etc. A workshop or seminar could be offered, by an
outside consultant, on "The Effective Use of Committees in the
Decision Process®", :

ii. Public Relations

Public Relations is another vital component in developing and
maintaining an effective linkage capacity as well as an
appropriate image. This department now produces a number of
effective publications and press releases. Tt appears that
additjons or changes in content based on the market a particular
publication addresses could be introduced. For example, content
focused on increasing the awareness of the technical process,
techniques for developing and utilizing human resources
(identifying and defining needs, developing performance
objectives and standards, determining the relative priority of
needs, evaluating worker performance, incentive systems, etc.)
would be useful additions. Perhaps a "Training Techniques"
newsletter could be developed.

iii. Data Base

Another vital component is a data base capability. The present
computer center can be expanded to provide data useful to several
other FEPADE departments. Some areas of present and future
information/data need includes:

d Standards for evaluation/approval of training
institutions, courses, instructors.

. A list of qualified education/training resources
(institutions, programs, courses, instructors, etc.)
both local, regional, and abroad.

* A schedule of current and future course offerings
(local, regional and abroad).
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* A list of graduates, qualifications, current
employers, etc.

d A list of students now in training by occupation,
institution, etc.
* Performance objectives and standards for all courses.
o Master list of all employers in priority sectors of the

economy (non-traditional export by size, occupational
needs, etc.).

d Training needs survey results by sector and employer.

y Standard occupational titles and job descriptidns with
task listings for priority skilled, semi-skilled, and
other occupations in priority industries.

° Manpower requirement, resource, placement, and
utilization information by occupation and priority
sectors of the econonmy.

iv. Systems and Procedures

Systems and Procedures manuals should be developed, standardized -
and revised as required to establish a standard policy for:

° Evaluating and approving sources of supply
(institutions, programs, courses content, facilities,
equipment, management, instructors, graduates).

* . Evaluating and approving employers requests for
' assistance (training needs or defining needs, relative
priorities, course duration, content, etc.).

* Evaluation of graduates at the work-placé - to provide
quality-control information on the process (developer,
linkage and employer of human resources).

®* - Collection and distribution of feed-back information to
both trainers and employers of manpower.

v. Training Materials Resource Center (TRMC)

The Training. Materials Resource center capacity should be
expanded. A beginning has been made. A small library of
reference and course materials has been assembled. However a
large variety of appropriate training materials and aids (films,
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slides, devices, etc.) in Spanish

many sources in Latin and North America.

listings are available.

or English is available from
Directories and

This material can be made available on a loan or sale basis or
can serve as reference or content material for the development of

new programs.

A large distribution center sponsored by the

International Labor Organization (ILO), CINTERFOR exists in

Brazil for use by member nations.

Excellent modular format,

performance referenced training materials for many occupations as
well as videos, are also available from public and private

sources abroad.

Another useful function of the TMDRC could be a small reading
reference evaluation, visual display room where printed matter
and video material can be viewed and evaluated by potential users
(FEPADE employers and training firms).

A third service of the TMDRC would involve the modification,
development and translation of training programns and materials.
Manufacturing firms often purchase equipment for which no

training programs exist.
mechanics are immediately needed.

Yet trained cperators and maintenance

'requently the importer or

manufacturer does not provide treining material or programs or

only at the time of initial inst::
specifications and/or operators : -
A competent trainir

substitutes.
specialist can readily develop e:-
materials from these basic documc:

The second focus of our recommend.
consulting-training services (sma’
strengthen selected private secto
(larger firms) ability to identif:
training requirements in objectiv:
performance requirements vs. job
consulting services and support
size firms

-

Citles).
and a lesser consultin;“
training of employer resident sta: -
Accomplishment of this goal will :.

lation. Manufacturing
nuals are not satisfactory
materials development
cctive and essential training
.ions will be to provide
.er firms) or develop or
economic priority employers
prioritize, and define their
v verifiable terms (job
This will require full
istance to small and medium
emphasis and relatively more
in some larger firms.
‘quire a FEPADE capabhility to

advise and cr assist selected empi.yers to perform those

functions essential to the effect:

w2 development and utilization

of trained manpower. This will in:lude the capability to:

* Analyze total employer operational activities as an
integrated, interacting performance system rather than
as a series of felt-need, discrete training or manpower

needs.
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As a product of this analysis, identify training and
manning requirements and their relative criticality and
phasing (sequential or simultancous).

Define these training/manpower requirements in
objectively verifiable terms (the training-performance
prescription) and not merely in tecrms of numbers and
job-titles, thereby permitting and/or enabling FEPADE' s
and supplying institutions, or trainers,. and
consultants to produce the desired input (appropriately
trained and/or skilled manpower) and cost-effective
performance results.

Develop objective performance standards and measurcment
criteria of currently employed personnel and recently
trained graduates (therebv enahling performance
evaluation).

Identify and evaluate the relative cost-effective
advantages of alternative approaches/solutions (in-
plant training vs. procedural/process changes that
reduce the need for trained personnel contract
maintecnance/repair services, in- country training,
tralnlng abroad, use of consultant-trainers, or wait
for Jnstltutlonul outputs and other alternatives).

Evaluate those possible re¢sources within the selected
alternative (utilize local training resources) and make
a selection based on prc—‘eflned needs and criteria as
well as the training reso.rce's capability.

Implement, monitor, adjusi, and redirect the program as
recquired.

Verify graduates performance - against predefined
performance objectives.

" provide corrective feed back information.'

Identify short- and medium-term future manpower and
training requirements.

Association with Professional Societies: For the
fledgling or the professional trainer, several
professional societies exist. Most have large
memberships. The American Society of Training and
Development (ASTD) is a U.S.-based society that has,
with USAID a551stance, cooperated in the formation of
national societies in most countries of the world,
regional societies in Asia, Africa, Europe and Latln
America and an Internatlonal Federation of Training and
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Development Organizations (IFTDO). Both the AS.D and
IFTDO publish menthly journals and many other
bPublications that are the life blood of industrial
trainers around the world. Issues contain useful
articles aimed at solving performance problems found in
all training establishments. I"EPADE should subscribe
to both ASTD and IFTDO periodicals and maintain a
reference file of these pericdicals and othor primary
publications that serve as the Ybibleg®" of industrial
trainers. Selected FEPADE and CONACODE staff members
should attend the annuval ASTD convention which is
usually held in august. It provides an excellent
opportunity to listen %o many. papers given by trainers
in industry zs well as view training films, videos,
slide shows and inspect and evaluate hundreds of
printed training programs, reference publications,
training devices, training simulators and other
resources designed for the needs of trainers as opposed
to vocational-technicsl schools (these conventions
should also be attended).

b) Specific Recommendations

No trairning organization can now respond in a flexible timely and
appropriate manner to the variety of trained or semi-trained
nanpower demands of private sector employers either
quanvitatively or qualitatively.

Nor can the euxport-oriented entreprenc:r adequately identify, and
defin: the rclative priority of their .-uantitative and
qualitative maznpower needs in objectiv:ly verifiable, work-
perforiaance terms.

The more astute and successful owner - managers we visited
reacily admitted their limitations and those of the supplying
institutions. As a result, FEFADE is limited to serving as a
link or carrier of inadequately defined needs to inadequate or
inapprepriate supplier. Recommendations must be made that will
enable the three major components of the present "system" to
perform in a more timely, effective and efficient wmanner.

What are the major functions or capabilities that must be
developed? What organizational capability can serve as a model?
In many ways, FEPADE must perform the functions of a
comprehensive, full-service human-resources development and
utilization department or division of a large corporation or
organization not unlike some multi-national firms or national
level training-development agencies found in many Latin American
countries. ‘
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In most lesser developed countries (LDC) only the larger firms,’
usually multi-national conpanies, can effectively perform those
human resource development (HRD) functions that enable them to
compete effectively in the international warket place. 1In Rl
Salvador, El Yolino, a Pillsbury subsidiary, is an example of
such a firm. Most of their semi-skilled, skilled or managemnent
personnel were developed, with the assistance of their parent
corporation, on-the-job locally or abroad or at special technical
schools that offer numerous courses unique to the milling
industry.

Few of the large local corporations, and none of the medium or
small local firmz now have, or will he abhle to develop all of
thoze internal capabilities required to identify and address
their manpover needs except in a broad and non-specific manner.

A listing cf the nmajor functicns or Capahilities follows.
Someona, ths trainer, the enployer or the linkage drganization,
must individuv.lly or collectively possess these capabhilities.

They include the ability to:

1. Identify/verify human performance deficiencies at the
employer's establishment.

2. Defina/confirm training requirements (employer) and
their relative priority.

3. Define detailed training/perforaance objectives for
each task.

4. Establish objective performance: standard (to evaluate
brograms and graduates).

5. Evaluate alternative solutions (training in the US, in
other countries, in the plant, in FEPADE, in cecuntry,
abroad).

6. Evaluate by objective standards, the capability of all
sources of supply of manpower and training.

7. Approve sources (consultants, establishments,
instructors, materials, courses, programs) .

8. Maintain a current file of quaiified sources of
supply.

9. Select appropriate source/solution agéinst
requirements and objectives (# 2 & 3).

10. Implement programs, contracts, etc. - approve sources,
duration, cost, etc.
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11. Monitor and evaluate programs (against requirements,
objectives, standards (#2, 3, 4) and their progress.

12. Follow-up at intervals, employed graduates and evaluate
performance (against # 3).

13. Provide feedback to supplier.
14. Mecdify the program/systcem as required.

15. Forecast future manpower, facility, resource
requirements.

16. Develop/naintain current data base sources,
(instructors, courses, araduates, etc.).

Our specific recommendaticns ror the strengthening of FEPADE's
present capabilities and the cevelopment of additional
capabilities follow. These will enable FEPADE to perform
effectively, as & linkage between the present supply and demand
and alszo will strengthen the sources of supply enabling them to
respoend in a tinely and effective manner to employeyvs needs as
well as enhance the ability cof employers te identify and define
their needs in & more precise and objective manner. oOur
recommaidntions includ2 the provision of Tong=-ternm and short-tern
consultanc-trainer, work-study experiences in the region and
abroad, seminars, work sheps, training cotises and programs,
financizl support eguipmsnt and materials. This should be
implementad in two phases.

First Phase

The first phase consisting of technical a: ‘istance over a 36—
month period will be designed to develop I PADE's capability to
effectively peryorm, in an increasingly sc f-sufficient manner,
all of those functions required to fulfill its role as a
consultant-trainer, catalyst-linkage between the supplier and the
employer of trained human resources. Thig phase will contain
three objectives:

(1) Increase the efficiency and effectiveness of the
various producers of traincd manpower and increase
their ability to respond in a timely and appropriate
manner to the training needs of employees of targeted
industrial sectors.

(2) Strengthen emplovers ability to define their
requirements.
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(3) Develop FREPADE's capability to evaluate, assist and
advisa trainers and employers in developing and
utilizing the countries human resources.

Second Phase

The second phase (which could overlap the first phase), involving
12 to 24 months, will consist of decentralization and extension
of FEPADE's service capability tc selected satellite centers
and/or increased utilization of contract service institutions.

It is essentiel, from a cost-effectiveness standpoint, that
FEP~DE begin to duplicate its capability by decentralizaticn
and/ox sub-contracting as quickly as their capability permits.
One vehicle effectively used by other developing countries is to
staf$ ir.-depth and assign full-tine counterparts to work closely
with satellite center personnel, eon a day-by-day, decision-by-
decision, plan-by-plan manner ¢o as to obtain meximum utilization
o a consultant-advisor capability. UNot only will this
accelerate the learning process but will decrease the time
reguired to reach full self-sufficiency.

During this phase a munber of satellite offices or contract
offices should be escablished as the econcny and the political
situation indicztes. A detailed pian of action will be
develened during the firct phase ol thes program by the long term
technical advisor.

Mannino Requirements

It is recommended that in addition to present resident advisors:

(1) A long-tern induvstrial training consultent be retained over
the duraticn of the first phase of the ¢osntract (see Annex F
for position description). This person =should have had
extensive industrial training experience in the U.S. and
abroad, particularly in LDC's. In addition it is considered
essential that the consultant-advissr heve had consulting
responsibility for planning, implementing, operating and/or
upgrading a full-service national training agerncy.

(2) 1In addition, a series of short-term training consultants
should be provided in the following areas, during the first

phase:

* Training Systamns Analysis

g Industrial Train-the~Trainer

g On-the-Job Training

. Training materials development

y Definition of training and work performance
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* Industrial Sector Training Specialists
- Apparel Indust.y

- Agricultural prbducts processing
~ Shoe manufacture/assembly
- Others as indicated

* HRD Data Base Develcopizent

° Training materials and resources

It is recommended that all of these advisor-training specialists
be qualificd consultant-trainers capable of training FEPADE and
other organization staff membeors and have experience in actually
implementing prograns that utilize “he knowledge and skills that
they teach - a relatively rare capability. For example, it is
intinitely easier to "teach" & managenent by objectivae (LBO)
course than to implement s functioning 1BO progran, thait survives
over time, in a LDC organization or factory.
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TASK 3.

INVESTIGATE, AWALYZE, AND DESCRTEBE THE EXTSTING CAPABILITY
IN BROTH PURLIC AND PRIVATE SECTORS FOR DEYSRMINING AND
FORECRETING YALCOR MARKIT MANPOWLR REQUIREHENTS, LSPECIALLY
TAXYHG INTO ACCOUNT "1I% FUSALES BECONOMIC MODEL IN ORDER TO
RECOITIEND A STRATEGY AND IIMPLEMTTONG MECHANISM(S) TO
PERIODICALLY FORECAST LAGOR HATEET NEEDS

1. Fxisting Capabilities

Lz far as we have been able +o ascertain, the only inatitution
that attempts to produce niddle~ or long-term projections or
foracasts of manvower is the Ministry of Planning (MIPLAN) .
Their method, howaver, consists of the anachronistic Soviet
style of central planning based on "material balances" where a
denand projection iz matched against a supply projection to
determine mbalances and presumably act accordingly. This
approach is obsolete and has proven ineffective in most
circunmstances, with the possible exception of some selected
occcupations, namely, teachers of general education, nurses and
physicisns.

Based on our discussion in Section IT of this report, no
forecasting exercises should be attempted in EBJ Salvador to
ant’zipate manpower demand. Such an approach is tacitly opposite
to the strategy znd philosophy of the FUSADES's econcmic model.
Nonetheless, it is necessary to anticipate labor market trends to
respond to then effectively and rapidly.

Wiat FEPADE is curvently doing by detecting training demand
through market resecarch techniques is an excellent approacn that
should be complemented by a more systematic scrutiny of labor
markets. 4n attempt to anticipate the long run demand for very
specific forms of =killed lator or occupations would be bound to
fiailure, and the waste of resources that such exercises
represent. This was demonstrated by the experience of many
countries and international organizations during the 1960s and
1970s. ‘

The demand for given occupations and skills is a derived demand
for the products they generate, and they change rapidly and with
a high degree of unpredictability over time. The mout sensible
approach to such volatility is to develop a training
infrastructure that is attuned to the workings of labor markets
to allow for response to changes with minimum delay. A
significant part of the ability of an economy to respond to
changes in demand for skilled labor (especially of the type that
takes longer to train) depends on the way their skilled workers
and ltechnicians were trainec. Occupations are composed of sets
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of skills. If the training is designed in such a way as to
emphasize the portability of skills across occupations, the
worker himself is bhetter prepared to change occupations angd adapt
quickly, to a changing environment with minimum time and brief
training.

Instead of creating a capability for "forecasting labor market
manpower requirements" the development of an effective training
infrastructure in El Salvador must be based on quick response,
flexibility and versatility, as previously discussed. We must
emphasize that the FUSADES's nrodel precludes the identi fication
of "priority sectors” for the economic develcpment of E1
Salvador. What the model fosters is a busincss climate that
allows the private entrepreneur, by operating freely in the
national and international markets, to find those economic
activitiez that are most profitable, a ~ondition that only the
entreprenaurs will be able to determine. Given these
circumstances, it will not be possikle to anticipate what
specific gkills the entrepreneur will require in his workers. It
seems: obvicus that the entreprencur's evaluations of investment
prospecis (opportunities) and investment decisions would be
highly facilitated and made less risky, by the existence of an
abundant pool of human resources where all occupations are
availeble. This is a luxury that small econonies cannot afford.

The solution to this dilemma is that the entrepreneurs can rely
on the ecwistence of a pool of human resources that is readily
trainable and adaptable bacause they already have some basic
skills end know how to learn quickly and proficiently. This is
the crucial element that must be provided by an effective
training infrastructure like FEPADE as a complement to capability
to respond quickly to changes in demand for skilled labor because
it ssstematically monitors labor markei perfecrmance. ' :

2. Existing Strategy

Besides the Ministry of Planning manpower projections that we
considered obsolete in our previous discussion, the ourrent
strategy to determine or anticipate demand for skilled labor is
carried out by FEPADE by means of regular surveys and reports by
advisory committees.

A limitation of both traditional surveys and trade advisory
committee reports is that both are based on felt needs or
opinions of the person who replies to the survey or committee
questions. This person generally is not qualified by experience
or training to provide more than general information although he
or she may be a plant manager, personnel officer or advisory
committee member. He or she may even be a supervisor or a
foreman, with or without appropriate formal or informal training
and experience. This person may think he needs a "machinist"
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wheén in reality he only needs a welder, or a lathe operator or a
drill press operator who only operates these part:icular machines
on infrequent occasions. Nor does the survey respondent
generally know what skill level the job recquires, by type of
process or operation or other pertinent information.

As a result of felt need information, supply may develop
inappropriate facilities, courses and graduates resulting in
over-training, under-training, or even unnecaessary training.

Sometines this lack of wrecision is not of critical importance in
non~competitive operations as most employers need some entrants
to their labor force with broad basic training. However, in mcre
competitive markets the emplovers cannot afford to pay for more
training than he really needs or for miss-trained workers. So he
often develops his own specific and more appropriate training
courses, if size and internal capability permits.

3. Reconnrended Strategy

It is very difficult to accurately predict long-run demand for
specific occupations and skills. TFew occupations lend themselves
to such exercises, the typical being in the medical and teaching
professions, simply hecause the corresponding demands tend to
follow demographic trends. The need for long-term forecasts or
projections is more pressing when dealing with occupations that
require an extended gestation period. However, even in most of
these cases, the traditional forecasts based on mechanical and
intricate projections or extrapolations of census data and the
like are generally inaccurate, use significant amount of
resources and can lead to erroneous and costly decisions.

The economic development model proposed by FUSADES clearly states
a philosophy based on free markets (for goods and factors of
production such as labor). A direct implication of such a
philosophy is that the economic development of El Salvador,
instead of depending on projections and planning, must depend on
the ability of economic agents (firms, investors, consumers,
workers, etc.) to adapt to changing economic conditions.

Training decisions, therefore, must be made on the bases of
observing labor markets to identify scarcities for given
-occupations.

Current scarcities can be determined by observing the occupation-
specific levels of wages paid by enployers. Occupations that
show rising wage trends in relation to other occupations' wage
rates are the ones that must be Closely monitored. Nevertheless,
scarcities may be temporary, and a professional analysis must be
carried out to determine whether they are secular or permanent,
in which case a training decision must be made. TIf prospective
trainees know about rising wage trends in certain occupations,
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they must be naturally and automatically attracted to the
corresponding training programs. The training industry, on the
other hand, nmust be knowledgeable about those trends to be able
to respond as quickly and as economnically possible to the demand.
The dissemination of this kind of informatien could be included
among FLPADE's roles. In other words, to meet current demand, as
expressed by scarcities reflected in rising wages, the central
strategy is to depend on the initiatives of the interested
partics acting upon labor market information.

The anticipation of future demand is another matter. Future
scarcities may not be reflected in today's wages for given
occupations, but could be anticipated by studies focused on
particular industries or occupations. However, we must reconcile
owrsazlves with the fact that many of the future scarcities or
demancd trends aie sinply not predictable. ITf a period of strong
economic growth could be anticipated, the most important long-
term plunning decision iz to pPrepare the trainers themselves,
because they are the ones who generallyv reguire an extended
period oi preparation. 1In specific se “tors or occupations ad hoc
methodn should bLe applied. For instance, specific investment
projacts that reguire specific occupations with advanced skills
mist ke accompanied, in their Planning stage, with a concomitant
manpovesr development plan. This, however, is something very
different frow the typical across-the-beoard manpower forecasting.
In such cases, the investor must know about FEPADE and recruit
its assistance on training matters. Instead of having a
centialized institution, public or private, producing blind and
ill-founded forecasts, the investor himself must provide the
training industry with predictions of future demand.

Nene of the above considerations inply that institutions like
FPADE, FUSADES, or public agencies such as the Ministries of
Planniny, Labor, Education, and Health and the Social Security
administration do not gaze into far away horizons to examine the
manpower implications of demographic trends. Census, household
survey, and establishment survey data must be analyzed to
identify trends that may have training implications for long~-run
planning or anticipation. :

Finally, FEPADE should consider an effort to catalog or install a
job title and description system with adequate detailing of task
and skill-perfcrmance levels to permit their translation iato
specific training courses and programs, training objectives,
performance standards and evaluation. The U.S. Department of
Labor system could be utilized, expanded or adapted according to
Salvadoran labor market characteristics. These would need to be
developad with employers and trainers, and verified, accepted and
implemented by them. The first priority for gradually developing
such a system could be given to export industries and related
occupations. Later, as budget, personnel, and time permits, the
program could be expanded to other sectors of economic activity.
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With this system in place, objective, meaningful, manpower
requirement information can be collected and made available to
planners, facilitators, manpower trainers, employment/placement
specialists, performance evaluators, and feed-back personnel
(FEPADE'S staff).

Our recommended strategy for FEPADE regarding the determination
and anticipation of labor market training requirements are
sunmarized in the following points:

(1) Improve the current training market research surveys to
reflect demand for technical-vocational skills more
accur.tely than felt needs.

(2) Anticipate the demand for the training of technical-
vocational trainers and formulate middle and long-run
plans if necessary and operationally useful.

(3) Formulate alternatives that contribute to the
improvement of the quality of general education,
emphasizing basic skills of the type needed for general
e .cnomnic development.

(4) Gradually project FEPADE as a center where private
firms could obtain assistance regarding their manpower
necds, including those conterplating large investwent
programs that may require long-run training plans for
specific occupations.

() Monitor labor market conditions and trends for
employment and wages, disseminating relevant . ,
information to assist in the decisions of prospective
students and trainees in their career options.

(6) Develop a job title and job description system with
adequate identification of task and skill performance
. levels.

(7) Examire data from census, household and establishment

surveys for trends that may help identify long-term
implications for labor market supply and demand.
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TASK 4.

INVESTYIGATE AND ANALYZE IN ORDER TO MAKE RECOMMENDATIONS FOR
IMPROVIRG THE MECHANISM(S), CR LACK THEREOF, FOR
PLACEMENT/BHPLOYLENT RECENTLY TRAIHED SKILLED AND SEMI-
SKILLED WORKERS WHERE THEY CAJ MOST EFFICIENTLY BE UTILIZED

1. The Mechanism for Placement/Employment

There is no apparent formal mechanism in El Salvador for the
placement/employment of recently trained skilled and semi~skilled
workers. The predominent placement vehicle in El Salvadcer is
through the initiative of the employer who uses three main
vehicles to hire manpower: a) announcements (signs) outside the
firm's premiscs, b) newspaper advertisements, and c) personal
contacts (asking other workers to recommend acquaintances or
relatives when there is a vacancy).

Following the philoscophy of the FUSADES cconomic model, the best
placcment nechanism is an efficient labor market. This, however,
can be achieved in El Salvador by the availability of relevant
inforwation tec employers and workers. Employers and workers
would benefit significantly if the forme:r know where to quickly
identify the prospectivae emplovees with the required
qualifications. VYet, wmany employers prefer not to widely
announce vacancies because of fearsg of being overwhelmed by long
lines of applicants that do not fulfill the job requirements.
This is a symptom of a market inperfecticn (lack of information
about actual qualifications) that impedes the employer from
making contact with those that may be qualified. The qualified
applicant, on the other hand, doas not know how to identify a
potent:ial emplover.

It felliows that the relevant information fFor placement purposes
is about the quality of the skilled and semi-skilled applicant,
not his simple availability. Enployers require a system that
offers reliable information in this regard. While placement
depends on the availability of vacancies at a given point in
time, no placement "mechanism" by itself will be able to place
individuals with employers if employers do not consider them
sufficiently qualified. Evidence of this is provided by the high
demend that Salvadoran employers express for graduates of the
Ricaldone Institute. The quality of training of the Ricaldone
graduate assures their employment while graduates of the Thomas
Jefferson public secondary technical school report high rates of.
unemployment.

There should not be a need for a placement service for recently
trained skilled and semi-skilled workers if the training system
is well-tuned to the demand for those kinds of workers. More
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than a placement mechanism, the need is for a training
infrastructure that avoids training in excess of what the labor
markets can abzorb. At this point it is essential to understand
that training by itself does not generate the employment of the
trainee. In the long run, however, the existence of a well-
trained labor force, especially one well endowed with basic
skills, tends to facilitate or propitiate invastments.

Inztead of a placement mechanism in the traditional sense, the
efficient utilization of recently trained workers must be
achieved by a “"clearing house" mechanism that gives prospective
employers accurate information about graduates and their
qualifications. Employers' future reliance on this system will
depend on their level of satisfaction about how their
reguirenents are met. Thus, effective "placement" depends on
information az well as on the quality cf the graduates. Based on
these considerations, FEPADE should contemplate the following
reccmnrendaations:

(1) Control the quality of the training programs in order
to guarantee enployer's and werkers! satisfaction and
future reliance on the systen.

(2) Develop the job title and job description system
(preposed in the previcus saction) to facilitate

informaetion and evaluations about workers'
qualifications and job performance requirements.

(3) Develcp and maintain a data bank on recent graduates,
following up on them for a reasonable period of time to
ascertain employment conditicns and to Qerive feedback
information to assure relevance of training prograns.

(4) Make employers aware of the existence of the system as
it develops, especially for high-priority occupations
and skills. The frequency of use by employers of the

" "clearing housze” mechanism will be evidence of its
value. Eventually, this service could be financed
through payments by its beneficiaries if they consider
it valuable enough.

(5) Encourage graduates to keep their records up t¢ date in
' the FEPADE data base for future reference by other

employers. The clearing efficiency of labor markets
should not be concentrated only on recent graduates; as
the economy develops on a more competitive basis,
employers will need to compete for the best workers,
paying better salaries and contributing to the
improvement of the standard of living of the best
workers. This could be used as an incentive for the
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(6)

workers to participate in the sYstem long arfter their
graduation from trajning.

The data base must be exclusively dedicated to workers
whose qualifications are well known. Inclusion of
graduates not trained through FEPADE's intervention
could be considered only after ensuring that such
action would not undermine the reliability and quality
of the informatien.
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TASK 5.

INVESTYIGATE AND AUALYZE IN ORDER TO MARE RECOMMENDATIONS FOR
EACH OF THE FOUR AREAS ABOVE WITH RESPECT TO HELPING 'TO
DEFINE WHAT FEPADEL'S ROLE SHOULD B#E I¥ AID WERE TO FINANCE
AN AHEUDHERT TO THE EXISTING FEPADD AGREEMENT FOR INCLUDING
POST-GY.CONDARY TECENILCAL EDUCATICN/TRAINIRNG

1. Assumption Criteria

FEPADE views their target training groups as a pyramid:

SOURCE TYPE OF TRAINING TYPE OF HUNAN RESOURCE
University Chief Executive 0fficers
Formal/Infommal

Short Course iyr
Training

Hanaoers
J

University { \\\\ }-Inte!mediafe Hanagers

3

Post Secondary suvervisors,
\\\ Engineers
In-Plant - Technicians

Licenciados

Primary/Sacondary
Schools Skilled
On=Tha=dob  § e uosxf;s
Short~Tern

Semi-skilled

Hodular Intensive

Studies carried out soon after FEPADE's ectablishment e.g. "Study
of the Need for Training at the Technical/Vocational Level in
Private Sector Industries in El Salvador", showed the need, and
confirmed FEPADE's subjective observations, that FEPADE supported
training should first address the skilled, semi-skilled and
manager levels. After having initiated training programs in the
first year of their operations for semi-skilled and skilled
workers and managers, FEPADE began to consider the need for post-
secondary education/traininog to train tecnnician/supervisor or
mid-panagemant level personnel.
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The documents which the Team revieved, and interviews which we
completed, all refer to and lament the deterioration of the
public secondary and post~secondary education/training
infrastructure in E] Salvador. Post~secondary technical
educacion is mainly offered by two public sector institntions,
Escuela Nacional de Agricultura (ENA) and Instituto Tecnoloygico-
Centro Americano (ITCA). ENA is dedicated to technical education
in agriculture, while ITCA is nostly industrial education. ITCA,
the premier post-secondary technical training centar of the
1970s, has suffered reduction in Space, staffing and up-keep of
equipment and facilities. We were advised that @NA has as many
faculty as students. The several public secouda.y schools with
vocational programs also have reportedly declined in relevance
and output.

The deterioration of the quality und coverage of general
education clearly ! s a negative effact on readiness of the work
force or general population to absorb and utilize training
opportunities. Current litersture in the U.S. laments the
decline in quality of the U.S. education system and its traumatic
effect on the competitiveness of U.s. products in the world
market. In El Salvador the potential for being competitive in
the same arena is likewise atffected by the quality of output of
the genrerzl education systen. According to the 1985 Ministry of
Plannirg housshold survey, 26 percent of the employed Pooulation
reported no formal eaucation, and 21 wercent third grade or less.
Only 28 percent has more than sixth grade and 16 percent attained
higher than ninth. Obviously completion of level of education is
not the ounly criteria for a productive work-force. It is,
however, an importanrt factor if the point under consideraticn is
the creation of a post-secondary level institution. Through
their CONACODE "window" FEPADS hopefully can add their influence
to other efforts to upgrade the quality of general education.

There seems to be consensus “hat only a few schools presently
offer acceptable technical/vocational programs and they are
private schools. For example, we confirmed that Ricaldone, a
Salesian supported private school, "is held in high regard by
students and employers". Employers anticipate their graduates
and usually hire them before they graduate. The dependence on a
few, acceptable quality private vocational schools may or may -not
adequately meet the technical level manpower required by an
expanding, export-driven economy.

Several questions must be asked:

What is the present demand for a post-seccndary
education/training institution? :

What is likely to be the need for such an institution in the
short- and medium-teim? How is the need demonstrated?
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What are the issues to consider when contemplating the
creation of such an institution?

What are the options for a public/private mix of
institutions best =suited to respond to the post-secondary
training need?

What are the requirements of potential enployers who will
hire the output of the post~-secondary institution and how
many?

What types of technicians and/or mid~level managers are
likely to be _.eeded?

What is the range of courses that the institutions must
offer initially and in the longer run?

Wher: do instructors come from to staff ‘he institution?

How much training do instructors need, and where will they
get their training?

what is likely to bz the necessary replenishment rate?

Post-szeccindary institutions in the past, 1like ITCA have had
problems of sustaining their quality level. 1Is a private sector
post-tecondary institution/infrastructure iikely to face the sane
problen? How would FEPADE plan for and sustain relevant, quality
programs and assure involvement of both the public and private
sectors? How soon could an institution(s) become self-
sufficient?

The Teem concluded that although FEPADE has thought about most of
the cuestions posea above they bave not at this point researched
.or studied the current sitvation with the depth needed prior to
initiating an investment in a post-secondary level institutional
capacity.

In our review of the post-secondary education/training level we
did not find clear evidence of the substantiated demand for
technical/superviscr level personnel in El Salvador. A United
Schools of America Report of 1986 showed that a modest number of
students are graduated each year from the post-secondary
technical level. 7They did not find significant evidence showing
the extent to which the absence of graduates has negatively
affected industrial developient. Nevertheless, it would be a
mistake to underestimate the importance of intermediate
technicians and middle-level managers to industry. Private
entrepreneurs in E1 Salvador seem tn fill the gaps of
intermediate level technicians with the best graduates from



secondary technical schools or with university graduates who
cannot find jobs as engineers. FEPADE way want to build on this
reality and play a decisive role to attract more unemployed
university graduates into technical professions by retraining
them abroad in the U.S. or a Spanish-speaking country with a good
post-secondary technical education infrastructure, or retraining
thenm latecr in-country if a post-secondary technical education
facility is developed here. An intelligently designed
promotional campaicn may be effective in "selling®" the idea that
a good employed technician/managar can be a nore highly respected
member of society than an unemployed university graduate in
enginecring, etc. There seems to e a pool of roughly 48,000
unemployad high school and university graduates who may be
legitimate targets for this type of a "“campaign".

While the Team was in El Salvador, Daniel Carr and Associates
completed a study called, "Research of the Demand for

Technical /Vocaticnal Training in the Private Sector of El
Salvador". The Corr study, which was designed and supported by
FEPLDE, was carried out in 281 industrial firms in EL Sevador.
The firms are medium sized, 22-99 cuployees, large size., 100 or
more cmployees, and are located in San Salvador, Sonsonate and
San Miguel.. Some 149 of the industries are exporters.

The study was designed to elicit evidence of the need for
training (immediate and short-term) for workers, technicians,
supervisoers and professionals in orcer of priority as viewed by
managers of specific industries. Also the nanagers were asked to
identify and rank their need to contract, now and in the short-
run, employees in the sane categories (see Annex C). They were
also queried as to their experience and opinions on the
useifulness of training programs and measure of the extent to
which industries, as represented by the opinions of managers,
would be willing to invest in training.

The results of the study were presented to FEPADE in a
preliminary report October 18, by the contractor. Thus the Team
did not have opportunity to review results in detail. A
prelininary review, however, revealed a nodest “need", expressed
by industry, for technicians (763) , supervisors (293), and
professicnals (204) and a surprisingly low ranking by the
managers (roughly 3+ on a scale of 1 to 10) of the importance orf
training for technicians, supervisors and mid-level managers. It
would be inappropriate to draw firm conclusions from this
preliminary look at results from the Carr and Associates
research, but the results do clearly underline the importance of
a continuing examination of concerns related to preparation of
technical, supervisory and mid-level nanagement personnel and to
the optional post-secondary institutional arrangenents which
could ke developed to provide the training.
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As was noted in our discussion of the FUSADES Economic Model and
the role of FEPADE in reference to that model, the nature and
dimension of the Salvadoran ecenomy makes necessary a careful and
precise review of the potential value of training before
investmentz are made in &« training program or a training
facility. As the level of speciallization increases and the
numbev of specialists needed are fewer, cost effectiveness of
training investments are equally more critical and the pctential
for salf-sufficiency of the training institution is reduced. In
the absence of persuvasive evidence showing that the industrial
production system urgently needs and will sustain this need for -
technical, supervisory, and mid-lovel nanacgement personnel, it is
difficult to recommend and suppori the sizeable investment
usvally recuired for post-secendary technical training facilities
and prograns,

An cifective posi-secondary technical training institution would
reprezent a major investwent for 11 Salvador, not only for
installaticn expenditurcs but aleo for operational costs. The
deterioration of the previous roim of this type of education is
confirred. A Ynew beginning", however, would most assuredly
requirae substantial investments by international donors until the
time the initiative could be sustained with local res-urces.

2. FEPADES's Involvement in Post~Secondary Training

It is aprropriate for FEPADE to show an interest ang begin to
study the extent “o which supply and dewmand and other factors
arqgue for the creation of a new rest-secondary tiraining
institution or cepability in El Salvador. The Team has reviewved
in Tasks One, Twvo, Three and Four the institutional record of
FEPADE to date. We reviowed thoisr role in the priorities
enercing irom an export~driver economy as found in the FUSADES
economic model; their success as a linkage between the supply of
and demand for a hetter trained labor force; their manpowver
forecasting role; and thair placement/employment/follow-up
Capability. We have made recommendations for all the task arcas.
¥Wie commend FUPADE for the quality of their actions and for their
having established a credible, viable institution with a widening
menu of training priorities to consider. Likewise we have
recogrized and given credit for their having involved the
"consnmer" at all stages of program development. We recognize
the extraordinary significance jnherent in the CONACODE
initiative. There are also wodest indications that FEPADE's
present portfolio offers some hope of becoming self-sufficient
during the five-year time frame outlined in FEPADE's planning and
projections and in the FEPADE/USAID-El Salvador grant agreement,

Given this profile, FEPADE is the most relevant and key

institution to catalyze other appreopriate organizaticns and to
design and carry out studies basic to decisions regarding post-
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secondary training. We urge, hovever, that FEPADE not commit too
much of their effort and resources to this topic prior to
consolidating and deepening the guality of their implementation
of current programs (Their current five-priority program
components).

The Team visualizes FEPADE's staging of proposed actions
regarding post-secondary training. The first stage would be a
feasibility study period for the accumilation of more data and
study results responding to questions like those mentioned
earlier in this section. Concomitant with this feasibility study
stage, FEPADE may wish to utilize its present methodology and
explore, in-plant, the status, training levels, and job functions
of the present stock of technicians, supervisors and mid-level
managers. Using the training methodology enployed in their
Management and Administration Conporent they could train, in-~
service, the pruosent stock and new persunnel with short~term in-
country training and longer term training in the United States or
third countries. fThis first stage training could bridge the
pericd until a Fost-secondary training capability is fully
implezented in El Salvador.

The sccond 'stage of a process to establish a post-sccondary
facility would be the design stage which should be managed by
FEPADE yet involve other public and private institutions relevant
to the topic. FEPADE's control of the design work, with proper
technical advice, would more likely result in the cication of a
post-sccondary training institution designed to devote its major
attention to assuring that its training is flexible yet directly
responsive to the real neecs of Ll Salvadoran industry. Without
this tocus, our review and consultation with Salvadoran contacts,
suggest the venture would fail or at least be unlikely to reach
self-sufficiency.

The thirvd stage would be impiementation of the post-secondary
educational facility. FEPADE's role here would shift from
managenent and direction of the initiative to technical input and
guidance. FEPADE should not run, that is manage, a post-
secondary training facility. Participate actively, yes. Manage,
no. Quality control, relevance, course ¢r curriculum design,
staff training all are reasonable roles for FEPADE to play in any
institution that results from the feasibility study and design
stages of the effort, but we can not recomrend that FEPADE
administer such an institution. ’

In summary, it must be said that further research is needed
before significant funding could be addressed to the
establishment of a post-secondary technical training institution
or infrastructure. FEPADE has shown by its experience and self-.
perception that it is the institution most indicated for
preparing and managing feasibility studies, examining options for
institutional design energing from the studies and guiding,
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monitoring, contrclling, but not managing, the resulting
institution(s).

l.

3. Reconmmendations

Existing data and information are inadequate to substantiate
oxr justify a significant level of investment in the post-
secondary techinical education level. FEPADE is indicated as
the instiitution with the interest., methodology, independence
and notivation to carry out feasibility studies the results
of which would give guidance regardiny the need and
potential for post-secondarv training. It is recommended
that these feasibility studies be initiated by FEPADE wi“h
technical guidance as required. The feasibility studies
could help define the recommended size of the institution,
territorial coverage, catalog of relevant course offerings,
levels of enroliment, source of student body, installation
end operating costs, sources of funding including cost
recovery schenmes, like studentc loans, and other relevant
issues.

Our review of FEPADE's operational load suggests caution
against cypboning off in-house staff to carry the load of
any additional new initiztives and recponsibilities implied
oY & venture like post-secondary level education. FEPADE
must guard against wzakening their credibility with tha
consuners cf their training. We recommend FEEADE careiully
review their 1988-1989 work plan te determine the propitious
time for implementing frusikbility studies which are
prercguisite to a post~sccondary initiative.

FiPADE should energetically seek private sector funding to
pay for the feasibility studies.

Prior to USAID/El Salvador consideration of an amendment to
the USAID/FEPADE aqreement to provide significant funding
for a post-secondary training institution in El1 Salvador
there should be evidence available from feasibility studies
shoewing a clear and continuing need for
technical/supervisory/mid~Jevel management personnel,
assurance that such an justitution could become self-
sufficient in # reasonable tjime frame, and indications of a
brwad private sector commitment to the institution. FEPADE
should also demonstrate that the initiative would have
impact on peripheral issues which mitigate negatively on .the
implementation of a post-~secondary facility. One is to
bersuade the Ministry of Education to lift tuition limits.
Unless they do so chances for self-sufficiency are weakened,

The FEPADE methodology includes institutional arrangements
to collaborate with the public school system through the
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CONACODE agreement. The quality and sustenance of any posi.-
secondary institution would be strengthened by increasing
the quality of the students seeking entrance into that level
of training. CONACODE should be uszed to involve Ministiy of
Education in the study, design and implementation of the
institution if one is created. Their invoivement could have
& positive impact on their own need to upgrade similar
public entities and general education as a whaole.



TASK 6.

REVIEW FEPADE'S INSTITUTTIONAT, CAPABILITY TO ADEQUATELY
MANAGE ONGOING ACTIVITIES UNDER THE PROJECT; INK THE LIGHT OF
ONGOING ACTIVITIES AlD THEE MINAGEMENT OVERSICGIT THEY
REQUIRE, ASSESS FEPADE'S CAPABILITY TO ADEQUATELY MANAGE A
BROADER RANGE OF ACTIVITIES ULDER THE PROFOSED AMENDITINT

1. 'The Review

The Team reviewed FEPADE's management of their ongoing activities
under the AID agreement. As mentioned elsewhere these AID-funded
activities include: 1) FEPADE Instituticnal Strengthcining: 2)
Vocaticnal-Technical Training; 3) Management-Administrative
Training; 4) Scholarships/Educational Credit Program; 5) Training
for E:xport.

The Team's review shows FEPADE having achieved nearly all of
their planned outvuts for their first year of operation under the
AID progrem grant. Organizationally they have a staff in place
in a well-appointed building (purchased with private sector
resources) which is well equipped. Space is generous but secms
to be efficiently utilized. The staff is motivated, conversant
with the purposes of the organization and articulate about their
responsibilities in the organization.

As was noted earlier, FEPADE, as a methodology of operation, has
incorporated advisors and resources from the private sector into
the planning, organization, and inplementation of +heir programs.
From the Board of Directors to the ad hoc aomrittees formed for
special purposes, FEPALCE has becorc viable as a broker between
supply and demand and making training more relevant “c the using
industry, in part because of the conmittee process involving
FEPADE and private sector persons that make up the committees.

.The recent creation of CONACODE, which 1links FEPLDE and the
Ministry of Education, extends tho concept into tha public
sector. This move can be anticipated as having potential for a
long term positive jimpact on the quality of punlic sector
training programs.

Our Team members attended meetings of several of the joint
technical committees. Their agendas are relevant, topical, and
seem to be strategically related to blanning, implementatiocn and
evaluation, but are frequently cluttered with discussion items
better handled by staff acticns.

Thie Team reviewed with each FEPADF departwent head the
process/methodology they use to translate FEPADE's objectives
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into action plans. Annual action plans, with interim trimester
targets, are developed with advisory committee participation and
in-house review. Appropriate consideration is given to budgetary
implications. _

Internal operational procedures were initially borrowed from a
similar agency, FUSADES, whose manuals were used to guide early
FEPADE's organizational efforts. These manuals have been
modified and are being further revised as references for internal
operations. While the Team found initial organizational efforts
appropriate, we beiieve special attention rust be given soon to
this topic. A strong, organizational base is one of the
prerequisites to expanded programs.

FEPADE's implementation programs have clear targets. The Annual
Plan for the Second Year of Operation under the AID/FEPADE
agreement has just this week, October 17-23, 1988, been approved
by AID. The plan, and its supporting budget, was prepared with
the participation of all relevant internal offices, was reviewed
by the relevant advisory technical committees and approved by the
Executive Committee.

For the annual plan, each department prepared: a description of
the objectives and activities that will be implemented by the
department, the principal outputs for the year, activities to
obtain the outputs, an organization chart of staff required to
implement the Plan, budget by trimester, and the pregran
assumptions on which the annual plan is based.

The Team reviewed this process with each department and is
satisfied that a methodolegy is in place which is fundamental to
reaching the goals and objectives of the organization.

FEPADE-supported training programs are defined on the basis of
studies carried out at the demand level. The Team did find that
the follow-up process needs to be expanded and a sharper feedback
process put in place to improve course content and the relevance
of future training programs.

FEPADE has had success in their first year. This success has
increased the demand for their services. The Capacitacidn
Gerencial Component targets first established for implementation
-in the 1988-1989 program have had to be dramatically increased
because of the increased demands for managerial training that has
been requested by participating industries.

The Technical/Vocational Component has also exceeded the
projections of annual targets which were proposed in the
implementation plan of the FEPADE/USAID agreement.

This young organization has a menu of options for new programs.
These options for new programs could be further escalated if the
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private sector, export-driven economy were to blossom under a
more favorable political environment and a more stable social
situation. Discussions within FEPADE suggest an awareness that
expansion must be considered carefully and must be based on
review and assurance that the quality and institutional
credibility of FEPADE will not be compromised by the expansion.

The Team admires and respects the institutional maturity which
FEPADE has achieved in such a brief period of time. We urge that
their second year of activity include corsolidation of their
internal management process as a pre-condition to expansion into
new program areas. We believe in-house expertise could carry out
an internal, functional review which would result in manvals of
operations for the organization. We concluded, hcwever, that
this could be donc more cost effectively using outside technical
assistance.

2. Recommendations

a. FEPADE has enjoyed a fast-growing successful first
year of activity supported, in part, by USAID grant funding. The
opportunity for the organization to expand into other programs is
strong and growing.

There is a risk that the organization will be stretched too thin
unless they organize internal operaticns more thoroughly. The
Team recommends a management review and cperational consolidation
be implemented using leng term, more than six months, technical
assistance. Outside technical assistance would be more cost
effective than using FEPADE in-house staff who would have to take
time off from their regular responsibilities to do the review.

b.  The FUSADES Department of Social and Economic

Studies (DEES) is in charge of researching and defining long-term
development strategies at the macro level and the sector level.
FUSADES, therefore, will be analyzing the education sector of the
country and formulating strategies for implementation by FEPADE’
and similar organizations. FEPADE's role in this process should
be active not passive and reactive. FEPADE should have an
-~ institutionalized, systematic process for working collaboratively

-with FUSADES. That collaboration must include a feedback

mechanism to provide FUSADES with a micro-economic view of labor
market employment and productivity. ~

c. Before any new activities are considered for

' implementation by FEPADE, they must be examined for the negative
or positive impact i:hey would have on FEPADE's potential for
becoming financially self-sufficient.
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IV. SUMMARY OF RECOMMENDATIONS

FEPADE'S ROLE AND ECCHiOMIC DEVELOPMENT

FEPADE should install a system to follow-up its
beneficiaries or uscrs (trainzes, institutions and
enterprises) and evaluate the developmental impact of
its programs before expanding ox diversifying its
current level of activities. The evaluation
methodology must bs designed under rigorous principles
of economic analysis consistent with the underlying
philosophy of the FUSADES's nodel.

The main instrument of a follow~up mechanisn is a
computerized data base that keeps track of the
trainees and their employmen’. histories. FEPADE
should develop this system and use it to guide its
policy actions and evaluate them on a reqular kasis,
The data base could lhecome an instrument to place
trainees in case they are laid-off by their emplovers
or they are trained on their own account before they
find employment. The trainees must recognize that it
is to their own advantage to keep their files updated
and report changes every time they occur. The
information In the data base must be designed and
organized in a simple and accessible fashion and it
could serve to carry out research projects with policy
implications for FEPADE, FUSADES, the private sector
and, possibly, labor unions, journalists and the
government policy makers. The data base could be
designed to show thc impact of training and
productivity, competitiveness and employment, and the
improvementz in the standard of living of the trainees.

In order to support FUSADES's model implementation,

* FEPADE should also install a system to monitor laber

markets performance, employment and salaries in El
Selvador. According to the national (geographic) level
of coveradge that FEPADE's Programs can reach, the
monitoring of labor market conditions should consider
extending to the relevant regions of the country. This
may require helping the competent gevernment agencies
to develop the inforwmation base to perform these
activities.

FEPADE should continue with its market research
surveys to identify training demand and respond to it
by arranging the appropriate programs. It should take
into account that not all employers are aware of their
potential training needs, nor are they necessarily
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knowledgeasle about how to solve them. In this regard,
FEPADE may wish to study the advantages of offering
private firws some technical assistance regarding
rationaelization of their operations to make them more
cormpetitive.

The combination of labor market monitoring, impact
evaluation of training pregrams and market research
activitics by FEPADE must enable it to anticipate
demand recquirements anag plan for it on time and
effectively. TFEPADE could become an institution to
help the national trzining infrastructure to he
flexible, responsive, quick and versatile in satisfying
the demand for skilled and zewi-skilled Labor in El1
Salvador.

Whenever possible, FEPADE should count among its staff
With the services of an economist trained at Ph.D.
level and knowledgeable ahout lasbor economics, to help
the institution in evaluating its activities and
monitor the general eccnomic conditions that affect
employment, wages and productivity in the country, and
Possibly, in some selected regions.

FEPADE must be knowledgeable about the non~training
economic and non-economic conditions that influence the
effectiveness of training programs.  Special attention
must be given to investment activity and its
enployment-genecration implications in E1 Salvadcor, real
exchange rates, credit availability, financing and
exports, cetc.

To the maximum extent possible, FEPADE must avoid
creating its own trainirg infrastructure whenever a
similar infrastructure exists in the country. FEPADE
should make maximum use of the available human and
physical resources for the training programs it
Sponsors and ccordinates.

Increased capital utilization (installed capacities)
could be achieved in principle by the use of more than
one shift in some industries. 7The advantage of
multiple shifts is in the possibility of increasing
output and employment without further investments in
buildings and equipment. Even though this has been
attempted without success in several enterprises, the
idea should not be abandoned. FEPADE could play an
important role in helping the managers of firms with
such potential to identify the advantages of multiple
shifts and organize their resources accordingly.



10. In view of the urygency to acceleratc the economic
development of El Salvador, FEPADE's training policies
should councentrate on selecting those individuals that
seem most able to take advantage of the training,
whether they are enployed adults or high school
graduates. By the same token, the highest priority in
the delivery of training programne should be given to
training the employed or those that can be reasonably
expected to be employed shertly after training is
completed.

TASKZ. FEPADE AND LINKACGE OF SUPPLY TO DEMAND

General Recommendalions

Ovr general recommencda®ions are focused on strengthening FEPADE's
present linkage capability and also develcping an additional
capability to providao consulting services to employers and
trainers. First we will provide our rccomamendations for
ianproving the present capability.

1, Comuittecs

Because of tha important role that the various comnittecs serve
as o linkage vehiclce, steps should bz tzken to maxinize their
effectivenzss. It wae observed by the TEAM members that undue
emphasis is sometimes placed on relatively minor decisions and
less consideration given to cther matters that may well set
inportant preccdent or policy fcr future decisions. Procedures,
policy statements, agendas, and discussion time~constraint could
be established, based on relsztive priority, cost, futurc
implications, etc. A workshop or seminar could be offered, by an
outside censultant, on "The Ejifectit= Use of Comnititazes in the
Decision Process".

2. Public Relations

Public Relations is another vital component in developing and
maintaining an effective linkage capacity as well as an
appropriate image. This department now produces a nunker of
effective publications and press releases. It appears that
additions or changes in content based on the market a particular
publication addresses could be introduced. For example, content
focused on increasing the awareness of the technical process,
techniques for developing and utilizing human resources
(identifying and defining needs, developing performance
objectives and standards, determining the relative priority of
needs, evaluating worker performance, incentive systems, etc.)
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would be useful additions. Perhaps a "Trainiry Techniques"
newsletter could bz developed.

3. Data Base

Another vital comvonent is a data base capability. The present
computer center can be expanded to provide data useful to several
other FEPADE departmints. Some areas of rresent’ and future
information/data need ircludes:

° Standards for evaluation/approval of training
institutions, courses, instructors.

° A list of qralified education/training resources
(institutions, prograns, cources, instructers, etc.)
both local, regional, and abioad.

e A schedule of current and future course of ferings
' (local, regional and abroad).

° 2 list of graduates, qualifications, current
emplovers, etc.

° A list of students now in training by cccupation,
institution, etc.

* Perxformance objectives and standards for all courses.

° Master list of all employers in priority sectors of the
econonmy (ron-traditional export by size, occupational
needs, etc.).

° Training needs survey results by sector and employer.

. Standard occupational titles and job descriptions with
task listings for priority skilled, semi-skilled, and
- other occupations in priority industries.

* Manpower requirement, resource, placement, and
utilization information by occupation and priority
sectors of the economy.

4. Systems and Procedures

Systems and Procedures manuals should be developed, standardized
and revised as required to establish a standard policy for:

° Evaluating and approving sources of supply

(institutions, programs, courses content, facilities,
equipment, management, instructors, graduates).
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° Evaluating &nd approving employers requests for
assistance (training needs or defining needs, relative
priorities, course duration, content, etc.).

* Evaluation of graduates at the work-place - to provide
quality-control information on the precess (developer,
linkage and employer of human resources) .

° Collection and distribution of feed~back information to
both trainers and emplovers of nanpower.

5. Training Materials Resource

The Training Materials Resource center capacity should be
expanded. A beginning has boen made. A small libraxry of
reference and course materizls has been aszembled.  However a
large variety of appropriate training materials and =zids (filinms,
slides, devices, ctc.) in Spanish cr English is aveilable from
many sources in Latin and North 2Zmerica. Directeoriaes and
listings are available.

This material can be made available on a loan or salc basis or
can sexve &s refzrence or content material for the development of
hew programs. A distribution center sponsored by the
International Lcohor Organizaticon (ILO), CINTERFOR evists in
Brazil for usc by member nations. Excellent nodular format*,
performance referenced training materials for many occupations as
well asz videos, are also available from public and private
sources abroad,

Another useful function of the TMDRC could bhe a small reading
refereice evaluation, visual display room vhere printed matter
and video material can be viewed and evaluated by potential user
(FEFADE employers and training firms).

A third service of the TMDRC would involve the modification,
developmant and translation of training programs and materials.
Manufacturing firms often purchase equipment for which no
training programs exist. Yet trained operators and maintenance
mechanics are immediately neaded. Frequently the importer or
manufacturer does not provide training material or programs or
only at the time of initial installation. Manufacturing
specifications and/or operators manuals are not satisfactory
substitutes. A competent training materials development .
specialist can readily develop effective and essential training
materials rrom these basic documents. '

The second focus of our recommendations will be to provide

consulting-training services (smaller firms) or develop or
strengthen selected private sector economic priority employers
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(larger firme) ability to identify, prioritize, and define their
training recquirements in objectively verifiable terms (job
performance requirements vs. job titles). This will require full
consulting services and suppoirrt assistance to sm2ll and medium
size firms and a lesser consulting emphasis and relatively more
training of employer resident staff in some larger fiims.
Accomplishment of this goal will require a FEPADE capability to
advise and or asszist selected employers to Perform those
functions essential to the effective development and utilization
of trained manpower. This will include the capakility to:

. Analyze total cmployer operational activities as an
integrated. interacting performance sysiem rather than
as & series of feli-need, discrete training or manpcwer
needs.

° As a product of this analysis, identify training and
manning reguirements and their relative criticality and
phasing (sequential or simultaneous),

¢ Define these trainirig/menpower regquiremenis in

objectively verifiable terns (the training-performance
prescripition) and not merely in terms of numbers and
job-titles, thereby permitting and/or enabling FEPADE's
and supplying institutions, or trajiners, and
consultants to produce the desired input (appropriately

rained and/or skilled manpower) and cost-ceffrfective
performance results.

° . Develop cbhbjective performance standards and measurement
criteria of currently employed perscanel and recentliy
trained graduates (thereby enabling perfcrm: ace
evaluation). :

° Identify and evaluate the relative cost-effective
advantages of alternative approaches/solutions (in-
plant training vs, Procedural/process changes that
reduce the need for trained personnel, .contract
raintenance/repair services, in-country training,
training abroad, use of consultant~trainers, or wait
for institutional outputs and other alternatives).

* . Evaluate those possible resources within the selected
alternative (utilize local training resources) and make
a selection based on pre-defined needs and criteria as
well as the training resource's capability.

° Implement, monitor, adjust, and redirect the program as
required.
. Verify graduates performance - against predefined

performance objectives.
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° Provide corrective feed back information.

¢ Identify short- and medium-term future manpower and
training requirzments,

¢ Association with Professional Societies: For the
fledgling or the professional trainer, several
professional scoaieties exist. Most have large

memberships. fT.ae American Socioty of Training and
Development is 2 U.S.-based society that has with
USAID assistanc?, cooperated in the formation of
natioral societies (mozt countries of the vorld)
regionual societicz, (Asia, Africa, Europe and Latin
America) and intzrnational (the International
Federation of Training and Developrent Organizations -
IFTDG) .  Both the ASTD und IFTDO publich nonthly
jourrals and many other publications that are the 1lifae
blocd of industrial trainers around the world. FEacl
issve contains numerous useful articles aimed at
solving perfoimunce problems found in all
establiishmants. A second U.S. publication "Training"®
is also very useful. FRPADE should subscribe to both
(ASTD and Training periodicals) and maintain a
refercnce file of these periodicals and their primaxy
publications that serve as the "hibles"® of industrial
traincrs - both beginners and advanced. Selected
FEPADE staff members zhould attend the annual ASTD
convention which is usually held in August. It
provides an excellent opportunilty to listen to many
papers all given by trainers in industry as well as
view meny training films, videos, slide shows and
inspect and eviluate hurndreds of printed training
brograms, refsrence publications, training devices,
training simulators and other resources designed fo
the nceds of trainers ags cpposed to voca*ional-
technical schools (these conventions should also be
attendeaq).

Specific Recommendations

No training organization can now respond in a flexible timely and
appropriate manner to the variety of trained or semi-trained
manpover demands of private sector employers either
quantitatively or qualitatively.

Nor can the axport-oriented entrepreneur adequately identify, and
define the relative priority of their quantitative and
qualitative manpower needs in objectively verifiable, work-
performance terms.


http:opportuni.ty
http:socictLI.es

The more astute and successful owner - nanagers we visited
readily admitted their limitstions and those of the supplying
institutions. 2As a result, FEPADE is limited to serving as a
link or carrier of inadequately defined needs to inadequate or
inappropriate supplier. Recommendations must be made that will
enable the three major components of the present "system" to
perform in a more timely, effeciive and erficient nanner.

What are the mzjor functions or capabilities that must be
developed? What organizational capability can serve as a model?
In nany ways, FEPADE must perforn the functions of a
compreliensive, full-sgervice human-resousces developnent and
utilization departuent or division of a large corporation or
organization not unlike come multi-natichal firms or national
level training~development agencies found in many Latin American
countries (INCE, ete.).

In most LDC's, only the larger firms, vsually nmu"ti-national
companries can effectively perform those IRD functions that enable
them to competc cifectively in the international marlet place.

In Il Salvador, El Molino, a Pillsbury subsidiery, is an exanple
of such a firm. Most of their semi-skilled, skilled or
nahagement persomnel wvere develoned, with the assistance of their
parent corporation, on-the-job locally or abroad or at special
technical schools that offer numercus special courses unique to
the willing industry.

Few of the large leocal corporations, and ncne of the medium or
small local firms now have, or will be able to develop all of
thoze internal cap bilities required to identify and address
thelir nanpower rizeds except in a broad and non~specific manner.

A listing of the nmajor functions or capabilities follows.
Somecne, the trainer, the employer or the linkage organization
must individually or collectively pos.ess these capabilities.
They include the ability to:

° . Identify/verify human performance deficiencies at the
employer's establishment. ’

° Dafina/confirm training requirements (employer) and
their relative priority.

- Define detailed training/performance objectives for
each task. .
g Establish objective performance standard (to evaluate
pregrams and graduates).
o Evaluate alternative solutions (training in the US, in
other countries, in the plant, in FEPADE, in country,
abroad).
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. Evaluate by objective standards, the capability of all
sources of supply of manpower and training.

¢ Approve sources (consultants, establishments,
instructors, naterials, courses, programs) .

* Maintain a current file of qualified sources of
supply.

° Select appropriate source/solution against

requirements and zbiectives (# 2 & 3).

¢ Implenent progrums; contracts, etc. - approve sources,
duration, cost, etc.

¢ Monitor and evaluate programs (against r2quirements,
objectives, standards (i2, 3, 4) and their progress.

¢ Follow-up at intervals, employed graduates and evaluate
performance (zgainst # 3).

° Provide feedback to supwlier.

¢ Modify the program/system as required.

° Forecast future manpower, facility, rescurce
requirements.

° Develop/maintain current data base sources,

(instructors, courses, graduates, etc.).

Our specific recommendations for the strengthening of FEPADE's
present capabilities and the devclopment of additional
capabilities follow. These will enable FEPADE to perform
effectively, as a linkage between the present supply and demand
and alsc will strengthen the sources . f supply enzbling them to
respond in a timely and effective manner to employers needs as
well as enhance the ability of employees to dentify and define
their needs in a more precise and objective manner. oOur
recommendations include the provision of long-term and short-term
consultant-trainer, work-study experiences in the region and
abroad, seminars, work shops, training courses and programs,
financial support equipment and materials. This should be
approach in two phases.

First Phase

The first phase consisting of technical assistance over a 36
month period will be designed to develop FEPADE's capability to
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effectively perform in an increasingly self-sufficient manner,
all of those functions required to fulfill its role as a
consultant-trainer, catalyst-linkage between the supplier and the
employer of trained human resources. This phase will contain
three objectives:

(1) Increase tha efficiency and effectiveness of the
various producers of trained manpover and increase
their ability to respond in a timely and appropriate
mamier to the training needs of employees of targeted
industrial sectors.

(2) Strengthen employers ability to define their
requirenmnents.

(3) Develop TFLPADE's capapbility to evaluate, assist and
advise trainers and employers in developing and
utilizing the countries human resources.

second Phage

The second phase (whieh could overlap the first phase), involving
22 to 24 months will consist of decentralization and duplication
of FEPADE's service capability to selected satellite centers
and/cr increased utilization of contract service institutions.

It is esszential, from a cost-effectiveness ztandpoint that
FEPADY, begin to duplicate its capability by decentralization
and/or sub-contracting as quickly as their capability permits.
One vehicle effectiveiv used by other developing countries is the
staff in depth and also assign full-tine < unterparts to work
closely with, on a day-by-day, decision--by-decision, plan-by-nlan
manner so as to obtain maximum utilization of a coasultant-
advigor capability. ot only will this accelerate the learning
prccess but will decrease the time required for full self-
sufficiency. -

During this phase a number of satellite offices or contract

of fices should be established as the economy permits and the
political situation indicates. A detailed plan of action will be
developed during the first phase of the program by the long-term
technical advisor.

Manning Requirements

It is recommended that in addition to ﬁresent resident advisors:
(1) A long-term industrial training consultant be retained over

the duration of the first phase of the contract. This
person should have had extensive industrial training
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experience in the U.S. and abroad, particularly in LDC's.
In addition it is considered essential that the consultant-
advisor have had consulting responsibility for planning,
implementing, operating and/or upgrading a full-service
national training agency such as FEPADE is destined to
become (perhaps modeled after INCE, CENA, or similar
organizations).

(2) In addition, a serics of short-tern training consultants
should be provided in the following areas, during the first

phase:

° Training Systems Analysis

° Industrial Train-the-Trainer

° On-the-Job Training

° Training materials development

v Definition of training and work performance

e Industrial Sector Training Specialists
- Apparel Industry ‘
- Agricuitural products processing
- Shoe nanufacture/assembly
- Others as indicated

¢ HRD Data Basae Development

° Training materials and resources

It is recommended that all of these advisor~training specialists
be qualified consultant-trainers capable of training FEPADE and
other organization staff members as widely experienced in
actually implenenting programs that utilize the knowledge and
ekills that they teach -~ a relatively rare capability. For
example it jis infinitely easier to "teach" an MBO course than to
implement a functioning NEO program, that survives over time, in
a LDC organization or factory.

TASK 3. FORECASTING ILABOR MARKET NEEDS

Our recommended strategy for FEPADE regarding the determination
and anticipation of lapor market training requirements are
summarized in the following points:

1. Inprove the current training market research surveys to
' reflect demand for technical-vocational skiills more
accurately than felt nzeds.

2. Anticipate the demand for the training of technical-

vocational trainers and formulate middle and long-run
plans if necessary and operationally useful.
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TASK 4.

Formulate alternatives that contribute to the
improvement of the quality of general education,
emphasizing basic skills of the type needed for
general economic development.

Sradually project FEPADE as a center where private
firms could obtain assistance regarding their manpower
needs, including those contemplating large investment
programs that may require long-run training plans for
specific occupations.

Monitor labor market conditions and trends for
employment and wages, disseminating relevant
information to assist in the decisicns of prospective
students and trainees in their career ovtions.

Develop a job title and job description system with
adequate identification of task and skill performance
levels.

Examine data from census, household and establishment

surveys for trends that may help identify long-term
implicaticns for labor market supply and demand.

PLACEMENT/EMPLOYMENT MECHANISMS, FEPADE'S ROLE

FEPADE should contemplat: the following recommendations:

1.

Control the quality of the trainingy programs in order
to guarantee employer's and workers' satisfaction and
future reliance on the systenmn. '

Develop the job title and job description system
(proposed in the previous section) to facilitate
information and evaluations about workers'

. qualifications and job performance requirements.

Develop and maintain a data bank on recent graduates,
following up on them for a reasonable period of time to
ascertain employment conditions and to derive feedback.
information to assure relevance of training programs.

Make employers aware of the existence of the system as
it develops, especially for high-priority occupations
and skills. The frequency of use by employers of the
"clearing house" mechanism will be evidence of its
value. Eventually, this service could be financed
through payments by its beneficiaries if they consider
it valuable enough.



TASK 5.

Encourage graduates to keep their records up tc date in
the FEPADE data base for future reference by other

- employers. The clearing efficiency of labor markets

should not be concentrated only on recent graduates; as
the econu.y develops on a more ccmpetitive basis,
employers will need to compete Ffor the best workers,
paying better salaries and contributing to the
improvement of the standard of living of the best
workers. This could be used as an incentive for the
workers to participate in the systen long after their
graduation from training.

The data base must be exclusively dedicated to workers
whose qualifications are well known. Inclusion of
graduates not trained through FEPADE's intervention
could be considered only after ensuring that such
action would not undermine the reliability and quality
of the information.

POST~SECONDARY TECHNICAL VOCATIONAL EDUCATION/TRAINING

Ekisting data and information are inadequate to
substantiate or justify a significant level of

~ investment in the post-secondary technical education

level. FEPADE is indicated as the institution with the
interest, methecdology, independence and motivation to
carry out feasibility studies the results of which
would give guidance regarding the need and potential
for post-secondary training. It is recommended that
these feasibility studies be initiated by FEPADE with
technical guidance as required. The feasibility study
could include a definition of size of the institution,
territorial coverage, catalog of relevant course
offerings, levels of enrollment, source of student
body, installation and operating costs, sources of
funding including cost recovery schemes and student

. loans and other relevant issues.

Our review of FEPADE's operational ioad suggests
caution against syphoning off in-house staff to carry
the load of any additional new initiatives and
responsibilities implied a venture 1:ke post-

secondary level education. FEPADT must guard against
weakening their credibility with the consumers of their
training. We recommend FEPADE carefully review their
19881989 work plan to determine the propilious time
for implementiny feasibility study activity required by
a post-secondary initiative.

FEPADE should energetically seek private sector
funding to carry out the feasibility of the studies
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TASK 6.

l.

which the TEAM considers pre-requisite to initiation of
a post-secondary training institution.

Prior to USAID/El Salvador consideration of an
amendment to provids significant funding for a post-
secondary training institution in El1 Salvador there
should be evidence available from feasibility studies
showing a clear and continuing need for middle level
technical supervisory personnel, assurance that such an
institution could become self-sufficient in a
reasonable time frame, and indications of a broad
private sector commitment to the institution. FEPADE
should also demonstrate the initiative would have
impact on peripheral issues which mitigate negatively
on the implementation of a post-secondary facility.
vne is to persuade the Ministry of Education to 1ift
tuition limits. Unless they do so chances for self-
sufficiency are weakened.

The FEPADE mecthodology includes institutional
arrangements to collaborate with the public school
system through the CONACODE agreement. The quality and
sustenance of any post-secondary institution would be
strengthened by increasing the quality of the students
seeking entrance into that level of training. CONACODE
should be used to involve Ministry of Education in the
study, desiun and implementacion of the institution if
one is created. Their involvement could have a
positive impact on their own need to upgrade similar
public entities and general education as a whole.

FEPADE'S MANAGEMENT CAPABILITY AND READINESS TO DIRECT
A BROADER RANGE OF ACTIVITIES ‘

FEPADE has enjoyed a fast-growing succe-sful first
year of activity supported, in part, by USAID grant’

- funding. The opportunity for the organization to

expand into other programs is strong and growing.

There is a risk that the organization will be stretched
too thin unless they organize internal operations more
thoroughly. The TEAM recommends a management review
and operational consolidation be implemented using long
term, more than six months, technical assistance.
Outside technical assistance would be more cost
effective than doing the task internally using FEPADE
in-house staff who would have to take time off from
their regular responsibilities to do the review.

The FUSADES Department of Social and Economic Studies
(DEES) is in charge of researching and defining long-
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term development strategies at the macro level and the
sector level. FUSADES, therefore, will be analyzing
the education sector of the country and formulating
strategies for implementation by FEPADE and similar
organizations. FEPADE's role in this process should be
active not passive and reactive. FEPADE should have an
instituticnalized systematic process for working
collaboratively with FUSADES. That collaboration must
include a feedback mecharism to provide FUSADES with a
micro~aconomic view of labor market employment and
productivity.

Before any new activities are considered for
implementation by FEPADE, they must be examined for
negative or positive impact tiiey would have on
FEPADE's potential for becowing financially self-
sufficient.
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Annex A

FUSADE'S PROJECTED STUDY/RESEARCH PLANS

Estudio: Programa Ecocnomico y Social
Consultox: Arnold Harbeger
Alcance:

Fase 1: Supervisar la elaboracién de los estudios siquientes:
a) Integracion de la Politica Macrcecondmica, b)
Intermediacion Financiera, c) Sistema Nacicnal de
Inversiones, d) Gasto Publico y Politica de Precios, e)
Politica Tributaria, f) Poiitica Industrial, g)
Estrategia Social. -

Fase 2: Incorporar al documento final los resultados de los
estudios, a) Estrategia Agricola, b) Ventajas
Comparativas. Elaborar un documento final del Programa
Eccndnico y Social. :

Informes de Avance:

~  Primer informe de Avance 2a quincena de diciembre 1988

~- Reporte final en marzo 1989.
Estvdio: Investigaciones Complementarias para integrar y

. armonizar los diversos estudios
Consultor: Daniel Artana

Alcance:

Efectuar las investigaciones complementarias requeridas por el
Dr. Arnold Harbeger. En principio se estudiaran temas tales
como: a) regulaciones al mercado laboral, b) regimenes de
exoneraciones fiscales, c) costos de la transicion en la reforma
econdmica propuesta.

Informes de Avance:

- Primer informe, sobre los costos de la transicioén en
otros paises, 2e. quincena de diciembrc.

- Informe final de estudios complementarios: 22 de
febrezo 1989.
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Estudio: Integracion de Politicas Macroecondmicas

Consultor: Sergio de la Cuadra y Salvador Valdés
Alcance:

Compatibilizacién macroecondnmica de corto plazo de las Reformas
Econdémicas que se propongan en los diversos estudios.

a) Asesoria al staff del DEES en la realizacidén de un ejercicio
de Programacion Financiera (con la metodologia del FMI) con
énfasis en ejercicios basicos para preparar planes de
contingencia frente a shocks externos que se transmitan por
la cuenta de bienes o a la cuenta de capitales de la balanza
de pagos.

b) Determinar la oportunidad y orden (timing and sequence) de
las reformas econdmicas propuestas, en su conjunto;
considerando la coherencia politica y econdmica del
programa, ademas incorporar a la programacidén financiera
simulaciones que consideren los posibles efectos de las
reformas econdmicas que se implementen.

c) En politica monetaria, en la primera etapa de implementacion
del Programa, miantras no se liberalice el mercado
financicro, serd necesario dar lineamientos para el manejo
de las tasas de interés y expansion del crédito.

Se consideraran aspectos institucionales relacionades con los
organismos responsables del nanejo de la politica monetaria
(Junta Monetaria y Banco Central).

Informes de Avance:

- Primer informe de avance sobre el ejercicio de programaciodn
financiera en 30-11-88.

- Informe final: antes del 15 enero 1989.
Estudio: Intermediacidén Financiera

Consultor: Sergio de la Cuadra y Salvador Valdés
Alcance:

1. Justificacién de la necesidad de una r=2forma para
liberalizar y privatizar el sector financiero.
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2. Implenentacion de una liberalizacidn y privatizacion
financiera. Se definira la secuencia temporar de las
politicas econdmicas que deben ser adoptadas, con énfasis en
las siguientes etapas:

a. Saneamiento previo a la liberalizacidén de las tasas de
interés. 1Incluye aspectos tales como la creacidn de
capacidad de supervisidén bancaria, politicas para el
manejo de la mora, revisiodn de los procedimientos
legales cque rigen la cobranza y segregacidn del crédito
existente concedido para la reforma agraria.

b. Procedimientos para la liberalizacion de las tasas de
interés. Incluye aspectos tales como la adaptacion de
la supervision bancaria hacia la evaluacién del riesgo,
Crear normas que faciliten la quiebra bancaria,
transicidén desde instrumentos directos de control de
crédito por parte del BCR hacia instrumentos
indirectos.

€. - Procedimientos de privatizacién de bancos e
Instituciones de Ahorro y Préstamo. Se incluyen
aspectos tales como su financiamiento, la decisién
entre un capitalismo popular y la licitacién directa,
las condiciones de entrada de nuevos bancos y la
posibilidad de propiedad extranjera y estatal.

Informes de Avance:

- Primer informe de avance sobre la justificacién de la
necesidad de la reforma, 30-11-88.

- Informe final antes del 15 de enero 198%.

Estudio: Gasto publico, politica de precios y las politicas
' de regulacion

Consultor: Daniel Wisecarver

Aicance:

Primera Ftapa:

1. Analisis del gasto publico que incluye una revisioén del
marco institucivonal presupuestario de las distintas
reparticiones puklicas y una evaluacidn histdérica del gasto

para recomendar su racionalizacion y lograr el impacto mas
efectivo factilsle en la economia. Con enfasis en:
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‘La magnitud del gasto como fraccién de). producto.

Reconociendo las restriccicnes de la meta de controlar
el déficit, las recaudaciones posibles dentro del
sistema tributario, los gastos fijos (obligaciones
financieras vigentes, esfuerzo bélico y gastos del
sector publico no financiero).

Lograr la coordinacién con las metas y posibilidades
del programa de gasto social.

Detectar e incluir en el gasto total: el presupuesto
crdinario, SETEFE, transfereiicias entre <obierno
Central y entidades descentraldzadas.

Enfatizar las implicrciones del déficif fiscal:
impuesto, "inflacién", endeuduamiento interno,
utilizacién de la ayuda externa.

Dado el nivel descado y factible de gasto fiscal, cémo
hacerloc mas efectivo y eficiente?

.

b.

£.

Implementar un sistema de evaluacidn de proyectos.
Priorizar los programes de gastos corrientes.
Focalizar los gastos hacia &reas prioritarias.

Descentralizar el proceso presupuestario y hacerlo més
&gil y flexible.

Establecer mecanismos para exigir el autofinanciamiento
de empresas publicas y entes autdnomas.

Detectar y eliminar partes del gasto publico que
significan desperdicios y duplicaciones.

Politica tarifaria de empresas publicas y operaciones de
instituciones autdnomas.

A.

b.

Diagndstico del sistema tarifario actual.

Evaluacion de operaciones de instituciones autdnomas,
como IRA, INCAFE e INAZUCAR.

Diagnéstico de sus politicas de comercializacidn,
precios, mecanismos nresupuestarios y recomendaciones
para mejorar su eficiencia financiera y econdmica.

Se investigara en terminos generales las politicas de
control de precios y otras regulaciones y restriccicnes en
vigencia que afectan la operaciodn de los mercados en El
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Salvador, para buscar métodos de control mas eficientes Yy
sugerir eliminacidén de controles.

Segunda Etapa:

Colaboracion con el Dr. A. Harberger en la redaccidn del informe
final.

Informes de Avance:

- Informe total de la la. etapa, 2a. quincena de diciembre
1988.

- Entrega del documento final en mayo 1989.

Estudio: Sistema Nacional de Inversiones
Consultor: Ernesto Fontaine
lcance:

1. Diagnéstico acerca de los procedimientos y estudios que
apoyaron en el pasado reciente la aprobacidn daz proyectos
publicos de inversidn y su inclusién en el Presupuesto de 1la
Nacion.

~

2. Disefar un Sistema Nacional de Inversiones, lo cual implica:

a. Establecer el itinerario que debiera seguir un proyecto
de inversidn, en cuanto a estudios y aprobacién, en
cuanto a estudios y aprobacidn, en sus etapas de
identificacidn, preparacidén y evaluacisén a nivel de
idea, prefactibilidad y factibilidad.

b. Establecer la institucionalidad encargada de supervisar
Yy ejectar el itinerario.

c. Proponer una legislacioén relativa, tanto al itinerario,
como a la aprobacion del Organo Ejecutivo y Organo
Legislativo de los proyectos que incluyen en la Ley de
Presupuesto.

3. Disefiar sistemas regionales y municipales de inversion.
4. Disehar un programa de adjiestramiento en la preparacion y
evaluacion social de proyectos (bateria de cursos,

contenido, costo e institucionalidad).

Informes de Avance:
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Primer informe: primer semana de noviembre 1988.
Informe final preliminar: primera semana de enero 1989.

Reporte final: 31 de marzo 1989.

Estudio: Politica Industrial y de Fomento de Exportaciones
Consultor: Osvaldo Schenone
Alcance:

Identificacioén de los instrumentos de proteccidn a la
substitucidén de importaciones: aranceles, permisos de
importaciodn, tipos de cambio preferenciales, cuotas y
prohibiciones de importacion, exoneracidén de aranceles sobre
insumos.

Identificacidn del os instrumentos de promocidén de
exportaciones: crédito pre- and post-embarque, certificados
de abono tributari, admisidén temporaria de insumos, tipos de
cambia preferenciales.

Cuantificacion del impacto del infliujo de capitales desde el
exterior, sobre el tipo de cambio real e identificar los
sectores para los cuales este efecto significa un aumento de
la proteccidn, discriminatorio en contra de los sectores mas
competitivos de la economia.

Identificacion de las trabas y procedimientos burocraticos
que okstaculicen las exportaciones.

Calculo del sesgo antiexportador para una muestra
representative de productos.

Costo fiscal de la proteccidn no arancelaria a la
sustitucion de importaciones y de la promocioén de
exportaciones. Esta estimacién indicara los recursos
adicionales que sin presioén tributaria puede destinarse al
alivio de los costos sociales de la transicion.

Andlisis de los controles de precios y salarios en los
mercados internos. Las politicas de liberalizacion del
sector externo, implicaran cambios importantes en los
previos relativos de toda la economia.

Explicacion de los cambis o reconversidn que posiblemente
sucederan en el sector industrial, dentro de la transicion
del sector y para viabilizar el aumento de las exportaciones
a paises fuera del area centroamericana.
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Analizar las implicaciones de la participacién del E1
Salvador en el MCCA, principalmente en lo que concierne a la
protecciodén arancelaria.

Se haran recomendaciones de politica en los siquientes campos:

1.

10.

11.

Eliminacidén o reemplazo de los instrumentos nc arancelarios
de la proteccida a la sustitucidn de importaciones.

Nivel promedio al cual deben ubicarse todos los aranceles.
En relacion con la politica de tipo de cambio a adoptarse.

Dispersion de los aranceles alrededor del nivel escogido.
Cronograma de reduccion gradual de esta dispersidn.

Simplificacion de procedimientos para exportar Yy
eliminacidén de tremites innecesarios.

Nivel promedio al cual deben ubicarse todos los incentivos
a la promccion de exportaciones.

Cronograma de la reduccidén gradual de los jincentivos a las
exportaciones.

Utilizacidn de recursos fiscales para facilitar la
reubicacién de mano de obra en los sectores que se expanden
Y contraen.

Eliminacion gradual de prohibiciones o autorizaciones de
exportacion simultaneamente con el desmantelamientoc de los
controles de precios, para cuyo sostén se hubieran requeride
las restricciones de exportacion.

Politica de tipo de cambio a adoptarse dentro del proceso de
liberalizacion del Comercio Exterior.

Estrategia global para el manejo de las relaciones
comerciales con C.A.

Modalidades tendientes a faciiitar el reacomodo gradual de
la estructura productiva, en funcidn de las exportaciones y
sustitucidn eficiente de las importaciones.

Informes de Avance:

Primer informe (Diagnéstico) e). 10 de noviembre 1988.

Informe final, 2a. quincena de diciembre.
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Estudio: Politica Tributaria

Consultor: Juan Carlos Méndez

Alcance:

Senalara los cambios que deben efectuarse con el fin de obtener
un sistem tributario simplificado, equitativo y, e: lo posible
nuetral en la asignacidn de recursos.

a. Realizar un andlisis de los problemes tributarios de
fondo y presentar propcsiciones técnicas que deban
contener los aspactos sustantivos de la reforma
tributaria propuesta.

b. Definir las bases gravadas; la cobertura de dichas
bases y las tasac a aplicar.

C. Estimar los ingresos fiscales producto de estos
tributos.

d. No se llegarda al nivel de elaborar proyectos de leyes.

Informes de Avance:

- Contrato aun no firmado
Estudio: Estrategia Social
Consultor: Fundacion Migucl Kast

Francisco Covarrubias (Generalista)

Ema Budinich (Generalista)

Mercedes Cifuentes (Salud)

Pedro Escudero (Salud)

Pablo Thnen (Trabajo)

Joseé Pedro Undurraga (Prev. y Seguridad)
Charles Holmes (Vivienda)

Alcance:

A, Disefio de la estrategia de desarrollec social que incluira la
formulacidén de las grandes politicas globales, en especial:

1. Declaracion de principios.

2, Principios éticas y técnicos de la estrategia.

3. Marco conceptual del desarrollo social.

4, Crecimiento economico vs. gasto social. Estrategias
' complecentarias v competitivas.
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D.

E.

5. Participacion privada en el desarrollo social.

6. La participacidén de los pobres en su propio desarrollo.

7. Sistema de Planificacidn.

8. Aspectos operativos del desarrollo social.

9. sesoria metodologica en un diagnéstico socio-
econdmico.

Asesoria metodoldgica en un diagnéstico socio-econdmico.

1. Diagnéstico intersectorial (global) que debera incluir
antecedentes sobre la situvacidn de la pobreza en al
pais, caracterizacion geogréfica y poblacional de las
familias pobres, descripcion de los principales
programas sociales y distribuciodn del gasto social.

2. Asesoria metodoldgica en los diagnésticos sectoriales,
de vivienda, salud, empleo y seguridad social.
Incluirin evolucidn histoér ca, estado actual,
organizacién del sector, exiensién y cobertura de los
programas sociales, recurscs financieros, fisicos y
humanos, limitaciones geogr ficas, fisicas e
institucionales; principale - proyectos en ejercucion,
demanda y déficit del sectc-.

Formulacion de objectivos global:s Y sectoriales, asesorada
por un especiaiista de cada sectcr.

Formulacidn de politicas globales y sectoriales.

Plan de Acciones, estudios basicos, programas y proyectos.

Se identificara un listado tentativo de accicnes e ideas de
proyectc, se determinardn dreas prioritarias de accién, se
perfilaran programas y proyectos.

F.

Necesidades de financiamiento. se determinara un plano de
financiamiento coherente a los recursos fiscales y a las
posibilidades de apoyo internacional.

Disefio a nivel de perfil de algunos prcgramas especificos:

1. Salud
. Andlisis de la descentralizacién administrative de
los servicios de salud '
‘ Programa Materno-infentil, control nutricional.

2. Trabajo

. Programas de capacitacion y empleo, estudio de
regulaciones laborales.



3. Seguridad Social

Analisis sistema previsional de capitalizacidén
individual.

Informes de Avance:

- Primer informe, 4a. semana de octubre.
- Segundo informe, 4a. semana de noviembre.
- Cada consultor dejara un reporte de su visita.
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ANNEX B

PURPOSE AND PLANS FOR
THE NATIONAIL COMMISSION OF COOPERATION
FOR THE DEVELOPMENT OF EDUCATION (CONA.CODE)

1. LESCRIPCION

El presente plan es una iniciativa conjunta del sector privado a
través de la Fundacidn Emvresarial para el Desarrollo Educativo
(FEPADE) y el Sector Oficial representado por el Ministerio de
Educacion, con el auspicio de 1la Agencia para el Desarrollo
Internacional (AID); encaminada a contribuir a la superacion de
la problematica educativa, sistematizando la cooperacion que se
puede obtener de diversas fuentes Yy como consecuencia apoyar el
desarrollo social y econdmico del pais.

Para ello, se propone la organizacién de una Comisidn Nacicnal de
Cooperacidn para el Desarrollo de la Educaciodn (CONACODE) .

2. ANTECLEDENTES

En los meses anteriores se han desarrollado una serie de acciones
cocrdinadas de trabajo entre FEPADE Y el Ministerio de Educacion,
en las cuales se ha puesto de manifiesto, la conviccidén de que la
educacioén como fendémeno social no es sélo responsabilidad del
gobierno, sino que debe ser responsabilidad compartida, y que en
dicha tarea, todos tenemos la obligacion moral y ciudadana de
aportar toda la experiencia y recursos que sea posible, para
contribuir a solucionar la problemdtica educativa nacional.

En la busqueda de formalizar y consolidar estas iniciativas de
acercamiento y cooperacicn, se han sostenido reunjiones técnicas
en las cuales se logré identificar actividades prioritarias para
la elaboracidén de un Plan de Trabajo. Estas son: - :

* Revision de la Ley General de Educacidn
* Estudios Sobre:
- Formacion y Capacitacidén de Docentes
- Medios Auxiliares al Sistema Educativo
- Formacion Técnica-Vocacional
- Programacion de Valores Morales y Civicos
- Revisidén de Programas de Bachillerato Industrial
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3. 0

a.

BJETIVOS

General

Establecer mecanismos de cooperacién entre la empresa privada, y
el Ministerio de Educacidn, en la busqueda de mejorar la calidad
de la educacion.

b.

4. MET

Especificos
. Integrar la Comisidn Nacional de Cooperacidn
para el Desarrollo ¢de la Educaciodn
(CONACODE) .

Organizar las diferentes comisiones que sean
requeridas para la planificacion,
implementacién, ejecucidén y evaluacién del
Plan de Trabajo.

Atender las 4reas prioritarias del sistenma
educativo nacional que sean determinadas por
la CONACODE.

En base a s objetivos anteriormente seflalados, se propone las
siguientes metas:

a)

b)

Lograr la organizacidén y reconocimiento oficial de
CONACODE, en un plazo no mayor de 3 meses.

Determinar las areas de atencidn de la CONACODE,
2n forma simultdnea a la aprobacion de este plan.

Lograr la formacidn de las diferentes comisiones
le trabajo, a mas tardar dos semanas después de
iprobado el plan. ' ‘

)btener los planes de trabajo de las diferentes
somisiones.

llaborar el Plan Operativo de la CONACODE.

‘jecutar y evaluar el 100% de las acciones
)rogramadas.
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5. ACTIVIDADES

El presente plan considera implementar las siquientes acciones:
a. Elaboracién del plan de organizacién.

b. Presentacion y aprobacién del plarn de
organizacion.

c. Acreditacion formal de representantes
institucionales ante la CONACODE.

d. Determinar areas de accidn de las comisiones.

e. Organizacién y estructuracién de las
comisiones.

f. Elaboracion del Plan de Trabajo por las
ccmisiones.

g. Revisidén y aprobacién de los planes de
trabajo de las comisiones.

h. Consolidacion del Plan Operativo de la
' CONACODE.

i. Ejecucidn de los planes de trabajo.

j. Evaluacién de los planes.

6. METODOLOGIA

El trabajo general de la CONACODE estara basado en la amplia
participacién y dinamismo de los diferentes representantes de las
instituciones involucradas. Como punto de partida para la
elaboracion de este plan de la CONACODE Y para el inicio del
trakajo, se aceptaran las actividades que se han establecido por
concenso de los participantes en las primeras asambleas generales
Y que se mencionan en los antecedentes. ‘ '

Para la-continuidad del trabajo de la CONACODE se presenta la
siguiente metodologia:

* La CONACODE estara integrada por 10 miembros: el
Ministro de Educacidn, el Presidente de FEPADE,
representantes de la Empresa Privada Y 4 representantes
del Ministerio de Educacidn.

* Todos los representantes deberan estar debidamente
acreditados por sus instituciones.
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y Deberd desarrollarse una accidn amplia y enérgica de
motivacioén para lograr el fortalecimiento de 1la
CONACODE.

* Los planes operativos de la CONACODE deberidn basarse en
el andlisis objetivo de 1la realidad educativa nacional.

* Debera procurarse una adecuada representatividad
institucional en 1la organizacion de las comisiones.

° Los planes de trabajo y las resoluciones de las

vonisiones seran sometidas a consideracion de 1la
asamblea general para su implementacién.

7. PROGRAMACION

Cronograma (ver anexo)

COMISION DE ELABORACION DEL PIAN DE TRABAJO:

Ministerio de Educacidn AID FEPADE
Salvador Antonio Pineda Lima Claude Boyd Cecilia Gallardo de Cano

Roberto Ottoniel Castellanos
Mauricio Hernan Cruz Olmedo
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CRONOGRAMA

Tiempo SEP ocr NOV DIC
Actividades 1020|3240 110 (22130040 (1020|3040 1028|330 |4r

1. Eteboracién del Plan de Organizacion de la CCHACCOE |xx
2. Presentacicn y aprobacidn dal Plan de Organizacidn |xx|xx
3. Acreditocién de representantes institucicnales ante

la COHACWDE X
4. Deternnacion de 4rcus de accidn en orden prioritario xx
5. Organizacién y estructuracién ce las comisiones XX
6. Elaboracién cdel Plan de trabajo por las comisiones XX
7. Revisién Y aprobacién del Plan de Trabajo de las

comisiones . XX| XX
8. Consclidacidn de los Planas Operativos de la CCHA-

CODE xx
9. Ejecucion dz Plenes XX PXKEXX [ 2X 1 X% wxfxxxx ) xx
10. Evaluacién de los Resul tados XX XX XK [ XX ] %X | xx | %% | x% | xx

.
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ANNEX €

El cuadro que se presenta a contiruacion muestra el orden prioritario de necesidades de capacitacién
técnica por nivel para cada uno de los sectores industriales investigados.

IIDICES DE MECESIDAD DE CAPACITACION TECMICA
(Escala de 9 Puntos: Alta (7-9), Moderada (4-6), Baja (1-3)

ACTIVIDADES ECOKOMICAS
TOTAL 1 2 3 4 5 6 7 8 9

HIVEL: OORERO
CARPINTERIA 3.5 2.2 3.0 4.4 1.0 0.0 3.8 0.0 3.8 2.0
COMTROL DE CALIDAD 2.8 3.0 2.6 3.0 3.0 2.7 2.5 2.5 2.5 3.2

MTO. INDUSTRIAL MECANICO 2.6 3.0 1.7 2.4 2.4 2.8 2.9 5.1 2.9 2.6
MTO. INDUSTRIAL EDIFICIOS 2.6 2.9 1.8 2.8 3.0 2.9 3.2 1.0 2.2 2.5
MTO. INDUSTRIAL ELECTRICO 2.3 3.1 1.5 1.9 2.6 2.5 2.4 1.0 2.2 2.2
IMPRESION IHDUSTRIAL 2.3 1.0 1.7 0.0 2.4 3.4 3.7 6.0 1.0 2.3
MTO. INDUSTRIAL ELECTRONICO 1.9 2.3 1.4 1.9 2.1 2.3 2.2 1.0 1.5 1.4
(FUENTE: CUADROS Mos. 2, 21, 40, 59, 78, 97, 114)

NIVEL: TECHICO

CONTROL DE CALIDAD 3.3 3.2 3.1 3.9 3.6 3.2 2.8 2.5 3.2 3.3
MTO. INDUSTRIAL ELECTRICO 3.2 3.5 3.0 2.9 2.8 3.3 2.4 2.8 3.3 2.5
MTO. INDUSTRIAL, MECANICO 2.9 3.3 2.4 2.7 2.6 3.4 3.24.3 2.7 3.1

CARPINTERIA 2.9 1.0 1.7 3.9 1.0 0.0 3.8 0.0 2.4 1.0
MTO. INDUSTRIAL ELECTRONICO 2.5 2.8 2.1 2.2 2.9 2.7 2.0 1.8 2.0 1.4
IMPRESION INDUSTRIAL 2.3 1.0 1.7 0.0 2.3 3.5 3.7 0.0 1.2 2.6

MTO. INDUSTRIAL EDIFICIOS 2.2 2.5 1,7 2.5 2.2 2.6 2.5 1.6 2.0 2.5
(FUENTE: CUADROS Nos. 3, 22, 41, 60, 98, 115)

MIVEL: SUPERVISOR

CONTROL DE CALIDAD 3.7 3.2 4.0 5.0 4.5 3.6 3.9 2.5 3.4 2.6
CARPINTERIA 2.7 1.0 1.0 3.2 1.0 0.0 3.0 0.0 3.1 2.2
MTO. INDUSTRIAL MECANICO 25 2.6 1.9 2.1 2.3 2.9 2.5 5.1 2.4 2.5
MTO. INDUSTRIAL ELECTRICO 2.6 2.9 1.9 2.0 2.6 2.4 2.1 1.8 2.5 2.2
IMPRESION INDUSTRIAL 2.3 1.0 1.7 0.0 2.4 3.1 3.7 0.0 1.0 2.6
MTO. INDUSTRIAL ELECTRONICO 2.2 2.5 1.8 2.1 2.5 2.5 1.8 1.0 1.9 1.5
MTO. INDUSTRIAL EDIFICIOS 2.1 2.2 1.6 2.1 2.2 2.4 2.5 1.8 1.9 2.1
(FUENTE: CUADRCS Nos. 4. 23, 61, 80, 99, 116)

KIVEL: PROFESIOHAL

CONTROL DE CALIDAD 3.6 3.7 3.3 5.5 &.1 3.7 2.3 2.5 3.2 3.4
MTO. INDUSTRIAL MECANICO 2.2 2.3 1.7 1.8 2.0 2.7 2.0 1.8 2.0 2.2
M70. INDUSTRIAL ELECTRONICO 2.1 2.4 1.6 2.1 2.6 2.4 1.7 1.0 1.9 1.5
MTO. INDUSTRIAL ELECTRICO 2.1 2.5 2.0 1.7 2.1 2.3 1.7 3.0 1.7 2.4
CARPINTERIA 21 1.0 1.0 2.7 1.0 0.0 3.0 0.0 1.6 0.8
IMPRESION INDUSTRIAL 20 1.0 7.4 0.0 2.0 3.2 3.7 0.0 1.0 2.6
MTO. INDUSTRIAL EDIFICIOS 1.8 2.1 1.4 1.7 1.7 2.1 1.7 1.0 1.6 2.4
(FUENTE: CUADROS Nos. 5, 24, 43, 62, 81, 100, 117)

Productos alimenticios, bebidas y tabace (1), Textiles, confeccién y cuero (2), Productos de madera (3),
Productos de papel y editoriales (4), Productos quimicos y plésticos (5), Productos minerales no metalicos
(6), Metales basicos (7), Productos metalicos y maquinaria/equipo (8), Otras industrias (9).
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ANNEX C
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LIST OF CONTACTS, INTERVIEWS AND SITE VISITS

AGAPE, Sonsonate
ANGELITAS
ANGELITAS
COEXPORT

COHACOOE

D.C. ASSOCIATES
EMPRESARICS JUVENILES
EXPORTER OF FLOWERS
FABRICA HOLINERA
FABRICA INCATECU
FEPADE

FUSADES
FUSADES

FUSADES
FUSADES

INDUSTRIAS TEXTILES
INDUSTRIAS TEXTILES

1TCA

MINISTRY OF PLANNING
QUALITY FOODS
RICALDONE
RTAC-11-FEPADE
SALVADORERA, S.A.
SUELAS DE EL SALVADOR
TECH-VOCAT. COMMITTEE
THOS. JEFFERSON SCHOOL
U. NEW MEXICO

- USAID

USAID

USAID

Fr. Flavian Mucci

Sflvia M. Cuéllar Sicilia

All Hembers
Daniel carr
National Mceting
Gustavo Longoria

Adalberto Diaz, Ing.

Ana Marfa Abrcgo,’ Lic,
Carlos Aguirrcurreta, Lic.
Helena de Gutierrez

J. Eduardo Castafeda

Juan Carlos Hateu

Moy de Guerra Hinds
Roberto Palomo

Tom C. Colburn

Trg. Course - Observed Instructor
and Participants

Wilma Ludwig, Dr.

Coralia Schonneberg
Mauricio Gonzadlez Orellana

Mirna Liévano

Roberto Soriano
Sandra R. V. de Barraza

Trénsito Herndndez Esquivel
Marfa Olympia Azmitia de Garcia

Maymo Rasiel Meléndez, Lic.
Maruel Robles Guardado

Max Guillermo Novoa Y.
Father Corro Melendez

Juan Cerlos Mateu

Roman Quirés

Theresa Giamattei de Patres
All Members

Loretta Jacome
Anna Albanen
Claude Boyd
Jim Rausch
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Director

Operations Manager

President

Director Ejecutivo, Corporacién de
Exportadores de El Salvador

President

President

President

Manager

Mamager, Tecl.. Voc. Dept.

Asst. Management Develop.
Treining Advisor

Manager, Communications
Executive Diractor

Hanager, Mgmt. Trng. Dept.
Edweredito

Presi :nt

Advisor, Executive Director
Supervisors and Instructors -
Ceming Machine Trg. Courses
Advisor, Tech. Voc. Dept.

Fimance Director

Economist, Depurtment of Economic
and Social Studies

Manager, Department of Economic
ex Social Studies

Board of Directors

Jefe Seccidn Social, Departamento
de Estudios Econdémicos y Sociales
General Coorcinator for Production
Manager Industrial Relations and
Personnel

Director

General Director of Planning
Chief Exezutive Officer

Director

Director

Presidente -

General Manager Owner

Mexbers Advisory Committee
Director, Voc, Educ. Dept.
Advisor

Project Officer (FUSADES)
Educational Advisor

FUSADES Contract, Consultant



USAID
USAID
USAID
USAID
USAID
USAID
USAID

Juar; J. Buttari
Norma Velasquez
Spike Stevensen
Leo Garza
Henry Bassford
Bill Kaschak
John Hurd
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Econamist

Private Sector Development
Education & Training Director
Director

Assistant Director

Assistant Director



10.

11.

12.

ANNEX E
DOCUMENTS REVIEWED

Academy for Educational Development
"Improvements in Educational Efficiency for Basic Education
in El salvador", July, 198s8.

Agency for International Development
"Program Description, Project Grant 519-0315," July, 1987.

American Management Association
"Gerencia Perticipativa For Objetivos", Manual de Curso.

Arthur Young
“Analisis del Potencial del Mercado de Exportacidn para
Productos de Manufactura Y Ensamblaje Livianos", 1986.

Asociacicén Salvadorefa de Industriales
"Directorio de Asociados, 1988.

Delaware Tech. _
"Report on Selected Educational Institutions in El
Salvador", 1988.

Development Associates

"Final Report on the Evaluation of the Salvadoran
Foundation for Economic and Social Development",” June,
1988. .

Dunwoody Industrial Institute : :
"Increasing Productivity Through Training", May, 1988.

FEPADE
"Agrupacion en Areas Generales de Temas Especificos sobre el
Mantenimiento Industrial”, Departamento Técnico/Vocacional,
Junio, 1988.

FEPADE ' .
"Bosquejo de 1la Propuesta de FEPADE a la AID", Mayo, 1987

(with AID comments).

FEPADE
"Encuesta sobre Demanda de Empleo y Necesidades de
Capacitacion", Marzo, 1987.

FEPADE

"Estatutos de la Fundacidn Empresarial para el Desarrollo
Educativo, Decreto N 10", Abril, 1987.
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13.

14-

15.

16.

17.
18.

19.

20.

21.

22'

23.
24.

25.

FEPADE

"La Educacioén y el Sector Privado: Capacitacioén para
Obtener Competitividad y Productividad, Propuesta de FEPADE
a la AID", Julio, 1987.

FEPADE
"Plan Anual, el 2° Afio del Convenio FEPADE/AID 519-0315",
Agosto, 1988.

FEPADE
"Reglamento de Crédito Educativo del Convenio AID/519~
0315", Departamento de Crédito Educativo Draft", Octubre,
l988. :

FEPADE

"Resumen Ejecutivo del Estudio sobre las Necesidades de
Capacitacion a Nivel Técnico-Vocacional en Empresas del
Sector Privado de El Salvador", abril, 1987.

FUSADES/DELS
"Contratos de Asistencia Técnica Externa, Resumen del
Alcance de los Estudios a Realizar", Septiembre, 1988.

FUSADES : :
"Términos de Referencia, Andlisis del Sistema Educativo, II
Fase', 1988.

Instituto Técnico Ricaldone
"Cursos Modulares de Formacidn Profesional', 1988.

ITCA
"Matricula de Nuevo y Antiguo Ingreso, Desercién Absoluta y
Porcentual por Carrera del ITCA", Septiembre, 1988,

Kurt Salmon Associates, Inc. -
"Manufacturing and Marketing. Diagnostic of Men's Wear and
Women's Wear Sectors of E1 Salvador's Apparel Industry",
prepared for FUSADES/PRIDEX E1l Salvador, June, 1986.

Kurt Salmon Associates, Inc. :

"Proposal to Develop Implementation Plan Covering El
Salvador's Apparel Industry, Export Job Creation", prepared
for USAID/El Salvador, February, 1985,

Luis E. Saavedra
"Informe de Asistencia Técnica a la FEPADE", Abril, 1988.

Ministerio de Educaciodn

VM"Educacion Universitaria en Cifras", Enero, 1988.

Ministerio de Educacion
"Guia para la Seleccién de Carreras", 1988.
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26.

27.

28.

29.

30.

31.

32.

33.

34.

Ministerio de Planificacion Yy Coordinacién del Desarrollo
Econdmico y Social
"Informe Preliminar de la Encuesta de Coyuntura Evolucidn y

Expectativas

1988", Septiembre, 1988.

Industriales Primero y Sequndo Trimestre de

State University of New York, College of Technology at
Alfred
"Modeling a College of Technology", July, 19883.

United Schools of Awmerica

"Skills Training for Develo

undated.

Seccion Social-DELS/TFUSADES
"Prediagnoéstico Sector Educacién", September 1988.

Ministerio de Educacidén
"Memoria de Labores", 1987-1988.

COLYPORT
"El Exportador™, Mayo-Junio 1988.

Peter Gregory

"Analysis of El Salv

pment: A Model for Action,

ador's Household Employment Survey",

Final Report, Consultant's Report Submitted to USAID/El
Salvador, May 1987.

DEES/FUSADES

"¢Cono Esta Nuestra Ecornomia 198772",

Ministerio de Planificacidn

"Encuesta de Hogares de Propdsitos

vols.

October-December 198S5.
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ANNEX F

POSITION DESCRTIPTION

LONG TERM INDUSTRIAL TRAINING ADVISOR

GENERAL DUTIES

Develop, implement and administer a program of technical
assistance that provides one long-term (36-month assignment)
advisor and several short-term (3 months) consultant-
trainer, equipment, materials, scholarships, work-study
experiences, training programs and workshops. These inputs
will be designed to strengthen FEPADE's present linkage
capability and extend their capakility to provide
consultant-training services to employers, training
organizations, and trainees. This prodgram will result in a
significantly improved ability of employers to identi<y and
define their specific training needs in objective job=-
pexformance terms thereby enabling training organizations
and services to develop training programs that precisely
address the real demands of priority industries.

SPECIFIC DUTIES
The long-term advisor will be responsible for:

A) Developing and implementing a plan of action for the
Propcsed technical assistance. This will include
development of: :

1) A time-based plan with a detailed listing of
tasks, activities and goals for the long and short
term advisors over the life of {he project.

2) Position descriptions with general and specific
duties, experience and education requirements for
each of the proposed short term consultant-
trainers.

3) Preparation of all periodic performance, budget,
' planining and management information, evaluation
and control reports as required by FEPADE, AID and
effective management practices.

4) Developing and maintaining effective communication
linkage with appropriate FEPADE management. staff
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as well as producers and consumers of trained
manpower in priority, sectors of the economy.

5) Analyze and define FEPADE's quantitative and
qualitative staff requirements and make
recommendations regarding qualifications,
selection, training, utilization of their human
and material resources.

6) Periodically evaluate preogress toward previouslv
defined goals and recommend and/or implement those
changes in staffing, policy, consultant
utilization, (frequency, duration, counterpart
effectiveness) linkage functions, budget
«1llocation, vriorities and other factors as may be
required to assure goal accomplishments.

7) Perform, on a daily basis any and all
administrative, adrisory, consultative services as
required to assure accomplishment of defined
goals.

3. EXPERIENCE REQUIREMENTS

A. The long-~term advisor should vossess five or more
Year's experience in the design and management of
similar assistance programs in lesser developed
countries. Preferably the experience would be in
Centrai and South America. Experience as project
manager or team leader or a technical assistance
program to INCE, Instituto Nacional de Coooeraciodn
Educativa or a similar organization would be most
desirable.

B. Specifically, in addition to project-management
experience, the long term advisor should have had
. direct personal experience (one or more years) as a
technical specialist, consultant, advisor or trainer in
lesser developed countries (preferably in Latin
America) in the following professional areas:

1) Conducting industrial training requirements
analysis.

- 2) Presenting train-the-trainer program.
3) Installing on-the-job training programs.

4) Establishing a training material development and
resource center or department.
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5) Developing job performance criteria and installing
job-performance evaluation systems at the
national, industry sector or employer level.

6) Designing and implementing, at the national,
regional, or institutional level, a computerized
human resources developnent and utilization data
base.

7) Specific industry experience, (as a staff trainer,
consultant trainer, training progran developer,
training requirements analyst, etc.) in one or
more of the following areas:

° Apparel/textile production.

° Food products production/processing.

° Plant flow, lay-uat, conveyances.

° Packaging equipment.

° Food handling sanitation, hygiene.

° Plant safety, fire, industrial hygiene.
° Operator selection and training (0JT).
° Quality inspection and control.

° Preventative and repair maintenance.

° Wage, salary and incentive systens.

° Industrial and trade-union relations.

* Organization~function analysis.

y The training~systems or holirtic approach.
¢ Shoe manufacture.

° Marketing and sales.

y Personnel policy.

° Management developmen;.

EDUCATION/TRAINING REQUIREMENTS

A.

BA/BS (graduate studies desirable) in Experimental/

- Industrial Psychology, Industrial Engineering,

Industrial Training/HRD. :

Extensive training in the various functions of
industrial training (and H.R.D.) as provided by
courses, programs, workshops and seminars as offered by
the American Society of Training and Development,
Training and Management Consulting Firms, the American
Management Association, and selected universities.

Functional capability to work effectively in Spe. .sh as
demonstrated by successful completion of consulting
advisory or direct-hire assignments in Central or South
Anerica (5 or more years).
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