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Traditionally A.I.D. and other international donor institutions
have not been exceptionally innovative in vocational education.
Emphasis has been on bricks and morter, some technical assistance
in general vocational education and administration, tools and
equipment. That has pretty much been the standard vocational
education project in developing nations. And the reason is
simple ----

these are safe projects --- they do not require
long-term commitments, and one does not have to deal with
anything new or different which increases risks a d the

probability of difficulties in project implementation--

you provide the funding, build a building,
equip the shops and provide 3ome training materials and general
technical assistance and then leave. And if anyone wonders what
you did =-- there is the building and the squipment to confirnm

that you were there and that development assistance was provided.

But -- those who have worked in developing nations are aware that
the problem is not just a lack of facilitiee¢ -- in fact, even in
Honduras which is the poorest nation in Central America, we can
show you some model vocational training facilities which compare
favorably with many facilities in the U.S.

The problems with these centers are related to maintaining these
turn key operations, and lowv quulity and irrelevant instruction
vhich results in high dropout rates, low job placement rates, and
instructional costs based on graduates who practice their trades
which are often higher than those in the U.S., even though

instructors’ salaries are 80 to 90% lower in Honduras.

This means that the initial calculations of participant hour of
instruction costs may be $1.50 per hour, but it is increased to
$3 an hour based on a 50X dropout rate, and $6 an hour because

onily half of the graduates practice their trades.



In the case of Honduras, the most vocal critics of the training
system were the private and labor sectors, and these wers also
the sectors which could benefit most from improved vocatiocnal

training services. As a consequence, a private and labor sector
advisory committee was formed in 1982 to help A.1.D. identify

options, and during the next two years four major studies were
conducted on vocational training needs and resources, focussing
on both the supply and the demend for vocational training.

These studies and the work of the advisory committee did not
really reveal anything particularly different in regards to the
problems or needs of vocational training in & developing country.
But the process was extremely important for identifying the
resources, alternatives and opportunities available for improving
the quality and relevance of training. Frobably even more
important, it built a consensus, and ygave training institutions
the opportunity to express their views on the problem as well --
a problem which included & lack »f communication and colloration
from the private and labor sectors.

What emerged was an integrated approach for improving the
quality, relevancy and cost-effectiveness of training.

Relevarcy was the key issue. The consensus was that unless

training could be made more relevant, participants would not be
able to practice their trades or obtain employment, and there
could be no justification for investing in vocational training.

Consequently, in 1984 a pilot project was funded by A.I.D. The
first thing we had to deal with was improving the relevancy, and
then the quality of training. And demorstrate that it could be
done in a cost-effective manner. '

Again, the private and labor sectors were the primsary critics of
training, noting that graduates of training programs could not
perform at productive levels and many were unemployed.
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So Ltrade advisory committees were formed to identify the specific
competencies and tasks which were required of a competent worker,
and would assure the employment of the person, in three basic

trades (welding, precision mechanics, and wood working).

Based on these competencies -—- certification exams and competency
based instruction modules were developed. Some facility
upgr;ding and equiping of training centers was also done to
assure that training centers would have the facilities and
equipaent required;

but. the major thrust was, and is, in the areas of
trade certification, curriculum development and improving
instructional strategies -- areas which have only received
secondary attention traditiocnally.
This year four wvocational training institutions (public and
private) began using CB1 training modules and the early results
are nov in for the two centers which used these modules during
the entire schooi year. Annual dropout rates were reduced from
between 40-50X to 15X in one of the private training centers and
from about 40% in the national skills training ihnstitute (INFOP)
to 5%, for a 95X retention rate ---- and students are reaching
significantly higher levels of competency in their trades.

Students are progressing at their own rates, they don’t move on
to the next competency or task until they show 100% mastery of
the performance objective for the task, and over-all, students
are being trair.dd in a shorter period of time and at lower costs
than through traditional training strategies.

Young people and adults who have some experience in the trade are
challenging modules and moving quickly on to the areas where they

need help --- and, an open entry-open exit approach has also
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veen shown to be workable, and allows training centers to use

their facilities and resources in a more cdst-offective manner.

Based on these results, the project was expanded this year -to
cover ten additional trade areas, respond to industry specific
training needs using CBI and certification, and to work with a
aininur of 20 vocational training centers. The project purpose
remains, to improve the quality, relevance, and cost
effectiveness of training but the new project goals are much more
ambitious. The project will:

~Train, certify, increase the productivity and find employment
for a total of 15,000 young people and adults over the next five
years;

-Reduce dropout rates to 20% and increass job placement rates
to at least 80%X. This wjll he done using:

1) a national trade certification system controlled and run
by the private and labor sectors to assu~o that graduates of

training centers have reached acceptable levels of competency;

2) CHI for assuring that participants will be able to meet
certification standards;

3) integrating production with instruction for recovering 50%
of the total training costs in private training centers and 100X
of the shop materials, equipment maintenance ard replacement
costs in public training centers.

4) a national job placement center (also run by the private
and labor sectors) for matching job opportunities with those
who are seeking employment.
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The project is ambitious, but the pilot activities we conducted
from 1984 to 1987 have demonstrated that one can improve the
relevancy, quality and cost-effectiviness of training at a
reoasonable cost. And we learned alot through the process......
that experience may be what is most important for passing on to
others who may be considering similar strategies for improving
the quality, relevance and cost-effectiveness of training.

There are 9 possibls problem areas.

1) CB cucrricuilum development is not cheap or guickly dope.
The initial identification of competencies and tasks with
advisory committees, preparation of certification standards and
exams, and then the deveiopment of CBI modules and training
materials takes at least one year, another year to fiald test the
saterials, and only in the third year will the materials be
available for wider distribution. And you will only be able to
do that after you have a sufficient number of local people
trained for this work.

And that’s only the beginning, you can’t! implement the system by
decree -- you have to show instructors and administrators that it
will work and motivate people for the extra effort it takes on
the part of instructors and supervisors.

This requires a Jlong-term commitment and without this commitment.

or committed local personnel., or gufficient fund,,ug it should not
be attempted.

2) Alot of people talk about CRI. Many of the problems we had
were related to the fact that CBI, gven in the U.S., is not that
wvell defined in practice.

Many states and training institdtions are doing what they call

CBI ~-- but objectives are not defined in measureable terms, many

still give percentage grades and, if we apply this system in
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Honduras, most students will never master the competencies at the

level required for obtaining employment.

If you rely on technical assistance for most of your guidance you
may have three or four experienced educators, each with an

impressive background....... all providing different advice.

This means that project sanagers and personnel must be prepared
to monitor all project outputs, step in and do alot of the work
that other people should be doing when problems arise, you will
have to be prepared to make difficult decisions on personnel, and
it is advisable to define in very clear terms what your standards
and procedures in certification and curriculum will be ~-- before

you begin contracting local personnel and technical assistance.

But if you are not prepared for these things and don’t respond
vhen needed, you won’t have the relevant, quality training
materials you require and will rapidly use up your project’s
resources, and discredit one of the best systems available for

improving the quality and relevance of training.

3) ITrade certification: Trade certification is also something
relatively nev in the U.S. and while many stales and institutions
are certifying people, or issuing certificates and calling it
certification, many certification exams do not include tests of
productivity. Many certification systems are also evaluating
people on a percentage basis, and not the gagtery of critical
competencies for obtaining employaent. Further, many of the
certification exams are norm based (based on average student
achievement over past years), rather than being directly linked
to the competencies required for obtaining employment.



You may also have problems with technical assistance and
educators vho will want to write the certification exams based on
CBl training mciules. Theoretically, there should be no problea
with this strategy if your training m.dules are based on your
previously defined competencies, tasks and performance
cuajectives.

But what happens in practice is that certification exams too
often will be based on irrelevant details from training materials
and will not be referenced to the ainimum performsance levels
required for employment. This ce .ses two probiems:

1st It will disqualify workers who have not had been exposed to
your CBI modules. But having this certification system available
to wvorkers, and not just training center graduates, is extremely
important for the labor sector’s acceptance of the system and to
provide an important opportunity for the upward mobility of
qualified, competent vorkers and tradespeople who do not learn
their trade in training centers. It is also important for
allowing and determining where and how these same people can drop
into the system for upgrading their skills and getting the
specific, additional training they need for incrouging their
productivity and obtaining higher salaries.

2nd, if your certification exam does not measure the explicit
levels of parformance as defined by employers and supervisors,
you won’t sven have a valid test for training center graduates
because the exam will not be measuring the performance and
productivity levels required for obtaining empioyment -- thereby
creating higher lovels of frustration and alienation in society,

because your graduates will not be able to obtain employment.



In order to avoid these problems, our experience has shown that
certification exams gysgt be developed fjirst, on the basis of the
original competencies, tasks and performance objectives
identified and defined by employers, supervisors and workers.
Then, and only then, should work begin in curriculum development,
again, on the basis of these same competencies, tasks,
performance objectives, and the trade certification exanms. In
other words, ye are teachina for the test. And we don’t feel
that there is anything wrong with this because this is what gets

people jobs and makes peopie more productive.

This has been difficult for many people to grasp, probably
becaute most educators are accustomed to writing curricula before
developing exams, but the exams pust come first. If you do it
backwards or mix it up, you will find yourself in a never ending
circle of adjusting one thing to another - and your students will
suffor the consequences of not having the specific skills
required for employment.

O Initisl] Lig \ think thal hould ) ! I
amphasis on affective or entreprenuecial skills because of

possiblo problems we might have with the Ministry of Labor and
training institutions, for establishing standards in these areas.
But we are now in the process of dealing with this need as well,
recognizing that we may still encounter difficulties with the
NMinistry of Labor and training institutions, but also recognizing
that these employability skills are too important to lea. . out of
a CBI system.

S) Irade adviscry committees: We are using the DACUM system

with trade advisory committees. This is the fastest way we have
found to define training needs, competencies, tasks and

performance objectives. None-the-‘ess, be sure that these things
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are validated using skiiled workers; and provide appropriate
resources for defining training needs based on a wider sample of
empioyers and with follow-up evaluations of your graduatss, to

assure that your system is actually meeting private sector needs.

6) CRBl curricula often focus so closely on a specific task and
its masterv that vwe lose sight of 3 person’s learning needs and
his/her cdesire to see some finished product evolving out of the
learning process, somathing useful that one can say "I made that,
I’'m learning and here’s the proof.

That need is universal, but there are also the economic needs of
participants and training institutions in developing countries,
and these needs must also be met; but few U.S. or European
training programs address this need.

But you gan meet these needs through integrating production with
instruction. You will also help fill the artificial vacuum
between education and the real world. In Honduras ve have
vocational training institutions which are recuperating up to
100% of their costs. 1 have personally directed institutions
vhich have recovered about 90X of their recurren! costs and Paul
Packer from Northeast lowa Technical Institute who is here today
has also worked in these institutions and had excellent results
integrating production with instriction here in the U.S.

But, our overall project goal is to asaure that centers reach 50%
cost recovery and to institutionalize the integration of
production with instruction under a national model, with
assistance in developing new products, marketing, and a
production loan fund.

11



This makes curriciculum development even more challenging -- bit
you have to maintain your training system if you want to provide
high quality and relevant instruction for assuring that people
will be able to obtain employment. Yoy have to be prepared to
deal with the recurcrent costs of training and the limited
resources that training centers have for assuring higher quality
and more relevant instruction. ‘

7) Jaob Placgment: Unfertunately, most job placement services
are not very efficient in developing countries. If your nation
does not have an efficient system you must also be prepared to
work in this area.

8) Capital Investments: Although CBI, certification,
integrating productior. with instruction, and job placement
services will mske training centers more cost-effective, thereby
sllowing your training system to accept more participants with
reduced recurrent costs; invarisbly you will discover
deficiencies in equipment, physical facilit!es and multi-media
capabilities. These investments must also be funded and nust be
considered in your project design.

9) Private and Lsbor Sector Involvement, with some measure of
Jirect control over activities, can be difficult to establish and
can cause difficulties with the public sector and training
institutions which are not accustomed to this type of
involvement. But if you do not have this involvement it will be
very difficult to establish mechanisms tor assuring that your
graduates are actually meeting private sector needs and will
possess the specific skills required for obtaining employment.

.
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Fortunately, our pilot project gave us the time to consider many
of these needs as we went along, so that when we began working on
the new project design last year, we were able to incorporate
activities and guidelines ‘o assure that we could avoid many of
the problems in these nine areas.

.1} Eetablisking a long term committment

2) Defining the CRI strategy and curriculum development standards

3) Defining the trade certificstion strategy and guidelines

4) Attending to affective and entreprenu~rial skills

5) Validating competencies, modules, exams and providing
mechanisms for student follow-up.

6) Integrating production with instruction

7) Assuring appropriate resources for capital investments

8) Assuring apypsopriate job placement mechanisms

9) Assuring continued private and labor sector involvement

Undoubtedly, these poiential problem arsas and the long-term
commitment required for implementing a system like this will
cause some pecple to to say that this is a can of worms that I
wvould sooner not open ......... but, ‘

consider the early results of the use of the systea in Honduras:

(1) Dropout rates are being reduced from rates of 40 to 50%;
to 5 to 15% which, in turn, .s reducing participant hour of
training costs by 35 to 40%, based on the number of people who
complete their training. In more concrete terms, this means that
a nation’s training system can also increase the number of people
who will receive training by about 80 to 70% without any
appreciable increase in recurrent costs (See calculations in
Aspendix) .

13
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(2) Through using trade certification and a job placement
gservice, you can also establish a quality control mechanism, with
immediate feedback on the rolevance and quality of training being
provided; for assuring that people m: 2ot the standards required
for obtaining employment and will be placed. By achieving just
an 80% job placement rate, as compared to 50X to 60% job
placement rates, can reduce your training costs, based on the
number of people who complete their training and practice their
trades, by about 110% to over 150% (See calculations in
Appendix).

3) Recovering 50% of your recurrent costs through integrating
production with instruction can be realized. This teoo provides
an important new source of income for training programs which
have had difficulty covering their materials, na;néenance and
equipment replacement costs (See Appendix).

These savings, and the opportunity to double or triple the number
of people who receive training and practice their trades, with
minimal changes in recurrent training costs, is extremely
important for developing nations.

In conclusion, my own experience over 18 years in Latin American

formal and nonformal education and training is telling me
there is no other strategy which holds such a high
potential for increasing the relevancy, quality, and cos’.-

effectiveness of training in developing countries.

and if that’s what your after, I think we are proving
that it can be achieved.
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APPENDIX

Number of Cost per
Number of Dropout Numbe: of Cost per Jop Place- Employed Emp loyed

Participants Rate Graduates Graduate*® ment Rate Participants Participant#
I T IR I E NI TS I e RN E S I R R E T E SN E S E R I I I I I E SR S IR S S IR AR R I RT RTINS TSI TSR == Rae
100 0% 100 $1,500# 100% i00 $1,500%

(1> 100 40% 60 2,500 60% 36 4,167%%
100 50% 50 3,000 50% 25 6,000% %%
100 5% 95 1,579 80% 76 $1,974mn

(2) 100 16% 8% 1,765 80% 64 2,344%nnn

SRS EE S R NN R R S S N E N e S I TS S I R ST ST AT S E AN E I IS IS ERII T s SEEaRaZIEIRIRSERE

#Based on a participant hour of training cost of 81 per hour, yithouyt
accounting for dropout rates or job placement rates, for a 1,500 hour or $1,500
training program.

%% & %% See discussion below. o

(1) Training costs per graduate and graduatos who practxce their trades with
retention and job placement rates of 100%, 80X and 50X%.

(2) Training costs per graduate and graduates who practice their trades with
retention rates of 85% to 95% and job placement rates of 80%.

Riscussion: The table shows that training costs, based on the number of
greaduates who practice their trades and as coampared to training costs with a
100X retention and job placement rate, are increased by 179% to 300X because of
the low retention and Job placement rates of about 50X to 60%.

If your nation’s retention and job placement rates are in the 50% to 60X range,
reducing your dropout rate to 15% to 5% and increasfﬁg your job placement rate
to 40X, will result in a reduction in training costs per graduate who practices
his/her trade of about 50Xx% to G0Xm#x,

If you have $160,000 available for training people in a 1,500 hour training
course and your total training costs are $100 per hour of instruction
($150,000), you can increase the number of people you train and who practice
their trades from 25 to 36 (with 50% to 60% Jjob placment and retention rates)
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to 64 to 76 participants who receive training and practice their tiudes. Under
these circumstances you can easily doutle the number of people who receive
training and practice their trades at no additional cost.

If therc are additional costs because of increased materials and maintenance;
these costs can be easily covered by integrating production with instruction
and also assure that participants have the appropriate training materials and
resources roqqirod for mastering skills at the competency levels required for
obtaining employment. If there are no appreciable increases in materials and
maintenance costs, you could double your enrollments once again by recovering

50% of your recurrent costs through production income.
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