
A R~TROSPECTIVE ASSESSMENT 

OF THE 

)( ~- AF\P-3::l'{_ A-
I S,t J: ';':; r:: A .' ') _.,'..;.>V(··t 

MANl.'OWER PC.ANNING, TRAINING AND EMPC.OYMENT PROJECT 

Or. Franklin Johnston 

Dr. Robert Tagg~rt 

Novehlbet 1, 1983 



PART 1. OVERVIEW 

. Objectives 

The purpose of the Manpower Planning, Training and Employ

ment Project (MPTEP) was "to establish an integrated and improved 

man~ower development and utilization system responsive to the 

GOJ's planning goals and to labor market needs. The project 

rationale is to meet the GOJ's serious need to upgrade manpower 

planning, tra·ining and emp loyment ser v ices and to conduct these 

activities within the overall context of the national labor 

market4"(1) The ultimate goal .of MPTEP was "to increase the em

ployment and productivity of the Jamaican labor force ••• by 

addressing one of the major constraints in the current Jamaican 

manpower system: the lack of a capability to efficiently select, 

train and place in jobs individuals with low skill levels and 

little work experience.It(l) 

There were six major components: 

Component A - Activities providing the basic. statistical 
information needed for manpower planning. 

Component B - Activities enhancing the quality and coordina
tion of manpower planning activitie~ • 

. Component C - Activities providing job seekers and school 
leavers with better and more relevant employ
ment information and. occupational training 
programs with more effective means to select 
candidates. 

Component: D - Activities expanding and improving the quality 
of institutional and on-the-job training' (in
cluding training for self-employment) • 

. I 

Component E - Acti viti es expand Lng and upgrading p lacemen t 
eitort~ of t.he Jan,aican Employment Service.1 



Component F - Activities expanding and improving information 
on the post-pJ:ogram labor Inarket experiences 
of vocational trainees in order to achieve the 
optimal training mix. 

Accomplishment of the activities subsumed within these com

ponents was expect~d to yield the following outcomes by the end 

Qf the project: 

1. "Increasing n~mbers of individuals with low skill 
levels and/or little prio~ work experi'ence ••• 
being provided with relevant and up-to-date gui
dance, skill training, and j?b placement services~ 

2. "The Department of Statistics, Jamaican Employment 
Service and Research and Evaluation Onit of the 
Ministry of Education regularly supplying the 
National' Agency with information and feedba~k 

needed for effective manpower planning. 

3. "Manpower forecasts and sector guidelines, based 
on information and feedback from the system ••• 
being developed by the NPA" disseminated to appro
priate offices within the Ministry of Education, 
Youth and Sports, and ~abor and Employment, and· 
utilized by these Ministries. 

4. ,"The NPA ••• monitoring compliance of the Minis
tries ••• with recommendations contained in sector 
guidelines, replanning as indicated by feedback 
from these agencies, and effectively coordinating 
the maripower"system activities of each Ministry 
'",i th the others. (1) 

Accomplishments 

To determine, ex-post-fact6, the quantity and quality of 

inputs and related outputs, the uses of these outputs including 

both the tangible and intangible benefits, the future activities 

needed to realize any unachieved objectives, as well as any 

transferrable lessons, this "follow-up evaluation was undertaken 

over three weeks -- from September 18, 1983 though October 9, 

1983 -- by a two-person team composed of a 0.5. and a Jamaican 
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representative. The evaluation examined in detail all products 

and available records on the project. (Appendix 1.) Primary AID 

and. Jamaican officials were interviewed; consultant reports and 

correspondence fi les were consulted. All previous .internal and 

external evaluations were reviewed. 

The detai led findings are presented in Part 2. Management, 

Financial, and Evaluation Issues and Part 3. Technical Reyiew 

of Components. In summary of these findings, there were ser ious 

deficiences in inputs and their management, outputs and related 

-impacts as judged relative to the projecr; uedign. 

1. Project inputs were' deficient. The budgeted AID contribu

tion was 0.5.$950,000 for long- and short-term technical assis

tance, participant training and workshops, plus a small amount of 

data handling and other equipment. The GOJ's projected contribu

t ion was Ya 1 u e d a to. 5 • $ 8 7 6 , 6 6 0 coYer i n g s e r y ice s, par tic i p a i.l t 

training, research and the staffing and equipping of the National 

Planning Agency's project coordinating functions. AID expendi

tures oyer the four-year life of the grant, including the one

year extension period, were 10.8 percent under projected levels. 

The GOJ's contribution cannot be calculated exactly. Estimates 

by the MPTEP Coordinating Committee suggest that the initial 

projected GOJ commit'ment was fulfilled, but there is conclusive 

evidence that staffing and other resources initially planned from 

the GOJ contribution were never proy·ided. 

In !!!l terms, the personnel and materials ?royided by GOJ were 

below those originally projected. 
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There were qualitative deficiencies as well. While the 

Jamaicans assigned to the project were generally among the be~t 

available in participating agencies, the u.s. consultants varied 

significantly in their breadth of knowledge and ability to adapt 

and apply i~,to ~amaican conditions. In a number of cases, the 

consultants arrived with manuals used in the u.s. and si~ply 

changed the labels with little adaptation of procedures or a9-

proaches. Whether the average performance of consultants was 

better or worse than on other'project~ is impossible to deter

mine, but deficiencies were highly visible because each consul

tant tended to work on a separable activity, which depended 

largely on his or her inputs, with no checks and balances by 

other experts. There were particularly serious shortcomings in 

the help provided in processing and' analyzing ,the special surveys 

which were a central activity of MPTEP. 

2. Available resources were ~. effectively managed. There 

were three different project directors at NPA y and while all were 

of high quality, the changeover upset continuity. According to 

previous evaluations, the continuing u.s. consultant at NPA fn

cused primarily on administrative details rather than monitoring 

and directing the technical work of the consultant specialists; 

thus, there was no independent expert providing balance, leaving 

the consu 1 tants free to car,ry on as they determined appropr ia te 

and leaving the Jamaican counterparts little choice but to follow 

advice that was appropriate in some cases but dubious in others. 

According to consultant reports, they were working in relative 



isolation with limited guidance or coordination .. There was no 

pre-arrang9d orientation to Jamaican institutions, procedures and 

personnel, so the learning curve of each consultant was unnrces

sarily long. In several components, there was poor sequencing of 

activities and of consultant inputs.. Consultant activities· were 

. apparently not reviewed until after the complet;o['l of the,ref

forts. In a~dition, independent evaluations of the entire proj

ect were not conducted. according to schedule, and the one interim 

evaluation belatedly conducted, was apparently dismissed al

though indicating substantial problems. As a result, problems 

which could and should have been identified and corrected, par

ticularly at the point of project elCtension, were not. Because 

fiscal records were not updated regularly, tasks which could and 

should have been completed within the grant budget and time 

per iod were 1 ef t undo ne· e v en though subs tan t"i a 1 reso urces were 

unspent and even though the project was elCtended bya full ~{ear. 

3. Planned project outputs were ~ achieved in most cases, 

were qualitatively deficient in others, were rarely !£llowed 

through !2 ~ 1£ impact 2£ decisionmakin~ trainee selection £r 

program services. Available information .from the t.abor E'orce 

Survey was not effectively utilized, nor was the training needs 

supplement added to the targe Establishment Survey. Of the three 

ad hoc training needs surveys (public sector and large private 

sector establishments, ~mall businesses, and agriculture es

tablishments), only one was completed, and this with only the 

most cursory analysis of the data and with questionable validity 

due to sample weig~ting problems. While manpower projections 



were prepared, they were necessarily gross estimates because of 

the lack of the above survey information and other key data 

elements such as immigration and emigration figures, because the 

methodology utilized was overly complex, and because the entire 

effort should have awaited completion of the Census. No sector 

guidelines were prepared nor enforced as a result of MPTEPD An 

information system was created and has been maintained to date by 

JES, but no use is. made of the data for planning or 

program improvement because of the limited portion of the labor 

market covered by JES activities. Guidance packages were pre

pared and published for only two of the projected 12 occupational 

clusters, receiving only limited distribution. The occupational 

guides were prepared using Jamaican researchers, so the capa

bility was created or demonstrated, but these researchers were 

paid by GOJ and funds were restricted so that the full array of 

materials was not finished. Training in the use of thase guides 

was not fruitful:because the guides were not completed, but al~o 

because the training manual was ill-designed for Jamaican needs. 

Occupational i,nterest tests proved unadaptable to the Jamaican 

situation, and while a determined effort was made to utilize the 

0.5. General Aptitude Test 3attery, it proved to be inappro

p ria te • The b 0 et 0 m lin e i s t hat n e i the r the G A TB nor any 0 the r ' 

aptitude nor interest test is now being used to interview and 

evaluate trainees (except in a fe'li cases where this was done by 

training institutions prior ~o MPTEP). Good advica was given on 

the development of work sample proficiency'tests, and test de

velopment continues, but the Industry Training Centers (ITCs) in 

whjch these were to b~ used were drastically retrenched, while 
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the training curricula with which they were to be us~d were only 

partially developed. The five modular curricula repo~ted as 

completed in the interim evalution were, instead, task descrip

tion frameworks 'with prototype modules covering specific tasks 

but not the ten or so needed to constitute, a full curricula in an 

occupation area. Qnlynine prototype modules were finished under 

MPTEP within the five different vocatio~s. The capacity was 

demonstrated to develop modules and work has continued, but the 

or ig ina 1 ," ','.. . ,- aim of completing five curricula 

and im~lementing them was not achieved. No real progress was 

made in improving the written portion of proficiency tests or 

implementing a test item bank. The self-employment curricula was 

not developed, and there has been no training of individuals for 

self-employment. Apprenticeship procedures were not altered, 

although a small number of employers/supervisors attended a 

single series of training sessions for in-plant instructors under 

the project, and this was repeated once subsequently. The Jamai

can Employment'Service has been unable to implement any of the 

recommendations of its consultant, as the number of JES offices 

and its staff levels have been reduced. The JES management 

information system, inst; tuted under the project c,ontinues, con

suming val~able staff time, collecting detailed data which ~s 

used by and reported to no one. A tracer study of a~~ new school 

leavers was completed but no use was made of the findings; no 

other t~acer studies were undertaken and none are now underway. 
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This n~9ative assessment of planned vs. actual outputs does 

not deny the completion of prodigious amounts of work under 

MPTEP, nor does it deny the dedication and capacity of the Jamai

cans involved in the project)as well as . of· i:nost .. 

of the U.S. consultants. Much was learned by Jamaican 

personnel, inc luding, in many cases, what !!.2S to do and how !!.2.l 

to do it. No doubt, the capacity to implement the planned Basic 

Skills Project and other HEART programs was enhanced. But there 

is no evidence that more rele~ant and' up-to-date guidance, skill 

training and job placement services are being provided as a 

result of MPTEP, that a functioning manpower in~ormation system 

has been created, or that manpower forecasts and sector guide

lines are institu~ionalized'and us~d to improve decisionmaking. 

The Jamaican representatives of the five participating 

Ministries, Departments, and Agencies rated MPTEP accomplishments 

somewhat more favorably, concluding in their evaluation workshop 

at the end of the project that 75 percent of objectives were 

achieved. Of 25 originally identified activities, 11 were con

sidered at least 9~ percent successful, 7 as 5~-90 percent suc

cessful, and 7 as less than 5~ percent successful. An additional 

accomplishment was the preparation of portions of the Dictionary 

of Occupational Titles, considered to be 6g percent complete. 

The internal evaluation rated as failures the following four 

activity areas: tracer studiE:!s, the expansion and improvement of 

the JES, preparation of training for self-employment, and the 

inclusion of a supplementary question,1aire on training needs in· 

the large establishment survey. 
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TheI."e is no: disagr~em~t about what ·..,as. acco~plisA~ ,o~l~ whep compared 

. with· what was expected as well as over the quality and utility of 

some of the outputs.. Perhaps the Jamaican participants had more 

realistic expectations about what they hoped to achieve than the 

authors and approvers of the AID Project Paeer. Yet the conclu

sion is unavoidable that MPTEP fell substantially short of 

achieving its goals, objectives, and purposes as stated in the 

ini tiating Project Paeer. 

Constraints 

The fac.tors contributing to these shortfaJ...~s .are severalGutputs can

not be expected where plan~ed resources are not committed. GOJ 

policies also.changed vis-a-vis the original assump'tions during 

the four years of the grant. For· instance, the JES improvement 

effort was rendered pointless by the implicit decision to re-

trench rather than reform JE3. The importance of the training 

curricula package~ was reduced by the closing of the ITCs in 

favor of HEART Acaciemies, which offered the possibility of im-

porting already developed modularized vocational curricula from 

the q.S. The dela~ in opening the IPCs removed the incentive to 

develop the se1f-eml?10yment curricula. NPt\ was not given au

thority to issue or enforce sectoral guidelines. Inevitably, GOJ 

participating agencies, particularly DOS and NPA, did not alwars 

collaborate effectively where resources were inadequate to handle 

both regularly assigned and additional project tasks, while Ja-

maican personnel were shifted from MPTEP assignments as needs 

changed. 

9 



While inadequate management, limited inputs and changing 

conditions were in part responsible for the shortfalls of MPTEP, 

the primary factor was the ov~rly ambitious, fractionated, and 

occasionally misdirected initial plan for the project. There was 

only tenuous linkage between many of the planned activities~ For 

instance, improvement of the Jamaican Employment Service, or 

aptitude'testin~ in the schools, was hardly ne~essary for man

power projections or sectoral guidelines. Better training cur-

ricula may have been needed, but they bore little relation to any 

of the above. 

The Project Paper exaggerated the 1 inkage in order to jus

tify the separate "ornamen'ts" for the planned "Christmas tree"; 

indeed, it also confused the ornaments with the tree. The~e was 

an assumption, for example, that American approaches and metho-

dologies were transferrable .. In fact, however, the O.S. plan-

ning, training, and evaluation methodologies are highly interde

~endent, each building on an already existing statistical·and, 

institutional foundation, establishedth~augh substantial invest-

ments over many years. For instance, the DOT would be relatively . 
u6~lass without worksite visits and testing which identify worker 

and job' traits, without wide acceptance and long-standing train-

ing as to its definitions, without long-term use in the Censuses, 

Bureau of Gabor Statistics surveys, and the administrative re

~orting systems of u.S. training and placement programs, and 

without integration into guidance materials. Take away any ele-

ment, and the value declines more than propor~i~nately. Simi

larly, the u.S. curricula development approaches using the task-
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analysis techni~ue are intended for and reasonable when the users 

have the expertise and resources to develop a single curricula, 

drawing from a range of already existing materials. The methods 

are unaffordable when building a whole range of curricula from' 

the ground up. Assessment tests take years to develop, requiring 

norming, validation, and criterion referencing. If used to de~ 

termine occupationa 1 apti tudes, they require referencing to as

sessed performance in defined oc~upations by workers or trainees 

of determined skill levels. Without pre-established proficiency 

measures, occupational definitions, a wealth of worksite assess

ments, and comprehensive norming efforts, tests are not transfer

rable. 

Each of these methodologies or approaches imported under 

MPTEP depended on the existence of the back-up and related re

sources, as well as continuing commitments to the maintenance of 

the foundation system. Absent these foundations, the techniques 

and procedures offered by U.S. consultants were of limited appli

cabi 1 i ty. For instance, the "expert" on placement ser v ices was 

knowledgeable about state-of-the-art computer systems for job/man 

matching given nationally mandated job listing,S, long-standin'~ 

reporting procedures, standardized definitions, i!nd well

va 1 ida ted assessment instruments. He was fami 1 iar wi th manage

ment procedures for a large state-wide bureaucracy within perfdr

mance measures required by national legislation. What use any of 

this may have been ,to JES should have been, and ultimately 

proved, questionable. Similarly, the u.s. guidance "elCpert" had 

knowledge of standard and accepted definitions concerning jobs 
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and the "data, people, and things" involv~d, and knowledge of the 

tested general, verbal, numerical, spacial, clerical, form per-

ception, color discrilnination, motor coordination, finger de~

terity, manual and eye-hand-foot coordination of workers in each 

occupa t io n. The re 1 ev ance 0 f these concep ts, a bsen t any back

ground information about jobs and the aptitudes,ofJatnaicailworkers,was 

really debatable~ they could even be considered counterproductive 

to the degree the terms confused an~ deterred more pedestrian 

"foundation" work which would have provided more understandable 

and practical information about Jamaican careers. 

Absent such foundations, the output expectations of MPTEP 

activities, given the limited level and duration of inputs, were 

optimistic to .the, extreme. To adequately develop, from the ground up, 

a set of modular training curricula covering the primary training 

occupations, or tO,develop, norm, and validate aptitude tests, or 

to prepar,! and pub 1 ish a full array of gu idance Ina ter ia ls and to 

train staff in their use, or to modify data bases, fully analyz

ing available info~mation and,completing all the projected sur-

'leys, or to reform the Jamaican Employment Service, would have 

each required all of the grant resources. 

M 0 reo I/~ r , it is important to note that the U.S. does not 

have a national manpower plan and sectoral guidelines.' Its 

secondary schools have very limited occupational guidance ma-
, , 

terials. The GATB is decreasingly used and increasingly out-of-

date because of the costs of application,and maintenance of the 

d a tab as e • The rea rea 1/ a s tar ray 0 f a 1/ a 1'1 a b 1 e apt i t u de t est s , 
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but they a%e rarely used as a primary mechanism for trainee 

selection. No state in the O.S. has uniform vocational curricula 

nor has uniform proficiency tests. On-the-job training in the 

O.S. is haphazard; no data are collected on pJ:ivate- or public

sector training needs or activities. The "state-of-the-art" 

systems imported to Jamaica are ideals rather than realities even 

in the O.S. 

What may be most useful to import from the O.S. are the 

"build,ing blocks" which can be most easily adapted, which are 

relatively self-standing, which cost little, and which relate to 

task~ already underway in Jamaica, or which help to achieve 

already agreed-upon goal~. ' As examples, securing an array of 

modularized training curricula and showing how they could be 

adapted would have been more ~seful-than teaching the conceptual 

unde'rpinnings and techniques of' deve lopment of camp lete systems. 

Small and steady investments in the relatively good Jamaican 

Census and Labor Force Survey systems and in the ana~ysis of 

their data could have yielded much more than ad hoc survey ef

forts. Preparation of readable and meaningful occupational 

guides would have been far more valuable than trying to import 

sophisticated and costly aptitude testing procedures. More use-

ful, accurate and sustainable albeit ~ore general -- occupa-

tional projections could have been developed by "rule-of-thumb" 

techniques from data already existing or to be provided by the 

Census and Labor ~orce Survey. 
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However, in most cases, MPTEP emphasized sophisticated me-· 

thodologies and ad hoc activiti~s. When Jamaicann staff were 

trained in "state-of-the-art" skills, rather than more pedestrian 

ways of adapting what already exi~ted, their pur~uit of ideal 

aqhievements such as three-digit occupational projections, national 

proficiency tests, or occupational aptitude tests deflected re-

sources f~om more fundamental but also more crucial tasks. The 

les~on is to be less ambitious and ·sophisticated, and to instead 

be more incremental and "basic in future funding actions. 

Recommendations 

Specific recommendations on management and on follow-through 
. 

on MPTEP activities are contained in the following two parts, 

with a specia~ emphasis on implications for the Basic Skills 

Project, which shares many of the goals of MPTEP. Summarizing 

these recommendations: 

1. Jamaican expertise developed under MPTEP and other projects 

could be more effectively utilized by a carefully planned front

end eKposure to available training and educational systems in the 

0.5. before the selection of 0.5. technical assistance con-

tractors and consultants (who tend to already have decided upon 

or to be identified with specific materials and approaches). 

There should be feasibility studies and careful review by Jamai

cans of any proposed curricula materials or approaches as part of 

the b~d or pre-implementatio~ process. In other words, technical 

ass i s tan c e s h 0 u 1 d be" u n bun d 1 e d " to s epa rat e " t e c h n i que Ii fro m 

"assistance." E'or instance, under the Basic Skills Project, 
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Jamaicans ~ were trained under MPTEP should be involved !S Sh! 

beginning through carefully structured.!!!! visits ~ ~ train-

ing institutions ~ ~ ~ Corps. Basic skills and vocational 
..-...;.;--..,;;~- -

materials which ~ Sh! basis of ~ technical assistance ~ ~ 

bidders should be submitted ~ review ~ Jamaicans ~ have 

acquired skills in curricula assessment under MPTEP. 

2. As an initial phase of the technical assistanc~ efforts, 

Jamaican and u.s •. teams should adapt u.s. materials to Jamaican 

needs before any large-scale im~ortation, For instance, under - . 

~ impending Basic Skills Project ~ individualized, self-paced 

academic programs .i!!. ~ Corps (which ~ probably .lli best ~ 

for HEART Academies) could be easil~ organized !£ prepare ~ 

CEE, GNAT, ~ ~ ~ exams. Furthermore, available ~ Indies 

materials which more affluent Jamaican students ~.!£ prepare 

f2.!. these exams could easi ly ~ integrated. This might ~ done 

~ part £! ~ competitive process among ~ short list of con

tractors. II JS ~ task which should certainlz B!!. completed 

before much money is spent ~ technical assistance within the 

HEART Academies. 

3. Some of the unrealized aims of MPTEP could be achieved 

through other vehicles, most. immediate:y, again, the Basic Skills 

Project. The guidance materials could be completed 1£ order to 

~~ ~ ~ tool for directing applicants 1£ HEART Academies. 

Such pre-vocational guidance is part 2! ~~ Corps program. 

If desired, GATE or other aptitude tests could be tried out in 

the HEART Academies, since the u.S. technical assistance agent 

·..rill be familiar with the tests. Another option would be to u'se 
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the tests for counseling in half of the HEART Academies, and to 

simply give the tests in the other half, subsequently comparing 

performance of trainees. The U.S. technical assistance agent 

would have the experience (and computers) necessary to conduct 

this evaluation. !h!. Training Achievement Records used l!l ~ 

Cores might ~ reviewed !.!l9. revised for ~ HEART Academies in 

light 21 ~ eroficiencv standard expertise developed in Jamaica. 

These could provide in-program tracking 2i compet~ncy attainment. 

Finally, ~ individualized, self-paceq academic ~ functional 

curricula which will likely ~ proposed !! ~ basis 2i bids ~ 

~ Basic Skil~ Project might also oe tried ~ in four New 

Secondary Schools ~ ~ Vocatipnal High Schools. These could 

serve a's additional fee~ ~ !h!. advanced training l!! ~ 

HEART ,Academies, nurturi~ continued ~ ~ selection instru-

ments, guidance materials, and curricula develooment in the 
~~~..;;....;;o.;.;.;.;..;;;..;;..;;. _ _ 

Ministry of Education. 

4. Once materials are ident~fied or created under AID projects, 

it is critical to follow through to the publication and dissemin

ation stage, since there is a clear propensity to und~rinvest in 

courseware (as noted by the recent ONESCO report and the earlier 

OSArD report on schools, or as apparent in the incredibly low 

budgeted per pupil expenditures on materials). Before any large-

scale purchasing, however, the courseware should not only be 

carefully reviewed by an interdisciplinary team of Jamaicans, but' 

should also be tried out with Jamaican students and trainees so 

that errors such as those in developing New Secondary Sdhool 

curricula will not be repeated. 
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The immediate application of this lesson is, again, in the 

Basic Skills Project. In ~ontrast to the MPTEP which left behind 

a number of reeorts but little that could be effectively used 

without additional significant expenditure and years of work, it 

makes sense to maximize the tangible legacy of hardware and 

courseware under the Basic Skills Project. Although II is doubt-· 

ful .whether there is ~ for ~ careful ~ 2i ~ instructional 

effectiveness 2i !ll materials, pro'totype imolementation makes 
-=~;..;;.,;,;~...-..,;~-

sense ~ ~ ~ £f assessing ~ relative feasibility £f ~l 

possible elements. If there is !2. ~ any investment in computers 

~ instructional purposes, ~ range of options should £! ~ 

elored, if eossible through implementation ~ diverse settinq!L 

since the machinery and courses may ~ may ~ be aeoropriate in 

~ Jamaican env ironment. Mi.crocomputers can now be used for a 

variety of other purposes including automated scoring and word 

processing. Such op~ions should be explored since so much effort 

is-'devo-ted ·to ·testing in the Jamaican society, since word pro-

cessors are scarce, since resources for analysis are so limited, 

and since the micros could be directed for these purposes even if 

they did not prove effective as instructional tools. If micros -
~ 1£ be used, technical assistance should ~ arranged indeden

dent of vendors and £.!2.! continuing basis in order !2. assure that 

the ~ ~ is made 2! any hardware'which is eurchased. 

5. !2..lli degree that consultants will be used in.lli.. future.i!l 

the emolovrnent, training, and education erojects funded ~ aSAro, 

it would make sense to contract with a Jamaican firm or institu-
--~----. ---- - ---- --
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~ ~ develop ~ deliver !a orientation package. This could 

shorten the long learning curve of u.s. consul tants noted under 

MPTEP. ~or instance, a range of materials could be provided for 

study before arrival in Jamaica. These could incl.ude the Man

power Information Bulletin prepared un~er MPTEP, as well as pub

lications such as Jamaican Social and Economic Indicators and the 

UNESCO report on Development of Secondary Education. A com

pressed schedule of visits could be arranged upon arrival to 

expose consultants to the various 'institutions, and briefing 

sessions could present up-to-date information on decisionmakers, 

operating procedures, and the like. 

6. 12 foste~ infrastructure development in Jamaica, ~aican 

consultants should be involved as mudh as possible in substantive 
.=;.......;~..;...;;.~ - -- - -

areas of training, education, microcomputer use, analysis of 

emoloyment data and evaluation~ While expertise may not be 

immediately available in all cases, and while the "batting aver-

age" of Jamaican consultants might be lower than for u.S. consul

tants, a team approach could help to develop a coterie of resi

dent experts. This is important because of the costs and in

flexibilities in using u.S. consultants alone, and because the 

aim must be to reduce the need for continuing AID consultant 

support. Jamaican government personnel should also be included 

in these teams, !Jut there is a' tendancy, as under MPTEP, to 

assign the best staff to such projects, who then advance to other 

more challenging duties and are not not available for continuing 
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work~ Both members of this evaluation team believe that the' 

pairing of Jamaican and o.s. expertise and perspectives improved 

the quality of this evaluation. 

7. 'I'h.e. a.dequat,e an.<;i_~.tIt1el.Y f19~. of resQ~rces 

proved to b~ a major obstacle to the completion of some 

activities (exacerbated by the failure to utilize all available 

AID funds). Likewise, the continuing GOJ commitments beyond the 

life of the project were quite vague in th~ Project Paper, yet 

most of the specified. goals assumed or required substantial 

commitments for many years.. Recognizing ~ "in-kind" contribu

tions ~ frequently illusory, ~ attemot should be ~ !! ~ 

out set 0 f ~ !? r 0 j e ct !2. ide n t i f y ~ po r t i.E..!! ~ s t a f f co mm i t

ments which are critical !£ each activity,. with ~ remainder 

identif ied as una llocated suooort ~!!!.:.. . Pos i tion descU!?tions 

should £! required ~'~ritical jobs, and positions should be 

fil~ before ~ funds ~ released ~ specific activities. 

Either AID, or a selected monitoring agent, needs to periodically 

check on commitment levels to assure that critical staff ~re not . 
undertaking other assignments or are transferred without re

filling of vacancies. Unallocated support staff need not be 

monitored closely. Likewise, AID must not only assure that the 

equipment and materials designated for the project arrive in a 

timely fashion, but that they are used fordesignated functions a't 

all times. For large erojects, !££h ~ the Basic Skil~ Project, 

AID might consider using ~ independent Jamaican 2! ~ monitor-
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ing ~ managing agent ~ provide monthly ~ssessments ~ inven

tories 2f staff ~ eguipment inputs !! well !! outputs, ~:~ 

providing checks ~ balances ~ ~ contracted technical assis

tance agents. 



PART 2. MANAGEMENT, FINANCIAL AND EVALOATION ISSUES 

Finance and Accounting 

The Manpower Planning, Training, and Employment project 

originally had a three-year budget of 0.S.$9S3,3~HJ from AID and 

0.5.$876,663 from the Government of. Jamaica, for: a total of 

0.5.$1,827' thousand. During the 1975-1977 period, when the plan 

was being developed, the inflation rate in the 0.5. averaged 7.8 

percent. Had this rate continued over the planned three years of 

the project, real project expenditures in 0.5. dollars would have 

been reduced to roughly U.S.Sl,569 tho~sand in 1977 dollars 

(assuming equal expenditure~ 9ver three years). Not only was the 

0.5. inflation. rZlte far in excess of this projection, but MPTEP 

was later extended another year, so that available resources were 

diminished by four years of inflation. The real value was 

thereby reduced to S·1,416 thousand (assuminc:: equa 1 expendi tures 

over four years). 

This was noted as a serious constraint in the first ~PTEP 

Progress Report: 

"As the Project has unfolded, it has become increas
ingly clear that the a priori estimate of funds 
neeeded to implement the project is insufficient to 
fully carry out the project activities. The original 
'Jnding level was developed several years before the 
project began and due to inflation, the actual ex
penses for most activities have outstripped the funds 
allocated for the activ·ity."(4) 
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Paradoxically, the resources which were available were not 

fully utilized. Of the $9S0,~HHJ in AID funds, $102,639, or 

13.8%, were returned. The reasons given were that allowance had to be 
made for late b~lli?gs,. and there were AID/W delays in deobligating 
overfunded 'PIO/Ts, but similar procedures applied t~ all AID 

~rojects, which typically had little or no underspending~ In 

1981, there was a change in the brokering agent used to identify 

u.s. consultants, but this should not have affected budgete~ 

levels since it required an earlier closeout of billings by the 

first agent. Furthermore, an exact a'ccounting should have been 

~ossible and required at the point of the extension of the con-

tract, as recommended by the interim ~~Qluation. 

up to the last day of the project, agencies were submitting 

requests for materials, equipment, printing, and staffing, ~n-

cluding items' which-had been-'originally projected for the project 

plus additional requests consistent with MPTEP goals. They were 

first told that no funds were available for these purposes, 'and 

later that the time was too short to deobligate and then reobli-

gate. 

The effects of underspending and inflation were most ap

parent in tWO-key categories -- long-term training of Jamaican 

per sonne 1, ·which exper ienced a 21 percen t shor tfa 11, and sho r t

term tp.chnical assistance by U.S., for which the shortfall was 22 

percent. Unaudited AID figures report overe~pendi-

ture in the equipment line item, although several major elements 

(the high-speed printer for DOS and a stencil machine and copier 

for VTDI) were not secured. Estimates for workshops and seminars 

are probably exagg,erated because uniform ~erson days of atten-
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dance were assumed for all conferences even though the ones that 

could be tracked showed less than full-day scheduling and full 

seminar attendance by only a minority of participants. 

MPTEP 

SUMMARY Q! INPUTS (AID) 

COMPONENT PC.ANNED ACTUAL 

Human Resources (Person Mos. ) 

1. Short-term advisors 89 70 

2. c.ong-term T.A. 48 50 

3. workshop and seminars 155 202 

4. Participant training 87 68 

Commodities (S000) 

5. Equipment S50 S58 

There were also several questionable spending decisions~ 

The interim evaluation questioned the appropriateness of the two 

automobiles p~rchased, but the"ir availability for MPTEP activi

ties might also be questioned. For instance, one consultant had 

a running battle with AID and NPA in trying tu secure transporta

tion to conduct prescribed site visits. One must wonder why the 

secured' vehicles were not used for this purpose. Another issue 

was the high-speed printer clearly specified for DOS in the 

Project Paoer agreement. This was not required for M~TEP de

liverables, but was a "carrot" to ~ncourage cooperation. It was 
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never provided, with the result that it had the opposite effect 

of undermining coopera.tion. In several cases portable equipment 

and furnishings secured under the project were diverted for other 

purpose~, according to individuals interviewed in this evaluation •. 

Unaudited statements indicate that the Government of Jamaica 

expended J$78?,398 in direct expenses for personal emoluments, 

service and equipment. 

Total J$785,398 

Personal emoluments 61~,497 

Travel and Subsistence 42,376 

Supplies and materials 29,294 

Public utilities 5,916 

Other operating. services 55,815 

Equipment 25,500 

It i~ claimed' further that J$573,425 went for in-kind aid. 

With a Jamaican inflation rate of 49 percent in 1978, 20 percent 

in 1979, and 29 percent in 1981, and with the devaluation of the 

Jamaican dollar to J$2.86 (or J$1.75 official) to U.S.$l.OO at 

the time of t~is ex-post-facto evaluation, Jamiacan project inputs 

could not be provided with the originally planned Jamaican dollar 

outlay. 

Yet even with a. year's extension it is doubtful whether GOJ 

contributions matched original Jamaican commitments. It is impossib1 

to reconstruct GOJ inputs w~thout an audit (which is ~ recommended) 

but evidence suggests that poorly timed/inadequate GOJ support 

hampered implementation of the project. For instance, the MPTEP 

Progress Report for 1979-1980 stated: 
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"The Project is suffering from an acute shortage of 
staff in all participating Ministries and these shortages 
are seriously affecting the timing and rate of 
implementation of Project Activities. The two most 
serious problems resulting from the shortages are felt 
in 1) the coordination and guidance of technical assistance 
and 2) the inability of some components to follow through 
with the implementation of plans and strategies developed 
in cooperation with Technical Assistance. The situation 
has been further exacerbated by staff members attending 
training 'courses to upgrade their skills. ' 

liAs a result of the above obstacles, much of the 
coordination strategies in the, last year have concentrated 
on rearranging time schedules, prioritizing project 
activities, and developing new avenues for accomplishing 
the Project's goals. Some of the objectives of the 
Project have not been realized due to these problems." (6) 

The interim evaluation 31 months into the project found 

at NPA: 

II of the 14 positions (8 Executive/Professional; 6 . 
Support) envisaged in the Project Paper, 11 (8 Professional 
3 Support) were approved by MES in September 1978 on a 
temporary basis. Currently, there are reportedly five 
professional and six support staff members incumbent at 
NPA .... Only one of the professional staff of the NPA 
secretariat is currently full-time on the Project. The 
Coordinator has recently been 80%; others 40% on the 
project. (Other duties, such as preparation of the yearly 
Social and Economic Survey section on Labor Force and 
Employment must, at times be carried o,ut.) II (2) 
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In the interviews conducted as part of this follow-up 

evaluation, participating agencies all indicated that their 

originally schedu2ed MPTEP staffing levels were not achieved 

and that this severely constrained attainment of objectives: 

DOS did secure temporary enumerators for the special surveys. 

It had approval (according to MPTEP staff for two statistical 

officers, one statistician, one project manager, six clerical 

officers, and one secretary. It filled one statistical 

officer position. (Table 1). 
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TABLE 1 

MPTEP ~OSTS AP~ROVEO AT ANY TIME DORING ~ROJECT 

National ~lanning Agency 

~roject Co-ordinator (SMG I) 

Assistant Co-ordinator (NPS IV) 

2 Chief Planners (NPS III)* 

2 Planners (NPS II) 

2 Assistant Planners (NPS I) 

1 Accountant (FAA III) 

1 Statistical Officer (CR III) 

1 Secetary/Stenographer (ST IV) 

1 Stenographer Typi~t (ST II) 

1 Dr i ver (.LMO I I) 

Survey Posts 

11 Statistical Enumerators 
(CR I I I) 

2 Statistical Supervisors 
(CR I"J) 

Ministrx 2! Labor'cont'd. 

1 Administrator (PMA III)* 

1 Administrator (PMA II)* 

1 Administrator (~MA 1)* 

2 Secretaries (ST 11)* 

Department of Statistics 

1 project Manager (NPS 111)* 

lSenior Statistician/Pro
grammer (ED~ 11)* 

1 Secretary Stenographer 
(ST 111)* 

1 Statistical Officer (CR IV)* 

1 Statistical Officer 
(CR 111)* 

6 Clerical Officers (CR 11)* 

Survey ~osts 

8 Supervisors (CR IV) 
Vocational Training Development 
Institute 43 Enumerators (CR III) 

2 Draughtsmen (TSS/GT II) Ministry 2f Education 

3 Secretary Stenographers 1 Research Writer 
(ST 111)* 

1 Assistant Research Writer 
2 Secretary Stenographers (5T II) 

Ministry of Labor 

1 Labor Analyst (NPS III) 

1 Statistician (N~S II)* 

4 Labor Officers (CR V)* 

1 Labor Officer (CR IV)* 

2 Stat:;.stical Officers (CR III) 

27 

1 Secretary/Stenographer 

NOTE: The asterisked (~) 

posts wer~ never filled by 
the respective Agency. 



- VTOI claimed that it had expected to hire a curriculum 

specialist, two draftsmen, and two secretaries. It reported 

getting only the two secretaries. 

- The Min i stry of tabor was to get nine pro fes's iona 1 pos i

tions and two secretaries. Two personnel in JES got extra pay 

while working on MPTEP while retaining all previous assignments. 

MLE indicated there were no new hires, although M~TEP records 

indicated one labor analyst and two statistical officer positions 

filled. 

--The Ministry of Education was to get one research writer, 

one assistant research writer, and one secretary/stenographer. 

It eventually hired tHO Jamaican consultants as researchers plus 

a secretary. _ 

A more accurate calculation would be person-months of addi

tional employment or of staff assigned full-time to MPTEP and 

freed of all other duties, plus person months of existing staff 

released for training. A best~~timate-is that the total would 

amount to no more than 25 professional person-years, with perhaps 

an equal number of clerical and secretarial person-years over the 

four years of the project. Whether this is accurate, it is 

revealiag that the accounting is so inexact, and it is undeniable 

that needed staff were not available to complete planned tasks on 

schedule or at all. Staffing problems should certainly have been 

considered and corrected at the point of project extension, but 

this did not occur. 
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To as.sure the inputs adequate to achieve project outputs .it _ 

would '.~e ,nec~~sary to .spe<?i_fy .' mandatory pas i tions and pas i tion 

descriptions, requiring new hires or temporary assignments with 

no other responsibilities for each of these positions before 

freeing AID monies. A generous and unspecified "in-kind" contri

bution might be authorized as a budget cushion, but it is neces

sary to hold much firmer wh'ere staff are really needed for com

pletion of deliverables~ 

Management 

Managing a conceptually-oriented developmental activity is 

inherently difficult. Managing an array of such activities, 

which are only tangential,ly related and "Which require diverse 

expertise, is· even more challenging. Managing such activities 

during a period of organizational and political turmoil, without 

the clear authority needed to achieve coordination, and beginning 

with a fundamentally flawed gameplan, is nearly impossible. 

It is not surprising, then, that MPTEP suffered from serious 

management deficiencies: 

1. The success of every dimension of MPTEP depended on the 

appropriate and timely choice and use of u.s. expert consultants. 

Originally AACTE was used to recruit consultants, but it ter

minated this relationship in 1981 and another intermediary was 

selected. Recruiting appropriate personnel· during the politi~al 

turmoil of 1979 and 1980 proved very difficult. In the interim 

evaluation at the 3l-:nonth point, the evaluators found "to date, 

approximately only 45 of the projected 89 person months of tech-
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nical assistance have materialized," a'nd by the end of the four 

years only 79 of the 89 person months of assistance had been 

secured. The expenditures per person month of assistance ex

ceeded budgeted levels. 

The problems were quantitative as well as qualitative. Al

though the M PTEP management commi ttee screened or ig ina 1 resumes, 

preferred cOl1$ultants failed to fu'lfill their commitments requir

ing the acceptance of secondary choices in some cases. Selecting 

from resumes proved to be a hit-or-miss proces~, partic~larly 

when the skills needed were conceptual and adaptive rather than 

technical and more measurable. For example, there are thousands 

of o.s. manpower planners, and hundreds of statisticians, but the 

number who x:eally understand all phases of projections, from 

number gathering, to cal.culatiori, to application, are extremely 

1 imited; the portion of these who 'can creatively adapt to dif

ferent circumstances and approaches are even smaller. 

The best way to identify such individuals is either to 

~aintain a continuing relationship with a single institution with 

exper t i se in the subj ect area, or else to ha ve !,r~ 1 iminary con

feren~es or activities which offer an opportunity to preview 

candidates. T~e first approach is probably the more construc

tive. There are several o.s. cO.lleges and universities that have 

depart:nents covering all of the subject areas of MPTEP. If a 

continuing relationship were 'developed and maintained, experts at 

s u c han ins tit: uti 0 nco u 1 d b'e t t e r de t e r min e Jam a i can nee d san d 

conditions. The institutions could choose from large numbers of 
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staff and graduate students to assure the best personnel would be 

available in a timely fashion. This is far better than using as 

a screening agent a group which may have no special expertise in 

the subject area or continuing contact with Jamaican project 

personnel and institutions or their needs. 

2. Sequencing and continuity are key ingredients for the suc

gess of long-term, multi-faceted efforts such as MPTEP. In 

retrospect, it would have been sensible to have demarcated check

p~ints for each deliverable. The outputs were not clearly speci

fied, so interim progress could not be easi ly determined. E'or 

instance, earlier evaluations rated progress as "percent com

plete" on each activity, but these judgments were completely 

arbitrary and, in retrospect, overly sanguine~ Whila there was a 

schedule for final outputs, the input schedule was not as clearly 

specified. 

instance, 

Potential bottlenecks were known very early, for 

in the preliminary systems analysis of DOS which sug-

gested the impossibility of meeting key deliverables on .schedule 

wi thout extra staff, but no---actio'n was taken to c'hange pr ior i ties 

and scheduling. A major sequencing problem was the timing of 

sit e vis.i t san dO. S. t r a i n i n g 0 f Jam a i can s t a f f • I n man y cas e s , 

key 91ayers were absent just when most needed. T~eir training 

should have occured at the beginning rather than the end of the 

project, so that the skills learned could be applied in worldng 

with 0.5. consultants. 

There were three MPTEP project directors serving at four 

different times. This clearly undermined continuity and account

abi 1 i ty •. 
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3. AID and GOJ management procedures complicated logistics. 

Simply finding consultants, arranging to meet their needs, and 

paying them, was an enormous task. Materials and equipment 

acquisition lagged in many cases. Expected equipment was not 

always prov ided .. Jamaican staff pos i tions were allocated on ly 

with much delay, and ma~y were not filled because of low salary 

levels or simply the difficulty of cutting through the red tape. 

These logistical details consumed much of the time of staff in 

MPTEP and wasted much of the time of consultants. No attempt was 

apparently made to short-circuit these problems -- for instance, 

permitting excepted position hiring in GOJ or arranging a concen-

trated orientation for all selected consultants on Jamaican in-

stitutions and economic problems. If it is unrealistic to expect 

special a=rangements for a project such as this, then the antici~ 

pated delays need to be realistically factored into thp. initial 

project planning. 

4. "Qualitati~e" management of the varied activities was the 

real problem. The interim evaiuation criticized what it per-

ceived as undue emphasis on logistical rather than. substantive 

matters by the long-term technical advisor on the project. There 
. . 

is certainly no evidence in any of the reports that thi$ key 

individual played much of a role in in.fluencing the different 

products or in assuting that the wotk by experts was of reason-

able quality and contributed to the ovetall goals of MPTEP. 

Thete is no reason that the technical problems noted later in 

this e'valuation should not have been obsetved and addressed by 
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the long-term technical advisor. If logistical issues were more 

pressing, then there should have been two or more technical 

advisors dividing administrative and substantive matters or else 

the management issues should have been assigned to a contract 

agent in Jamaica. Perhaps the range of subjects covered by MPTEP 

was too broad for one consultant, in which case a team approach 

would have made more sense. 

s. Another management shortcoming was the lack of an adequate 

filing and reportin~ system. There should have been regular 

quarterly financial statements reporting on expenditures by AID 

and GOJ, i n.c l ud i ng p rocuremen ts 0 f ma ter ia l sand equ ipmen t. 

There sh6uld have been uniform rating sheets for each consultant, 

to be filled out by personnel in the assigned agency as well as 

by the technical advisor. There should have been a standar:iized 

quarterly report on person-months of inputs and outputs .for each 

of the activities of the participating agencies. There should 

have been standardized reporting and rating forms for confer

ences, including clear specific.ation of person-days of attend

ance. All correspondence and reports should have been collected 

in a central file. There were ad hoc efforts to ~.et these 

needs, but no uniform system was employed. This ev?luation was 

completed without the benefit of regularly scheduled expenditure, 

input, and output reports, comprehens i ve ratings of consu 1 tants 

or conferences, and only after tracking down most (but not all) 

MPTEP reports and products from disparate sources. 
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6. Another weakness was in the coordination efforts by the 

project Management Committee and the more operationally-oriented 

Coordinating Committee. The Project Management Committee met 

only four times in the four yeaz:s of the project •. The intez:im 

evaluation criticized its failure to provide clear guidance and 

priorities. This was particularly critical at the point of MPTEP 

elCtension, when the l.nterim evaluation had raised some serious 

questions which needed to be addressed. There was a response by 

the Coordinating Committee rebutting the findings but postponing 

corrective action pending guidance by the Management Committee -

guidance which was not forthcoming. 

There is no evidence ~hat AID helped achieve coordination or 

tried to reestablish priorities when it was clear that the orig-

inal ones could not be achieved. A major reason was that AID 

lacked the in-house elCpertise in the wide range of subject areas. 

It should have either contracted for this elCpertLse or had a 

resident consultant clearly answerable to AID rather than NPA o~ 

MPTEP. 

The issue is not simply whether management was deficient, 

but whether it could have been substantially improved and whether 

manage~ent problems were primarily responsible for the shor~-

comings of MPTEP. There are many justifications for poor manage-

mente As the interim evaluation stated: 

" ••• It must be appreciated that the first two years or 
so of the MPTE project occurred during a period of 
political turmoil and economic decline culminating in 
the elections of October 1980. All the normal prob-
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lems inherent in development projects were exacerbated 
by the political-economic circumstances existing in 
Jamaica (particularly during 1983): 

Staff turnover increased; 

project funding slowed; 

Private sector cooperation with the survey was 
less than tota 1; 

Mid-level staff was more reluctant than ever to 
make decisions or take actions; 

u.s. technical advisors were harder to recruit. 

"On the u.s. side, the background would be incom
plete without mention of the reported effects of the 
Shweiker Report and Amendment, which is said to have 
delayed u.s. funding du~ing a six-month period."(2) 

Even under ideal conditions, however, the MPTEP would have 

been difficult to manage because of its poor initial design and 

extremely difficult mi~sion. Inadequate management was !!2! I:he 

major 'reason for the failure of MPTEP to realize its objectives; 

conversely, management problems were almost inevitab~e, given the 

ambitious and ambiguous initial design. 

Evaluation 

Internal evaluation is an important management: tool, both 

for identifying and correcting problems during the period of a 

contract and for documenting mistakes so that they can be avoided 

in the future. Periodic progress reports were scheduled as an 

integral part of MPTEP. Additional evaluation components in-

eluded assessments of consull:ants and of their final reports, 

assessments of conferences by participants, and summative assess-

ments by t.rcr.inees sent 1:0 the u.s. 
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In genera 1, the progress reports accurately identified the 

quantitative progress on project components -- i.e., seminars and 

training held, consultants, expenditures, and the like. They 

raised -- but did not resolve -- some important issues. These 

were most clearly stated in the 1979-1980 MPTEP Progress Report: 

"De 1 ays .i!l Fund ing 

0.5. AID funding was delayed for the first six ·:nonths 
of o.s. fiscal year 1980. The funding necessary to 
purchase overseas technical assistance and training 
was delayed until May 1980 and resulted in the post
ponement of project activities and the resequencing of 
the time-phased implementation plan. Since much of 
the project co-ordination and/or management decisions 
are based on the availability of these funds for the 

'various components, the uncertainty' in funding in
hibited effective project planning, created consider
able time lags in.' project implementation and, in 
some cases, necessitated developing new implementation 
plans. . 

"Level 2!. Funding 

••• The original f.unding level was developed several 
years before the project began and due to inflation, 
the actual expenses for most activitiea have out
stripped the funds allocated for the activity. More
over, as project activities have been implemented, new 
spin-off activities necessary to supplement the maj~r 
activity have been uncovered. and staff shortages have 
necessitated contributing additional technical assis
tance to supplement the work of counterpart staff. 
All of these factors have driven up the cost of the 
Project and without additiOnal funding it seems un
likely that all project activities will be carried out 
to their logical conclusion. 

"Restructuring of Government Ministries 

In early 1980, the Government merged several Minis
tries and the resultant reorganization of Departments 
led to unsettled conditione for some project members. 
The process of co-ordinating the merger consumed much 
time and energy and helped to create delays in the 
implementation of project activities. The restructur
ing also led to some changes in the allocation of 
support staff and liaison personnel. 
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"Change ~ Central Government 

In mid 1983, the upcoming general election and its 
associated violence created a general malaise and 
delayed project activities; technical asssistants 
refused or postponed assignments and project staff 
were unable to carry out some assignments. Af~er the 
election, some project activities were slow restarting 
as staff awaited directives from the new Governrnent. 
In short, the political and bureaucratic uncertainties 
militated against efficient and effecti~e project 
planning. 

"Project r..eadersh~ 

In August 1983, the Project Co-ordinator, Miss ·Barbara 
Boland, was awarded a UNDP fellowship and left the 
island to pursue a Ph.D at the University of Pennsyl-

·vania. 'The new Project Co-ordinator, Mrs. Pauline 
K n i 9 h t, ~., as una b 1 e tot a k e up the new po stu n til ear 1 y 
No~ember. This Project was able to proceed under the 
di:ection of the Assistant Co-ordinator and the Proj
ect Advisor but some decisions which fall within the 
Co-ordina tor's por tfo 1 io were postponed and may have 
delayed some project acti~ities. 

"S.ta ff Shortages 

The Project is suffering from an acute shortage of 
staff in all participating Ministries and these short
ages are seriously affecting the timing and rate of 
implementation of Project acti~ities. The two most 
serious problems resulting from the shortages are felt 
in i) the co-ordination and guidance of technical 
assistance and ii) the inability of some components to 
follow through with the implementation of plans and 
strategies de~eloped in co-operation with Technical 
Assistance. The situation has been further exacer
bated by staff members attending training courses to 
upgrade their skills" 

"As a result of the abo~e obstacles, much of the co
ordination strategies in the last year have concen
trated on rearranging time schedules, ~rioritizing 
project acti~ities and de~eloping new a~enues for 
accomplishing the Project's goals. Some of the objec
ti~es of the Project ha~e not been realized due to 
these problems .. " (6) 

The issue is not the validity of ·these obser~ations, but 

rat her the lac k 2! co r r e c t i v e act ion ~ c rea t i v ~ red ire c t ~ 0 n • 

Once it wa~ realized (as early as 1979) that original goals could 
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not be achieved on all fronts, priorities should have been es-

tablished (using the consultants where necessary) to help deter-

mine which missions were most realizable and most useful. 

Independent evaluation shou)d be a tool for mid-course cor

rection in projects. The usual procedure of AID is to evaluate 

projects at their mid-point or sooner. The Project was designed 

as a 36-month activity, yet the first independent evaluation was 

not conducted until 31 months after the date of the _project 

agreement and-not submitted in final for~ until July 1981, two 

months before originally scheduled termination. However, since 

MPTEP -was subsequently extended for a fo.urth year, there was an 

opportunity to make changes in light of evaluation findings. 

The evaluation reached the following conclusions, which all 

suggested the need for substantial corrective actions: 

"1& Three of t~e five participating institutions view 
the Project as being an integral part of their usual 
activities; one saw it as parallel activity to its 
basic responsibilities and the fifth considers it 
important but not a priority in its scheme of opera
tions. 

"2. The design of the Project was deficient in our 
opinion. Specifi~ally., the overall goal was overly 
ambitious, the specified outputs named are not logic
ally sufficient to bring about the stated eurpose 
(even granting the mediating assumptions), the purpose 
is not rigorously linked to t;.he- goal. 
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"3. The Manning Chart given in the PP was overly 
ambitious and could not have been implemented, nor was 
it. The l4 person very high-level staff envisaged in 
the project Paper was reduced to II persons with the 
leadership at much lower levels. 

"4. The Project has suffered from frequent staf; 
changes. It is now on its third Coordinator. ' 

"5. To date, 45 of the projected 89 person-months of 
technical assistance have materialized, involving 25 
consultants. 

"6. No systematic Project-wide method of eva 1 uating 
the work of Consultants was used. 

"7. The long-term Technical Ad',isor to the Project, 
though providing needed continuity and administrative 
support, has not yet carried out some significant 
technical activities required by his Scope of Work. 

"8. There have been difficulties encountered'in re
cruiting Technical Assistance Personnel. 

"9. Evaluation of co~rses/workshops have been carried 
out on an ad hoc basis. 

"10. The high-speed pr in ter for the. DOS, acquis i tion 
of which is s~ecified ·in the PP, has not been pro
cured. The reasons for this are con~oluted. 

"ll. The t~o vehicles acquired seem less than totally 
appropr ia:e for the Project's needs .. , 

"12. Fourteen Jamaicans have received professional 
training in the US, as part of the Project. Thirteen 
remain in Government service. The implicit objective 
of strengthening US-Jamaican ties was undoubtedly 
well-served by this project element. 

"l3. The Management Committee has not been active, 
meeting only twice in the first 30 months of the 
Project's life. 

"14. Two of the five scheduled surv~ys have been 
carried out but no data are yet available for analy
sis. Another survey (not originally planned) has been 
done and a first draft report is available. 

"lS. There have beeri 'problems related to the NPA's 
inabiLity to provide some of the resources required by 
a ~articipating institution to carry out its work 
~lan. ' 
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"16. As far as we can determine, no wo=~ has· been 
carried out internally on the training .of ~PA staff in 
manpower forecasting methodologies or in the develop
ment of sector guidelines for client ministries; 

"17. The MYSCO has exceeded its base target in the 
production of modular cur~icula and instructional 
programs. 

"18. In terms of tasks carried out and of enthusiasm 
displayed for the project, the performance of staff 
members for the MYSCO activities was the most impres
sive of tho~e invol~ed in the project. 

"19. There has been no tangible progress toward the 
goal of upgrading current placement activities of the 
Local Employment Service centers. 

"23. To summarize the inputs, the following major 
elements have been furnished: 

- 21 months of service by Resident Technical Advisor @ 
aSS7,133/mo. 

- 26 short-term TA visits @ aSS1~,433/visit 
- 23 Workshop/Seminars @ aSS1,733/event 
- 14 Participant Trainees to the as @ aSSS,S55/person 

"21. With 78% of the project life elapsed and two 
thirds of the funds spent, we rate the achievement of 
the output and purpos~ (as stated in the PP) to be 25-
33% to date."(2) 

This ex-post-facto evaluation confirms interim evaluation 

E'indings 1-15 and 18-19. ~PA staff subsequently completed ma'n-

power pro j ections (E' ind i ng 16). In our in terpreta t ion, ~YSCO had 

not comp leted tra ining curr icu la and instructiona 1 programs as 

ultimately intended, but had only completed prototype modules, so 

t hat its goa 1 s we r e not e xc e e d ed, a 1 tho ugh rea son a b 1 e pro g res s 

'Nas made (Finding 17). The rating of "the achievement of the 

outputs and purpose 1:0 be 25-33% to date" 'lIas necessar i ly arbi

trary, but was, 'if anything, generous in light of final outputs 

adjudged to be to be at approximately this same level (Finding 

21) • 



Based on it's findings, the interim evaluation made the· 

follo~inq ~ecommendations: 

"1. That ••• thE! l'roject term be extendei to 31· March 
1982. 

"2. That the GOJ and crSAID specify immediately the 
level of funding available for the l'roject and the 
cash flow fo~ ~~e period unti 1 31 March 1982. 

"3. That the. commitment of the Political Directorate 
of the GOJ to the l'roject be given by the l'rime Minis
ter, himself •. This commitment can be made manifest 
by: 

(a) having the Ml'S establish a special "window" 
to give immediate consideration to matters related to 
staffing and payments to consultants, and 

(b) ensuring consistency in the priorities of 
participating institutions, as they relate to the 
l'roject. 

"4. That the eTO of the NPA must display increased 
interest and provide greater leadership for the l'roj
ect by: 

(a) meeting individually '.-lith the heads of &,ar
ticipating institutions to identify, and remove, 
bottle-necks to executing activities, and 

(b) strengthening the Nl'A's ability to carry out 
its coordinating functions by obtaining needed support 
staff. 

ItS. That the members of Management Co'mmittee of the 
l'roject begin to carry out their responsibilities 
individually and as a ~ody by: 

(a) keeping abreast of the progress of activities 
for which their institutions are responsible; and 

(b) ensuring that the Project, as whole, is on 
the road to attaining objectives; 

(c) deciding formally: What should hapoen ne:<t 
in the Project? Which of G7's recommendation; are to 
be implemented? Who is to do it? 

~6. That AI? avoid· using the MPTE Project design or 
lmplementatlon approach in other projects. 
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"1. That the NPA takes immediate action to improve 
the performance of the Secretariat in its coordinating 
and administrative activities oy: 

(a) improving the quality of its accounting/ad
ministrative staff; 

(0) implementing an official filin~ syste~ for 
Project documents and keeping it up-to-date; , 

(c) developing, circulating, and requiring the 
use of uniform evaluation form::! to be utilized by all 
participating insti tutions to assess the performance 
of consultants and the value of , workshop/seminars. 

"8. That the resident Technical Advisor (TA) become 
that J::! fact without further del~y, i.e., 

(a) that he cut back his l.ogistic·, administrative 
liaison functions (from 6~% to 3~%). 

(0) that he !12S wait any longer to apply/demon~ 
strate/exercise his manpower projection expertise. 

(c) that he work with one or two well-mot:.ivated 
NPA counterparts to ~roduce a set of manpower projec
tions for various industries and with various input 
assumptions using existing (or even artificial) data. 

(d) that the counterparts become ex~ert in the 
procedures so that they can apply them to the-next 
available survey.data (whether from the Project or 
another source). 

(e) that in a~dition the TA offer a fortnightly 
seminar series (site to rotate among participating 
agencies) to teach svntheses and interoretation of 
numerical data and some simple (i.e. non-computer 
based) projection techniques (e.g., trend lines and 
the 1 i near regI:e~s ion model) us ins. ex is+o:ing Jama ican 
data e.g. from the latest Economic and Social Survev, 
~arge Establishment Employment Surv~ ~ducation Sta
tistics, ~abor corce Survey (See At=lpendix). 

(f) In summary, that the role of the Technical 
Advisor be clarified, that he become more mentor than 
facilitator, more statistical resource than supervisor 
of U.S. experts. 

"9. That USAID assume~ greater responsibility for 
some of the administrative activities being carried 
out be the Technical Advisor in order to facilitate 
i;nt=llementationof Recommendation 8 •. 



"UJ. That the MOE recommences act i vi ties on the Voca
tional Guidance and Counseling section of its respon
sibilites, exploring, along with NPA, the possibility 
of using aSAID funding to hire local consultants, if 
necessary. 

"11. That the DOS finds the 'means of reassigniog on a 
full-time basis, at least one officer to ensure prog
ress on processing of data from Surveys; 

"12. That the High-Speed Printer not be ordered since 
we do not feel that it ,tepresents~e bottle-neck to 
progress on the Su~veys; and 

"13. Tnat since 'little institutionalization of the 
project is evident to date, an effort be mounted to 
establish a permanent National Industrial Training 
Council to carryon 'ad hoc' and "on the ground" what 
the Project sought to do in the abstract and on the 
research level. 

In retrospect, all of these ~ecommendations appear sensible, . -
yet only a few were followed. The project was extended a year, 

but the levei of funding and cash flow was n9t clarified and 

greater political'commi~ment was not made. Although some im-

provements were noted in the coordination of the project by NPA, 

uniform evaluations of workshops and services were not available 

at the time of the follow-up evaluation; nei~her ',o/as the final 

report of the NPA long-term technical advisors or of NPA itself. 

Simple methods of manpower projections were !!..2.! taught and the 

role of the resident technical advisor remained ambiguous. 'The 

DOS never provided (or was provided) the resources needed to 

complete all surveys or analysis of ccllected data. No National 

Industrial Training Council was formed. 

Though its judgments stand the test of t,ime, the interim 

evaluatio'n was clearly deficient in examining the products and 

approaches of MI?TEP.: Whi le its recommendations were correct in 
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their general thrust, they did not provide clear guidance about 

what could be salvaged and how during the extension period. 

There was no attempt on the part of MPTEP or AID to determine the 

appropr ia te correcti ve actions to address the issues ra ised but 

not resolved by the interim evaluation. A 22-page, item-by-item 

rebuttal was pr~pared for and submitted to AID by the MPTEP 

Coo r din a t: i n g Co mm itt e e • T his ide n t i fie d so m e de t ail err 0 r sin. 

the interim evaluation. However, the general tone was defeasive 

to the point of being counterproductive. No problems were ad-

mitted, and no corrective actions were proposed or taken. Most 

significant was the attempt to disavow the original goals and 

purposes of the project: 

"Within the context of the Logical Framework ·(of 
the MPTEP Project Paper), within which this project 
design is developed, a goal is a high order target to 
which the Project Purpose contributes and need not be 
achieved within its lifetime. Since the Manpower 
Project ~s designed to reduce the imbalance between 
labor demand and supply, in the long run, if it were 
successful, it would necessarily contribute to the 
reduction of unemployment due. to frictional and/or 
structural factors. Secondari 1y, it seeks to improve 
the-trai"ning·ca~ability of the government, if it ~iere 
successful, it would contr ibute to increased produc
tivity of the labor force."(3) 

Essentially, then, the Coordinating Committee argued that 

outputs and, in some cases sucn as staff training, inputs were 

themselves proof that goals were ~chieved and purposes realized. 

If MPTEP did not expect to accomplish substantial changes in the 

mix and content of training. programs, in the functioning of the 

JES, in the effectiveness of vocational guidance, in the way 

students were assigned to training, and in the programming deci

sions of independent agencies, and if it did not expect to 
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thereby alleviate frictional and structural problems in the labor 

market and to improve productivity of the labor force in demon

strable ways, it should not have been extended for another year 

or funded in the first place. Process is not product, and ~rod

uct does not prove that a goal or purpo~~ has been accomplished. 

The extension should have been the juncture'for realistic"lly 

setting new goals and purposes within the overall framework, for 

redefining the deliverables, and choosing priorities. The oppor

tunity was missed. 
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PART 3. TECHNICAL REVIEW OF COMPONENTS 

tabor Force Survey 

Since 1968, the Department of Statis~ics has· conducted a 

semiannual tabor Force Survey covering approximately 1 percent of 

the population. DOS summarizes the data in an annual publication 

containing a series of cross-·tabulations. The collected 

data has included information on industry and occupation of 

employment, previous training and work experience and educational 

achievement of the labor force -- information which is critical . 
in projecting labor force supply and demand and in determining 

tra in ing needs. 

The first specified activity of the MPTEP was for DOS "to 

provide household suvey data to the National Planning Agency." 

It was unclear in the background papers whether this meant simply 

providing published reports, transferring to NPA any unpublished 

tabulations, programming and running special tables on request, 

offering a data tape for analysis by NPA, or revising the ques.

tionnaire to collect different information and then analyzing the 

resu 1 ts. All these options had been discussed for severa 1 years 

prior to the project. 

There were several critical factors. The Depart~ent of 

Statistics planned to ,conduct a census of the ?opulation in 198~ 

which would provide naw 'N'e'ights for the household survey. A 

revision of the household survey questionnaire was planned to 

coincide with the use of these new weights in either the 1981 or 

1982 sem iannua l sur veys, since reprogramming was requi red anyway 
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to handle the weighting changes. programming was the key bottle

neck, because the Census information was coded on a new System 

38, which was·better than the old computer of the DOS but was not 

already programmed to produce the usual tables, and did not 

include either data base management or classification programs 

that wbuld have permitted easy manipulation of the data or intro

duction of additional data elements. A census is ~ massive task 

and tends to take precedence over all assignments, so it is 

understandable why DOS was not always an enthusiastic participant 

in MPTEP. 

Moreover, the Department shared little.in the benefits of 

MPTEP. DOS was to ·get several temporary positions to handle the 

field work on the ad hoc surveys of training needs. aut since it 

would have preferred to wait for the census of establishments in 

order to qet a better sample frame for the special surveys, and 

because it wanted to avoid the extra workload until completing 

census-related tasks, the positions were merely for jobs that DOS 

did not want to undertake in the first place. DOS was allocated 

one statistician position for one year, but could not fill this 

temporary assignment and had to settle for a project manager. 

The U.S.· consultants who were assigned. for the formatting, 

programming and analysis of the ~arge ~ployer Survey were hired 

through NPA, and DOS claimed its role was simply to provide a 

clean data tape; however, continuing interaction with the consul

.t:ants proved necessary. The projected "payoff" for DOS was a 

typewriter, three calc~lators, and a high-speed ?rinter for the 

existing computer (valued at U.S.$25,~~0-30,~00). The printer 
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was not vital for the household surveyor other MPTEP work, but 

was justified as "freeing up staff time" which could then be 

reallocated to work on MPTEP assignments. The printer was never 

delivered, apparently because NPA and its technica'l consultant 

considered it unnecessary. Thus, the only "carrot" for extra 

effort by DOS was eliminated. 

As it turned out, the Census was delayed for ~wo years, 

because of political turmoil; hence', implementation of the re

vised tabor Force Questionnaire was postponed until the April 

1983 survey. The revisions in the questionnaire included many of 

the elements desired by NPA and useful in manpower analysis, such 

as more refined measures of involuntary part-time employment, 

educational aitalnment and achievement, and occupation of employ

ment and training. However, it had always been the policy of DOS 

to conduct users surveys before refining instrumen~s, and most· of 

the changes which were made had been under consideration for 

several years before the MPTEP. These revisions cannot be con

sidered a direct or indirect product of the project. ' 

NPA requested and received unpublished tabulations on em

ployment by two-digit industry and occupation (plagued by small 

cell sizes). It requested some other special t3bulations which 

were not completed, because (DOS claims) of the scarcity of 

programming capac i ty. NPA had access to the Centra l Process ing 

Unit which had an SPSS data analysis package permitting rela

tively simple programming in, contrast to the computer at DOS, and 

~PA was prollided some statisticians and !?rogrammers as well as 
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c~nsultants under the MPTEP. The cleaned and formatted data tape 

could have been transferred and analyzed by NPA. DOS claims that 

it was never requested. The fact remains that NPA products using 

the data from the Labor Forclj!,Surv'ey were litt:.~ more, than simple 

manipulat~ons and presentations of information already tabulated 

and published by DOS in its annual publication, The Labour Force. 

The newly introduced questionnaire is an extraordinarily 

rich data source. It should be possible to track the success of 

recent shcool leavers controlling for educational achievement, 

training occupation and certification. While the potential in-

formation may, not be specific about the type of school, infer

ences can be made. For instance, out-of-school trainees could be 

identified by ,restricting attention to 16- to 21-year-olds, re

stricting years of education completed, looking at the type of 

t r a i n i n g and the nth e 0 c cup a't ion. r. ,i k e w i s e, t ., e sup ply sid e 0 f 

the skills equation could be tracked by adding thp. number of new 

entrants to the work force and their credenl:ials, (Le., sub-

tracting out the aging 21-year-old cohort and adding in the 

entering lS-year-old cohort from year to year), or else using 

simple age-specific, absolute increases. The potential. supply, of 

labor can now be much better estimated becauseof the data on the 

occupation of work and training of !ll persons in the labor force 

and the ability to estimate undaremployment by better estimates 

of involuntary part-time employment and underutilization of ex-
, , 

perience or training in current work Essignments. All th~s would 

require creative and very flexible analysis on on the part of DO~ 

or NPA. Since the System 38 which processes the survey does not 
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ha~e flexibility, and since DOS does not ha~e a wealth of ana

lysts or programmers, it is ine~itable that the potential of the 

new data will barely be tapped, i.e., that its presentation will 

be like The Labor Report in a biv.arate cross-tab form~t with ~ery 

limited subclassification. 

Repeating the recommendation of the inte~im e~aluation, 

primary emphasis should be placed on fully using continuing data 

sources rather than mounting ad hoc surveys. Many of the origi

nal planning goals of MPTEP could now be realized by creati~e 

analysis of the data yielded by the new Labor Force Survey ques

tionnaire. Since e~aluators, programmers, and computer systems 

are limited in Jamaica, th~ best course would b~ to pro~ide the 

formatted tape of the last sur~ey to a U.S. uni~ersity familiar 

with processing the U.S. Bureau of Labor Statistics tapes and 

'N i th conducting manpower ana lyses (for instance, the Cen ter for 

Labor Market Studies at Northeastern unive~sity). Once mounted, 

a series of tables could easily be produced which would consti

tute a detailed fact book supplementing the mD~ general survey 

findings. Interpretation could be prolJided and regression 

analyses could be conducted. In other words, both a tabulation 

and ana 1 ys is framework wou ld be estab 1 ished and the numbers and 

completed prototype analysis could be returned to Jamaica for 

review and then publication. 

Once prog~ammed, there is ~ery little cost in mounting each 

additional tape, calculating specified elements, and sending back 

the results. Working within the prototype analytical framework, 

the experts at ~PA could follow the examples and note changes and 



trends. It would be possible to send Jamaicans to the selected 

manpower center for academic training in using their own data 

base. A continuing relationship would provide the flexibility to 

respond to special requests. This approach of having a partner 

institution in the o.s. which provides continuing assistance and 

training has worked well for DOS in its, relationship with the 

u.S. Bureau of Census and could be fruitfully adapted for man

power analyses. But the cost of the ~equired programming, analy

sis and presentation would be roughly $50,000, with $5,000 subse

quently for the processing of each future sur~ey. There would be 

costs for any staff trained at the selected institution. This is 

the type of thing which could have, and should have, been done 

under MPTEP. If funding could be secured, the payoff would be 

even greater now because of the changes in the survey instrument 

design as well as enhanced NPA staff capacity. 

Trai~ing Needs Surveys 

E'our tra ining needs surveys were ini tia lly proposed to de

termine employment and vacancy levels, training activities and 

training needs in the public sector, in large private sector 

establishments including large farms, in smaller farms, and in 

smaller private sector establishments. The public 3nd large 

private sector surveys were consolidated early in the project; 

with the survey and analysis to be completed by January 1979, 

while the survey of smaller establishments was to be completed by 

July 1979, and of .... -,;. agricultural establishments by January 

1980. To provide' on-going data, the Quarterly Survey on Employ-
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ment, Earnings, and Hours in Large Establishments conducted by 

the Department of Statistics was to be modified by adding a one

page training needs survey to be applied in 1979 and presumably 

at least once a year thereafter. 

The aim of these varied surveys was to determine (1) the 

number of employees in detailed occupational categories, (2) 

their previous training and work experience, (3) the number of 

long-term vacancies, (4) the type, duration, and scale of train

ing offered on the job, and (5) the additional training needs 

perceived by employers. To determine occupa.tion of employment, 

the large employer survey used the DOS occupational classifica

tions, which were not defined in any exact way. The agricultural 

survey ~dentified the primary agricultural occupatioris and gave a 

brief job description. In either case, even more detailed infor

mation would have been provided by the plannad decadal census. 

The data bank could have been used for job development, place

ment, and apprenticeship development, but it was never the intent 

of the original survey to create an employer file. The aggregate 

findings themse 1 ves were 0 f 1 imi ted use. For instance, vacancy 

data were gath~red for several years' in the u.S. and then were 

dropped because they were considered too costly to gather and not 

necessarily reflective of real manpower needs, since many vacan

cies were in high turnover jobs in the secondary labor market 

while others were difficult to fill simply because the salaries 

offered were below market conditions. In the Jamaica context, 

M~TEP had several statistician positions which could not be 

filled which could be interpreted as proof of a shortage, but the 
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main reason the jobs could not be filled was 'that government 

salaries were not high enough to attract skilled statisticians 

from the private sector. In Jamaica, many vacancies may also be 

eng in e e red. E' 0 r ins tan c e, fir m s ma y be w ill i n g to ,wa i tun til a 

skilled worker from overseas can be imported rather than taking a 

risk on hiring a locally trained worker. Alternatively, the 

skill requirements may be qualitatively higher than addressed by 

Jamaican training institutions, so that no matter how many are 

turned out from local schools in a given high vacancy occupation, 

the employers will still look elsewhere. Some explanation is 

needed for the exit of so many Jamaicans who have the same s1<:ills 

which are claimed to be in shortage. One of the foremost u.s. 

experts on manpower proje~tions, in a paper presented to the 

M~TEP Seminar on Alternative Manpower ~rojection Methods, stated 

the following: 

~Vacancy data are potentially a useful additional 
measure of the current situation and may offer i.Talu
able information for immediat~ job choice decisions 
that do not involve long periods of training ••• 
Vacancy data, however, are of limited help in 
decisionmaking about the future ••• The difficulty in 
making decisions from vacancy information may be il
lustrated in the experience in the ~eaching profession 
in the United States in the 19~0Is. There were many 
vacancies in this field up to about 1968. Students 
taking their cue for a vocational choice solely from 
this information in 1968 would have come out onto a 
very poo:: labor market in 1972 ••• "(26) 

The utility of the training needs questions is even more 

dubious than of the vacancy 'da tao Any employer ',oIi th sens,e would 

want all employees to have more skills and productivity if this 

could be achieved at no cost to the business and would not re-

quire increased pay. Employers who pay better tend to attr3ct 
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workers with greater skills, as do those who tend to train more, 

and so have fewer requirements for training; hence, there is 

frequently an inverse relationship between training ,provided and 

training needed. But the response of employers may be a com

pletely different than real needs. Some may say no training is 

required because they recognize that more skilled workers ~ 

available, but at a higher wage rate, so that if their workers 

were trained, they would leave for better jobs. Other employers. 

might consider training synonymous with formal apprenticeship and 

not want to be involved in the red tape •. Still others might 

respond negatively because they cannot afford to pay for any 

training. Some occupations -- usually the more skilled ones --

require constaht professional development, so that training needs 

or programs might not reflect shortages of workers. These varied 

problems in interpreting training needs questions are suggested 

by a careful reading of Small-Scale, Non-Farm Enterorises in 

Jamaica, which asked small business ~perat9rs about their train

ing needs. Most were reluctant to answer questions in the first 

place; respondents gave a wide array of answers but few mentioned 

needs like .bookkeeping, even though most kept minimal, if any, 

records. 

Again, probably the best use of training needs surveys is to 

identify employers who say they want to have more training, and 

then to approach them to develop apprenticeship or upgrading 

programs. But the NPA surveys were designed specifically to 

provide manpower planning information, not useful case file data 

on empl-:lyerz. The instruments 'ilGre confidl!ntial and the '.·/hole 
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aim was to estimate aggregate employment and training levels and 

training needs. Yet because of the noted problems in collection 

and interpretation, such data have marginal payoffs. 

Onder MPTEP, however, the'se arguments are moot. The only 

survey completed and analyzed was the Large Establishment Survey. 

This was a disaster. The raw data gathered and prepared on the 

formatted tapes more or less on schedule by DOS, could have been 

turned over to a data analysis company in the O.S. o'r in Jamaica 

and completed in a few weeks. Instead, a series of O.S. consult:ants 

failed on the. task, first with the wrong program for editing 

the data; second, recommending the wrong weighting system; and 

third, laboring far too long over a program which then required 

hand tabulation of the statistics. The editing problem appar

ently occurred because the consultant did not work very hard or 

thoroughly. The weighting error was because n~ source of compre

hensive establishment data existed (with DOS proving its point 

about the need to await the census results by intervening only 

belatedly to "rescue" the survey by providing realistic "Heights). 

The programming. problem was apparently due to the lack of exper

ience of two consultants and the need to learn on the job. An 

,earlier consultant on systems analysis had noted the shortage of 

programmers and analysts, predicting problems ahead and offering 

to carry the formatted data tape back to the states for process

ing and preparation of key tables; his inexpensive proposal 'Has 

not accepted. This 'Has a case where the choice and sequencing of 

consultants, compl,icated by some behind-the-scenes posturing by 
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DOS and NPA, made a relatively simple job complex~ A consultant 

was finally called in to hand tabulate and analyze the data, 

publishing the findings'of the 1979 survey late in 1982. 

The primary purpose of the survey was to use vacancy data 

to identify manpower needs. Yet the survey found a total of only 

l,~4~ vacancies in 13 identified high demand occupations (or one 

for every l,~~~ labor force partipants). Of these, just 354 were 

openings in occupations where vacancies represented more than 5 

percent of employment; i.e., above what might be considered a 

frictional level. The same occupations could generally be iden

tified by examining employment and unemployment data availaole in 

the census. Most of these ,jobs were also highly skilled, requir

Ing longer-term training. Current vacancies are a poor predictor 

of longer-ter~ demand and supply, since vacancies rise and fall 

from Y"lar to year. 

The training needs data which were produced were of ques

tionable use. The survey identified total needs for training of 

only 5,256 workers out of 188,389 employees in the large public 

and private establishments. There were many anom~lies. For 

instance, there were S,15~ primarily sc~oo~ teachers without 

degrees covered by the survey and the UNESCO,and previous AID 

repor ts, as we 11 as the Rura 1 Education l?roj ect, ind ica ted des

perate needs for teacher training. Yet teaching was not even one 

of the top 5~ occupations identified as needing in-service or 

institutional training. In contrast, among tire builders and 

molders, employers felt that almost all workers needed to be 

trained. The central fact, howev~r, is that such data shed 
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little light on training policies affecting the less skilled and 
til. 

underemployed. The primary issue is not the number~professional, 

technic~l, and managerial workers needed or in need of training 

(for which vacancy data are inherently poor predictors of needs 

because of lonq lead time in altering supply); rather, the key 

issue is identifying mid-level skill occupations which can ~bsorb 

or require skilled and semi-skilled workers who can be trained by 

public institutions. The grim reality is that there is a huge 

excess of such workers, as' can a~ready be,judged from unemploy-

ment rates, and the quality of training, rather than aggregate 

numbers trained, will probably determine placement rates 

Because of limited coverage of the survey, '",eighting prob-

lems, and, inherent interpretation issues, no sectora 1 guidel ines 

have been, or could be, made on the basis of these data. No 

training offerings have been changed. It can be ~rgued that the 

data were too late or too limited, but unless they are used for 

administrcttive purposes in following up with job development and 

on-site training, it is questionable whether any use can be made 

of the information. 

Field work was completed on the survey of agricultural 

establishments planned under MPTEP. There were problems both in 

the completeness of the questionnaires and the weights to be used 

in projecting from the sample. It was considered necessary to 

repeat this survey after collection and tabulation of the Census 

of Agr icu 1 ture although given the wide fluctuations in'crop 

production and employment in different types of farms from year 
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to year, weighting is always going to be a serious problem. If 

commodity sales and production are up in a given year, this may 

generate vacancies for more skilled jobs, as well as related 

training needs. The next year if sales and production are down, 

the exact opposite may be indicated for a specific type of farm

ing. This merely illustrates the problems of using needs survey 

data, since agriculture -- particularly market-oriented agricul-

ture for which skills and training needs are affected by supply 

and demand factors rather than simply absorbing the underemployed 

-- is one.of the most widely fluctuating and least predictable 

industries. 

With all these problems with the surveys, the small es-

tablishment effort was not undertaken. Here, the census was 

really necessary because the 1970 base was using "self-employed" 

as an occupational category rather than type of employment, so 

there was no real base (other than the special study Small-Scale 

Non-E'arm ~nterprises in Jamaica) for even guessing at detailed 

occupational and establishment employment distributions without a 

comprehens i 'Ie Census. I t must be noted that vacancy, tra ining, 

and training needs questions are extremely di~ficult to interpret 

when applied to a sector of the economy which. primarily absorbs 

t~e underemployed rather than generating demand. Many or most of 

the self-a~ployed would take regular economy jobs if available 

and have worked in the regular economy at one time. They are 

simply trying to get by until better times. Any training that 

would increase productivity would reduce employment. E'or in-

stance, many are employed producing brooms by hand a['ld selling 
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them on the streets. There is a need to learn how to use rna. 

chines to produce brooms more efficiently, and how to distribute 

brooms wholesale to street-corner vendors already selling other 

products, but that defeats the whole point of the'system to 

find something for the unskilled to occupy thei~ time. It is 

extremely difficult to distinguish between market dril/en small 

businesses and enterprises generate9 to absorb the unemployed. 

The training questionnaire was never added to the Quarterly 

Employment, Earnings and Hours Survey of ~arge Establishments 

because DOS argued that the survey weights were out of date. 

There were some questions whether the supplement would undermine 

response rates on the test; of the questionnaire. The real con

straint, however, was the difficulty of reprogramming the old 

computer to handle this new information. While the failure to 

implement the survey supplement under MPTEP may, then, be justi

fied, the intransi.gence since is not. The Census of Business now 

prol/ides up-to-date weights for the surl/ey." A new computer is 

al/ailable (and, indeed, the supplement co~ld have been coded and 

analyzed se~arated anyway). Whether the supplement ~ould affect 

response rates can only be resolved by trying it out. But one 

~ust assume that a once-a~year application would not ol/erly 

burden emp layers, particu lar 1y if this subst i tu ted for repeti

tions of an ad hoc surl/ey. 

The bottom line is that: the MPTEP did nct achiel/e its objec

til/es in this area. In retrospect, the lack of baseline data for 

',oIeighting samples, the bottleneck in programming and the change

over of computers should hal/e been foreseen. For the ad hoc ~arge 
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Employer Survey, inadequate and mismanaged consultant inputs 

compounded the abo~e problems. There is really no reason except 

DOS intransigence that the sup~lement to the Establishment Survey 

was not tried at least once. 

There are three recommendations concerning the collection of 

data for manpower s>lanniug, which now continues under HEART 

sponsorship. First, ana most critically, it is questionable 

whether anyone has really asked what they would ha~e done with 

the MPTEP data e~en if it were collected and tabulated. Ad

mittedly, the LES-collected occupational information was used in 

manpower projections, but only because the manpower projections 

effort did not await, as it: should ha~e, the gathering of full 

census data on occupations and industries. Admittedly also, the 

LES analysis was necessarily limited by inadequate programming 

which restricted cross-tabulations. But the basic issue is whe-

ther the data which were s>ro~ided re&ll~ infor~ed decisions 

enough to justify collection, e~en for' the large establishment 

sector where such information is likely to be most meaningful. 

New sur~eys were initiated by HEART before the results of the LES 

',0/ ere car e f u 1 1 Y a n a 1 y zed. Y e 1~ sin c e \' a can c y sur ~ e y s h a ~ e bee n 

discontinued, and training needs surveys never mounte~ in the 

u.s. because of debate about their utility, it might be useful to 

stand back and di ss>ass iona r.e 1 y address the fundamen ta 1 ques t ion 

about the utility of the information. It is the ~iew of the 

e~aluators that for informational s>urs>oses alone (rather than for 

the creation of ems>loyer files) such sur~eys do . .)t warraL1t the 

effort, particularly when the resources for programming and 
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analysis are so limited that continuing data sources suc~ as the 

Labor Force Survey and the Census are not exploited or not 

brought up to potential. 

2. Surveys would unquestionably be worthwhile if they focused 

on all market-oriented establishments (say 5-13 or more em---
ployees), farm as well as nonfarm, plus public agencies, in order 

to create an employer file, to be used by VTDI, JES & the Mini,stry of 

Youth in placement, apprenticeship a~ld schoo 1 leaver programs, 

and for NPA work site visits inconjunctio,nwith the validation of 

the Dictionary of Occupational Titles. The file could b~ cen

tralized at NPA or elsewhere, but would be updated any time the 

employer was contacted. Data would also be provided from the 

quarterly survey of large establishments. The aggregate informa-

tion from the periodic surveys 'Nould, of course, also be tabu-

lated, but the major payoff would be the employer file. 

The obvious problem is confidentiality. Employers may re-

fuse to cooperate with surveys, or may change their responses, if 

the information is to be used for follow-up purposes or monitor-

ing (for instance, determining whether employment taxes have been 

paid or adequate numbers of school leavers hired t~ justify 

'Naiver of the training tax). This might not be a problem if 

enforcement of the school leavers tax anq the national insurance 

plan collects informati.on on employment levels and salarl~e~, and 

the survey data are simply added to this other information. 
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3. A problem in all the surveys was the lack of a good es

tablishment and employer countS. The census of establishments and 

of agriculture should permit updating of the national insurance, 

housing' trust, and chamber of commerce records of firms. Even if 

survey information is not gathered for case file purposes, an 

effort should be made by NPA to monitor an up-to-date employer 

file and to assist th~ various administ~ative systems in fleshing 

out their employer lists. A consolidation of establihed files 

would make a great deal of sense, particularly if automated data 

entry (using scanners) were implemented. 

JES Labor. Market Information SYstem 

Administrative records can provide important information 

e Lemen ts for manpower t=' Lanning. E'or instance, emp loyment agency 

records on the types and number of jobs listed, the skills of 

registrants, and placement rates may be used in determining 

supply and demand. Likewise, work permit data on foreigners 

?resumably admitted to fill skills bottlenecks should suggest 

where demand and SL:pply do not match in the domestic labor mar

ket. The potential of such information depends on its quality, 

comprehensi'1eness, and timeliness, as well as the manner in which 

the information is formulated for planners. 

~he Employment Service in the United States has responsi

bilities and resources for gathering labor market information 

sepacate from its administrative record-keeping of job listings, 

registrations, and placements, classified by occupation. Little 

use is made of the administrati~e information because such a 
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small portion of all 0.5. jobs are listed with or filled by the 

Employment Service (despite the fact that all contractors and 

recipients of federal funds must list their vacancies with the 

Employment Service). In Jamaica, the Employment Ser'vice is· elien 

more marginal and the administrative records are of even less 

utility. Assuming that the number of jobs filled each year 

equals average employment (since many temporary jobs are refilled 

several times during the course of the year even though turnover 

is far less in most job1), the Jamaican Employment Service listed 

and fi lled only one in 253 openings in 1982. The jobs 1 isted and 

filled by the JES were predominately at the lower skill levels~ 

Island-wide in 1983, JES listed only 18 v.acancies, for profes

sional, technical and manage~ial workers, and only 585 for 

craftsmen and operatives (compared to 983 vacancies for maids, 

584 for launderers, 1,983 for agriculture and cons:ruction la-
.. 

borers). EssentialLy, JES is a labor market intermediary for 

unskilled workers and low-skill jobs. Even if the scale of 

activities were greater, the information would not be very use-

able in identifying shortages of more skilled workers, since the 

JES does not, and wi', 1 never, serve this end of the labor market. 

The methodology recommended by the u.S. consultant, and 

adopted by JES, :n no way overcomes such innate problems. The 

system records new registrations, new vacancies, and vacancies 

filled, classified by 4-digit Department of Statistics occupa-

tional codes (with registrants identified according to their last 

work experience). Supply and demand balances within these occu

pations are determine1 by analyzing the ratio of new ragistra-
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tions to new listings, and of vacancies filled to new listings. 

This means that if employers with skilled jobs simply do not list 

them with the JES, but the unemployed with skills still register 

off and 0 n, abo ttl e n ec k wi 1 1 be i n d i cat e d; 1 i k ew i s e', i f the m 0 r e 

skilled vacancies are not filled by JES because employers find 

other sources of referra ls more effective. The proposed method 

is really pretty useless without an indication of the duration of 

placement -- since the same job may be listed and refilled dozens 

of times during the year. A stock figure would bp. better -

i.e., average listed vacancies each month compared to average 

active registrants -- but the point is really moot. Any metho

dology simply will not work because the coverage of the data is 

so limited. For exam~le, occupations recommendea as the best 

bets for employment included physical science technicians, teach

ing in primary school for degree holders, public accounting, 

welfare officers, directors and managers, o'ffice supervisors, and 

stock clerks. For these seven occupations, there were a total of 

11 JES reg~strants, 18 vacancies, and seven placements in all of 

Jamaica in.' 198~. In the t.arge Establishment Survey, half of 

vacancies were in professional, technical, educational, mana

gerial, and related occupations compared to only .3 £lercent of 

JES listings in 198~. This,is hardly the basis for manpower 

planning and projections. As another example, the stenographer/ 

typist occupation is identified as a skill shortage position 

because only 32 of 56 listed vacancies nationwide were filled; 

but this may be, because other sources of referral worked better 

in filling the jabs, and nat because of a shortage ot applicants 

since there were 88 new JES registrants identified as having 
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stenographer/typist skills. Only five of the 26 occupations 

determined to have the most favorable employment opportunity 

according the JES data were determined to be bottleneck occupa

tions in the r.ES survey. As the analyst of the r.ES data put it, 

" ••• when both the biases in the occupational distribution of 

vacancies notified and workers registered with the GES are taken 

into account, one may conclude that to assesss labor demand and 

supply conditions, GES data should be used only with great cau

tion."(31) 

If the collection and tabulation of such information were 

cost-free, then it might be worthwhi le to continue the informa

tion system fpr management reasons. ~ut th~ MPTEP-sponsored 

workshop trained JES staff in occupation classification and form 

completion, not in analysis; the data have not been used for 

administrative functions. The 1982 data were dutifully collected 

and hand tabulated, but have never been mimeographed nor re

quested by NPA. Thus, scarce time and energy were expended in 

processing unused information. It is to be noted that the Minis

try of r.abor was projected to receive one labor market analyst, 

one statistician, one labot officer, two statistical officers, 

and one secretary. The labor market ana l.yst and labor officer 

positions were filled by temporary assignments (with the assigned 

officials retaining all prior duties). None of the other posi-

tions"Nere filled. Hence, the capacity to process new data was 

extremely limited. 
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A related actt9ity of th. same consultant was to analyze 

data on work permits issued by the Ministry of ~abor in order to 

identify occupations for which a shortage of skilled Jamaicans 

presumably justified the importation of foreign workers. The 

suggested technique was straightforward. The administratige 

records note the ISCO occupational code and title for each work 

permit, new or renewed, and these were simply tabulated, with 

disaggregatidn by duration of the permit. It is doubtful whether 

this simple tabulation work real~y required an expert consultant. 

Indeed, the expertise applied to this effort by the 0.5. consul-

tant is questionable. The real issue to be addressed should hage 

been how many critical jobs were being filled by foreigners, and 

how many more thls year than last? These questions were not 

answered by the tabulated data. For instance, most of the 132 

new permits issued for less than three months in 1980 would hage 

left the country in less than a year and unless renewed, each 

represented one fourth or less of a person-year of skilled em

ployment. On the other hand, 258 permits for two years or more 

would n~t renew until the termination of the permit and would not 

be counted in either the new or renewal permits the next year 

egen though filling critical jobs in the labor force. What 

should hage been tabulated was the annual agerage eermits in 

force in each occupation, and the ~ increase from ye~r to year 

in these average permits. 

The rsco codes were not cross-walked to the DOS codes used 

to calculate Jamaican employment. This is easily done and should 

have been completed so that the number of foreigners working in 
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each occupation, with the yeac-to-year change in foreign workers 

compared t.o t.he year-t.o-year change· in total employment in each 

occupation. 

There are two straight-forward recommendatio~s about this 

set of· MI?TEP actillites. E'irst, the labor market information 

system . imposed on the JES is not worth its maintenance cost (much 

less the cost of designing and imp.lementing the system) if judged 

by its application in e.stimating .the supply and demand for 

trained workers. It could be of some utility for administratille 

!?urposes in comparing the performance of local offices, but the 

system needs to be streamlined. The occupational categories 

should be significantly compressed to say l~ or 2~ occupational 

groupi~gs (some four-digit, some three-digit, and some two-digit) 

in order to ease recordkeeping and analysis. E'or instance, 

categories might include nurse and health aides; other profes-

sional and technical workers, administrators and managers; cleri-

cal s ; coo k s, wa i t e r s,· and bar ten d e r s; m aid s.; sec uri t y; fa c tor y 

workers; construction workers; and unskilled manual workers. The 

duration of the job should be recorded because this is of criti-

cal i~!?ortance. L.ikewise, acti"ll!. registrants and actille Ilacan-

cies at the end of each month should ~e tabulated (assuming a 

procedure for !?urg ing inacti lies from the fi les) ra ther than new 

registrants and new Ilacancies. 

T his e f for tis 0 n 1 y 'N o.r t h w h i 1 e II the c en t r a 1 J E Sad min i -

stration sets goals for each local office and tries to share 

e~periences between them. It is not clear that this is feasible , 

gillen the geographic dispersion of the local offices and the lack 
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of administrative infrastructure~ There are other higher priori

ties such as simply monitoring and comparing new regis'trations, 

vacancies and placements, and setting goals based on these num

bers. It may b. best to ~dmit the MPTEP-sponsored information 

system was a mistake and to discontinue data collections. 

The work permit data is a potentially vital source of infor

mation fo. manpower planning. It could be, and should be, reana

lyzed by the manpower p~anning staff at NPA. Although a li~tle 

'Nork is required, the needed analysis is not complicated. The 

~ermits in force at the beginning and end of the year by occupa

tion can be calculated, and these figures used for estimating 

al/erage foreign employment and changes in employment. (Monthly 

data could be averaged, but this is more complicated.) The ISCO 

codes can be cross-walked to the DOS codes, and the annual aver

age and year-to-year changes data on work pqrmlts can be compared 

respectively to average employment and change in employment 

'.-lithin the same groupings. The 1982 Census '.-lill yield d'etaile-d 

baseline estimates on employment, but if the labor force survey 

is used to update employment estimates, it may make sense to 

aggregatre occupations to the three-digit or even t"o-digit level 

in analysis •. The aim should be some simple and understandable 

ratios. As a hypothetical example: "There were 10,000 teachers 

employed on average in 1982, of which 145 or 1.5 ?ercent were 

foreigners. Of these 1,000 'taught at the post-secondary level, 

o f '.-I h i c h 7 2 0 r 7 • 2 per c e n t we ref 0 rei g n e r s. The n u 1.1 b e r 0 f 

teachers rose by 500 from'1981 to 1982, while the number of 

foreign teachers declined by 25." As another hypothetical exam-
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ple: "There were 120 civil and mechanical engineers employed in 

Jamaica in 1982, of which 80 or .67 percent were foreigners. The 

number of foreign engineers increased by 2~ from 1981 to 1982, 

compareft to an increase of 2S in total employment. In other 

words, 80 percent of new vacancies were filled by foreigners:' 

Manpower Projections 

The rationale for projecting manpower supply and demand is 

beguiling. As described by one of the foremost u.s. experts and 

a participant in the MPTEP-sponsored seminar on Alternative Man-

power projection Methods: 

"Manpower projection~ become important in a country 
that is trying to dev~lop its economy. If a nation is 
content to let its economy develop slowly and in a 
purely evolutionary fashion, things will change so 
slowly that the future can be guessed pretty well from 
the past; no one will have difficulty in planning his 
decisions, because he has only to assume the continua- 4 

tian of ~ast patterns of economic behavior. 

"But if a country is dedicated to taking control of 
its future, to hastening the pace of economic growth, 
or changing the patterns of its economy -- to develop
ing new industries, to reducing unemploym~nt and un
deremployment, to planning economic growth in such a 
way as to benefit its people -- then it is bound to 
change economic patterns. The past will no longer be 
a sure guide to the.decisionmaking in which govern
men t , i n d u s try and i n rl i v i d u a l s h a' vet 0 eng age. I n -
stead, they have to assess how economic development 
will change the factors on·which their decisions are 
based." 

But the same expert also cautioned that: 

" ••• too many unpredictable factors affect economic 
developments -- new scientific discoveries and techno
logical innovations, nQtural disasters, political 
upheavals in an uncertain world. Even within their 
own field, economists have been shaken by their fail
ures of understanding; the persistence of inflatlon 
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coexisting with high unemployment and the success of 
OPEC in raising oil prices- for the last six years and 
turning the world's economy upside down are notorious 
cases. With this experience, can we have faith in the 
accuracy of projections for use in making manpower 
decisions? .How accurate must they be to be useful? 
The obvious response is that projections ar~ worth 
making if better decisions can be made with than 
wit h 0 u t the m." ( 26) 

The same expert also indicated 'ce'rtain prereq.uisites for 

reasonably accurate projection of demand and supply: 

1. There must be relatively accurate measure of the number and 

~haracteristics of the economically act{ve population and the 

occupations for whi9h they have skills. 

2. There must be a plan ~or those sectors of the economy af-

fected by gO'lernment decisions, as well as data to indicate the 

labor inputs needed to realize planned outputs. 

3. Changes -- particularly in output per worker must be 

accurately estimable in both the planned and unplanned sector of 

the economy. 

4. Accurate projections are needed for production levels and 

production functions in the unplanned sector; in other words, 

both the expected output and the types of workers needed to 

produce' this output must be estimated with some accuracy. 

5. Current and future outputs of skilled workers need to be 

known, including the likely degree of occupational mobility, 

inflows and outflows of workers into the country, as well as the 

flow of graduates from training programs. 
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The purpose of MPTEP was to help ~rovide these needed pieces 

of information and to use the best available projection tech-

niques 50 as to develo~ projections which would facilitate better 

manpower decisions in the future. The basic assumption was that 
, 

the ~rerequisites could be provided so that projections would be 

accurate enough to warrant sector guidelines which would "hasten 

the ~ace of economic growth or change the patterns of the 

economy." 

The MPTEP surveys of ~ublic service employment, .large ~ublic 

and private firms, small businesses and agriculture were intended 

to provide detail on employment levels, vacancies and training 

needs by occupation. Ana~ysis of the DOS Labor Market Survey 

information was to ~rovide the framework for weighting MPTEP 

survey i~formation and developing estimates of vacancies due to 

death and retirement. The' Seminar of Alternative Manpower Pro-

jection Methods was to hel~ decide on the most a~propriate e~ti-

mation and ~rojection techniques, and expert consultants were 

then to help in putting all this information into meaningful 

terms as well as teaching how to repeat the exercise. !n con-

cept, this process all a~peared quite logical and order.ly. Like-

',oIise, the pro j ect ions, as con ta i ned i.n the Manpower ! nfo rma t ion 

Bulletin yielded exact estimates to the three- and four-digit 

occupa tiona 1 le v ~ 1 0 f su~p 1 y and demand. E'or instance, there is 

a projected shortfall of 12 law and juris~rudence workers annu-

all y fro In 19 8 0 to 19 8 7, and 4 1 ann u all yin tel e p h 0 n e and tel e

gra~h o!?erations. This all seems very !?recise and scientific. 

However, careful analysis raises serious questions about the 
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general approach, specific assumptions, intended level of sophis

tication, timing of manpower projection efforts, and, indeed, 

whether the entire effort merely diverted resources which could 

have been used for other more pressing and productiv~ tasks. 

To begin with, there is no question that this entire line of 

activity should have been postponed until the completion of the 

Census. The fact that the Census would be delayed Eroln 1980 to 

1982 was not known at the ~ime of MPTEP approval, and even if 

known, the same recommendation would have pertained. The Census 

(including the establishment as well as population census) pro

vides comprehensive detai~ on employment by occupation and indus

try, as well as education and training of the work force. The 

1970 Census us~d'occupational deEinitions ill-suited for projec

tion purposes, most critically in treating self-employment as an 

occupation rather than type of employment. The new Census used a 

questionnaire which would provide more comprehensive data more 

useable for projections. 

The accuracy of sp'ecial surveys of individuals or establish

ments depends on'the sample weights, and these, in turn, depend 

on the accuracy of baseline cou'nts. Clearly, the 1970 base was 

out of date for the population (the counted population in 1982 

was nearly a tenth below the estimate based on the 197til Census) 

and particularly out of date for establishments (where turnover 

is so rapid). It should haMe been no surprise that weighting 

pro1led to be a serious obstacle in the large employer survey; it 

was an over'oIIhelming impediment to completing the agriculture 

survey;' and it precluded an accurate small employer survey. The 
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Department of Statistics planned to upg~ade its semiannual ~abor 

Force Survey and its ~arge Employer Survey after getting the new 

sample weights, and its planned revisions would have provided 

most of the data needed for the manpower projections. Rather 

than praparing for the use of this information for future man-

power projections, the MPTEP tried, unsuccessfully, to proceed in 

the absence of needed data. 

As an example, the manpower projections for the large estab-

lishment sector ~f the economy were based on detailed industry-

occupation matrices developed from the Large Employer Survey. 

There was much difficulty in weighting the survey results because 

of enormous var iance in the establ ished 1 ists and reported em-

ployment levels for large employers (as well as nonreporting 

prob l ems) • It is not clear that: the industry-occupation matrix 

for this sector was accurate, and hence, that projections based 

on this ~atrix make any sense. But for the small business and 

agricultural sector:3, there was a pallcity of information. The 

industry-occupation matrices used as baselines were essentially 

assumptions from limited information such as the Labor Force 

Survey (which had exceedingly small sample sizes at the t~o-digit 

occupation level, much less detailed industry/occupation cells) 

and from prev ious surveys such as Sma ll-Sca le, Non-Farm Enter-
o 

prises in Jamaica: Initial Survey Results (which, itself, had 

serious weighting problems).· To put it bluntly, detailed occupa-

tion production functions for any given level of national output 

were based on not very good guesses about the detailed structure 

of two-thirds of the Jamaican economy. 
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Employment lev~l projections were based on the NPA projec

tions of output by industry in future years. These output pro

jections, themselves, were based on numerous assurqptions. E'or 

instance, how does one project manufacturing production when 

there had been a steady decline from 1977 to 1980? Do you use, 

the 1980-1982 growth rate, or the 1972-1977 growth rate, or 

simply make up the numbers? Mining and quarrying leveis depend 

largely on bauxi te and aluminum pr ices. Export agr icu 1 cure de

pends on sugar and banana prices. Constructon depends largely on 

the amount of foreign investment, which is almost impossible to 

predict. Services depend on tourism which fluct~ates signifi

cantly based on world economic conditions, foreign currency 

values, and whims of tourists. Output projections by sector 

depend on stability of trends, but the fluctuations have been so 

significant in recent years that proje~tions become almost arbi

trary. ~abor demand projections, at best, can only be as good as 

industry production projections. 

But assuming industry output levels could' be projected 

within a reasonable tolerance, the employment levels depend on 

assumptions about productiv ity. In most major industry group

ings, output per employee had been declining for several years, 

but the rates of decline had varied from industry to industry. 

Those industries where self-employment predominated -- agricul

ture and distribution -- had dramatic declines because self

employm~nt tended to absorb spillover of persons unable to find 

jobs tn the regular economy. The MPTEP projections assumed that 
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production rates in the base year for all industries would remain 

constant, NPA argued that any projection of an uptur~ould have 

beenJarbitrary, since the trend-linewas down, but the equally 

arbitrary assumption of stable productivity meant t~at different 

industries would have to deviate more than others from their 

previous trend lines in order to maintain constancy. 

The basic factor in the Jamaican economy is not only enor-

mous unemployment but enormous underemployment. One estimate of 

underemployment can be gleaned from calculating the differences 

between total production in 1981 and what it would have been if 

real output per employed person had equaled that of lSt73. The 

estimated underemployment for 1981 was 227,330 person-year equivalents, 
or just below the . 
estimated number of unemployed.(31) The supply of workers to 

fill any new openings includes all those with requisite skills, 

i.e., both the unemployed and those working short hours or in 

jobs below their experience and training levels. Any employment 

growth projections must count the underemployed on the supply 

s ide, or must assume that output per worker in each industry ,tli 11 

increase as the underemployed are absorbed, implying less ~mploy-

ment growth or n~t new jobs. 

Any projections rest on government pol icies. In the MPTEP 

projections, it was assumed that the government sector would 

exper ience s low growth, and tha t se 1 f-employmen t wou ld increase 

significantly due to training efforts. The wisdom and realism of 

this assumption must be questioned, since the self-employed ap-

pear to be predominantly those who cannot be absorbed in the 

regular econqmy. Training and loans to improve productivity in 
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this sector would tend to reduce, not increase, employment~ This 

is the experience in every developing country as excess workers 

leave agriculture and as chain stores displace small "mom and 

pop" operations which, in turn, displace individual higglers. To 

project an increasing share of eotal employment in the self

employment sector, assuming constant productivity, is to adopt as 

a policy a stagnant and declining economy, since the GNP or 

income per worker in this sector is lower than in other sectors. 

The supply side estimates developed under MPTEP are based on 

the current output of training institutions. These changed dra

matically during the course of MPTEP as ITCs were closed and 

these new government policies were not reflected in the projec

tions. This simply illustrates that there is as much uncertainty 

on the supply as on the demand side. There is no doubt that 

information on training activities and outputs is worth gathering 

and analyzing, but most of what is collected today was collected 

before MPTEP. Ther.e has been somewhat greater report of occupa

ti~nal detail, but different delivery systems still classify 

training in incompatible ways and it remains difficult to iden

tify skill levels and quality. For instance, how does one com

?are a new secondary school graduate in automechanics with an IrC 

graduate or with a German automotive school or vocational high 

school graduate? What is needed is a common classification 

system which considers skill ,levels as well and which is incor

porated in the employment counts as well p~ the training ~ounts. 
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The real problem, however, is that supply from the schools 

and training institutions does not equate with supply to the 

labor force. Net emigration is the balancing factor. For in

stance, there were some 4,g~g g~aduates of post-vocational train

ing programs for ,professional, technical and managerial workers 

in 1978. According to DOS statistics, 46,77~ Jamaicans :'Ilith 

p'rofessional, technical and manageria~ skills left the country in 

1978, while only 43,464 returned, or' a net loss of 3,3~6, which 

represented more than three-fourths the output of post vocational 

training p~ograms for prnfessional, technical and managerial 

workers during that year.(22) The MI?TEI? projections considered 

(J.S. and Canadian immigration -- i.e., official (but not unoffi

cial) leavers -- ignoring returnees. The net flow statistics are 

what is needed, and the net entry and exit data are better than 

the U.S. and Canadian figures because it is likely that there is 

a good deal of illegal movement (which is the probable explana

tion for most of the 20~,~~3-below-projection Census count in 

1982). ~ikewise, the projections did not anticipate the dramatic 

decline in net emigration which recurred in 1982. The data on 

occupation of leavers and returners was interrupted in 1979, but 

this is critically important, as are the data on levels and net 

changes in foreign workers by occupatio~ group. 

Attrition of existing workers could only be crudely esti

mated without Census data. One U.S. consultant developed esti

mates on retirement and death rates by detailed occupation cate

gories using age data and work patt~rn.:i for broader categories. 

It is doubtful that workers in the skilled jobs in each industry 

77 



will show the same retirement or death patterns as the unskilled 

workers, and the estimates certainly need to be recalculated 

gi~en the changed population base in the 1982 Census (which means, 

the estimated death rates must also be changed). This would 

require comprehensi~e recalculating using the industry output 

matrix and age data. 

~inally, the projection technique had no way of dealing with 

qua l i ty issues. If current and future programs produce trainees 

with more skills, they will displace other workers in their 

occupations. For instance, there may not be an excess of demand 

o~er supply for stenographers/typists, but if new graduates could 

do word processing, could type at 9~ words a minute, and had 

passed ~erbal "0" le~els, it is almost certain that they could be 

placed with relati~e ease and at high salaries. To determine 

which industries to train fo~ depends critically on the relati~e 

quality of training, and the best judge of this is the success of 

recent graduates o~er their first years out of the program. ,To 

make training mix dec.isions, the supply/demand situation is best 

determined by re~ iewing compara ti ~e success ra tes of gradua tes 

(as cou~d be done by institutionalizing a sample follow-up system 

in all vocational. programs), rather than inferring fr~m abstract 

supply and demand projections. 

To summarize, the MPTEP projections of employment used crude 

guesses a~ou~ industry output le~els, extremely limited data 

about industry-occupation detail in the base period, questionable 

projections of out9ut per worker, tenuous estimates about retire-
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ment and death rates with~n detailed' occupations and industries, 

inflated estimates of the total labor force, and an extremely 

questionable policy goal of expanding self-employment without 

increas tng producti V' i ty. To estimate ski 11 shortages, a 1 ready 

outdated information on the output of education and training 

insti tutions were projected wi thout cons ideration of the poten

tial input of already skilled and experienced unemployed or 

underemployed, and without due consideration to net immigration 

and emigration by skill leV'el. The whole effort would haV'e been 

better delayed until the completion of the Census and the update 

of the quarter:ly I:.arge Establishment SurV'ey. I:.ikewise, the ef

Eort should not haV'e been planned and budgeted until all methodo

logical alternatiV'es had: been carefully considered~ For in

stance, if the decision had been to await Census and I:.abor Force 

SurV'ey information, and if, after assessment of alternatiV'es, a 

decision had been made to use a si.mpler methodology w'ith less 

occupational detail, then the inputs required for the ~roject 

would haV'e been entirely different and drastically reduced. 

There are three recommendations for continued manpower pro

jection efforts: 

1. ~hateV'er the wisdom of MPTEP approaches, continuing projec-, 

tions should use the Census data base to update the semiannual 

I:.abor Force SurV'ey in simple and understandable ways. Within 

each occupa t ion for wh i,ch there are large enough samp 1e sizes to 

make predictions, the following data should be collated or pre

sented in chart form: 
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- Annual employment. 

~ Change in annual employment over previous year. 

- Percent change in annual employment over pre.vi·ous year. 

- Average annual change in employment over last five years. 

Average percent change in average annual employment over 

previous five years. 

- Number unemployed workers with occupational background. 

- Number workers with the background employed part-time 

involuntarily or in other occupations. 

- Unemplo¥ment rate for the occupation. 

- Underemployment rate for the occupation. 

- Unemvloyment rate for the occupation divided by average 

unemployment rate~ 

- Underemployment rate for the occupation divided by average 

underemployment rate. 

- Yea~-to-year 'change in unemployment rate for the occupa

tion. 

- Year-to-year change in the underemployment rate for the 

occupation. 
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- Year-to-year change in unemployment rate for occupation 

divided by year-to-year change for overall unemployment. 

rate. 

- Year-to-year change in underemployment rate for occupation 

divided by year-to-year change for overall underemployment 

rate. 

- Annual training graduates in occupation. 

- Year-to-year change in number of training graduates. 

Annual training graduates in occupation divided by average 

for previous five years. 

- Annua 1 .average foreign employment in occupation. 

- Year-to-year change in average annual foreign employment 

in occupation. 

- Foreign workers as percent to~~ 1 emp..loym~.!'lt •. 

- Net immigrants with this educational background. 

- Year-to-year change in net immigrant with this occupa

tiona 1 background. 

- Five-year average annual net immigrants with this occupa

tiona 1 background. 

Disaggregation of some of these numbers might also be possi

ble by age (I.e., recent school leavers) and by degree of educa

tion and training. 
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This range of numbers can be calculated from the semiannual 

I:.abor Force Survey and from other sources. only for broad occupa

tional categories. The estimates to a finer range can be derived 

by using Census detail for industry/occupation/type of employment 

cells, multiplying by the aggregate measured changes for these 

cells as estimated from the I:.abor Force Survey. Exposition of 

trends or developments that might influence employment in the 

coming years -- such as a plant closing or opening -- could 

supplement these statistical indicators. 

8ased on these parameters, an occupation could ~e rated into 

categ-ories (for instance, excellent I?rospects, good prospects, 
. , 

intermedia te prosp~ct.s, or .poor prospects) according to its most 

likely supply' and demand matchup in the years ahead. This would 

be,a judgment call based on all the factors rather than based on 

a rigid modei where the individual factors are hidden. in the 

model. The same data would be usefl:lll!.y provided each year to 

guidance counselors and to all vocational counselors. 

2. If more detailed projections were considered desirable, an 
. , 

~ndustry/occupation/skills-education matrix could be derived from 

the i982 Census at the industry l~vel from which NPA annually 

makes its output I?rojections. There would simply be an update 

each year. The projected annual employment growth levels could 

then be compared to current actual growth figures estimated from 

the I:.abor Force Survey industry/occupation/type-of-employment 

cells using more refined Census data in order to determine ac-

curaqy of the projections. Census data could also be reworked to 
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develop retirement and death estimates for each industry/occupa

tion/skills-education cell. These figures on net projected em

ployment growth could then be added to the other calculated 

indicators in order to make judgments about the desirability of 

further training for the occupation. It is doubtful, however, 

~hether this appro~ch will add substantially to the more pedes-

trian method r~commended above. It is also recommended that all 

the analyses be "farmed out" to a u.s. institution, with the 

deliV'erables being not only five-year projections, but the 

parameter framework to later update projections. 

3. The Labor Force Survey has added questions on occupation of 

training, educational .attaipment and achievement, which can help 

in tracking new entrants into the labor force. While the sample 

sizes will not permit an enormous degree of disaggregation by 

occupation and age, it is worthwhile formatting a series of 

tab les wh ich track recent schoo 1/ training lea vers as estimated 

from already collected data elements. This will help to compare 

training occupations (although an option, as discussed elsewhe~e, 

is to follow-up a sample of all school/training graduates as part 

of a management information system). The model· for this type of 

analysis is contained in the Bureau of Labor Statistics' public~-

tion, Employment 'of Graduates and Dropouts. (The questionnaire 

in use in Jamaica is even more informative than the one used in 

the U.S.) The suggested approach is to use a u.S. uniV'erstty to 

handle these tabulations. 
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Jamaican Dictionary 21 Occupational Titles (JDOT) 

A precondition for effective manpower planning, occupational 

information collection and analysis, recordkeeping and reporting 

for 'training efforts, as well as for guidance, curricula develop-

ment, and performance assessment, is the existence of an accepted 

set of occupat~onal classifications and definitions, along with 

the needed background ~nformation. Their importance to the MPTEP 

activities were correctly identifiad by the 0.5. consultant to 

NPA on occupational classification: 

"Curriculum Development. (JDOT) would provide a list 
of the duties a worker must perform successfully. If 
the descriptions could be organized by tasks, and 
activities listed under each, more detail would be 
a vai lable for prepara~ng training performance objec
tives ••• 

"Candidate S~lection Comoonent. The JDOT could be 
used to assist in selectIng candidates for various 
vocational/technical education programs by comparing 
~~e duties listed in the occupations clustered into 
each vocational/technical curricula group with similar 
tasks in a candidate's school experience, his/her 
leisure-time activities, expressions of interest in 
certain work activity, etc'. If the data collection 
methodology could have been broadened to include addi
t ion a 1 d a t a, the J DOT co u l d h a ve can t rib ute d. m 0 ret 0 

this component. E'or example, adding trained job ana
lys~ estimates of general educational development 
level, specific job training time, aptitude levels, 
interest patterns, temperament patterns, physica·l 
demands, and environmental conditions for each occupa
tion would allow far more sophisticated selection of 
candidates based not only on similar experience, but 
a l so persona l capac i ties and character istics ••• 

"Proficiency skills testing. The buildirig of profi
ciency skills tests begins with an analysis of the 
occupation for which candidates wi 11 be tested. The 
occupational definitio'ns in the JOOT as well as job 
descr iptions from indi v idua 1 establ ish'men ts tha tare 
in the data base could provide the basis for a draft 
of the job analysis needed for test-building. The 
test-builders would therefore save some of their 
analysis time ••• 
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"Vocational guidance and j09 counselling. Much voca
tional guidance matenals 1n the USA. is coded to the 
U.S. DOT. This enables users of the vocational guid
ance materials to relate it, by the code, to other 
kinds of material with the same occupational code. 
The JDOT, like the u.S. DOT, will provide a standard 
classification scheme based on relatedness of occupa
tions, which developers and users of vocational guid
ance matecials can use to organize the materials for 
filing in an occupational library in a school or a 
government employment service office, and for career 
exploration ••• 

"Tracer !.!!.9. i2l~ow-ug studies. The studies should 
provide data on whether the client is working in the 
occupation or occupational areas in which she/he was 
trained. They can also provide data on occupational 
mobility. Both of these purposes will require an 
occupational classification scheme and occupational 
defini tions which the JDOT can prov ide ••• 

"Government emoloyment ser~lice. The JDOT, through its 
classification of celated occupations, can suggest the 
'other occupations the ·appl icant may be able to do as 
well as the one for 'which he '""as 'coded at registra
ti,on. That will broaden the applicant's employment 
possibilities and increase the likelihood that a job 
will be found that will satisfy the applicant's need 
and in which (s)he will be placed. When all job 
orders and applicant cards are coded to the standard 
JDOT scheme, it will be possible to tabulate the 
n u m b e r 0 for d e r san d. 0 pen i n g s, t· ran sit ion s, 0 pen i n g s 
unfilled and openings unfilled 3~ days or more, for. 
each month of the fiscal year, by four-digit occupa
tional code ••• 

"Labor market information. The databank can provide 
definitions of occupations and groupings which can 
form at least the structure of the occupational data 
in the LMI system. Present surveys either ask for 
information ~bout occupations with no occupational 
titles or definitions provided, as in the Large Estab
lishment Survey, or with titles of the most ~ommon 
occupations, with limited descriptions, as in the 
Agricultural Survey. No occupation. codes are pro
vided, either. With their growing knowledge of occu
pation classificaitons, they could be asked to code 
the responses to the JDQT coding.' This would gradu
ally control the coding, since one, trained group 
'""ou ld do them." (34) 
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Added to this list, the use of the same set of definitions 

in the Census and in the coding of the I:.abor Force Survey could 

enormously enhance statistical information about jobs and workers 

in each occupation, as well as of labor market trends in each 

occupation. 

Given all these applications in MPTEP, it would be logical 

to have completed at least the first part of this work (agreement 

on classifications and working definitions) prior !2. any of the 

other efforts under MPTEP. Yet the preparation of the JDOT was 

an afterthought, initiated only when MPTEP was extended for an 

extra year. While some work had been done by a staff person at 

NI?A, the U.S. consultant did not arrive until the spring of 1982, 

and by the end of the grant period the only completed and distri

buted work was a set of preliminary definitions of dccupational 

titles in professional, technical, administrative, ~xecutive and 

managerial occupations -- i.e., covering less than a tenth of 

employment iq the economy_ Some other proposed definitions had 

been developed but the response of establishments to validation 

requests was not good, so that a long delay can be expected 

before completing coverage of a substantial part of the labor 

market. Site visits had not been undertaken on any significant 

scale to go beyond the definitions pieced together from the 

Bermuda Dictionary' of Occupational Titles, the U.S. DOT, the 

International Standard Classification of Occupations, the Depart

ment of Statistics system and work in task analysis by VTDI. The 

work on MI?~EI? did not benefit from any of this effort because it 

came too late. E'or instance, DOT refined its occupational classi-
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fication for the 1982 Census, which it also uses in revised I:.abor 

Force Surveys. Guidance materials were developed using O.S. edu

cational classification schemes and the site visits gathering 

information for these materials did not use a standard record 

form that could feed informition into the JDOT. VTD!'s work 

utilized the international education classification, it did not 

adopt a standard record form in its significant task analysis 

efforts. The JES work on vacancies and experien?e used the DOS 

system for occupational classification ~n administrative records, 

while the analysis of work permits used the international classi

fication system. 

There can be no quar~el with the hard work done by the 

limited numbers of staff (primarily one person) at NPA, or with 

the very practical advice given by the U.S. consu~tant. The only 

shortcoming, noted by the consultant in his report, was that the 

coordinating committee established under NPA to link the efforts 

of different occupational classfication users was not very effec

tive. The real constraint, however, was that the task of agree

ing upon classifications, drafting definitions, and then fine

tuning tHese through consultation with employers is a multi-year 

effort involving several s~aff. The job of refining these defi

nitions through worksite visits, adding information on employment 

trends, work conditions, specific training and the like is a 

long-term effort, projected by the U.S. consultant to require a 

ten-person staff several years to complete the work on just the 

pr io r i ty occupa t ions. 
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In the O.S., there are several different occupational clas

sification schemes evolved to meet different needs -- primarily 

the DOT, the SOC, the military occupational system and the educa

tional classification system. They basically use. the same build

ing blocks, but arrange them in different ways, with .cross

classification matrices to sort out the relationships between 

occupations in one system and those in another. It is a very 

confusing system, and it would be worthwhile. if some of the 

confusi~~ could be avoid~d in Jamai~a. There is no reason why 

the DOS and JDOT classification schemes should be different in 

any way. Since the DOS has revised its system used in the 1982 

Census and subsequently in the Labor Force Survey, and since this 

is very similar to JDOT, the differences should be resolved prior 

to the tabulation of the Census, i.e., the cross-walk should be 

handled in the program, compositing occupations where appropri

ate, in order that two different forms do not appear. Likewise, 

the needs of education can be accommodated by using classifica

tions for training, such as those recommended by the consultant, 

'",hich represent clear groupings of the JDOT,and these groupings 

can also be tabulated from Census data. 

Assuming forced agreement between the DOS and JDOT classifi

cations, the DOS should publish the complete array of occupa

tion/industry/type of employment/worker training, education ·and 

age breakdowns which are possible from the 1982 Census for each 

JDOT classification. The ~ealth of data is enormous and if 

analyzed in the correct way, it could enormously add to t:1e 

further refinement of the JDOT. For instance, it should be 
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possible to tell the training and educational distribution of 

welders, their work experience, industry of empl~yment, age, 

earnings, and much more. A report such as this could be a useful 

supplement to the JDOT and could be used for guidance purposes as 

well as for focusing site visits for further refinement of JDOT 

in the future. In order to avoid delay, it might make sense to 

have this report prepared in the U.S., perhaps by the U.S. Bureau 

of Census or one of its contractors, with a formatted tape pro

v ided by DOS (after di lIergences in occupa tiona 1 c lass if ica tion 

ha ve been reso 1 ved) • 

The consu 1 tant recommended a standard record for work si te 

. lIisits gather information on worker traits, work conditions, and 

the like. T~is makes a g~eat deal of sense. VTDI regularly 

conducts worksite visits in its proficiency standards· work. The 

guidance specialists in the Ministry of Education did much the 

same thing in preparing the three oc~upational guides. If NPA 

has any coordinating authori~y, it should try to see that core 

information is gathered and maintained. But this should not be a 

one-way street. As VTDI mOlles to define and measure skill levels 

in major occupations using task analysis (such as lellel 1-4 

automecbanics or carpeLlters), occupational definit~ons should be 

made consistent so that each task/skill set is recognized as a 

separate grouping. 
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Training 

In order to "both expand and make more re.levant the range of 

occupational skill training opportunities available to unemployed 

persons, to employed persons who want or need to upgrade their 

skills, and to persons interested in becoming self-employed," 

MPTEP- was to provide technical assistance to VTOI "for carrying 

out occupational skills studies and job analy~es and in develop

ing competency-based instructional materials. ; •• It'is antici-

oated over the life of the project the vocational instructors or .. . 

the occupational studies/curriculum development teams will have 

developed and begin to apply in their respective ITCs competency-

based instructional materials for a minimum of fIve occupational 

skills areas." Two "modular curricula and instructional pro-

~rams" were to be developed in 1979 and three in 1983, with the 

means of verification being "completed training curricula." The 

ITC staff were to be "trained in and beginning to apply new 

curr icu La in sk ill s tra in ing." The capab i 1 i ty was to be estab

lished within VTDI "to develop modular curricula for additional 

occupational skill areas." 

Task analysis is a technique for subdividing an occupation 

into component tasks, which can then be addressed in specific 

instructional modules with mastery of each module or task judged 

by questions on a proficiency test. An "occupational skill area" 

is usually defined as a c~mposite of tasks, and a curricula 

addressing an occupational skill area would then consist of a 

series of modules addressing each subsumed task. Automechanics, 

for instance, would consist of tasks such as radiator repair, 
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engine tune-up, wheel alignment, brake repair, and the like. 

There is, presumably, a distinction between a "modular curricula" 

and the "curriculum modules" withii'l this curricula, or between an 

"occupation skills area" and specific tasks within the area. It 

makes no sense to implement individual modules into an existing 

training program. Until a curricul~ consisting of all necessary 

,modules is completed and substituted for the existing curricula, 

the quality and relevance of 'vocational training cannot be im-

proved. 

Thus, a reasonable interpretation of the MPTEP 9roject Paper 

is that five training curricula wer.e to be completed and imple-

me.lted, with the necessary training of staff. This was not the 

interpretation of the MPTEP principals at VTOI or elsewhere, or 

of the interim evaluation of the project. For instance, the 

1979-1980 MPTEP Progre~ Ragort stated the following: 

"The primar~ object of this component is to initiate 
training in techniques of non-formal curriculum de
velopment leading to the establishment of a non-formal 
curriculum development unit within the Ministry of~ 
Youth and Community Development. Its secondary objec
tive is to produce Curriculum Modules in specified 
occupations complete with training packages suitable 
for use in Voca tiona 1 Ski 11 Tra in ing programs." (6) 

Given this :nore limited interpretation of objectives, the 

MPTEP internal and the independent interim external elJ'alua'tions 

considered outputs achieved (indeed, exceeded) for this particu-

lar. activity. 

91 



There is no doubt that a lot of· good work was done. ~ine 

instructional modules in six vocational areas were comple~ed 

within the life of the project (one in secretarial, one in cook

ing, two in automechanics, two in welding, one in a'ssembly, and 

two in dressma~ing). Since the expiration of the project, several 

of these modules were tried out under the Rural Education proj

ect; and several modules were completed in carpentry (constitut

ing an occupational skills curricula), while a few were completed 

in electrical installation. These achievements were realized even 

tho ugh no ext r a s t a f f we rep r 0 v ide d to VTI? lor the I TC s, des pit e 

the ini tia l projections (as documented by VTOI) for three extra 

cur ric u las p e cia lis t s, 0 n e pro j e c t man age r, two s t: e n 0 g rap her f; , 

and one draftsman. AID was to purchase (also according to VT'tJI 

documentation) stencil reproduction and xerox machines, neither 

of which were provided (which VTOI claims is one reason the 

completed modules -- such as in the carpentry area where there is· 

dn almost complete curricula -- have not been widely distributed). 

The consultants on curricula development and proficiency 

performance testing were considered excellent by VTOI, and the 

completed work demonstrated VTDI's resulting capacity to conduct 

task analyses within occupations, adapting u.S. task descriptions 

to Jamaican conditions, and then "modulariz'ing'" material already 

used in 3amaica plus rewriting some in order to prepare instruc

tional modules. 

If U.S. task descriptions are generally acceptable, it is 

likely that u.S. instructional curricula and component modules 

designed around those tasks could also be adapted. There are 
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scores of modularized curricula in the u.s. addressed ~o each of 

the occupational skill areas of concern to Jamaica. Almost all 

of these curricula include proficiency measures at the end of 

each task-oriented module, and may also include written tests. 

Most also divide into skill levels, with proficiency tests and 

sometimes written tests after a series of modules are completed. 

There is no question that, given the skill and commitment 

demonstrated at VTOI, five complete curricula for occupations 

skill areas (including several different levels of skills in each 

area such as automechanics 1, 2, and 3) could have been completed 

during the period of MPTEP if the best of already dev~loped u.s. 

modular curricula had been available at the outset to VTDI. 

The proficiency Perf,ormance testing effort was closely in

terrela~ed with curricula development, because performance tests 

u sua 1 1 Y :n e "! sur e w hat i s tau g h tin a c u l~ ric u 1 a • The rei s nod 0 u b t 

that the advice on task analysis and work sample testing was 

excellent and well-received, and that the actual tests applied to 

measure proficiency have been revised in several ~reas, although 

the closing of most ITes has certainly reduced the possibility 

for widespread application. One of the consultants' recommenda

tions for the creation of a test item data bank for improveme'nt 

of written components of the skills tests was heroic, since it 

would take at least five years to build such a data bank and a 

great deal of effort to analyze question responses. VTOI has not 

advanced at a 11 in the creation of such a data bank. 
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Again, the best course is to adopt modularized curricula 

that already have work sample ,and w1:itten tests. Task analysis 

can indicate the order of modules and the elements which need 

supplementation or adaptation. But there is no reason to start 

the development from scratch. 

It also should be recognized that unless continued work is 

funded to develop more comprehensive and accepted standards, the 

effort may be wasted., "Half a loaf" in this case is not better 

than none, because a competency system needs to be relatively 

comprehensive before it can be accepted by employers and institu

tionalized. As the consultant stated in his final report: 

" • • • I fad d i t ion a 1 'r e sou r c e s 1,11 0 u 1 d not b e mad e 
availabl~ for implementing and institutionalizing the 
Occupational Proficiency Performance Standards fqr 
Skill Certification, the efforts and resources already 
expended on thi~ project will bear very little return 

" . . . . 
The training component of HPTEP had two other elements: (1) 

providing technical a~~istance to improve on-the-job training and 

apprenticeship techniques including ptapara?;ion of a ,1lanual and 

prototyping of a workshop for inst'ructing in-I? lant" training and 

apprenticeship officers; and (2) pr'oviding technical assistance 

in developing a curricula Eot training the self-employed in 

Industrial Production Centers, with staff training and implemen-

tation in at least 3 ITCs. 

An OJT manual was prepared and a workshop held for in-plant 

personnel. The consultant reported that the workshop attendance 

was interrupted, and the Ministry of Youth noted that the consul-
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tant was less than dynamic in his presentation. The manual and 

the agenda for the workshop presented extremely basic information 

on the "four-step methods" for training and for dealing with 

people in work settings and the technique of a job.instruction 

timetable for regularizing on~the-job training. Jamaican person-

nel were already familiar with these approacheso While one 

addi tiona 1 seminar was he ld for in-pl ant tra i ners, it is cer tain 

that this could have been mounted without the manual prepared by 

the 0.5. "expert." More valuable were the 0.5. site visits by 

Jamaicans to states with effective apprenticeship systems. The 

level of apprenticeship has increased slightly from 379 to.469 

since the MPTEP project, but apprenticeship procedures ha ve not 
. 

been cha~ged and the MPTEP c~nnot claim anyof the credit. 

The 0.5. consultant on self-employment surveyed Jamaican 

institutions concerned with self-employment, and provided some 

gratuitous comments about how Jamaicans should search out ma-

terials on self-employment; but he did not, by any stretch of the 

imagination, identify content areas for the self-employment cur

riculum to be used at the Industrial Production Centers, identify 

currently available materials relating to self-employment, nor 

develop a guide for teaching self-employment ~oncepts. He prem

ised to send some 0.5. ·curricula materials subsequently, but 

never did. Clearly, this activity was a failure. Small business 

instructional materials abound, in Jamaica as well as the 0.5., 

and the aim of this acti.vity was to select from these and forge 

them into a curricula. This was not done, and the failure is not 

excused by the delay in the opening of the Industrial Production 
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Centers, since the curriculum should have been developed before 

these opened. It appe~rs that no progress has been made on this 

task subsequently to MPTEP. 

Vocational Guidance 

The goal of ·the vocational guidance materials component of 

the MPTEP was (1) to prepare short occupation guides providing 

realistic information to "in-school and out-of-school youth on the 

work conditions, training needs, and the nature of work in twelve 

broad c4cupa tiona 1 are~ (2) to deve 1 op a manua 1 and pro v ide" in

service training on guidance concepts including the use of the 

prepared guides, and (3) to develop Ministry of Education capa

city to update and augment these manuals. 

There are literally hundreds of such guides available in the 

0.5., published commercially"as well as in the public domain. 

The 0.5. consultant brought down samples available through the 

Department of Labor. These were reviewed and were considered to 

need substantial modification to reflect Jamaican conditions. 

Two Jamaican researchers were hired to undertake these modifica

tions under the oversight of the Ministry of Education project 

coordinato~ and with some limited help from the consultant. 

Three guides wer~ completed. These were considered by local 

reviewers to be quite good. Two guides were printed and one 

thousand copies of each distributed. At the end of the project, 

the Ministry of Education requested fllnding for printing ten 

thousand copies of each -- the numbers which it Eelt were re-
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quired to meet the needs of primary, secondary, tertiary and out-

of-schoo 1 ins ti tutions. The Ministry also raquested resources 

for completion of the remaining orginally projected manuals. 

The guide reviewed, Occupations in Mechanics and Repair ing, 

was relevant and· informative, although of uneven quality. As an 

example, of the several segments) the automobile repair career 

vignette did th~ best job of explaining, in simple language, 

emp loyment condi tions and progress ions·, wage leve ls, career entry 

procedures .and r.equirements, working conditions, and the appro-. . 

priate aptitudes and interests. Other vignettes included some 

but not al~ of the information. Neither this nor the other 

guides included the detailed inventory of training courses, 

training insti~utions and enrollments in each occupational area, 

which should have been available as a result of MPTEP surveys of 

training institutions. Only general information was ~rovided~ 

It is rather pointless, and perhaps even counterproductive, 

to publish and distribute just a subset of guides, since their 

aim is to help in-school and out-of-school youth decide between 

career options. Exposure to .only two career areas could conceiv-

ably convince some to pursue one of these simply because of the 

lack of information on other choices. It is a shame that the 

projected array of guides were not completed, since those pro-

duced appear to be one of the most tangible and useful products 

of the MI?TEP. 
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The purpos~ of the guidance manual prepared by the U.S. 

consultant was to explain to guidance personnel in the secondary 

schools of Jamaica how to use the twelve occupational guides to 

be produced as part of the Manpower Planning, Training and Em

ployment project, as well as to intro6uce guidance concepts and 
~,""D ' 

procedures. Since on ly - ,-' occupational guides were pub l ished, 

with rimited distribution, and since the schools have limited and 

overburdened guidance personnel, the manual is of little use. 

Whatever relevance it might have had was reduced ~y its 

complete lack of reference to Jamaican institutions and condi-

tions, its extremely high reading level, and its use of concepts, 

terminology an~ procedures w,hich had little relevance to Jamaica. 

It is a rare secondary school in the United States or any other 

developed country that meets the guidelines of the manual by 

providing a full-time vocational counselor, a guidance plan for 

the school, a steering committee consisting of.a resour<;e board, 

methods specialist and school/community/private sector leader, a 

needs assessment task force and an articulated evaluation plan. 

Yet the consultant simply transported this "ideal" of guidance 

specia 1 ists in the United States with no a,ttemp~ to· determine 

what could be done in the Jamaican environment. Valuable re-

sources were wasted in typesetting and publishing this manual 

which could have been better applied in completing and publishing 

the more useful, relevant occupational guides. Gikewise, train-

ing sessions using the manual and only a subs~t of the planned 

guides were relatively pointless. They should have been under-

taken at the very end of the project, providing the el<posure of 
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line personnel to the types of information such as job projec

tions and the new Dictionary of Occupational Titles, generated by 

the MPTEP. In other words, there should have been an effort to 

put this information in the hands of staff "in the trenches" 

rathe~ than focusing on agency heads and policymakers. 

Near the completion of the project, three representatives 

from the Ministry of Education spent three weeks in the 0.5. 

being trained in the GATB and at~ending the American Personnel 

Guidance Association meetings where they were exposed (albeit 

rather hurriedly) to a vast array of assessment and occupational 

guidance materials. Although many of the materials were con

sidered of possible adaptal::!ility to Jamaica, it was too late in 

the project to followup on any any of these leads. 

In summary, the appropriate sequence of activities was com·

pletely inverted. Comple~ion of the Dictionary of Occupational 

Titles, and exposure of key Jamaican staff to the complete range 

of existing vocational materials, should have been first tasks. 

The Training Manual should not have been prepared until after the 

comp let ion of the array of occupationa 1 guides. 5 taff tra in ing 

should have been at the end of the project after the rest of this 

component, and other efforts of the MPTEP, were completed. 

There are six rat.her specific recommendations for follow

through in the MPTEP activity area: 

1. Of all the outputs of the Manpower Planning, Training and 

E:nployment project, the t'No occupational guides'Nere among the 

most relevant and applicable, but: their usefulness depended on 
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the r..vailability of a full range that would provide choices to 

students, on the distribution of the guides to all potential user 

institutions, and on the periodic updating of these reports. If 

at all pos&ible, the remaining ten manuals should be finishe~ as 

rapidly as possible. The same procedure should be utilized, 

i.e., using Jamaican experts to provide the locally relevant 

anecdotes and· information fo llowing the format of the first 

guides. 

2. It is further recommended that the summary tables in the 

back of the guide focus on information which is largely unchang

ing from· year to y~ar, and that a space be left for an insert 

which can be updated periodically describing training and employ

ment opportuniies and requirements which tend to change from year 

to y,ear. The preparation and dist~ibution of these one- or two

~age inserts would be a continuing function of the Ministry of 

Education, based on updates provided by NPA. Users could be 

brought together once a year or so to discuss the changes and 

what they mean. 

3.· A Career 1?lanning Guide is needed in booklet form which a 

student could use to explore his or her aptitudes, interests and 

experiences in a step-by-step fashion to help choose between 

broad career areas such as those covered by the t~elve guides. 

Thera are several prototypes which will be provided to the Minis

try of Education that could be adapted by Jamaican consultants in 

the same way as the first two guides were develo~ed. This career 

planning booklet would be written to be used along with the 



twel'le guides. r.ike the prototypes, it would be designed so it 

could be used in settings where there were no trained guidance 

counselors. 

4. A Job Seeking Guide is needed in booklet form which tells a 

student where and how to apply for employment. Again, se'l~ral 

prototypes will be prp'Iided which may be somewhat useful in 

discussing top ics such as appearance, inter'l iew techn iques, .and 

other general job-seeking skills, but Jamaican information will . . 

ha'le to be substituted completely concerning where jobs may be 

found. More detailed information might be pro'l ided for each of 

the twel'le occupational areas. There should be an 'insert section 

which permits updating of facts e~ery year qr two. 

5. If +-he Jamaican Dictionary of occupatioI?al Titles is com

pleted, if an attempt is made to update it with information on 

worker traits, tasks, and other in~ormation gathered through site 

llisits, if it is focused on prirrary occupations in the Jamaican 

economy, and if it is attracti'lely published, it can ser'le as a 

useful guidance tool useable by indi'liduals and institutions. It 

should, then, be widely distributed. (If i.t remains a met'S 

classification scheme largely borrowed froln elsewhere, if it is 

not fleshed out by job analysis, or if it is not paqkaged for 

ease of use, it shou 1 d probab 1 y be ignored in guidance ef fo r ts.) 

6. The t',o/el'le occupational guides, the Career Planning Guide, 

the Job Seeking Guide and the Jamaican Dictionary of Occupational 

Titles should be de'leloped as a kit and distributed to all-age 

and secondary schools as well as to training centers for out~of-
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school youth and JES offices. A ~ery short manual, addressed 

specifically to the materials in these "kits,~' and written at a 

simple comprehension level, should explain to teachers, instruc

tors or any usetj how these·materials can be used together as well 

as suggesting some other activities or approaches for getting 

career information. 

Candidate Selection Component 

The goal of the candidate selection component of the MPTEP 

was to develop a test/assessment instrument which. could be· used 

to: (1) improve the assignment and sel!ction of students for 

vocational training, (2) certify trainees and job applicants to 

improve selection by public and private employers, and (3) pro

vide a guidance tool which could be useful in focusing long-term 

career choices of st~dents. 

The O.S. consultant, an expert in the application and analy

sis of th~ General Aptitude Test Battery, not surprisingly recom

~ended the use of this tool. There was no prior feasibility 

study of the range of alternative assessment instruments. The 

consultant, with the cooperation of the Ministry of Education, 

tested the feasibility of the GATB by appli?ation to S0 ninth

grade students ~nd 26 llth graders in New Secondary Schools. The 

pilot test was considered successful by the consultant and by the 

Ministry of Education, althoug. h the grounds for this determina

tion are not clear. There must have been some questions, since 

the GATB test materials (costing several thousand dollars) had to' 

be carried to the testing site where the application of the test 
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to groups of ten to twenty students required three hours, plus 

the travel, testing and subsequent analysis time for two test 

specialists, thus representing a real unit cost several times the 

annual per pupi 1 expenditures on text .books in the ~ew Secondary 

Schools. Problems were noted with the response to timed exer-

cises, and in the noisy testing environment of the New Secondary 

Schools. The U.S. Employment Service Interest Inventory was 

tr ied out and proved unsatisfactory, ,restr icting the use of the 

u.S. Guide to Occupational Exploration, which is keyed to the 

interest inventory. 

In this first pilot, the ranges between the median scores 

and the "cut scores" (i.e.; demarcating the lowest third of 

students) wer~ extremely narrow. E'or instance, on the general 

intelligence aptitude, the median score was 65 for ninth graders 

and the cut-off SCOI:e was 63, even though the standard error of 

test scores was probably in the range of ten or more. Put 

another way, one student could guess correctly on a si,ngle an

swer, while another guessed wrong, and if the cut score were used 

to determine selection, this lucky guess on one question could 

spell the difference between acceptance 'and rejection. There was 

no attempt at intercorrelation analysis to determine whether 

those students with good numerical and verbal aptitudes also did 

better on the other aptitudes simply because they could read a~d 

respond to directions better, in which case academic achievement 

tests might have yielded very similar results to aptitude tests 

(at a much lower cost). 
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The second phase of 'the pilot was supposed to test 680 11th 

graders in various occupational assignments in New Secondary 

Schools. The testing supplies did not arrive on time, so only 

135 students from three broad curriculum areas were cested. The 

assumption was that since students had received vocational train-

ing, their "aptitudes" would have been more "developed l
' in some 

dimensions than others (even though one might wonder about the 

use of aptitude tests for selection to training if aptitudes can 

be increased by training!). Yet, few differences were apparent 

between the pattern of aptitudes in the different curricula 

areas, other than that the smarter students were apparently being 

assigned to business education: (15) 

Aptitude Scores 

Home Business Industrial/ 
AQtitude Economics Education Technical 

General Intelligence 74 87 74 

Verbal 83 85 81 

~umerical 75 91 73 

Spatial Perception 80 87 87 

Form Perce!?tion 95 95 92 

Clerical Perception 100 UJ5 93 

Motor Coordination 100 110 95 

Finger Dexterity 96 133 98 

Manual Dexterity 105 114 114 

Despite this lack of differentiation, the consultant made a 

judgment about which aptitudes were most important for which 

clusters of occupations, and, then, suggested the use of the 
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relative rankings averaged over the important aptitudes for each 

occupation as an indicator for selection and guidance. The 

validity of this approach is questionable given the findings of 

minimal differences between broad clusters, particulary since 

there was no effort to determine whether students with recom

mended aptitudes actually did better in training. A student 

scoring high on all a~itudes, but relatively higher on spatial 

and form perception and motor coordination, would, by this pro

cedure, be counselled/selected to go into arts and crafts even if 

he or she could go into business education which would undoubt

edly yield a better career and for which aptitudes were all 

adequate. Gikewise, a student low.on all aptitudes but rela

tively higher on general intelligence, verbal and numerical apti

tudes, would be counselled/selected into business education even 

though this curr~cula might prove too challenging. 

The consultant recognized the in~dequacy of the pilot re

sults and recommended testing half of ninth graders in five new 

schools, and a two-year follow-up of all these students to deter

mine success in training. To really assess the usefulness of the 

co u·n s ell i n 9 act i v i t y per s e, the 0 the r hal f 0 f stu den t s s h 0 u 1 d 

also be tested but £2! guided on the basis of results, and the 

success of the two groups in the tenth and 11th grades should be 

compared. It is a safe bet that there will be no difference 

betweeen the outcome for the two 9rollPs because assignmen.t pat

terns are likely to respond more to enrollment opportunities and 

habits than abstract test results. In all likelihood, females 

will continue into home economics, the less capable males into 



agriculture, and the more capable students into business educa

tion. But at least this prototype experiment would dismiss the 

notion that selection can be based on "scientific" diagnoses, and 

that the cost of testing can be justified by incr~ased success 

rates in training institutions. 

The GATB is of 'use for guidance'purposes in the O.S~ because 

the aptitudes of good workers in different occupations ha~e been 

assessed using the test, so 'that good scores on the test can be 

correlated with the likelihood of doing well on the job. As a 

guidance tool, the test is usually referenced to the broad occu

pational groupings in the Guide to Occupational Exploration. It 

can tell a student that he or she might be relati~~ better in 

clerical than mechanical work, or that he or she might have 

difficulty in making it in professional/technical occupations, 

but it cannot tell ninth or 11th graders that they should be 

electricians rather than refrigeration mechanics, or that they 

cannot pursue careers in which they ha~e a great deal of in

terest. There' is no reason to expect that the traits which 

determine success or failure in the 0.5. are necessarily the same 

as those in Jamaica, because the jobs and work.situations are 

~ery different. As the consultant noted, long-term follow-up 

would be required of large numbers of tested students, as well as 

widespread testing of Jamaican workers in different occupations, 

to make the GATS useful -- if it e~er could be -- as a primary 

selection tool, or e~en as a guidance tool helping to distinguish 

between aptitudes for major occupational clusters. 
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Tte inherant limitations of GATS or other aptitude tests to 

guide selection or assignment: to specific training vocations is 

demonstrated by the application of t~e test to a sample of out-

of-schoo 1 .youth in var ious ITC vocationa 1 components. The con-

sultant tirst gathered instructor/supervisor ratings of a small 

number of ITC students in each of several of these training 

occupations, classifying each set of trainees into groups rated 

"good" and "bad" students. All were given the complete GATS, but 

only the aptitudes found to significantly explain job performance 

among workers in each occupation in the o.s~ were considered for 

the Jamaican groups. "Cut scores" for the relevant aptitudes 

were determined, i.e., if students in a specific training occupa-

tion fell below these scores for any of the relevant aptitudes 

for this occupation of ~raining, they were highly likely to be 

~onsidered "bad" trainees by their instructors. 

Aptitudes not considered significant based on u.s. experi-

ence were elCcluded from consideration by the consultant. They 
. 

should have been in~luded because they might have been more 

p~edictive in Jamaica. The tests are supposed to be normed on 

workers not students -- i.e., t~achers might gi.ve higher or lower 

priority to some apti·tudes. than employers. Different percentages 

of students in different vocational classes were rated "good and 

bad" (ranging from an 83:17 good-bad split for electrician 

classes to a 65:35 split for automechanics), making the cut 

scores more discriminating in the former than the latter case. 

The interrelationship of aptitudes was not checked, so that it is 

entirely possible that the three academic aptitudes could have 
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predicted "goodness" or "badness" as well as the selected mechan

ical, dexterity or spatial aptitudes (so that already gathered 

achievement scores such as the CEE might have been used instead 

of aptitude tests) •. But most: critically, the methodology sought 

to determine who was not likely to do well in a specific training 

class, not whether an individual was comparatively better off in 

one class than another. The types of trainees assigned to dif

ferent classes varied. ~or instance, in mechanical aptitude the 

machinist class averaged 98.6 compared to 86.3 for plumbing. 

Selection had already occurred on some other grounds. The 77 cut 

score for mechanical aptitude may have distinguished between the 

good and bad students in plumbing, but if students with higher 

aptitudes had been assigned to·plumbing and were in the sample, 

then the. calculated cut score would have been higher. What is 

really needed is to follow the success of students with the ~ 

aptitudes distrib~ted across all possible varieties of training. 

Equally important, the cut scores for the various occupations 

were extremely close -- well within the standard error of the 

test -- so that any assignment decisions on the basis of these 

scores alone would be ridiculous. Take the cases of cement 

masons, ele~~=icians, machinists, and automechanics -- all occu

pations' numerical, spatial and mechanical aptitudes were con

sidered significant. The cut Hcores for these aptitudes for all 

three occupations were well within the standard error (6 points 

in the U.S., much larger in·Jamaica) of each other:(18) 
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Cut Score 

Mean 

Standard Deviation 

Cut Score 

Mean 

Standard Deviation 

Cut Score 

Mean 

Standard Deviation' 

Cut Score 

Mean 

Standard Deviation 

Cement Mason -,. 
Numerical 
APtitude 

73.5 

74.5 

13.2 

Electrician 

Numerical 
Aptitude 

72 

79.3 

13.4 

Machinist 

Numerical 
Aptitude 

75 

77.8 

16.7 

Auto Mechanic -
Numerical 
• AE'ti tude 

75 

77.2 

14.9 

Spatial 
Aptitude 

65 

96.6 

13.3 

Spatia 1 
Aptitude • 

69 

93.6 

15.1 

Spatial 
Aptitude 

71 

78.8 

15.3 

Spatial 
Apti tude . 

74 

75.7 

14.6 

Mechanical 
Aptitude 

9l 

95.8 

15.5 

Mechanical 
Aptitude 

85 

96.1 

17.1 

Mechanical 
AE'titude 

8·7 

98.6 

16 

Mechanical 
Aptitude 

87 

92.0 

15.8 

Even if the differences were more significant, followup 

would be required to determine their relationship to completion 

rates and job success. A different curricula, or a different 



quality of students, would require reestimation. For instance, 

the work would certainly have to be reapeated before any applica

tion in newly opening HEART Academieso 

Since the workshops on candidate selection, as well as the 

u.s. training receilled by Jamaican personnel of the Ministry of 

Education, f~~used primarily on the use of the GATB test, and 

since the 1I0cational counseling guides' also referenced GATB apti

tudes, they must be considered of little long-term usefulness 

gillen the problems of applying the GATB in Jamaica. On the 

positille side, the staff inllollied in MPTEP certainly gained 

skills· in aptitude testing and ~o a limited degree in analysis. 

The consultant was clearly an expert and made reasonable. deci

sions in trying to respond to her scope of work. The interest in 

candidate selection and aptitude testing was not dampened by the 

limited results. aut there is no real goundwork to p~oceed in 

candidate selection other than ruling out one possibili~y. 

There are, then, three recommendations for proceeding ~n 

selection and assessment efforts: 

First, if furthe~ work is to be purs~~d in school-wide 

aptltude testing, a better a.pproach might be to identifY!ll 

assessment options in the U.S. which fit the general requirements 

of Jamaica, and then to hold a conference at the outset, inllolll

ing both the Ministry of Ed~cation and VTDI, to select the best 

few and then to try them in a comparatille experiment. This 

process would also be a good way to identify the best potential 

consultants for continuing work. 
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Second, UNESCO has recommended a restructuring of the work

related instruction in New Schools and the elimination of all-age 

schools. Its recommended approach is to focus primarily on 

academics, combined with modules on practical skills, delaying 

occupation-specific training to a later age. The HEART Academies 

are planning a three-tier curricula, with the first tier includ

ing occupational exploration. The same practical skills modules 

could and should serve both purposes. If these emerge, it is 

recommended that these modules'have built-in mastery tests and 

performance standards (including teacher ratings of student atti

tudes). Student perfotmance in these standardized modules could 

be recorded and used as a primary consideration in subsequent 

vocational assignment along with academic scores, rather than 

relying on aptitude tests. This is not to argue that performance 

assessments are necessarily better than tests, but it is cer

tainly the more reasonble approach unless, or until, the exten

si7e validation and research needed to make aptitude tests usaful 

in the Jamaican context, are completed. 

Third, the introduction of assessment tests in the schools 

as a guidance instrument should await the development of a stan

dardized set of Jamaican vocational curricula with built-in per

formance standards and their adoption in the comprehensive secon

dary schools, the vocational and technical schools and the HEART 

Academies. The aptitude te,sts could then be narmed relative to 

the performance of students as judged relative to the same stan-
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dards, with subsequent tracking into the labor market. Again, 

aptitude testing should probably be a later step in the improve

ment of Jamaica's human resource development system. 

Improvement 2! ~ Jamaican Employment !!!!i£! 

Another objective of MPTEP was to plan for and help imple

ment an upgrading of the Jamaican Employment Service. The need 

was self-evide'nt. Me;J.sured by either input.s or outputs, the JES 

had been in decline since the early 1970s. From a peak of 56,848 

registrations and 33,542 plac,ements in 1972, activity levels fell 

to 33,002 and 13,805, respectively, in 1977 when the MI?TEP pro

posa~ was being developed.(37) There was a commensurate decline 

in JES offices and staffing. In 1974 there were approximately 50 

offices throughout Jamaica. By 1978, the number had dec,lined to 

21. Manifold problems were documented in a National Seminar on 

Human Resources and'Manpower in 1974, in a series of memoranda 

from the then Director of Manpower Services in the Labor Minis

try, and by an OAS study published in 1978.(38) 

Onder MI?TEP, four months of 0.5. consultant services were 

provided "to review and help to upgrade the JES and the staff. 

The expert was to assess interviewing methods, advise on man/job 

matching procedures and the reporting system, help in developing 

manuals to stabil~ze local employment service operations, advise 

on skills n.~;cds reporting a~d analysis of ~ocal employment ser

vice data, recommend organizational changes, facilities needs, 

employer contact and staff management procedures. The consultant 
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had long experience in the State_of Othal Employment Service, and 

brought a full array of national and State Employment Service 

manuals to add to the Ministry of ~aborls collection. 

The approach and product of the consultant is suggested in a 

segment from his final report: 

"In writing a set of technical recommendations for 
internal functions, I view myself as being analogous 
to an automobile diagnostician charged with the re
sponsibility of recommending correc~ions for the igni
tion system, wheels, drive shaft and radiator (Job 
Promotion, Registration, Placement and Counselling 
Services). All theses necessary parts can be diag
nosed and recommended for change ••• (but) the vehicle 
will still not operate even with these repairs because 
of the need for a major overhaul of the engine (reor
ganization and revitalized management system within 
which the GES activities occur). Going one step fur
ther, if the engine itself can be overhauled, it can 
partially operate, but only on a limited basis because 
of lack of fuel (ov~r-all support and significant 
commitment of resources to the Ministry of ~abor, the 
Manpower Services Section and the Employment Services 
Office) .11 (38) 

T his "f u e l II C e r t a i n l y has no I: bee n for t h c c min g • Sin c e the 

initiation of the MP~EP, the number of JES offj.ces has declined 

from 21 to 15, the number of registrations has fallen from 33,002 

in 1977 to 14,982 in 1982, and placements from 13,805 to 4,278 

(declining subst.:lntially even betweep 1980 and 1982 'Nher. total 

em p loy men tN a s increasing). The issue, then, i s w h e the r the 

consultant provided any useful jerry-rigging to help keep employ-

ment services "on the road" a little longer. 

The answer, based on analysis of the final report containing 

the consultant's recommendations, is that he provided little' of 

practical use. To use his analogy, his skills were in using the 
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most sophisticated diagnostic too ls and equipment, designed for 

fixing advanced technlJlogy cars~ not in puttering with an auto 

raised on cinderblocks in the back yard. Some of the consul

tant's specific r.ecommendations (following soporific advice on 

team building, decisionmaking, understanding self and others as 

well as conflict resolution) included renaming the Employment 

Service, creating a new logo to be used on office signs, creating 

an Employer Advisory Council, making all positions permanent and . 
eliminating acting appointments, providing job descriptions for 

each position, periodically reviewing each employee, creating a 

JES manual, surveying employee attitudes, raising salaries and 

creating career development· ladders, relocating almost all JES 

offices into modern, durable buildings (with landscaping and 

street parking, comprehensive furnishings including a refrigera-

tor and stove for employees, water coolers, fans, and music), 

providing staff with local purchasing authority, automobiles and 

allowances, introducing automated data processing so as to main

tain a comprehensive reporting system including productivity and 

accountability measures. In brief, the recommendations would 

recreate a well-functioning 0.5. state employment service in 

Jamaica. The few practical suggestions, such as decentralizing 

Ministry of Labor staff and decisionmaking, and consolidating 

some offices, were lost in the consultant's sweeping criticisms 

of the Jama ican go vernmenta 1 and decis ionrnak ing systems. There 

was not attempt to identify' realistic objectives, for instance, 

determining the procedures which made some offices so much more 

effectives than others. 
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Follow-though was also lacking under MPTEP. It was origi~ 

nally planned that four representatives from JES would spend 

three to four weeks in the 0.5. reviewing Employment Service 
. . 

occupations. While two representatives ~pent six weeks studying 

Labor Market Statistics procedures, the review of ES procedures 

was never conducted. A~cording to JES, the resources were real

located to send Ministry of Education officials to review guid-

ance materials. 

The consultant was constantly frustrated by the la~k of 

support for or 'interest it'l substantia 1 reform of the JES. There 

is, indeed, good reason to question the inclusion of the activity 

in MPTEP, since there was, no apparent ipterest in committing 

resources to upgrade the system. In venting his frustration in a 

confidential follow-up report to ILAB in the U.S. Department of 

Labor, the consultant raised some broader questions as well: 

"Among almost everyone involved, u.S. Department of 
Labor, AID specialists and project managers and Jamai
caos, there appeared to be a lack of understanding of 
pu:pose, an absence of adequate planning, and a belief 
th~t what ever~one was doing perhaps didn't matter at 
all. 

"I heard the opinion voiced by one U.S. expert, and 
agreed to by all others; that perhaps all we were 
about was having a U.S.A. presen~e in the area and the 
specific work we were about was, at best, of secondary 
importanc€::. 

"I talked to three different TDYs who stated thier 
anger at being assigned with people who 'really don't 
wan~ us here.' They were referring to both some 
Jamaicans and also 0.5.' officials." 

115 



Whatever the validity of these statements in regard to other 

activities of MPTEP, it appears that the efforts in the Ministry 

of ~abor were neither productive nor very harmonious, largely 

because the initial task lacked specific and realizable goals 

backed by firm resource commitments. 

Tracer Studies 

An unspecified number of tracer studies were to be conducted 

under MPTEP covering the primary training programs, presumably 

including entry or pre-vocational training in New Secondary 

Schools, more serious training in comprehensive high schools and. 

vocational and technical schools, out-of-school training in ITCs 

and youth camps, school leavers and apprenticeship programs, and 

targeted programs such as JAGAS and others. The original aim was 

not only to train staff to conduct such studies and to complete 

them, but to apply the findings to alter the training mi~. 

The effort got off to a slow start. Two consultants from 

the University of West Indies conducted a conference in April 

198~ attended by eight represen~atives of the Ministries of 

~abor, Education, Youth and Sports and the National Planning 

Agency. Tpe conference presented concepts and techniques of 

social surveys. At a second workshop in November 198~, the 

principals in the first session were to bring detailed proposals 

for tracer studies of the training programs covered by their 

agencies. ~rom the presentations in this session, a decision was 

made to begin with a survey of 1979 New Secondary Schools gradu

ates. This was not e~ploring a new territory, since there had 
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been two recent t~acer studies on the same sUbject. Also, the 

consultants, rather than the agencies~ ran the evaluation. They 

used guidance counselors and work experience instructors who 

volunteered and were trained to select stratified samples and to 

conduct interviews, which occurred from June through October 

1981. The results were tabulated and analyzed over the next 

year, by the consultants, with submission of a report shortly 

before the termination of the project. No other tracer studies 

were undertaken. (A 0.5. consultant to the Ministry of t:.abor 

produced an instrument for tracking Jamaican farm workers tem-

porarily employed in the 0.5., but this was neither very sophis-

t ica ted nor feas ib le.) 

As best ~an be determined, no use was made of the results of 

the one study completed under MPTEP. Indeed, the consultants 

counseled against such use: 

"Ideally, providing information on the occupati~n and 
emp loyment exper ience of gradua tes should make for a 
better assess"men t 6-e the --per formance of the Program in 
preparing students for productive and personally 
satisfactory employment. Such assessment is diffi
cult, given the small proportion of the sample that 
was employed. It is not easy in such circumstances to 
make more than cautious statements about the useful
ness of particular majors in preparing students for 
the world of work. As Bennett (1979) remarked of the 
1977 New Secondary School graduates that he su~veyed, 
'The indications are that factors beyond the control 
of the schools were far more critical than school 
factors in determining the vocational outcomes.' To 
say, for example, that because (22%) of welding majors 
were also employed in welding, compared to (3%) of 
child care majors in ~hild care, welding is therefore 
a major in which enrollment needs to be encouraged, 
would probably oversimplify a com!?lex situation and 
unduly 1 imit outselves to short-term considera
tions."(42) 
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Yet the tracer studies wel:e rationalized specifically fOl: 

this purpose! The original program justification argued that a 

better mix of training could be achieved if follow-up information 

were avai 1able. Indeed, it is hard to imagine how knowledge of 

the labor mal:ket outcomes from training programs is ~ an impor

tant piece of information. The disparities in success ratios 

noted in the com~leted tracer study were certainly signifi-

cant.(42) 

occupation 
of Soecialization 

Auto mechanics 

Welding 

Food services 

Busines$ education 

Child care 

Carpentry 

Electrical installation 

Clothing and textiles 

Cosmetology 

Machine shop and welding 

~griculture 

Crafts 

Arts and crafts 

Percent 
Employed 

29 

25 

23 

19 

19 

16 

16 

15 

14 

13 

13 

Percent Employed !n 
Training Related Jobs 

15 

22 

13 

9 

3 

8 

3 

4 

14 

8 

3 

The only factors that were considered to explain these 

variances were school, area and sex; their influence was enor-

mouse Regression analysis would certainly halTe helped to sort 

out whether tr,:ining concentration mattered net of these other 
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factors. The sample size was large enough to justify simple 

regressions. However, what was really needed was in-program data 

such as percent of time in vocational training, instructor rat-

ings and educational achievement. But this added data could only 

be" handled if a microcomputer were available for the statistical 

analysis. This would have substantiallly raised the cost --

which was quite minimal. 

On a positive note, the prototype" tracer study demonstrated 

·the feasibility of sample selection and followup by operations 

staff. The response rates were reasonable. rt is clearly possi

ble to implement a standardized follow-up survey of stratified 

sam p 1 e s 0 f par tic i pan t sin t r a i n i n g .p r 0 g ram s • The que s t ion i s 

whether it ts worth the effort. 

Experience with vocational education and employment and 

training programs in the United States suggests the importance of 

management information systems which include followup on post-" 

program status. rt is, therefore, recommended that a management 

information system shoulc be designed for the HEART Academies 

which collects a small amount of standardized trainee information 

(such as age, name, sex, educational achievement and family' 

s tat us), t r a c k sam 0 un t 0 f t r a i n in gin tot a 1 h 0 u r s 0 r wee k"s , 

classifies the level of skills and the vocations (say autome-

chanics 1, 2, J, and 4), and provides an instructor rating (1 -

complete mastery of skills, 2 - intermediate mastery, and 3 -

limited mastery). There are several prototypes for such manage

men t . i n for mat ion s y s t ems i nth e U. S ., 5. n c 1 u din g the 0 n e use din , 

the Job Corps. 
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If this could also be implemented for training programs in 

the New Secondary and Vocat;onal Schools (i.e., if these institu

tions would define vocations and skill levels in the same way and 

if they would maintain the data), it would be possible to really 

assess the Jamaican training inputs, and to link them to post

training outcomes thrcugh institutionalization of a one-in-five 

or one-in-ten mandatory followup by staff as part of the manage

ment intormation system. If done across the board, there would 

be justification for the use of a microcomputer in the analysis. 

There is no question that this would be the' best means to deter

mine training needs and training effectiveness. Abstract analy

sis of supply and demand is of marginal use compared to good 

information about the success of recent trainees and enough data 

to isolate the factors related to, l:his success. But this is only 

feasible as part of a comprehensive information system. It 

probably does not make sense to repeat ad hoc surveys using 

different techniques with necessarily small samples sizes. 
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APPENDIX 1. EVALUATION SOURCES 

1. Project Paper: Jamaica Manpower Planning, Training and Employment 
- AID. 

2. Evaluation of the Jamaica Manpower Planning, Training and Em
ployment project - A.I. Fiks and O.L. Davies. 

3. "Comments on the Draft Final Report of the Group Seven 
Associates Evaluation of the Jamaica Manpower Planning, 
Training and Employment ~roject" - National Planning Agency. 

4. Mancower Planning, Training and Employment Project Progress 
Report, 1979 - National Planning Agency. 

5. Manpower Planning, Training and Employment project progress 
Report, Januarv-June, 198~ - National ~lanning Agency 

6. Manpower Planning, Training and Employment Project Progress 
Report, 1~79-198~ - National Planning Agency. 

7. Manpower Planning, Training and EmplOyment Project progress 
Rep~rt, 1981 - Nationa~ Planning Agency. 

8. Final Report: Manpower Planning, Training and EmplOyment Project 
(draft) - National Planning Agency. 

9. Manpower Information Bulletin - National Planning Agency. 

'l~. occupations in Mechanics and Repairin~ - Ministry of Educa
tion. 

11. A Manual for Vocational Guidance in Secondary Schools in Jamaica 
- Ann Martin. 

12. Interim Report - Vocational Guidance Materials Develo9ment 
Component - Ann Martin. 

13. Final Report - Vocational Guidance Materials Development
Comeonent - Ann Martin. 

14. "Proposal for Funding Activities Initiated by Pravious 
USAID/GOJ projects" - Dr. Yvonne Mahy. 

15. Design and Development of ~ocal Candidate Selection Techniques 
- Margaret Robinson. 

16. Instructor's Guide - How to Administer the General Aptitude 
Test Batterv - Margaret Robinson. 

17. vocational Counseling Guid! - Margaret Robinson. 

18. Sgecific A9titude Test Batteries for Cabinetmaker, Plumber/ 
Pipe Fitter, Registration Mechanic, Auto ~ody Repairman, 
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Combination Welder, Automobile Mechanic, Machinist, Cement 
Mason and Electrician - Margaret Robinson. 

19. Final Report - Candidate Selection Specialist - Margaret Rob
inson. 

29. REvaluation of Work Completed on the Manpower Planning, 
Training and Emolovment Project" - Dr. Yvonne Mahy. 

~1. The Labour Force, 1982 - Department of Ministry. 

22. Demographic Statistics, 1982 - Department of Ministry. 

23. "Revision To The Labour Force Questionnaire" - Department of 
Statistics. 

24. Economic and Social Survey Jama~ca 1981 - National Planning 
Agency. 

25. Jamaica Poeulation Census 197~, Volume II, Part E and Volume 
II, Part E' - Department of Census. 

26. "Manpower Projections: Their Uses and Methods R - Harold 
Goldstein. 

27. E'inal Regort of Darrel Patrick Wash - Darrel Patrick Wash. 

28. "Manpower proj-ectio.ns and Techniques: A Case Study of the 
Tanzanian Method" - June Resnick. 

29. Small-Scale, Non-Farm Enterprises in Jamaica: Initial Sur
vey Results - Omar Davies et ale 

3~. "Manpower Projections: .Jheir Uses and Methods" - William v. 
Deuterman. 

31. "Employment and Training Needs in Jamaica During the 198~s" 

- Juan Buttari. 

32. "Revisi~n to the Labour Force Questionnaire" - Department of 
Statistics: 

33. Economic and Social Surv~y, Jamaica 1975, '1979 and 1981. 

34. Final Report - Project to Advise on the Establishment of 
the Jamaica Dictionary of Occuoational Titles - Ernest D. 
Willoughby. 

35. "Concepts, Principles .and Al?plications of Job Analysis" -
Bureau of Labor Statistics. 

36. Preliminary. Definitions of Occuoational Titles - Profe~

sional, Technical and Related Occuoations, ~dministrative, 
Executive and Managerial Occueations, National Planning 
Agency. 
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37. Statistical Bulletin 1982 - Ministry of Labour. 

38. Project Paper of Assessment and Recommendations for Re
Structuring, Re-oirecting and Modernizing the Government of 
Jamaica Public Employ ment Service: A Plan for the Decade 
1980-1989 - Jennings M. Lee. 

39. Part III Final Reeort - Mission to Jamaica Jennings M. Lee. 

40. tinal Repori of the Labor Market Information Specialist for 
the MPTE project - Vince De Santis. 

41. "A Proposal ebr a Study of Overseas Farm Workers" - Vince De 
Santis. 

42. Report on a Tracer Survey of New 'Secondary School Graduates, 1979 
- D.A. Francis and H.I. McKenzie. 

43. NPA Files: General, Administration, Personnel, Commodities 
and Equipment, Technical Staff, Department of Statistics, 
Ministry of Finance. 

44. AID Files: Project Agreement, Seminars, Reviews and Evalua
tions,Correspondence, . Disbursements, and AACTE/TA. 

45. "Agricultural Manpower and Training Needs Survey" - National 
P Lanning Agency. 

46. "Manpower and Training Needs Survey~ - Nat~onal Planning 
Agency. 

47~ Large Establishment Survey - HEART. 

48. "Training Needs Survey 'of Cons~ruction Sector" - HEART. 

49. Project Reeort: Public Sector Manpower and Training Needs Survey 
- Robert Glrling. 

5G. Technical Assistance Report: Manpow~r Training Nee~s Survey 
- Ernest Moore. 

51. Final Report on Self-Employment Curriculum in Vocational 
Training Programmes - Robert Nelson. 

52. Trainers Manual for Supervisor Training - Ray Ogle. 

53. A Final Report on Establishing A System For Occupational Profi 
ciency Performance Standards. for Skill Certification in Jamaica 
- H.C. Kazanaz. 

54. Final Report - Implementing Self-Employment Curriculum in 
Vocational Traininq Programs - Robert Nelson. 
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55. A System to Develop Jamaican National Standards for Certiflcate 
of Skilled ~ersonnel - H.C. Kazanaz. 

56. Task Analysis for Automotive Mechanics - Vocational Training 
Development Institute. 

57. Performance Test Development in Training - F.B. Wormer. 

58. A Handbook for proficienc~ Performance Testing - Vocational 
Training Development Instltute. 

59. Mid-Term Report of Nonformal Training and Curriculum 
Development Specialist - Harry Winder. 

60. Evaluation Report on Dr. H.C. Kazanaz - Ministry of Youth 
and Community Development. 

61. Final Report, Nonformal Training and Curriculum Development 
Specialist - Harry S. Winder. 

62. Final Reoort of On-The-Job Training Specialist Roy R. Ogle. 

6}. Evaluation Report Re: Final Report from Roy R. Ogle 
=-Ministry of Youth and Community Services. 

64. Manual for Develooing A Test Item Bank - Frank Wormer. 
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The following individuals involved in M?TEP were interviewed 

to provide background information: 

AID:. 

Carney 
Tomlin 
Berrios 
Warren 

NPA: 

Knight 
Evans 

MYCD: 

Francis 

VTDI: 

[,awrence (and team) 

DOS: 

Jones 
Boothe 

MOE: 

Mahy 

Mt.E: 

Goldson 
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