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FORWARD

This document summarizes the findings of a management
evaluation prepared by MSI, based on fieldwork by Dr. Roger
Popper of MSI and officials and directors of USFIS. The
report addresses a number of questions and concerns of
interest to USAID and USFIS. 1In attenpting to meet the needs
of two such different audiences, we fear that a report of this
kind necessarily addresses the needs of each group somewhat
imperfectly. We have Judged, nevertheless, that it is
preferable to present = single "hybrid" document rather than
to arbitrarily divide the findings into two separate reports.
We thus ask the foresbearance of each group when reading those
parts of the study of primary interest to another audience.
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I. INTRODUCTION

A. A Cost Sharing Grant

A Cost Sharing Grant (No. PDC-O?OS-G-SS-3071-00) has been
awarded by the United States Agency for International
Development (USAID) to the United States Foundation for
International Scouting (USFIS) to support the community
development program of the World Organization of the Scout
Movement (WO3M), headquartered in Geneva, Switzerland.

The grant extends from January 1, 1983 to Decewber 31, 1985
and totals $975,000 over the three years. Prlvatelﬁi_ji_N\
financing of the program over the same period amounts to

$420,000, and substantial monies come from a variety of
international sources. The USAID contribution goes primarily
to management infrastructurc at the recional level (Latin
America, Africa, Asia-Pacific, Middle Tast). The USFIS
contribution goes primarily to management infrastructure in
Geneva. Other support goes primarily to direat project
support in the field.

B. A Management Process Review
The Private and Voluntary Cooperation Office of JSAID (pvC),
under whose jurisdiction the grant falls, has proposed that 2
management review of WNSM's Community Developuant program be
conducted by a consultant, The posuylts of the review,
conducted by Dr. Roger Popper of Minage-ant Systams
International in February and March of 1984, are presented in
this report.,

Community Development programs were visited in Peru, Jamaiea,
Kenya, and Egypt. And offices with responsibility for tha uk




I-2

programs were visited in Dallas (USFIS), Geneva (WOSM), and
Washington, D.C. (PVC/USAID). USFIS International Director,
Mr.;%%x_ﬂgig~yas a full partner in all overseas activities,
USFIS representatives Dr. Tom MacAvoy, Mr. John R. Donnell,
and Mr. Brad Starr participated in the Peru and Jamaica
activities. And Ms. Margot Bogert and Mr. Eugene F. Reid
participated in the Kenya, Egypt, and Geneva activities. Mr.
Bud Frank of USFIS was present during the discussions with
USAID in Washington, D.C.

Field work consisted of visits to four regional WOSM offices,
and to approximately 16 community deyelopment projects.
Interviews were held with WOSM persoﬁnel, National Boy Scout
Association personnel, Boy Scout leaders, Boy Scouts, and
comnunity development project participants. We spent
approximately 2 1/2 working days in each of the client
countries and in Geneva.

C. Foci for the Management Review

Discussion and docunents provided by the Boy Scouts and AID
lead to a focus for this management review on the extent to
uhi h WOSM:

——

L S

1. Maintains policy control over its far- flung community
devnlopnent projects; and

2. Fffiﬂiently "d°111‘25§~he_goods" in terms of resources

‘and projects at the comnmunity level,

The first focus arises from a_concern that WOSM may be over- -

o — —

dﬂ"nntralizﬂd for exorcising pollcy>control over projcct
quality and dircction. And the sccond focus arises from the
Opposite concern, namely that WOSM is over-centralized, and
uses up. diuproportionatc resources in_bureaucragy rather than

e e 9707

\~_
COﬂwunity lovel projcﬂts.

U
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Both concerns merit examination, because they are major
adninistrative challenges for all far-flung organizations.
However, it seems ironic and perhaps unreasonable that:

1. In 1982, as a result of an evaluation, AID used the
over-centralization concern to force WOSM to

"regionalize" community development operations; and \
ed ¢ A lnr
then e {\ << e o
o o e ‘0*1% N 5
2. 1In 1983, AID used the over-decentralization concern’%hnﬂ14;9¥9'
to delay and then reformulate AID suppcrt of the
program.

"Regionalization" consisted of establishing four new regional 2 é;
e e C
comaunity development offices, and reducing funds allocated to fﬂ17L

comnunity development activities at the Geneva office by
one-half, '

The following quotations from a summary USAID document make it(xjpg7 f/
look like USAID required WOSM to decentralize in order to (gk}ivj[
qualify for support, and then temporarily withdrew the support ‘2"

because they had complied. %’D 7

1. USAID concern that WOSH was too centralized, which
forced regionalization:

An evaluation completed in February 1982 noted the
inconsistency of results, as related to the lasting
benefits of Scout projects to the community as a whole.
In terms of training, orientation and opportunity for
productive activity among the youths, the evaluators
found the Scouts "vastly successful." R —

—

Rt SUEE

——— - -

hddressing the earliap weaknesses, this new proposal
~f2duces the number of target countrios and intensifies
manigement of the program in the FIeTday with assignment
QﬁugqqqﬁgqgngqL_ﬁqqiqqg’quqngrs. Grant funding for
in-country programs would be added, and no Agcncy for
International Davelonment (AID) funds would be attpibuted
to Geneva operations.
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2. USAID concern that WOSM was too decentralized, causing
temporary withdrawal of support, and switching from a Matching
Srant to a Cost Sharing Graat mode:

¥ajor points made in rejecting the Matching Grant
proposal were: the World Organization is too
cecentralized to permit reasonable certainty that our
funds will produce projects of demonstrable value to
low-income people in less developsd countries (LDCs); and
there is an inconsistency about the Scouts®’ projects
which raises questions about their track record as a
dsvelopment agéncy.
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NOTES TO THE BUDGET

SOURCE OF FUNDS

PR T TR T Y T e

- The contribution of the World Scout Bureay of US$ 931,000 for the three- year
period represents support given by the Bureau, in cash or in services, of
US$ 696,000, together with aid given directly by Scout associations (twinning
programmes) of US$ 235,000, most of which is in cash.

USFIS - USS$ 420,000 has already been committed by the United States Foundation for

AB-

c.

International Scouting. Of this, a minimum “of USS$ 375,000 will be jn cash.

- A total of USS 975,000 over the three-year period is requested from the
United States Agency for International Development in the form of a Cost-
Sharing Grant.

Salaries and Benefits
This covers the staff needed to Implement the project as shown below:
Staffing wsB USFIS AID TOTAL
Full time personne!
Director and Assistant 2 2
Project Directors l 4 5
| 2 4

Part-time supporting staff

Secretary-General | |
Geneva executives 3 3
Regional executives 9 9
14 2 4 20
Plus administrative and Secretarial support
Part-time 4 4
18 2 4 24
Actual costs (three years) Us$ 60! 229 217.2  1,147.2
======:::::==::=:::::::::::::::::;:n

Pregramme and. project design

.

Thie is the estimated cost of identifying needs and of developing specific field
related projects and prograrnimes to meet these needs.

Dcountey rroprammes

(1) Jrainicz « The cost of training Indigenous volunteers to develop and manage
local Coininunity projects, The largest expenditure will be in the fitst year, ¢



Bottom-line conclusions are that:

II. BOTTOM-LINE CONCLUSIONS )4/ a}*’
S e

<£ (jY{% L/Aptpgﬂ
td w&dbuz> écﬁ?g'/ UJL g

t/l’
A) Policy cgg&gg;ﬂo er the quality and direction of e L}ZU&A?/

community development projects is potentially strong,

but not strong in reality;

\
e T

B) Goods delivery in the form of resources and projects

at the community level is Eggg_put on the way toward
correction;

C) Policy control and especially goods delivery both

suffer due to lack of paid professionais within the
various national Boy Scout associations;

D) USAID’S investment in WOSM has contributed to building
an organization capable of planning, implementing, and
raising funds for community development projects.
dowever, it =ay be difficult for tae organization to
raise funds-zg—gsgzzzaritself{‘—U§AID Is running Into
a "recurrinwﬂgpsggl_glgg; and

[E
e e e =

et

 ——

(321
—

“he Boy Scouts” Community Development projects are, in
geaeral, meeting an AID mandate.

y——

P ————

b Liltiy Tonirol
brltsy 2one 5 t
¥ T3n%trol s patantially strong because there are

.‘."".".\"' -coNh tAnwa 3

et 7 017:075 Lo enforce comminity development policy.
'..-. 1 e pmme .0 .

.,;:;;:;:22} in teality beeause planning on all levels P g
o ey anro s athep an " mn
- y=y J;Ef rather than programmatin, and Thers T

retitn en wWnge Usa

ID's comaunity davelopmaent policy is.
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Policy control mechanisms with potential for ensuring project
quality and direction are:

15

ratl .

Traditions, moral code, and self and societal

expectation of the Boy Scouts as an institution the
world over;

Staff Management Conferences at the regional and
international levels;

A universal project proposal format;
Experienced, dedicated regional personnel;

Regional project monitoring systems such as those
ocperating out of Peru and Kenya.

‘TZLn—si L

N2 say there is confusion regarding community development o- N
!,‘,C_
..... y because there seem to be no simple and clear ‘

triorities, guidelines and principles at the country, regionalSZZ;&c .
3 N

:r giobal lavels. AID thoughts in this regard secem not to

n3v2 been well communicated or understood. Our knowledge o

{":ca {‘Q ,\,/\&CJ\'\-

<
$32's mandate leads us to suggest emphasis on projects that: ﬂ%}ﬂ(‘
[4

2,

b,

Have low income people as clients and beneficiaries; C}ﬁflf
| (:1&~4J7
$67)
Promise long-lasting, not just temoorary benefits; AVYER
O~
Establish community development processes which /afldf‘41£“

sustain themsolves beyond the fmmediate period of the
projacts;

Proafse to benefit comnunity menmbers beyond the
{Zaediate eire.e of Boy Scouts and their fanilies.
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It is worth noting that many Boy Scout Community Development:
projects meet the above criteria without having been required
to do so by formal policy.

Examples of programmatic thinking are:
1) Schools and recreation for Squatter villages in
Peru;
2) Tree planting in Kenya;

3) Household skills for boys in Egypt;

4) Merit badges as alternative education diploma
system; and

5) Boys as a conduit and catalyst for mobilizing
adults.

For details, see Chapter IV. Another exanuple is the "Water

Decade"”, declared for the 1980°s, of which, however, we saw no
project evidence.

B. Goods Delivery

Delivery of goods in the form of resources and projects at the
community level {s sparse in relation to the international /
adminiatrative infrastructure suoporting them,

Regionalization has done little to increase the goods
delivery, but rather has had the effect of inerensing demand,
Tho major job of regional offices has baen to stimulate noads’
vdentification and project destagn throuch seminars and
workshops, Some finding and delivery of resources has
occurred ut the regionnl level, but that has not been the
emphayisg,
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the major obstacle to there being numarcus, potentially
peneficial Boy Scout Community Development projects throughout
the world has been the lack of small packets of funding,
averaging $2,000 to $3,000 each. Obtaining runding for
projects is primarily the responsibility of the World Bureau
in Geneva. However, that office has dedicated itself sc far

e
*5 building a system worth investing in, and not yet in

:QEHVE_TE§htUH“ES'6btaining that investment in the form of

dtrect project funding.

Sirategies being developed for funding projects are:

- The WOSM project "shopping list," which is presented to
traditional development donors;

- "Twinning" relationships between Scout groups in

developed and developing countries (managed by WOSM
in Geneva);

- Bilateral relationships between multi-national
corporations and developing countries (managed by USFIS);

- The "Universal Fund" (WOSM), and the "Friendship Fund"
(USFIS).

c. ﬂig{ggql.aoy Scout Association Staff

v e - - — . - —— ————

éﬁi}hnd its community development st:ff do not form a

srf-sufficinnt organization. Above 211, thair effectiveness

2ends on LYya strength of national By Scout orgianizationsa,
r -
< hation 5oy Scout organizations ara 40a%, Lhen conmunity

:ovekwment cfforts will be woak, In the viey of USFIS

4
-
.
-

LEDerts with vaot experience in these aatiers, Lhe key to n
8¢ o b U -
*7ON8 national Boy Scout asnociation ta 1 core of decontly QQ‘—

P11 profensional ataff,

Y
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In all four countries we visited (Peru, Jamaica, Xenya and
Egypt) there were four or five paid Boy Scout professionals,
and another 10 to 15 support personnel. 1In at least two
instances (Jamaica and Ezypt) one or two of the professionals
are paid by the government. However, in all instances pay was

considered too low to attract high quality people for "career"
lengths of time.

It is the strong opinion of the USFIS representatives that
development of national Scout associations is the
responsibility of economic elites within Third World
countries, and that building of those associations is an
effective way to attract funds for direct support of concrete
comnunity development projects.

D. The Nature of USAID’s Investment in WOSM

USAID has undertaken a necessary but perhaps thankless
< e —————
investment in human infrastructure for planning and

—

“Tund-raising for community development projects. Most donors
: L ———

will only put up direct project money, so that they can see
tangible results, so USAID is to be congratulated. ‘iowever, a
serious problem is that, just as no one else will make an
investment in human infrastructure now, no one is likely to do
50 in the future either. Therefore USAID’s wise stricture
2zainst exposure to long-tern recurring costs risks violation.

Alternative ways to finance the WOSM world community
¢evelopment network must be found. One possibility is to
cliarge "overhead" on project monies that are raised by WOSHM,
dowever the ratlo of adminstration éo project investment would

be tao high for "overhead" to be wore than a ninor {ncome
Source,
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E. The Boy Scouts and AID’s Mandate

Qur experience visiting Boy Scout Community Development

progects leads us to conclude that in general they LAIZL7
satisfactorily address a USAID mandate which includes: low 'Lb Q,
income clientele, long term potential benefits, and '/?kﬁhﬂébb 7
z;ETEIHEBIE_EBEEunity development processes. (Whather 64” Vi
cost-effective impact is achieved in those areas is a '
different, very difficult question.) /ﬁveiel

- We saw approximately 15 projects, and at least 90% were
obviously and explicitly directed at a low-income
clientele., We saw no middle-class, recreational

projects.

- By their very nature, both educational projects and
tree-planting projects promise long-term benefits,

All of the projects we visited had an educa‘ional
component, and approximately two-thirds involved tree-

P

Planting in an important way,

- Sustainability of process is an issue that no one

handles well as a measurement or evaluation issue,

However, by definition, education projects pronmise
"sustainability."

- Financial sustainability has been attained by at least

one publication operation originally financed by USAID
(the Arab Region).



IIT. ASPECTS OF WOSM’S MANAGEMENT SYSTEM

A. Regionalization

"Regionalization", which consisted in shifting financial and
human resources from the center of the WOSM system toward the
periphery, definitely has had the following three positive

effects:

1.

“al

Community development workshops and seminars are now

national rather than international, and therefore more
practical and concrete, as opposed to theoretical.

There is definitely more intense management of
community development projects and activities in the

country where the regional office is stationed than
before.

It is not clear, however, whether attention paid to
countries without a regional office has increased.
Being visited soveral times a yesar by someone from the
Regional office is not necessarily very different than

being visited several times a year by someone from the
Geneva office.

Publications focusing on community development are

s2ing produced in the Latin American and Arab
resions,
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B. Targeting -- Why "Targeting" on 12 Countries Yas Not
Yet Proved a Powerful Strategy

As a condition for financial—eappef%T—Usa%D—fequfreﬂ—the—-
focusing of efforts on twelve target countries. This

"targeting" has determined where there would be seminars,

workshops, and studies of Boy Scout strength. But it has not

yet deterained in an important way where community development P)/
BT ey
projects would be funded. gFepondquﬁg‘ ajorigz/g?’direct (

funding comes from sources other than AID.  And there is, of

course, no reason for those sources to pay special attention
to USAID’s targets.

The criterion for choosing a target country for Boy Scout
Community Development activities nust be a strong Boy Scout
novement in that country., It is unreasonable to ask that a
Boy Scout organization solve problems of survival, and at the
same time undertake community development projects. This

criterion was disobeyed in the selection of Jamaica as a
S ————————"
target country.

C. Comaunity Develooment Workshops

A major tool WOSM uses to promote community development and
generate connunity development projects is a series of
s2ninars 2nd workshops for Boy Scout leaders run by regional
WOSM stuff. An important effect of the "regionalization" has
been that tha seninara which used to be international and
therefore nocessarily general and theorctical, are now
national arnd more practical and concreta,

The core rnrocass which makos up the workshops has four steps:
e e e e ———
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Participants in workshops arrive at their solution to
a problem;

Participants present their solutions to each other;

WOSM regional staff synthesizes, corrects, adds
"wisdom" and theory;

Participants go to a comnmunity and apply techniques
learned.

The problems to which the core process is apolied are

approximately as follows:

1.

5.

Definition of community development.

Identification of community needs.

Identification of community leaders related to the
needs.

Gaining access to and motivating the community,

Identification of community resources.

As explained to us, the idea is for the Scout leaders to
repeat the above process with their Boy Scout troops. It

remainag to be seen whether:

The so-inar approach is an important source of
s g T ———

community developnent projects, (There are scveral

other sources which may have precedenca.)

Boy Seouts are cipable of learaing and applying the
techninquen taught {n the workshopa.
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1983 SEMINARS/WORKSHOPS in Target Countries

I. BANGLADESH

. CAMEROQOON

. EGYPT

. INDONESIA

. JAMAICA

. KENYA

. PERU

. RWANDA

. SRI-LANKA

10, TOGO

1,

12'

UPPER VOLTA

YEMEN

Multipurpose Workshop

Corporate Planning

Corporate Planning

SPECIFIC-TECHNICAL

Agriculture

Community Development

inew & Renewable Energies

New & Renewable Energies

Vater Supply & Sanitation

Community Developm:nt

Human Settlements- Housing

Community Development

Rural Scouting

Community Development

New & Rencwable Encrgles

Community Developinent

Literacy

Agriculture
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- Boy Scout leaders are capable of running effective
community development workshops.

D. Staff Management Conferences (S¥Cs)

Major tools used by WOSM for managing its far-flung operation
are Staff Management Conferences, which take place on the
world-wide and regional levels, once a year for the world-wide
level, and once a year for each region. Topics of the

——

conferences vary, of course, but in general they cover:
g,f

-~ Community development schedules and programs for all
countries

~ Public relations

- Publications

- Funding
- Personnel

~ Weaknesses in progranms
- taff management training exercises

The next world-wide Staff Management Conference is in May
1684,

%0 exnmples of Progress Monitoring Systems used by the WOSM
zppear on the followinz pages.



A PROGRESS MONITORING SYSTEM FOR LATIN AMERICA
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RUN BY WOSM PERSONNEL IN PERD
ESTADO COORDINADOR LUGAR CeSsTO
PROYECTO ACTUAL
BRASIL
Accion grupal, Villas Popula v Santana T) Aguinaldo Silva Mairipora 50
Accion integral, Instituto Santa Terezinhe {T) Donald Malchitzki Mairipora 500
Artesania, San Jose de Poa {A) José A, Gaby Sao Paulo 25,000
Guarger(a (construccidn y funcionamiento) Kemel (A) Flavio Farajota Sao Pauto 40,000
Centro de Adiestramiento Scout y Comunal {R) José A, Gaby Sao Paule 100,000
Construocion Centro Comunal de San José de Poé (T) José Carvalbo Sao Paulo 30,000
Me;oramiento del Jardin de San José de Pod T José A, Gaby Sao Paulo .= 00
Huerta Familiar (A) Josd A, Gaby Sao Paulo 600
Programa piloto de Nutricién y accidn comunal (B) Lenira Silverio Sao Paulo 46,000
Mejoramiento de viviendas y saneamiento bisico (R) Indra Platais Rio Janeiro 12,000
Instalacion de agua vy luz, San Bernardo do Campo (A) Aparecida Nicrosini Sao Pauto 00
Curso profesional (electricista), Sororaba (T Albino B. CTarnargo  Sao Pauio 1,200
Curso zrofesional (albafileria), Sorocaba 1) Matheus Benevenuto Sao Paulo 1,200
Salud dental, Sorocaba (A) Verli Rebello Sao Paulo 25,000
Nutricidn, Sorocaba (A} Matheus Benevenuto Sao Paulo 15,000
Recreacion dirigida, Sorocabs T Matheus BenevenutoSao Paulo 500
Recreacion dirigida, huérfanos de Itu (B) J..Correa y E, Camargo Sao Pau'o Jo0
COLOMBIA
Transporte de un Hospital pre - fabricado (T) Eduardo Gonzalez Purembara 20,000
Empresa cafetalera (A) Alberto E. Salazar  Risaralda 90,000
Arboritacion (T) Hernando Enciso  Nacional 25,000
Centro de Adiestramiento Scout y Comunal (A) _Orlando Alvaran Manizales 50,000
Huerios escolares (A) Luis A, Palacios Huila Sur 2,000
Centro ce Adiestramiento Scout y Comunal (A) Luis A. Palacios Huila Sur 100,000
Anoyo integral Comunidad nativa Paeces (A) Luis A, Palacios Huila Sur 3,000
CHILE
Seis Talleres de costuras {A) Paul Oden Morio  Puerto Varas 10,000
Cos Hegares Scouts (A) Paul Oden Morio  Puerto Varas 360,000
htultitaiteres {A} Maria Maldonado  Santiago 80,000
Centro Scout y Comuna! () Paul Oden Morid  Puerto Varas £00.000
EL SALVADOR
Construccion Instituto Nacional de Comercio {A) Mantin Trinidad Zaamil £00,000
Recreacion dirigida a nidos huerfanos M) Hugo A Solorzano Sants Ana 5,000
Manienimiento Parque Nocwonal Zoologico (B) Miguel A. Herrera  Nicaragua 3,000
Refcregtacién Parque lsrael (T) Antonio Castro A.  Monserrat 500
Piscizranja () Modesto A. Revolio Nopango 20,000
HCOURAS
Coritrvasiin Foreptal (B) Mauricio Elvir San Francisco 150,000
Aloriirarierto calles (T) Oernardo Aguirre  Valle de Angeles 5,000
Pense®) ariesania (8) Bernardo Aguirre Laceiby 2,000
CouATENALA T o
Corenaciénde lanaturatera (T) Ricardo Pinto Guatemala 5,000
NICARAGUA
Eazetsdfe sutogestion de Apiculturs (y Robierto Falla S, Trinidad 35,000
Cr-zaaantinalnes (T) Luis Barrios Manaoua 1,000
Cor-pa*acontralamatatle (T Luis Barrios Managua 1,000
Caria”y cuntra el ddonipe (m Hebarto Novales Mocional 2,000
Carrzaf o Allabetizaciin (m Reberto Fada § Nacional 20,000
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PANAMA

Agua pura vy abundante, Cuenca Hidrogrifica del Canal (T) Jaime Quiroz Param3 500
Mejoras del Parque Nacional Campana m Jorge Lépez iram; 10,000
Perfil Ecoldgico de la Costa de San Carlos {T) Jorge Lopez Pirmamp 100
PERU

Construccion de! centro educativo Palermo (A) Luis Meza Lire 50,000
Construccidn del centro educativo Planeta {A) Teresa Vera de Meza Linvg 27,000
Accion integracda en el centro educativo San Martin (T) Zarina Pastor Areooipa 500
Azcion integraca en el centro educativo Tupac Amary (T) Juan Esquerre Crelsvo 350
Preparacion de materiales didacticos Mariano Melgar (T) Lourdes Medina AreLipa 500
Granja de cuves y conejos (A) Luis H. Giles Chcsica 30,000
Area de recreacion Manual Duato (R) Zoila de Loayza Los Angefes 5,000
Grupo Scout pi'ato Rural (R) Fernando Miranda Crigusia 350
Arborizacion, San Martin (T) Javier Nalvarte Arecupa 150
Arborizacion, Jose Quifiones {T) Marco Lazo Chictavo 1,500
Arborizacion, Comas (T) José Ramos Corac 2,000
Torneo deportivo para sectores menos favorecidos T Luis Albujar Zarate 200
Centro de Forracion Profesional (R} Francisco Alayza  Zarate 300,000
Concurso de dizujo sectores menos favorecidos (T) Rosario Bruiget Plareta 200
Concurso de dibujo sectores menos favorecidos (T Luis Meza Palermg 200
Concurso de ¢ibujo sectores menos favorecidos (T Vicky de Rebolledo San Juan 200
Nutricidn (T José Chang Bellido Nacicna: 5,000
Posta Medica (R) Ruben Lay Surquitto 1,000
Carnpada contra la drogadiccidn (8) Jaime Herrera Arequ'pa 10,000

(A) Avanzado (B) Busno (R) Regular {1} Inicio (T) Terminado
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A PROJECT MONITORING REPORT FROM KENYA

Coamunity Development Projects:

Project Title: Watema Green Belt (Tree Nursery)
Location: Watema in Western Machakos District

Name of Person to Con®act: Simon Mwangangi, P.0. Box 250
Nunguni

Name of Scout Association: Kenya Scouts Association
c/o0 Masaku Local Scout Assoc.

General Description of Project:

This is a scout oriented project. The Scouts of the school
started the project a year ago, to answer the call of our
president, His Excellency Hon. Daniel arap Moi, who is also
the Chief Scout, for every Kenyan to fight and stop
desertification and to restore natural beauty and maintain the
balance of nature.

Conditions Before the Project:

Watema is one of the areas situated on a very swamoy ground in
rainy season., There is scarcity of water. Soil erosion is a
very common sight around with deep gullies.

The parents of the scouts of Watema school with the help of
Mr. Mwanzangi decided to start the tree nursery to help arrest
the situation,

Hany pcorle around the school including the parents could not

belicve such a thing could happen with the sort of weather
they have,

Human Involvement:

= The scouts and parents with the help of Mr, Muangangi a
green belt coordinator and a seouter started with 59,000
seedlings with a target of 100,000. Out of the 59,000
planted 28,000 survived the the drought.,

- Parents have to wilk 4 kilomnter or 50 to foelch watar fro~
the strew for the scedlings Lo kenp alive,

= b presert Lhere are 28,000 soedlings, Jég .



III-9

Material Involvement:

Relevant materials needed for the project had to be sought .
Things like manure, cellophane bags, water cans were to be
bought or donated.

- 3 few cellophane bags were donated by Green Belt Movement
through Mr. Mwangangi,

- Parents brought in manure for nursery beds.

- They also made use of the milk packets after children
drank the milk--these are very appropriate.

- The nursery beds and the transplanted sceds are doing
very well.

Financial Involvement:

Like any other project they needed financial resources for the
running c." the project. The parents sunported this project
because it never required much in the initial stages,

Now to make it a success and to ensure survival of the
seedlings, some permanent solutions have to be sought. The
water problem has to be solved and this involves the
construction of 2 water tank which could hold about 100,000
litres of water, or a dam.

Current Status of the Projecct

- Now the project is running satisfactorily despite the water
problen,

- In total 28,000 scedlings have been planted around the
schools and in the parcnts’ homes.

- Hedghboring schools have made orders to get scedlings for
planting which have been supplied,

- There are still more seedlines in the aned beds.

- The parents’ inftiativae hay developad more {nterest which
hasn attracued scouts and guldes of neighboring achools.

Futureo:

= The futurs of this projeet {5 ¢ood but we atill need funds
to nake un reallen our goala an smoon an Wwe would 1ikn,

= W need Lhe water tank 4 Lhe project 13 to supvive,



Remarks:

- This project has started as part of our national campaign to
stop soil erosion, we need to conserve,.

- If we have forests, we are sure of rains hence water, we are
sure of minimal soil erosion and land slide.

- The project nesds money which would be used to expand the
size as well as buying equipment needed for the project.

- The project is prepared and initiated by Mr. Simon
Mwangangi, =2 scouter.
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F. Weaknesses in the WOSM System

There is poor understanding by the various actors in the WNSM
community development system of division of responsibilities.
In particular, there is confusion over who approves projects,
who analyzes projects, and who obtains funding,

When Regional Office personnel are stationed in a "third
country," as is the case for Peru, Tunisia and Togo, ete., a
three tier bureaucracy is created which may be untenable. The
solution to the problem is not obvious.

There is no consensus anong those concerned on the nature and
objectives of AID’s support of USFIS/WOSH community
development efforts. For example, there is wide divergence of
opinion on how much direct project support is available in the
grant.



I1V. PROFILES OF COMMUNITY DEVELOPMENT PROJECTS

In the course of our nanagement process review, we visited
approximately four projects in each client country, for a
total of approximately 16 projects. It is impotant to
remenber that we had only 2 1/2 working days per country, and
that our purpose in visiting projects wis not to evaluate
their social or econonic merit. Our purpose wzs to understand
the systems by which projects are planned, funaded,
implemented, managed, and evaluated.

In the following pages are brief profiles of some project
types, showing such things as: participants, activities,
project genesis, sources of funding, project management and
monitoring, facilitating and limiting factors, and key events.,
The profiles do not exhaust the projects we saw, but represent
those projects which correspond to USAID's comnunity
development mandate. (See page II-6 of this report.)
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PERU

Types of Projects:

1.

Participants: "Pueblos Jovenes," neizhborhoods evolving
on ancient dupms of Lima, where government provides
little or no services.

More than 1000 families in two sites.

Activities: Construction of schools, recreational
facilities; training in nutrition, recreational
activities

Project Genesis: Ms, Miyashiro, Education Center Coordi-
nator

Sources of Resources: Local companies contribute
materials;
Governnment contributes staff once facilities are built.

Other comments: Enthusiastic support in community,
especially by women.

Participants: Various nelghborhoods around Lima

Activities: Tree planting, construction of recreational
facilities

Other Comments: Active church support in some cases

Community Development Model: Boys do the initial work,

then adults take over day-to-day maintenance; use boys as
a conduit and catalyst for mobilizing adults,

Sources of Resources: In one instance land donated by

e m—— - T e

private Yand owner.

Project Management and Monitoring:

1.

Well developed project genesis, feasibility study,
project evaluation systems run out of Peru for Andean
reglon.

Community NDevelopuent publication "Acaion" published and
distributed to Latin imerica oyt of Peru,

Confusion re¢arding line of authority vis-n-vis
Regional Office (Costa Rieca) and International
Headquarters (Genava),



Facilitating and Limiting Factors:

1. Strong Boy Scout movement, and strong government support
of it.

2. Strong church support of Boy Scouts.

3. Difficulty keeping National Boy Scout Association
professionals due to low pay.

0
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JAMAICA

Types of Projects:

1. Participants: Boys Scouts and other boys, including
school-leavers and homeless boys

Activities: Vocational education in tailoring, leather
work, etc.

Project cenesis: Top-down; CD Director comes from
Vocational Education background

2. Participants: Boy Scouts

Activities: Tree planting and vegetable gardening at
Boy Scout camps

Other comments: No apparent community participation yet.

Project managment and monitoring:
The community development effort has not really started
yet. Identification of needs and design of projects will
evolve from workshop series beginning in July, 1984,

Facilitating and Limiting Factors:

1. Weak Boy Scout movement due to:

a. Benign neglect by previous government

b. Lack of Scout Leaders due in part to feminization of
school systenm

2. Catholic church willing to donate land for a new Scout
camp

3. Government paying for two Boy Scout professional slots
which have not yet been filled.

Y. Traditional scouting not "hip" enough for Jamaican youth,
Maybe community development is the answer.

5. Private s2ctor interested in supporting Scouting
Key Events:
1. Pan American Seout Jamborce, Summer, 1985

2. Seminar process for identifying neceds, generating
projects begina in July, 198y N
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KENYA

Types of projects:

1.

Participants: Boy Scouts, several villages and schools

Activities: Tree nurseries, planting and other
erosion prevention tasks

Project genesis: Top-down. Tree planting and erosion
prevention are priorities of the President, and
Greenbelt, and national women’s club.

Participants: Boy Scouts znd school in a Masai village

Activities: Raise chickens, sell eggs to teachers who
are not Masai, try to get Masai to raise chickens and eat
eggs.

Project genesis: Hot potato passed from Ministry of
Health to school to scouts.

Comments: Project is financially self-supporting at a
low level due to egg sales to teachers. So far only
small success at getting Masai children to eat eggs. The
logic and dietary significance of this project may make
it interesting to a specialized donor in the nutrition

field.
AID Participation: Approximately $1,000 of support.

Participants: Handicapped boys and girls, primarily
polio victims.

Activities: Full education focusing on vocational

education.

Comments: An example of how Scouting functions as an

alternative education system., CIDA financing.

Local and other resources mobilized:

Governmuent pays two full-time Scouters.

Ireland is financing and staffing a 3oy Scout projact for
building low cost community centers and homes for
teachers to attract teachers tO remote areas.

Norwezian money is finaneine the treo planting projcets
through Greenbelt, the national women’s club,
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Canada and the Kenyan government are financing
bee-keeping projects.

Mobile Kenya Ltd., Denmark, Ford Foundation have funded
projects and are considering it

Project management and monitoring:

Project monitoring system; up-dated onca a year. Reports
used to raise local money to support the projects.

Clever incentive system for tbee-planting project, in
which supervisors and Scouts receive money for trees that
survivae,

Local fund-raising efforts seem nore evolved here than
elsewhere,
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EGYPT

Types of Projezts:

1. Participants: Boys Scouts fromr throughout the Arab
world.

Activities: Training in household maintenance,
handyman s%ills such as electronics, plumbing,
carpentry, bee-keeping, tomato drying, sewing, etc,

Project genesis: 7Tt secems to be based on a
perceived gap in the make-up of Arab men. A
"programatic vision"?

Comments: One center is operational, and another
will open soon. The latter is near a village of war
refugees, where a Scout troop will be formed. The
effect of the camp on the village, and vice versa,
will be fascinating,

2. Participants: Yandicapped boys and girls in
Alexandria,

Activities: Literacy, traditional and vocational
education, recreation.

ProjJect Geonesis: Based on a European model for

integrating scouting and education for the
handicapped,

Facilitating and limiting factors:

Land i3 donated to the Scouts by the Governnment and
volunteer Scouters,

There {3 an e¢xodus of potential leaders to the 011
Emirates,

The Ministry of ®duecation wants active participation
in Boy %ecout programs,

Other nctivities of the RAncional Offtice:
The Resional Office runn a 1iege program of Community
Developmant publizations throughout the Arab world, Tho

original seed money came from USELS and ATD. The program
e now nelf-financling,

W
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Key Events:

At the Handicapped Olympics in Los Angeles this summer,
there will be some entrants from the school and Scout
program in Alexandria,



V. RECOMMENDATIONS

Our recommendations address the major bottom-line conclusions
discussed in Chapter II of this report, concluding with a
brief list of events USFIS might consider participating in.

A. Policy control over the quality and direction
of comaunity development projects is potentially
strong, but is not strong in reality.

On page II-1 we said that mechanisms for enforcing policy
exist, but there is little policy. By policy we mean general
objectives, priorities and cuidelines for selecting the kinds
of projects to carry out.

Rdvantages of policy are:

1. Prograns may be ecasier to market for funding than
projects, since it takes little more effort to authorize
$100,000 than it does ts authorize $2,000.

2, With programs you =2y be able to take advantage of
econoninn of scale, espacially rcegarding technic2l
assiastance.

3. Boy Srout organtizations are more likely to become
cxpert bt doing one big thing wel, rather than numerous

small thines,

It In caoy ty sy "think prograanttieally”™, but di{ffisult to -
do it., Aluo oue ria%a loning Lhe pwrt{nipativo niture of much
connanity developaoent plannine,

A ¢ood way Lo coneprate proceaas without relinquinshing
coamunity participation 45 Lo 41)ow progriang Lo crow aut of
fucaessfal individual projoesss,



1. Have each country or region identify its most
successful project;

2. Enlist the help of scouts and participants to sell
the project to other communities;

3. Document the project and demand for it; and

4. Deliver the project idea to Geneva for funding
as a progran,

B. Goods delivery in the form of resources and projects
at the community level is weak.

There is5 a crying need in the field for numerous small packets
of "seed money" to meet needs which have already been
ldentified, and projects which have alrecady been desiegned and
begun. However, the Geneva World Scout Bureau’s Community
Development Burecau is structured and staffed as if its major
Job were to assist {n the planning and management of projects,

The focus of the Geneva office nust change. Planning and
managenent nust be allowed to take place at the regional
level, and support from tho Geneva bureau should consist
primarily of fund ralsing, HSFIS must be enlisted s a full
partner in thin cndeavor. It i3 our opinion that the WOSY
Community Duvelopmont program g fxtremnly marketable in the
developed world, especially on a 2nout Lroop to Scout troop
baasin,

C. Poliey control and enpecinlly eoods dolivary bLoth
sufller due to 11hek of paid profeastonils within the
viarloun nationnl Yoy Scout nasusclationy.

It s the opinfon of thin evaliitor thil the muJor obulaclia
for atlracting re-<ourcen to Aoy Greout community development


http:dev,,lop,.ed

activities is the weakness and ad hoc nature of national Boy
Scout associations. 1If economic elites in Third World
countries would hire, train and Pay a small group of high
quality Boy Scout professionals, direct monies emanating from
the U.S. and European Boy Scout communities would, in my
opinion, multiply in quantum fashion.

Joint venture type arrangements must be set up between
economic elites in the developed and developing world scouting
communities. Such an arrangement would stipulate that
"developed world" parties would cover direct project costs if,
and when, the "developing world" parties cover Boy Scout
Association costs, These arrangea2nts should be made explicit
and be put in writing on a country by country basis,

D. It may be difficult for WOSY to ever raise funds to
support itself. AID is running into a long-term,
recurring costs bind.

Most donors are reluctant to finan-e human infrastructurec at
all, and USAID is reluctant to do so over the long term., Ways
for self-financing, in addition to charging "overhead" on
funds raised must be explored. This i3 an area in which
Management Systema Intecnational and several other
organizations have expertise, and perhaps a amall, {nitial
study of alternatives and other orznanizations’ experienne is
in order.

—



Xey Events USFIS Should Consider Participating In

Pan American Jamboree: The Pan American Jamboree in

Jamaica in the sunmer of 1985 could be used to rejuvenate

Jamaican Scouting and perhaps promote a community
development program there,

Special Olympics: USIFS could assist and publicize
Egyptian Scout participation i{n the Special Olympics
in Los Angeles in the summer of 1984,

Staff Manigemeat Conferences and Community Develooment

-

Workshops: Therc will be 2 Community Development
Workshop held in Jamaica this summer, in English,

s ‘ !
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600 Water Street SA\V., NBU 77\\; ’ "‘_ ""'. T telephone. {202 484-7170
Washingion, D.C. 20024 = <.ldoe 5% tetex: 4990821 MANSY
April 6, 19%uq
ey b
Mr. George F.i Frank, Jr,.
Administrator

United States Foundation for
International Scouting

Boy Scouts of Eimerica

1325 Walnut Hill Lane

Irving, Texas 75062-1295

Dear Bud,

Enclosed are an original and three bound copies of MSI‘s Final
Report, prepared by Roger Popper. Also enclosed is a notebook
compiled by Dr, Popper containing briefing materials and other
documents relevant to this evaluation,.

As you will appreciate, the report necessarily addresses the
concerns of several audiences -- principally, the Boy Scouts
and USAID. While we believe this multiple-focus is the only
realistic response to the existing situation, it also makes it
impossible to concentrate the study exclusively on the
interests of any onec group,

It would be our recommendation that executive summaries of 1 -
2 pagen, tailored to the intoreste of specific eroups, be
prepared and incorporated as tha first pages of the document,
and/or be circulated in licu of the lengthier document, If
you would like, we will be happy to assist with the
preparation of these executive summaries.

It has been a2 real pleasure working with you on this

asafgnment. Let me know what, if anything, more you need and
we will be happy to try and provide it. We will also be
pleased to be of whatever assistance we can in the
inplenentation of the report’s recommendations or in meeting
any future nceds of USFIS.

Thank you for your confiduince in us and for the opportunity to
work with you,

Best regards,

ngra,

A
Aty U /
(;;/warédca S. C?oloy

Encloaures



