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MINUTES OF MEETINGS
BETWEEN

THE JAPANESE TERMINAL EVALUATION TEAM

AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT OF
THE REPUBLIC OF ECUADOR

ON THE JAPANESE TECHNICAL COOPERATION

FOR
THE PROJECT ON IMPROVEMENT OF VOCATIONAL TRAINING IN ECUADOR

The Japanese Terminal Evaluation Team (hereinafter referred to as “the Japanese Team™)
organized by the Japan International Cooperation Agency (hereinafter referred to as “JICA”™), headed by Mr.
Nobutetsu Enoshita, visited the Republic of Ecuador from 21 January to 3 February 2007, for the purpose
of the terminal evaluation of the Project on Improvement of Vocational Training in Ecuador (hereinafter
referred to as “the Project”).

During its stay in Ecuador, the Japanese Team had a series of discussions with the Ecuadorian
authorities concerned, jointly evaluated the achievement of the Project, and exchanged views for further
improvement of the Project.

As a result of the study and discussions, both sides agreed to the matiers referred to in the
document attached hereto.

This document is sighed in both English and Spanish versions, and in case of a dispute, the

English version shall have precedence over the Spanish version.

Quito, 1 February 2007

AL A% R

=
Mr. Nobutetsu Enoshita Mr. Antonio Adriano Gagliardo Valarezo
Leader, Minister of Labor and Employment,
Japanese Terminal Evaluation Team, Republic of Ecuador

Japan International Cooperation Agency,

<7/ 4

Dr. Angel Marigd Vi rdesoto Galeas, MDTH

Japan

Executive Director,
Ecuadorian Professional Training Service (SECAP),

Republic of Ecuador
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1. Infroduction

1.1 Background

The Project was initiated in June 2002 based on the request for technical cooperation by the Government of

Ecuador to the Government of Japan to improve vocational training undertaken by the Ecuadorian Professional

Training Service (hereinafter referred to as “SECAP”). The Project is planned to be completed by June 2007, and

with the remaining project period being less than half a year, a final evaluation was jointly carried out by

evaluators consisting of the Japanese Team and the Ecuadorian authorities concerned.

1.2 Objectives of the Evaluation

The objectives of the evaluation are threefold;

1) To evaluate accomplishments of the Project, especially in Stage 2, based on the five evaluation criteria of

Relevance, Effectiveness, Efficiency, Impact, and Sustainability;

2) Te make recommendations for activities in the remaining period of and after the completion of the

Project; and

3) To note lessons learned from the Project.

1.3 Schedule and Major Activities of the Evaluation

Date Major activities
2007 Jan. 21 Sun | Arrival of two Japanese evaluation members at Quito, Ecuador

Jan. 22 Mon | Courtesy call to JICA Office in Quito
Courtesy call to SECAP headquarters; explanation about the evaluation framework
Courtesy call to CERFIN
Meeting with Japanese experts

Jan. 23 Tue | Interview with SECAP staff
Visit and observation of training workshops at CERFIN
Observation of training courses at CERFIN

Jan. 24 Wed | Interview with CERFIN instructors (counterpart personnel)

Jan. 25 Thu | Interview with CERFIN instructors Arrival of two more Japanese evaluation
Interview with Japanese experts members at Quito
Review of data collected

Jan. 26  Fri Observation of training Visit and interview Courtesy call to SECAP Headquarters
courses at CERFIN with enterprises in Courtesy call to the Ministry of Labor and

Quito Employment
Courtesy call to INECI

Jan. 27  Sat | Internal meeting and preparation of draft evaluation report and minutes

Jan. 28 Sun | Transportation to Guayaquil Transportation to Cuenca

Jan. 29 Mon | Visit to CERFIL; interview with staff and CERFIL | Visit to CEFIC; interview with CEFIC staff
instructors and instructors
Transportation to Quito Transportation to Quito

Jan. 30  Tue | Joint Evaluation Team meeting (discussion on draft evaluation report and minutes)
Observation of training workshops at CERFIN and | Internal meeting
training courses

Jan. 31 Wed | Joint Evaluation Team meeting (discussion on draft evaluation report and minutes)

Feb.1 Thu | Finalization of the evaluation report and minutes
Joint Coordination Committee meeting
Signing of the Minutes of Meetings

Feb.2 Fri Report to Embassy of Japan and JICA Office

Feb.3 Sat | Japanese Team Depart for Japan
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1.4 Joint Evaluation Team

The terminal evaluation was jointly carried out by both Japanese and Ecuadorian evaluators, as follows:

(1) Japanese Evaluators

Eprertlse / Name Position/ Organization
ole
1) | Team Leader | Mr. Nobutetsu ENOSHITA Special Technical Advisor, JICA
Vocational Training Specialist in charge of Technical
Vocational o Cooperation, Overseas Cooperation Division, Human
2) Training Mr. Toshihiko YAMAKAWA Resources Development Bureau, Ministry of Health,
Labor and Welfare
Cooperation . Technical and Higher Education Team, Group II, Human
3) Planning Mr. Tomoyuki YAMADA Development Department, JICA
4 Evaluaglon Mr. Isao DOJUN Intemathna] Project Department, Chuo Kaihatsu
Analysis Corporation
5) | Interpreter Ms. Hiromi HIGASHIONNA
(2) Ecuadorian Evaluators

Name

Position/ Organization

Member of the board of directors (representative of

1) | Mr. Edwin BEDOYA workers), SECAP
Member of the board of directors (representative of
2} | Mr. Marcelo HERRERA employers), SECAP
3) | Mr. Fernando SANCHEZ Director of Planning, SECAP
4) | Ms. Maria CADENA Director of Institutional Development, SECAP

1.5 Method of Evaluation

The achievement and progress of the Project was evaluated using the latest Project Design Matrix

(hereinafter referred 1o as “PDM™), revised in March 2006. The evaluators evaluated the achievement of the

Project based on the following five (5) criteria:

(1

)

)

Relevance

Relevance refers to the validity of the Project Purpose and the Overall Goal in connection with the

development policy of the Government of Ecuador as well as the needs of the beneficiaries.

Effectiveness

Effectiveness refers to the extent to which the expected benefits of the Project have been achieved as planned,

and examines if the benefits were brought about as a result of the Project.

Efficiency

Efficiency refers to the productivity of the implementation process, and examines if the Inputs of the Project

were efficiently converted into the Outputs.
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(4) Impact
Impact refers to direct and indirect, positive and negative impacts caused by implementing the Project,

including the extent to which the Overall Goal has been attained.

(3) Sustainability
Sustainability refers to the extent to which the Project can be further developed by the Government of
Ecuador, and benefits generated by the Project can be sustained under the Ecuadorian government’s policies,

technologies, systems, and financial state (refer to Annex for details).

1.6 Summary of the Project

According to the latest version of PDM, the Project can be summarized as follows:

1.6.1 Objectives of the Project

{1) Overall Goal
The Project aims to establish vocational training system which provides skilled workers with required level of
professional ability by the industrial sector and to contribute to improvement of the employment opportunity

in Ecuador.

(2) Project Purpose
The project aims to improve the operation and administration system in SECAP and its main vocational
training centers in order to produce a large number of workers having technical skills (i.e. electricity,
electronics, industrial mechanics, welding and sheet metal processing) that meet the needs of the industrial

sector using CERFIN as a pivotal center.

1.6.2 Outputs of the Project

Stage [ (from July 2002 to June 2004)

(1) The training needs in industry (in major cities) will be assessed by each target field through the reinforcement
of the relationship with the industrial sector and the current status of major regional vocational training
centers will be examined.

(2) Based on the assessment in (1) above, skill up-grading courses will be modified, developed, and
implemented,

(3) Based on the assessment in (1} above, an implementation plan for the specialized training courses for
technique and technology within ~ CERFIN will be drawn up.

(4) Based on the analysis in (1) above, an implementation plan for instructors retraining course will be drawn up.
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Stage 2 (from July 2004 to June 2007}

(5) A system will be set up in order to perform regular monitoring of the above-mentioned training needs and to
reflect the results in the training program.

{6) A training system for employed workers will be set up in CERFIN, and monitoring of these workers’
performance in industry will be implemented

{7) Specialized training courses for technique and technology will be implemented at CERFIN and a job
placement support system will be set up for trainees,

(8) Retraining of instructors working at the major regional vocational training centers will be implemented at
CERFIN.

(9) Training course curriculums and teaching materials developed at CERFIN will be spread to other regional

vocational training centers.

1.6.3 Activities

Stage 1 (from July 2002 to June 2004)
1.1  Establishment of an operational structure and implementation of studies needed to assess the needs of the

industrial sector (SECAP, CERFIN).

1.2 Review of the existing training system, training contents, capability of instructors, and other areas at four

training centers (SECAP, four training centers).
2.1  Preparation of a mid-term (5-year) training program for up-grading workers skills curses at CERFIN.
2.2 Implementation of up-grading workers skills courses (both new and modified) at CERFIN.
3.1 Preparation of a training program of Stage 2 (3-year) for specialized training courses at CERFIN.
4.1 Preparation of a retraining program for instructors working at major regional vocational training centers,

and establishment of an implementation structure at CERFIN (SECAP, CERFIN).

Stage 2 (from July 2004 to June 2007)
5.1 Follow-up study (sampling survey, etc.) of training needs in the industrial sector (SECAP and CERFIN).

6.1 Expanded implementation of up-grading workers skills courses at CERFIN.

7.1 Implementation of specialized training courses for technique and technology at CERFIN (both new and
modified)’.

7.2  Introduction of a job placement support system at CERFIN.

8.1 Implementation of instructors’ retraining courses at CERFIN.

9.1 Spread of training course curriculums and teaching materials developed at CERFIN to other vocational

training centers (SECAP, 4 training centers). (Refer to the latest PDM for details)

1 Specialized training courses for technicians and technologists are referrved to as “tecnico courses” and “tecnologo courses,”
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2. Project Achievements
2.1 Inputs
2.1.1 Inputs from the Japanese Side
(1) Dispatch of Experts
1) Long-Term Japanese Experts
In total, 7 long-term Japanese experts have been dispatched. The fields of specialty of these long-term experts
are: Chief Advisors, Coordinator, Metal and Mechanics, and Electricity and Electronics (refer to Annex for
details).
2) Short-Term Japanese Expetts
In total, 21 short-term experts have been dispatched (refer to Annex for details).
3) Third-Country Experts
In total, 11 third-country experts have been dispatched from Brazil, Paraguay, and Peru (refer to Annex for

details).

(2) Training of Counterpart Personnel in Japan

In total, 17 counterparts were trained in Japan (refer to Annex for details).

(3) Provision of Equipment
The Japanese side has provided the following equipments: NC lathe machine, flexible manufacturing system,
machining center, and various teaching materials, valued at a total of 315 million yen (refer to Annex for the

major equipments).

(4) Local Operaticnal Expenses Borne by the Japanese Side
The Japanese side has allocated a budget to fund for local activities. In total, 31million yen has been

allocated, including the planned budget for the remaining project period (refer to Annex for details).

2.1.2 Tnputs from the Ecuadorian Side
(1) Assignment of Counterpart Personnel
26 counterpart personnel are currently assigned, including the Project Director and Project Manager (refer to

Annex for details).

Number of Counterparts by Field of Training

Field Number of Counterparts
Project Director 1
Project Manager 1
Electricity and Electronics 12
Metal and Mechanics 12

(2) Provision of Land, Building and Facilities
Provision of office space for the Japanese experts, and rooms and space necessary for installation and

storage of machinery and equipment have been provided by the Ecuadorian side accordingly.

o
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(3) Allocation of Budget from the Ecuadorian Side

The budget for the Project is included in the total budget of SECAP. The following table shows the annual

budget for SECAP and CERFIN from 2002 to 2007 (refer to Annex details).

2002 2003 2004 2005 2006 2007 (Planned)
Budget 4,848,925 4,773,419 5,370,470 5245337 5,661,904 7.922.732
of SECAP 3 > a E] » b > H E k] 2 3
Budget

oFCERFIN 279,869 371,797 432,134 962,779 966,519 1,089,633

(Unie: LISS)
2.2 Stage 2 Outputs
Achievements in terms of Stage 2 Outputs through the corresponding activities are measured by the

indicators of PDM.

2.2.1 Output 5: A system will be set up in order to perform regular monitoring of the above-mentioned training

needs and to reflect the results in the training program.

Indicator 5: Existence of a systein for regular monitoring of training needs.

A training needs survey was introduced and conducted regularly for the Project. The training needs survey
has been carried out 3 times between 2002 and 2005, and a follow-up survey was carried out in 2006 (refer to
Annex for details). After the completion of the Project, the training needs survey and the follow-up survey will
be carried out every 3 years in accordance with the revised regulations of SECAP. It is hereby assessed that a
system for regular monitoring of training needs has been duly established.

As for the process of developing a training program -- especially a curriculum -- based on the results of the
studies there are some challenges to building a flexible system in which SECAP will be able to respond to the

training needs timely.

2.2.2 Output 6: A training system for employed workers will be set up in CERFIN, and monitoring of these

workers’ performance in industry will be implemented.

Indicator 6: Number of trainees by the expanded implementation of up-grading workers skills courses, and

monitoring results of the training needs

(1) Number of Trainees by the Expanded Implementation of the Courses
Training records indicate that the Project implemented more than twice the number of courses as originally
planned, and a larger-than-expected number of trainees have completed these courses in the fields of

mechanics, metal, electricity and electronics.
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Planned and actual numbers of courses implemented and its participants are as follows:

1} Up-Grading Courses in the Field of Metal and Mechanics at CERFIN

Period Number of Courses Participants
Planned Implemented Planned Implemented
From July 2002 to June 2003 10 11 150 120
From July 2003 to June 2004 10 13 150 197
From July 2004 to June 2005 10 26 150 276
From July 2005 to June 2006 10 31 150 347
From July 2006 to December 2006 5 16 75 207
Sub-total 45 111 675 1,147

From Jan. 2007 to Jun. 2007 {planned) 5 (15) 75 {200}

Total 50 126 750 1,347
2) Up-Grading Courses in the Field of Electricity and Electronics at CERFIN

Period Number of Courses Participants

Planned Implemented Planned Implemented
From July 2002 to June 2003 10 22 150 273
From July 2003 to June 2004 10 13 150 181
From July 2004 to June 2005 10 47 150 520
From July 2005 to June 2006 10 67 150 797
From July 2006 to December 2006 5 2] 75 292
Sub-total 45 115 675 2,063

From Jan. 2007 to Jun. 2007 (planned) 5 (15) 75 (200}

Total 50 130 750 2,263

(Note; Numbers in parentheses indicate that the courses are scheduled to be conducted during the remaining period of the Project. For

courses implemented, numbers of participasits completed the course is indicated.)

As for courses in Metal and Mechanics, when including courses scheduled in the remaining period of the
Project, the actual number of the courses will total 126, which is two and a half times more than was originally
planned. The number of participants is estimated to be 1,347 by the end of the Project. This number also exceeds
the planned number.

The actual number of courses and participants in the field of Electricity and Electronics is also expected to

exceed the planned numbers.

(2) Monitoring Results of the Training Courses
CERFIN conducted a monitoring survey in 2006 to evaluate the specialized and up-grading courses. In the
survey, a series of interviews were conducted with 90 employees who had completed training through the
up-grading courses, and with their supervisors. According to the results, 96% of the employees evaluated the
training course positively, and 99% of their supervisors evaluated the training as being useful. This result

indicates the high relevance and quality of the up-grading training courses.

2.2.3 Output 7: Specialized training courses for technique and technology will be implemented at CERFIN and

a job placement support system will be set up for trainees.

Indicator 7-1: 6 or more specialized training courses of each field will be implemented, and 72 or more trainees

of each field will participate annually.

\i

-35 -

-



Administrator
長方形



According to records concerning the specialized training courses, the number of courses implemented by
the Project exceeds the planned number. The planned and actual numbers for the specialized courses and their

trainees are as follows;

(1) Specialized Training Courses in the Field of Metal and Mechanics at CERFIN

Fiscal Period Number of Courses Trainees
Year Planned Implemented Planned Actual
2003 Tecnico course 0 2 0 30
Tecnologo course 0 0 0 0
Sub-total 0 2 0 30
2004 Tecnico course 4 4 48 61
Tecnologo course 2 1 24 16
Sub-total 6 5 72 77
2005 Tecnico course 4 4 48 73
Tecnologo course 2 3 24 43
Sub-total 6 7 72 116
2006 Tecnico course 4 4 48 84
Tecnologo course 2 3 24 46
Sub-total 6 7 72 130
Total Tecnico course 12 14 144 234
Tecnologo course 6 7 72 105
Grand Total 18 21 216 353

(2) Specialized Training Courses in the Field of Electricity and Electronics at CERFIN

Fiscal Period Number of Courses Trainees
Year Planned Implemented Planned Actual
2003 Tecnico course 0 2 0 30
Tecnologo course 0 0 0 0
Sub-total 0 2 0 30
2004 Tecnico course 4 4 48 03
Tecnologo course 2 1 24 11
Sub-total 6 5 72 74
2005 Tecnico course 4 4 48 64
Tecnologo course 2 3 24 35
Sub-total 6 7 72 99
2006 Tecnico course 4 5 48 93
Tecnologo course 2 4 24 53
Sub-total 6 9 72 146
Total Tecnico course 12 15 144 250
Tecnologe course 6 3 72 99
Grand Total 18 23 216 349

In the field of Metal and Mechanics, 21 specialized courses were implemented and 353 trainees received
training through these courses. The numbers of implemented courses and graduates were more than planned. The
actual number of graduates will be approximately 1.6 times more than the planned number.

In the field of Electricity and Electronics, 23 specialized courses were implemented and 349 trainees
received training through these courses. The actual number of implemented courses is more than the planned

number, and the number of graduates will be approximately 1.6 times more than the planned number.
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Indicator 7-2: Number of persons employed under the job placement support system.

(1) Establishment of a Job Placement Support System
At CERFIN, one staff was assigned to provide support for graduates seeking employment. Employment
support entails the following activities:
1) Providing bio data and other professional information pertaining to the graduates o relevant offices in the
Ministry of Labor and Employment;
2) Providing bio data and other professional information pertaining to the graduates to local companies (to be
done in tandem with routine visits to the companies for needs assessment and course promotion); and

3) Collecting recruitment information for future employment prospects.

(2) Number of Persons Employed Under the Job Placement Support System
Out of 60 graduates from the tecnico course seeking job placement during and after the course, 6 found
employment through the support of the job placement support system, The ratio of graduates who found jobs
through the support of the system is not high, becanse most trainees found jobs during the course when

receiving On the Job Training, Details of the employment process are as follows:

Number of Ratio of Employment Employment Through
Field Course | Number of Persons Empl Through On the Job the Job Placement
ie mployme .
No. Graduates | Successfully £ (%) Training Support System
Employed e No. | Ratio (%) No. Ratio (%)
E-E T-4703 15 10 66.7 ] 0.0 2 13.3
E-E T-4704 15 15 100 5 33.3 0 0.0
M-M T-2004 17 15 88.2 8 47.1 2 11.8
M-M T-2005 13 12 923 4 30.8 2 154
Total 60 52 86.7 17 28.3 6 10.6

{Note: E-E: Electricity and Electronics; M-M: Metal and Mechanics)

{Ratio of employment equals the percentage of graduates employed out of the total number of graduates 6 months after the completion of the

course)

Trainees under the fecnologo course normally received offers of employment from local companies before
beginning their courses or during the course. The main beneficiaries of the job placement support system were,

therefore, graduates of tecnico courses.

Indicator 7-3: Evaluation of Curriculum Contents

Course curriculums for tecnico and tecnologo courses can be evaluated as being high quality, based on the
following facts:
1) Setting of tangible and precise levels of achievement for each course; and
2) Sophisticated framework and design of its training modules.
According to the monitoring survey conducted by CERFIN in 2006, 96% of trainees evaluated the
specialized training courses positively and 46% of their employers thought that trainees from the specialized
training courses possessed higher technical skills than those from other training programs.

A questionnaire survey and a series of interviews conducted by the Japanese Team found that almost all of

W\
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the managerial staff from CERFIL, CEFIA, and CEFIC answered that they were using the curriculums
developed by the Working Groups, and were highly satisfied with them.

2.2.4 Output 8 Refraining of instructors working at the major regional vecational training centers will be

implemented at CERFIN.

Indicator 8-1: More than 6 trainees of each field will participate a year,

A total of 17 Electricity and Electronics instructors and 14 Metal and Mechanics instructors working at
CERFIN, CERFIL, CEFIA, and CEFIC participated in the retraining courses. The quantitative target for the plan
was to train more than 6 instructors from each field every year through the third to fifth years of the Project,
which meant providing retraining for more than 18 instructors in each field. The Project plans to conduct
additional retraining courses in February 2007 for more than 3 instructors from each field. It is estimated that the
Project will succeed in providing retraining to most of the targeted number of instructors by the completion of
the Project.

in addition, 81 instructors participated in retraining courses on teaching techniques.

Field CERFIN CERFIL CEFIA CEFIC Total
Electricity and Electronics 3 6 4 4 17
Metal and Mechanics 2 4 4 4 14
Teaching Techniques 27 19 17 18 81

(As of 15 December 2006)

Indicator §-2: Evaluation of Curriculum Contents

(1) Participant Evaluation of Retraining Courses

A survey distributed to instructors who participated in relevant retraining courses in 2005 found that

participants were satisfied with both the content of the courses and their instructors. Detailed results from the

survey are shown in the table below:

(Parg::fi::)cimts) Evaluation Category Very Good Good Average Not Good

Metal and Mechanics Course Instructors 2% 27% 1%

(6~7 persons) Course Contents 73% 27%
Electricity and Course Instructors
Electronitz:,s 7% 43%

(3 persons) Course Contents 33% 67%
Teaching Techniques Course Instructors 62% 35%

(18 persons) Course Contents 47% 47%

(2) Evaluation of Retraining Courses by Managerial Staff at CERFIL, CEFIA and CEFIC

A survey distributed to managerial staff at CERFIL, CEFIA and CEFIC found

retraining courses appropriate, and were satisfied with the results.
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2.2.5 Output 9: Training course curriculums and teaching materials developed at CERFIN will be spread to

other regional vocational training centers.

Indicator 9: Number of new and modified training course curriculums and teaching materials in each vocational

training center.

1) Number of New and Modified Training Course Curriculums and Teaching Materials
A total of 164 course curriculums and 131 teaching manuals for specialized training courses were developed
during the course of the Project. This means that the Project developed 83% to 100% of the targeted
curriculums and 54% to 69% of the targeted teaching material. The rest of the curriculums and teaching
materials are currently being developed by the Project, and are expected to be completed and distributed to

the 3 centers by the end of the Project.

New and Modified Training Course Curriculums and Teaching Materials

Curriculum Teaching Materials
Field Targeted | Developed Achievement Targeted | Developed Achievement
(%) (%o}
Electricity and 73 73 100 108 75 69
Electronics
pretal and 103 o1 88 103 56 54
echanics
Total 176 164 . 211 131 —

The curriculums and materiais developed during the course of the Project were distributed, and have being

utilized for the specialized and up-grading courses at the centers since April 2006.

2.3 Project Purpose

The project aims to improve the operation and administration system in SECAP and its main vocational
training centers in order to produce a large number of workers having technical skills (i.e. electricity, electronics,
industrial mechanics, welding and sheet metal processing) that meet the needs of the industrial sector using

CERFIN as a pivotal center,

Indicator 1: Establishment of committees that meet periodically for the improvement of training administration

at 4 Centers.

Initially, 7 committees were established and merged into 4 committees at CERFIN: the Project
Implementation Committee, the Academic Committee, the Infrastructure, Safety and Hygiene Commitiee, and
the Marketing Committee. The committees have been holding meetings periodically. Judging from results of a
questionnaire survey completed by Ecuadorian counterparts and Japanese experts, the Project Implementation
Committee and the Academic Committee are functioning well. The other two committees should be improved.
For example, the Marketing Committee needs to be more aggressive and strategic in order to establish better

public relations.

M A -39



Administrator
長方形



Recently, 4 to 5 Commitiees were established in each of the 3 other centers; however, most of them have
not yet started holding regular meetings comparable to those at CERFIN except two committees at CERFIL, It is
required for Committees at CERFIL, CEFlA, and CEFIC to conduct regular meetings and to contribute to
management improvement of each center. Data concerning the establishment of committees, number of meetings

held, and activities undertaken by the committees are shown in the Annex.

Indicator 2: Revised regulations of SECAP regarding the training methods developed in the Project.

Revision of SECAP’s Technical and Pedagogical regulations regarding training methods developed by the
Project was completed in January 2007. The Technical and Pedagogical Regulations standardize and systematize
the conditions under which SECAP manages and implements the activities concerning to the vocational training

services.

Indicator 3: Number of curriculums and teaching materials® developed or revised by the Working Groups.

As is shown in section 2.2.5, most of the targeted number of curriculums and teaching materials have been
developed or revised. The work was conducted by Working Groups established at CERFIN. Judging from the
achievements of these Working Groups, a system of developing or revising curriculums and teaching materials

has been successfully established at CERFIN.

Indicator 4: Increased number of new and modified training courses implemented at 4 Centers.

(1) 250 up-grading courses were conducted at CERFIN. This achievement is more than twice the targeted
number.
(2) As for the specialized training courses, 23 courses in the field of Electricity and Electronics and 21 courses

in the field of Metal and Mechanics were conducted; the targeted number of courses was successfully

implemented.
New and Modified Training Courses Implemented at CERFIN
Type of Field Targeted Number of Courses Remarks
Course Number Implemented (Target Number)

Up-Grading | Electricity and Electronics 50 130 {10 courses/year

Courses X 5 years)
Metal and Mechanics 50 126 {10 courses/year

X 5 years)
Specialized Electricity and Electronics 18 23 (6 courses/year

Training x 3 years)
Courses Metal and Mechanics 18 21 (6 courses/year

X 3 years)

(As of December 2006)

2 Although it is referred to as “manuals” in the PDM, it is written as “teaching materials” in this document because both

/ refer to the same thing.
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At CERFIL, CEFlA, and CEFIC, 80 up-grading courses and 10 specialized training courses were

developed or modified. The table below shows the detailed numbers.

New and Modified Training Courses Implemented at CERFIL. CEFIC. and CEFIA

Center Type of Field Number of Courses
Name Course Implemented
CERFIL | Up-Grading Course Electricity and Electronics 20
Metal and Mechanics 11
Specialized Training Courses Electricity and Electronics 1
Metal and Mechanics 0
CEFIC | Up-Grading Courses Electricity and Electronics 3
Metal and Mechanics 30
Specialized Training Courses Electricity and Electronics 3
Metal and Mechanics 4
CEFIA | Up-Grading Courses Electricity and Electronics 3
Metal and Mechanics 8
Specialized Training Courses Electricity and Electronics 1
Metal and Mechanics I
Up-Grading Courses Electricity and Electronics 31
Total Metal and Mechanics 49
Specialized Training Courses | Electricity and Electronics 5
Metal and Mechanics 5

(As of December 2006)

Originally, implementation of modified training courses at CERFIL, CEFIA, and CEFIC was outside the

scope of the Project. SECAP and JICA later confirmed the Project’s responsibility in terms of the promotion of

modified training courses to conduct retraining for instructors, and the establishment of Committees at CERFIN,

CERFIL, CEFIA, and CEFIC. The Project therefore does not have any specific targets regarding course

implementation at CERFIL, CEFIA, and CEFIC.

Indicator 5: An increase in numbers of enterprises and trainees who participated in the training courses for target

fields in 4 Centers.

(1) 3,610 trainees received instruction through the up-grading courses, and 702 trainees received instruction

through the specialized training courses at CERFIN. All actual numbers of trainees exceeded the targeted

numbers. Therefore, this indicator has already been achieved in terms of the number of trainees participating

in the training courses.

Numbers of Participants in Up-erading and Specialized Training Courses

Tvoe of Collrse Field Targeted Number of Remarks
P Number Participants {Targeted Number)
.. . (150 participants/year
Up-Grading Electricity and Electronics 750 2,263 X 5 years)
Courses Metal and Mechanics 750 1,347 (130 participants/year
x 5 years)
Specialized Electricity and Electronics 216 349 (72 p;i{rt;cq:::;;/yaar
Training (72 artic)i] ants/year
Courses Metal and Mechanics 216 353 partieipantsry
X 3 years)
{ds of December 2006)
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(2) At CERFIL, CEFIA, and CEFIC, 1,116 and 221 trainees were trained through up-grading courses and

specialized training courses, respectively.

Numbers of Participants in New and Modified Training Courses (U

Courses} at CERFIL, CEFIC, and CEFIA

(Ijqeal;tg Type of Course Field Number of Participants
CERFIL | Up-Grading Courses Eleciricity and Electronics 265
Metal and Mechanics 103
Specialized Training Courses Electricity and Electronics 15
Metal and Mechanics 0
CEFIC | Up-Grading Courses Electricity and Electronics 129
Metal and Mechanics 477
Specialized Training Courses Electricity and Electronics 71
Metal and Mechanics 75
CEFIA | Up-Grading Courses Electricity and Electronics 34
Metal and Mechanics 108
Specialized Training Courses Electricity and Electronics 17
Metal and Mechanics 16
Total Up-Grading Courses Electricity and Electronics 428
Metal and Mechanics 688
Specialized Training Courses | Electricity and Electronics 103
Metal and Mechanics 91

{As of December 2006}

2.4 Prospect of Achievement of the Overall Goal

The overall goal of the Project is as follows:

“ The Project aims to establish vocational training system which provides skilled workers with required

level of professional ability by the industrial sector and to contribute to improvement of the employment

opportunity in Ecuador.”

There are two indicators for the Overall Goal. Judging from facts and observing the significant impact made

by the Project, SECAP is likely to accomplish the Overall Goal in the field of Metal and Mechanics, and

Electricity and Electronics in about 5 years. Successful institutionalization of the technical method by revising

SECAP’s technical and pedagogical regulations is one of the significant achievements of the Project which

assures the accomplishment of the Overall Goal, The achievement in other fields will depend to a certain extent

to SECAP's sustainability.

Indicator 1: Increased percentage of industrial enterprises in favor of SECAP’s training

Indicator 2: Increased rate of employed persons in targeted industrial fields

A
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3. Results of the Evaluation According to Five Criteria
3.1 Relevance

The relevance of the Project is high. The manufacturing industry of Ecuador has been growing in recent
years in proportion to the growth of the national economy, as is shown in the table below. The manufacturing

industry continues to be one of the important sectors for Ecuador to achieve steady growth.

Growth Rates of GDP and the Industrial Sector (Manufacturing) in Ecuador

2001 2002 2003 2004*1 2005*2 Average
GDP Total (%) 5.3 4.3 3.6 7.9 4,7 5.2
Manufacturing Industry (%) 4.9 2.5 4.6 32 9.0 4.8

*1: almosi final, *¥2: provisional

Source: Central Bank of Ecuador (Website}

In this context, the Government of Ecuador highlights improvement in productivity and vocational skills
development as two of the most important issues in the National Development Plan (2005-2007). Therefore,
producing a large number of technical experts in the field of Metal, Mechanics, Electricity, and Electronics
through vocational training will meet the demand of the National Development Plan. In addition, results of the
training needs survey conducted during the Project confirmed a growing demand for human resources with
higher level of professional competences.

The fact that the Project has retained its relevance even under political changes in Ecuador shows its high
relevance.

Currently the Japanese official development policy concerning Ecuador prioritizes the growth of industry
and the creation of employment to tackle issues of poverty.

As for the appropriateness of the approach taken by the Project, it was appropriate to divide the Project into
two stages to maintain its relevance and effectiveness. By separating the Project into two short-term stages, the
outputs of each stage became clearer and easier to be evaluated at certain critical points during the Project. With

satisfactory results gained in Stage 1, the Project was able to develop a precise and relevant plan for Stage 2.

3.2 Effectiveness

The overall effectiveness of the Project is at a satisfactory level. As previously mentioned, the degree to
which the Project purpose has been fulfilled is at a satisfactory level. The Project succeeded in revising SECAP’s
Technical and Pedagogical Regulations, and aided the establishment of Committess in four target Centers. The
Working Groups proved effective enough to ensure that the revised curriculums and teaching materials were
distributed and used by the target Centers. As for implementation of the revised training courses, the
achievement of the Project is remarkable from both quantitative and qualitative points of view.

The only remaining concem is whether the Committees at CERFIL, CEFIC, and CEFIA will henceforth be
able to maintain regular and continuous activities. All of the Committees at CERFIL, CEFIC, and CEFIA were
established last year, and it is not certain if the Committees will work to tackle challenges inherent in each center,

similar to the manner in which Committees at CERFIN functions.
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3.3 Efficiency

The efficiency of the Project is very high. Inputs from Ecuadorian and Japanese sides were appropriate in
term of quantity, quality, and timing, such as the dispaich of experts, appointment of counierpart personnel,
counterpart trainings held in Japan, and the provision of equipment and allocation of budget.

All achievements of the Outputs were remarkable, As for Qutputs 6, 7 and 8, the Project developed and
implemented many more up-grading courses, specialized training courses, and retraining for instructors than
were originally planned. The total number of direct and indirect beneficiaries amount to 5,734; total input from

JICA amount to 812 million Japanese Yen, equivalent to 6.8 million US Dollars.

Direct and Indirect Beneficiaries of the Project

1) Direct Beneficiaries 34
Counterpart Personnel (Total) 34
2) Indirect Beneficiaries 5,734
Trainees of Up-Grading Courses CERFIN Metal and Mechanics 1,347
Electricity and Electronics 2,263

CERFIL., CEFIC, CEFIA Metal and Mechanics 688

Electricity and Electronics 428

Trainees of Specialized Training | CERFIN Metal and Mechanics 353
Courses Electricity and Electronics 349
CERFIL, CEFIC, CEFIA Metal and Mechanics 91

Electricity and Electronics 103

Instructors  Trained under the { CERFIN, CERFIL, CEFIC, CEFIA Metal and Mechanics 14
Retraning Courses Electricity and Electronics 17
Pedagogy 81

3.4 Impact

The Project has had remarkable impacts on SECAP’s organizational management, as well as on its public
relations and fields other than the ones the Project aimed to improve directly.

SECAP's reputation and the level of expectation from outside SECAP have increased throughout the Project.
As a result, several universities such as the University of San Francisco de Quito, the University of Technology
Indoamerica, and the University of Technology Equinotial, requested SECAP to establish institutional
partnerships or collaborative programs.

The quality of training provided by SECAP is being recognized by the National Council of Higher
Education (hereinafter referred to as “CONESUP”), an Ecuadorian organization which evaluates higher
education institutions and authorize them to provide educational services at that level. Specialized courses at
CEFIA were approved as qualified “carrera” by CONESUP. This means that graduates from these specialized
courses at CEFIA will be qualified to transfer to relevant universities and polytechnics. CERFIN, CEFIC, and
CERFIL are following suit,

Activities introduced during the Project are becoming the model of overall training improvement within
SECAP. Instructors in other fields of training, such as automobile maintenance, industrial sewing, construction,
wood work, and leather work initiated similar training needs surveys with the Project, and curriculums and
teaching manuals in these fields have been developed or revised at CERFIN and distributed to other centers with

the support of the counterparts of the Project. More importantly, retraining courses for instructors in the fields of

3 a graduate course in Spanish
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automobile mechanics and industrial sewing have begun brushing up their knowledge and skills.

3.5 Sustainability

(1) Political Sustainability
The Government of the Ecuador has maintained continuously its policy that prioritizes its industrial
development and unemployment reduction through the vocational training. In addition, the present

government will maintain and enhance this policy, under which SECAP’s role is important.

{2) Organizational Sustainability
SECAP is a solid organization with a qualified technical and administrative staff which is able to meet the
requirements of the Ecuadorian Government Policy.
Therefore, it is important for the Government of Ecuador to maintain the present status of SECAP as a public
implementing body of vocational training and held responsible for providing training services in fields where

the private sector is difficult to compete in.

(3) Financial Sustainability
The Ecuadorian side allocated their budget as planned during the Project. SECAP has been so enthusiastic to
increase its self-earning income though the implementation of its training courses, achieving an increase of
50% in the past 4 years. SECAP's total budget has been increasing annually. SECAP will therefore be able to
continue improving its training courses after the Project has officially been concluded.
However, there is one concern that remains about the disbursement of the amount collected through the “0.5%
contribution” from the semi- and full-public companies. There might be some room for improvement for a

stable finance of SECAP.

(4) Technical Sustainability

Advanced skills and knowledge were transferred successfully to SECAP thanks to the long term commitment
of each counterpart. Most of the counterparts have been working with the Japanese experts from the
beginning of the Project, and only a few of them retired. All of the instructors who trained in Japan are
currently working as counterparts at CERFIN, Drastic replacement of instructors is not likely to happen at
SECAP, so as to retain the skills and knowledge.

A challenge would be how to successfully expand the skills and knowledge to other instructors. A practical
solution would be to continue with the ongoing process of retraining instructors.

The Project succeeded in institutionalizing the training management method by revising SECAP's Technical
and Pedagogical Regulations. By carrying out the methodology dictated under the revised Technical and

Pedagogical Regulations, further achievement is to be expected.

W
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4, Conclusion

(1) In conclusion, based on the series of discussions and interviews with the Ecuadorian Counterparts and
Japanese Experts as well as the survey conducted by the Evaluation Team, the Project has achieved the
original Goal and Qutputs. Therefore the Team hereby concludes that the Technical Cooperation through the

Project can be terminated on June 30 2007 as originally scheduled.

(2) In general, an important concern to be addressed by a terminal evaluation on a project is to confirm its
sustainability. Regarding this Project, it is important to note that the new Ecuadorian administration born in
January 2007 has identified the enhancement of vocational training programs under SECAP as one of the

highlighted measures towards poverty reduction in Ecuador,

{3) One of the outstanding achievements of the Project has been the quality and quantity of implemented training
courses, The Project succeeded in implementing approximately 2 times the number of courses than was
originally planned, while maintaining a high quality of instruction. Over 90% of the trainees were satisfied
with the contents of the training courses, and about a half of employers acknowledged its high quality as

compared to other existing training programs.

(4) Implementing a new training course requires all related activities to be completed in a timely manner, such as
brushing up the skills and knowledge of instructors, procurement of appropriate training equipment, and
development of the curriculum. The Project was able to implement a number of new training courses based
on the following good practices:

1) Timely Input, such as the dispatch of experts, counterpart training in Japan, and provision of equipment
2) Continuous assignment of counterparts
3) Flexible planning and operation to respond to changing situations and conditions

4) Making full use of the benefits brought forth by the Project to gain larger impact.

(5) Through its success at CERFIN, SECAP's managerial staff became more progressive and positive towards
managerial improvement, which means that they gained ownership on the Project. As a result, SECAP
succeeded in improving its image from the outside and obtaining accreditation approval from CONESUP,

which enables it to join the field of higher technical education.

(6) A note should be made regarding the Project's synergistic impact through its technical cooperation with the
Grant Aid Program, under which sufficient training equipments were supplied to the six centers of SECAP.
in the process of selecting the equipments supplied through Grant Aid, due consideration was given to the
amount of technical knowledge to be transferred from the Project. As a result, a foundation was established

for a nation wide extension and implementation of technical skills transferred through the Project.

(7) Challenges yet remain for SECAP, Weak administrative and managerial capacities at several centers would
prove the biggest challenges. It will take more time for these centers to overcome this challenge under the
supervision of SECAP Headquarters. In the future, it would be significant to count with advice and support

from the Japanese side
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5. Recommendations
5.1. Recommendations to be Considered Before the Conclusion of the Project
All activities as specified in the PDM should continue to be implemented during the remainder of the
Project. It is particularly important to monitor and implement activities to facilitate the expansion and
consolidation of the Outputs generated through the Project thus far. The following activities are recommended:
1) Making a practical plan for retraining instructors to be implemented after the conclusion of the Project,
giving due consideration to the varied levels of instructors and logistics; and

2) Promoting regular activities by Committees established at CERFIL, CEFIC, and CEFIA.

5.2. Recommendations for SECAP to be Considered After the Conclusion of the Project
(1) Continuing and Expanding the Retraining of Instructors to SECAP’s Centers
In order to make use of and to maximize the benefits generated by the Project, retraining instructors should

be continued and expanded based on the plan elaborated through recommended activities mentioned above.

(2) Recruitment of Instructors
To ensure the successful implementation of tecnico and tecnologo training courses, additional instructors
shonld be recruited. New recruitment is necessary not only to succeed the Outputs of the Project, but also to
prepare for a future replacement of instructors due to the age. For instance, the average age of instructors in
the field of Metal and Mechanics at CERFIN is 48.6 years. There are no instructors aged less than 30, while
there are 7 instructors above 50. It is important to recruit a new generation of instructors for guarantee for

sustainability purposes.

(3) Strategic Partnership with Industrial Sector
It is necessary to improve the ties with the industrial sector and adequately grasp the needs and trends of the
labor market, which consequently contributes to SECAP self-earning income, through the implementation of

training courses according to the demand.

(4) Enhancement of Public Relations
As experienced in the Project, to enhance the public relations of SECAP contributes to its overall
organizational management improvement. Several measures such as developing a comprehensive strategy on
public relations and making full use of the Information, Communication and Technology tools are

recommended for further enhancement of SECAP's public relations.

(5) Maintenance and Replacement of Facilities, Machinery and Equipments
SECAP should realize that the facilities, machinery and equipments, including the ones provided by the
Japanese side, would be outdated in 10 or 15 years. It is necessary to plan ahead in order to perform
permanent maintenance of the facilities, machinery and equipments; therefore, it is recommended to take

practical measures to this effect, such as foreseeing and increasing resource in the annual budget.
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6. Lessons Learned

(1) As previously mentioned, it is remarkable that even under several political changes and replacements within
the authorities of SECAP, the Project has maintained high relevance throughout its implementation. This has
been brought about by the following factors:
1) The sufficient assessment of social needs of the Project’s beneficiaries at the preparatory stage, and,
2) SECAP’s present administrative board consisting of Civil Servants with extensive experience in the

Institution.

(2) When it comes to sustainability, it is important to note that the Project succeeded in institutionalizing the
models of vocational training method through the revision of relevant SECAP’s Technical and Pedagogical
Regulations. This remarkable Output has been elaborated based on the mutual reliance between the Japanese
experts and the counterpart personnel. This Project embodies the following ideal in development theory:
“Successful technical cooperation is brought about largely by the people concerned, and by good working

relationships between these people.”

(3) One of the outstanding achievements of the Project is that SECAP’ management system was improved in
addition to the outputs of developing and implementing vocational training courses. In the process of
revising and developing the specialized and up-grading training courses, all personnel concerned with the
Project began to realize the importance of a solid management structure. With significant momentum brought
forth by the Inputs by the Japanese side and the positive results of the Project, the Ecuadorian side became

enthusiastic and committed for further improvement of their organization and national development.

v
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