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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. In attempting 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 a single "hybrid" document rather than
 
to arbitrarily divide the findings into two separate reports.
 
We thus ask the forebearance 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-0205--SS-3071-00) has been
 
awarded by the United States Agency for International
 
Development (USkID) to the United States Foundation for
 
International Scouting (USFIS) to support the community
 
development program of the World Organization of the Scout
 
Movement (WOSM), headquartered in Geneva, Switzerland.
 

The grant extends from January 1, 1983 to December 31, 1985
 
and totals $975,000 over the three years. 
 Private USiS
 
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 infrastructure at the regional level (Latin
 
America, Africa, Asia-Pacific, Middle East). 
 The USFIS
 
contribution goes primarily to management infrastructure in
 
Geneva. 
 Other support goes primarily to direct oroject
 
support in the field.
 

B. A Management Process Review
 

The Private and Voluntary Cooperation Office of USAID 
(PVC),
 
under whose jurisdiction the grant falls, has proposed 
that a
 
managemDent 
review of WOSM's Conmunity Deveiopoient program be
 
conducted by a consultant. The results of the review,
 
conducted by Dr. 
Roger Popper of "h4n, !,nent Systems
International in February and Mirch of 1934, are presented in
 
this report.
 

Community Development programs were visited in 
Peru, Jamaica,
 
renya, and Egypt. 
 And offices with r sponibllkty for th.
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programs were visited in Dallas (USFIS), Geneva (WOSM), and
 
Washington, D.C. (PVC/USAID). USFIS International Director,
 
Mr. Jay-Heim was 
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 development projects.
 
Interviews were held with WOSM personnel, National Boy Scout
 
Association personnel, Boy Scout leaders, Boy Scouts, and
 
community 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 documents provided by the Boy Scouts and AID
 
lead to 
a focus for this management review on 
the extent to
 
which WOSM:
 

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

2. Efficiently ,,deliVarzrthCe oods,, in terms of resources 
and projects at the community level.
 

The first focus arises from a concern that WOSH1 my be over
de_nt<raijzt for exc:rcising policy control 
over project
 
quality and direction. And secondthe focus arises from the 
opposite concern, n%,ncly that WOSM Is over-ccntralized, Rnd 
uses up t,,proportionatc resourcsqJn_.bi ucr_i thanrather 
Community level projects. 
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Both concerns merit examination, because they are major
 
administrative 
 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
 
then 
 < 

2. In 1983, AID used the over-decentralization concern 
 t- 4&,W
 
to delay and then reformulate AID support of the 
 7
 
program.
 

"Regionalization" consisted of establishing four new regional 
community deveopment offices, reducingand funds allocated to L 
community development activities at the Geneva office by
 
one-half.
 

The following quotations from a summary USAID document make it bk. ,
look like USAID required WOSM to decentralize in order to 
 )?A/
qualify for support, and then temporarily withdrew the support/5? 
because they had complied. "7 

1. USAID concern that WOSM 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 theamong youths, the evaluators

tOund the Scouts "vastly successful."
 

Addre sing the earlier weaknesses, this new proposalre--_uc 3 th number of tar tcountrics and intensifiesmani ement of the program in t h with assignment
of four regional Project Grant fumli '
in-country progr'dms would he 'tddod and no Agency for
international Development (AID) funds bewould attributed
 
to %0-.nevioperations.
 

4 
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2. USAID concern that WOSM was too decentralized, causing
 
temporary withdrawal of support, and switching from a Matching 
grant to a Cost Sharing Gra'it mode: 

Major points made in rejecting the Matching Grant
 
proposal were: the World Organization is too 
decentralized to permit reasonable certainty that our
 
finds will produce projects of demonstrable v.anupt
 
low-income people in less develo]r o6-ountries (LDCs); and
 
there is an inconsistency about the Scouts' projects
 
which raises questions about their track record as a
 
development agency.
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NOTES TO THE BUDGET 

SOURCE OF FUNDS 

WSB - The contribution of the World Scout Bureau of US$ 931,000 for the three-yearperiod represents support given by the Bureau, in cashUS$ or in services, of696,000, together with aid given directly by Scout associations (twinningprogrammes) of USS 235,000, most of which is in cash. 
USFIS - US$ 420,000 has already been committed by the United States Foundation forInternational Scouting. Of this, a minimum of US$ 375,000 will be in cash. 
AID - A total of US$ 975,000 over the three-year period is requested from theUnited States Agency for International Development in the form of a Cost-

Sharing Grant. 

BUDGETTED EXPENDITURES 

A.B 	 Salaries and Benefits
 
This covers the staff needed 
 to implement the project as shown below: 
Sa~f~fin WSB USFIS AID TOTAL 

Full time personnel
Director and Assistant 2 2Project Directors 1 4 5 

1 2 4 7 
Part-time suP~oorting staffSecre tary'-General 1 1 

Geneva executives 3 3Regional executives 9 9 

14 2 4 20 

Plus admnistrative and Secretarial support 
Part-time 4 4 

18 2 4 24 
Actual costs (three years) US$ 601 329 217.2 1,147.2 

C. 	 Prc t',rar rn e- ind proi.ct d _i n 
Thi! is the e:stirnated cost of identifying needs and of developing specific fieldrcla:ed pro'tctf , and prograrnmes to meet these 	neces. 

D. 
(i) Traini..:' . The cost of training Indigenour, vont,:eers to develop and manSeioC al c:nrn)jun ty projects. The largest expenditure will be in the fit ,t year. ( 



II. 	BOTTOM-LINE CONCLUSIONS
 

Bottom-line conclusions are that: 5 t )	 4 * 

A) 	 Policy contro er the quality and direction of 

community development projects is potentially strong,
 

but 	not strong in reality;
 

B) 4294,odelivery in the form of resources and projects
 
at the community level is weakbut on the way toward
 
correction;
 

C) 	Policy control and especially goods delivery both
 
suffer due 
to 1ack of paid professionals 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.
 

However, it 
:ay be difficult for tae organization to
 
raise funds to sustain itself. 
 U--SAID s running int-o
 
a "recurrin_ costs" bind; and
 

-) 	The BOy Scouts' Community Development projects are, in
 
Seneral, meeting an 
AID mandate.
 

".:'Y 7Vnro1 is Dtntl strong because there arc
 
"" : '", ~n,' - to 
en-orce community deelopment policy. 

"iunlity becaue plinning on 
all levels
 
-b' 'J0,ct r'i tIr th1n 1)rogrnmmIt 17, n -T 5--I
 

..." '. C w .'t'A!D's co.'alnity davilopin,;nt policy is.
 

VCN
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Policy control mechanisms with potential for ensuring project
 
quality and direction are:
 

1. 	Traditions, moral code, and self and societal
 
expectation of the Boy Scouts as an 
institution the
 
world over;
 

2. 
Staff Management Conferences at the regional and
 
international levels;
 

3. 	A universal project proposal format;
 

4. 	Experienced, dedicated regional personnel;
 

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

LLi.e 
 say there is confusion regarding community development o- 9
 
=:'-cy because there seem to be no simple and clear
 
.irities, guidelines and principles at the country, regional
 

iobal levels. AID thoughts in this regard seem not to
 
.-'e been well communicated or understood. 
 Our knowledge of
 
-D's anndate leads us to suggest emphasis on projects that:
 

a. 	!hve low income people as 
clients and beneficiaries;
 

b. 	Promise long-lasting, 
not 	Just temoorary benefits;
 

C. 	 Estiblish community development processes which
 

sustain themselvcs beyond the imrnediate 
 period of the
 
projects;
 

:. 	P'o7i:e to benefit community mether3 beyond the
 
i'=edi~te 
 cir .a of Boy Scouts and their fCnnilies. 
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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 example is the "Water
 
Decade", 
declared for the 1980's, of which, however, we saw no
 
project evidence.
 

B. Goods Deliver[
 

Delivery of goods in the form of resources and projects at the
 
community level is sparse in relation 
to the international
 

admini:nt,rative infrastructure supporting 
them.
 
Regionilization has done little to 
increane the goods

delivery, but rather hasi had the effect of increasing demind. 
The m jor Job of regionril orfl(!e his been to ztimulate needs' 
idontiflc-ition nd project dleg1 n through somnlnar and 
workshop-. Some findlng rnd ofdeliver' renources has 
OCcurred at the regionnl level, but th!t his beennot the 
amphinis.
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The major obstacle to there being numerous, potentially
 

benericial Boy Scout Community Development projects throughout
 

the world has been the lack of small packets of funding,
 
ever3gilng $2,000 to $3,000 each. Obtaining funding for
 
projects is primarily the responsibility of the World Bureau
 
In Geneva. 
 However, that office has dedicated itself so far 
to building a system worth investing in, and not yet in 
:33s5±ve fasn to obtaining that investment in the form of 

!.Irect project funding. 

Strategies 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 courntries (managed by USFIS);
 

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

C. N.tionni BOy Scout Association Staff
 

~29and it-S Community developmont st-ff do not form a 
organizrition. 
 Abovc ill, their effectivene3s 

on tYe -trength of n:ation'i] 11-y scoit or-iniw.tionq. 
-. rvit Io~l' 5 y o t ' itz-tt o r wt.o then ity'SO. oI -, eo'nrnu 

-." l ,c-f,,tt will w:'ak.
'lffort? be In -h,- vI,,w of I!IIs-

.XPrt. w lth V,,t ,xp, if,rnce in tkh(,2. nrIA'ern, th ky t 

5 ?'3o n nition-1l SO1,t I n. Boy 10: '(octt, On eogr (1 of c,,-ntly;"I Proff-:1.31on nta f ,. 
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In all four countries we visited (Peru, Jamaica, Kenya and
 
Egypt) there were four or 
five paid Boy Scout professionals,
 
and another 10 to 15 
support personnel. In at least two
 
instances (Jamaica and Egypt) 
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
 
community development projects.
 

D. The Nature of USAID's Investment in WOSM
 

USAID has undertaken a necessary but perhaps thankless
 

investment in human infrastructure for planning and 
-nd-raising for community development projects. Most donors
 

will only put up direct project money, so that they can 
see
 
tangible results, so USAID is to be congratulated. liowever, 
a
 
serious problem is that, just 
as no one else will make an
 
investment in human infrastructure now, 
no one is likely to do
 
so in the future either. Therefore USAID's wise stricture
 
a7ainst exposure to long-term recurring costs 
risks violation.
 

Alternative ways to finance the WOSM world community 
d'-7eopment network must be found. One possibility is to 
Charge "overhead" on project ,noniCs that are raised by WOS?4. 

IiOwever the ratio of adminstrdtion to project inveLmen't would
be too high for "overhead" to be more than a ninor income 
source.
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E. The Boy Scouts and AID's Mandate
 

Our experience visiting Boy Scout Community Development
 
projects leads us to conclude that in general.lhey
IZV
 

satisfactorily address a USAID mandate which includes: 
low
 
income clientele, long term potential benefits, and lAo
 

sustainable community development processes. (Whether / 

cost-effective impact is achieved in those areas is a
 
different, very difficult question.)
 

- 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 educational
 
component, and approximately two-thirds involved tree

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 promise
 

"sustainability."
 

- Financial .sustain'bility has been attained by at leaot
 
one publication operation originally financed by USAID
 

(the Arab Region).
 

!
 

7 



III. ASPECTS OF WOSM'S MANAGEMENT SYSTEM
 

A. Reionalization
 

"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:
 

I. 
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 thin
 

before.
 

It 
is not clear, however, whether attention paid 
to
 
countries without a regional office has increased.
 
Being visited several times a year 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
 
..
aing produced in the Latin American and Arab 
rr. ns 
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B. Targeting. -- Why "Targeting" on 12 Countries Has Not
 

Yet Proved a Powerful Strategy
 

As a condition for finan^ ft, ...... . e 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 determined in an 
important way where community development f 
projects would be funded. 1(F:eponderet ji-t direct
n 

funding comes from 
sources othertha-tA t--
 d 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 must be 
a strong Boy Scout
 
movement 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
 
target cointry.
 

C. CmMunity DeveloDment Workshoos
 

A major tool WOSM uses 
to promote community development and
 
generate co'-.nunity development projects is 
a series of
 
su-minarsj 3rnd workshopi 
for Boy Scout leaders run by regional 
WOSM n;t:iff. An import'int effect of the "regioniliz.ition" has 
been thit t1h-2 ';e-nin-tro which uned to be Int.erni-tionril and 
therefor,, noc,.r1irly g.enerrjl ind thdretic-, :ire now 
nfltion'tl -.r-d m: prcticrlPr rindc oncretn. 

The core Froe:s which ,,lm.i up th,, work:nhopn h four stops: 

\\
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1. 	Participants in workshops arrive at their solution to
 
a problem;
 

2. 	Participants present their solutions to each other;
 

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

4. 	Participants go to 
a community and apply techniques
 

learned.
 

The problems to which the core process is applied are
 
approximately as follows:
 

1. 	Definition of community development.
 

2. 	Identification of community needs.
 

3. 	Identification of community leaders related to 
the
 
needs.
 

4. 	Gaining access to and motivating the community.
 

5. Identification of community resources.
 

As explained to us, the idea is 
for 	the Scout leaders to
 
repeat the above proc- ss 
with their Boy Scout troops. It
 
remiina to be seen whether:
 

- The -;,;-inair approach is an Important source of
 
co0mmjity development projects. (There arc 
several 
other .),urre,>3 whch ,My Live precedcnce.) 

- Boy S:)ut.t ,tre olp'Ahle or learning and applying the 
terchn i qvuin ttuiht In the worlk'hopi. 
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1983 SEMINARS/WORKSHOPS in Target Countries 

TARGET COUNTRIES PLANNING-MANAGEMENT SPECIFIC-TECHNICAL 

I. BANGLADESH 	 Agriculture 

2. 	 CAMEROON Multipurpose Workshop Community Development 
New & Renewable Energies 

3. EGYPT Corporate Planning 	 New & Renewable Energies 

4. INDONESIA 	 Water Supply & Sanitatio'n 

5. JAMAICA 	 Community Developm.,nt 

6. KENYA 	 Human Settlements- Ilousing 

7. PERU 	 Community Development 

8. RWANDA 	 Rural Scouting 

9. SRI-LANKA 	 Community Development 

10. TOGO Now , 	 Renewable Energies 

11. UPPER VOLTA 	 Community Developmr.,nt 

12. 	 YEMEN Corporate Planning Literacy 

Agriculture 



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

D. Staff Management Conferences (SMCs)
 

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:
 

- Community development schedules and programs for all
 
countries 

- Public relations 

- P-iblications 

- Funding 

- Personnel 

Weaknesses in programs 
- Staff management training exercises 

The next world-wide Staff Management Conference is in May
 
1984.
 

E. Pro'gr-r-s M1onitoring, Sytm 

7wo ext'tpl,.s of Progrc:;n Monitoring Systems used by the WOSM 
;pp(Vir on the follown: pages. 
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PROYECTO 


BRASIL 

Acc;6n grupal. Villas Popula v Santana 

Acci6n integral, Instituto Santa Terez;nht

A,tesan la, San Josi do Poi 
Guarder(a (construcci6n y funcionanimnto) Kernel 
Centro do Adiestramiento Scout y Comunal 
Construoci6n Centro Comunal de San Jos# de Poi 
MieIoram;ento del Jardin do San Joii do Poi 
Huerta Familiar 
Programa piloto de Nutric;6n y acci6n comunalMejoam;ento de viviendas y saneam;ento bisico
Insta!acion de agua y luz, San Bernardo do Campo
Curso profesional (electricista), Soro.aba 
Curso profesional (albalileria), Sorocaba 
Salud dental, Sorocaba 
Nutrici6n, Sorocaba 

Recreacl6n dirigida, Sorocaba 

Flecreacion dirigida, huirfanos do Itu 


COLO-E031A
 

Transporte de un Hospital pre - fabricado 

Empresa cafetulera 

Arbor izaci6n 

Centro de Adiestramiento Scout y Comunal 

Hueros escolares 

Centro de Ad;estramiento Scout y Comunal 

/,oyo interal Comunidad nativp Paecel 


CHILE
 

Seis Talleres de costuras 

Cos Ho,-are$ Scouts 

t.tlaI:eres 

Centro Scout y Comuna: 

EL SALVADOR 

Cons:rucci6n Instituto Nxcional de Comerclo 

Pec'tjc[6n dirigida aniaos huerfanos 

?/anen;m~ento Parque Nocional Zoologico

Pefc-es:aci6n Parque Israel 

Psci;,anja 

' Fc'restal 

.:;*,,erto
calls 

P' .,'a aesona 

GU,,, YALA 
CVr Ier .1,,de Is laturalzed 

tNICAP'AGUA 

Us:,. t aj do- ilotw-r%,6n do Apculturl 
C '; n'.,f.,4,ca 

:, ac.,.. Ii&ra'acrle 
C," '-wtunif's cl 110e-rif 

Ca,-aPAA;, :,,J i'on1,,t 


ESTADO 

ACTUAL
 

1T) 
IT)
(A) 
(A) 
IR)

IT) 
IT) 

A)


(B)
(R) 

(A) 

IT) 

IT) 

(A) 
(A) 

IT) 
(B) 


(T) 

(A) 

IT)

(A)
(A) 
(A) 
(A) 

(A) 
(A) 
JAI 
(I ) 

(A) 
IT) 
(B) 
IT) 
(I ) 

()

IT)
(B) 

IT) 


(€I) 
IT) 

IT)

(TI 

ITI 

COORDINADOR LUGAR COSTO 

Aguinaldo Silva Mairipora r0
 
Donald Malchitzki Mairipora 500

Joi A. Gaby Sao Paulo 25,000

Flavio Farajota Sao Paulo 40,000

Josl A. Gaby Sao Pulc 100.000
 
Josi Carvalbo Sao Paulo 30,000 
Josi A. Gaby Sao Paulo ... 00 
Jaid A, Gaby Sao Paulo 600
Lenira S;Iverio Sao Paulo 46.000Indra Platais Rio Janeiro 12,000
Aparecida Nicrosini Sao Paulo 00 
Albino B.Ca,nargo Sao Paulo 1,200
Matheus BenevenutoSao Paulo 1.200 
Verli Rebello Sao Paulo 25,000
Matheus BenevenutoSao Paulo 15.000 
Matheus BenevenutoSao Paulo 500 
J..Correa y E.Camnirgo Sao Paulo 300 

Eduardo Gonzalez Purembara 20,000
Alberto E. Salazar Risaralda 90,000
Hernando Enciso Nacional 25,000

.Orlando Alaran Manizales 50,000
Luis A.Palacios Huila Sur 2.000 
Luis A. Palacios Huila Sur 100,000
Luis A.Palacios Huila Sur 3,00.) 

Paul Oden Morio Puerto Varas 10,000
Paul Oden Moro Puerto Varas 360.000 
Maria Maldonado Santiago 80.000 
Paul Oden Mori6 Puerto Varas 500,000 

Martin Trinidad Zacamil O0.O00 
Hugo A Solorzano Santa Ana 5,000
Miguel A. Herrera Nicaragua 3.000 
Antonio Castro A. Monserrat 500 
Modesto A.Rqoollo Ilopango 20,000 

Mourlco Elvir San Francisco 150,000
ernatdu Aguirre Valle de Angeles 5,000

Dcrnado Aguirre Lxeiba 2,000 

Ric.rrdo Pinto Cuatemala 5,000 

neflctn I 4lla S. Ttr;nidad 35.000 
Luis Cirrios Mavua 1.000 
Lu;% flarrIo, M.snagua 1,000flub ,rto Plilef rj;,410nal 7,00 

14Merto Fala S Nacional 70,000 
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PANAMA 

Agua Pura y abundante, Cuenca Hidrogrifica del Canal IT) Jaime Quiroz Pa:"amiMejoras del Parque Nacional Campana So0IT) Jorge L6pezPerfil Ecol6gico de Is Costa de San Carlos P;, ami 10.000(T) Jorge L6pez Pa-ama 100 

PERU 

Construccion de! centro educativo Palermo (AI Luis MezaConsitrucci6n del centro educativo Planeta t.,-, 50.000
(A) Teresa Vera de Meza L" .-a 27.000Accion integrada en el centro educativo San Martin (TI Zarina Pastor Art...';,pa 500Acir6n integrada en et centro educativo Tupac Amaru (T) Juan Esquerre ChclwvoPreparaci6n de materiales didacticos Mariano Melgar 350
(T) Lourdes Medina A,,,.',pa 500

Granis de cures y conejos (A) Luis H. Giles Chcs;ca 30,000Area de recreat*on Manual DuatoGrupo Scout piloto Rural (R) Zoila de Loayza Los Angeles 5,000(R) Fernando Miranda CtguaaArborizaci6n, San Martin 350
(T) Javier Nalvarte Arec., paArbor;zac1on, Josi Qjiiiones 150(T)Arborizaci6n. Comas Marco Lazo Ct';cW'yo 1.500
iT) Josi Ramos Cor-a 2.000Torneo deportivo pars sectores menos favorecidos (TI) Luis Albujar Zara'tCentro de Forr-aci6n Profesional (R) Francisco Alayza 

200 
Zarate 300,000Concurso de di.wujo sectorus menos favorecidos (T) Rosario Bruiget Plareta 200Concurso de dtujo ser:toret menos favorecidoi (T) Luis Neza Pale,oo 200Concurso de d;bujo sectores menos favorecidosNutrici6n (T) Vicky de Rebolledo San Juan 200

Postr Mdica (T) Jos# Chang Bellido Nacicna, 5,000(R) Ruben LayCrnpara contra Iadrogadicc;6n Surquillo 1.000(a) JaimeHerrera Arequpa 10,000 

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

Community Development Projects:
 

Project Title: Watema Green Belt (Tree Nursery)
 

Location: 
 Watema in Western Machakos District
 

Name of Person to Contact: Simon Mwangangi, P.O. Box 250
 
Nunguni
 

Name of Scout Association: Kenya 
 Scouts Association 
c/o 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, answer
to the call of our
president, His Excellency Hon. Daniel arap Moi, who is alsothe 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 swamDy 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. Mwangangi decided to start the 
tree nursery to help arrest
 
the situation.
 

Many people around the school including the p-irents could notbelieve such 
a thing could happen with the 
sort of weather
 
they have.
 

Human Tnvolvement:
 

- The :;coutz tnd Itrentn with the help of Mr. Mwingtni r
 gre,-n bolt 
coor,I n-itor and a neouter ;Ltarted with 59,000
se dl ir5;~w!th a tizrvet of 100,000. Out of the 59,000
pl.-Inted 2P ,000 utlrv v,.d the tho dr'ouiht. 

- P.r,.ntr'; hiv, to w'ilk % kilotnietsr' or n;o to retch wt.r nfrrothe :tr', for the sJ . 1ngn t k,.p iliva. 

- at pr ,rt th,,rc are 2(8,000 :B''in-,g'1n.
 
L'/ L
0. 
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Material Involvement:
 

Relevant materials needed for the project had be sought.
to 

Things like manure, cellophane bags, water cans were to be
 
bought or donated.
 

- a few cellophane bags were donated by Green Belt Movement
 
throiigh 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 seeds are doing
 

very well.
 

Financial Involvement:
 

Like any other project they needed financial resources for the 
running cL' the project. The parents suoported 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 a witer tank which could hold about 100,000 
litres of' water, or a dam. 

Current St:ttus of the Project
 

- Now the project is running satisfactorily despite the water 
problmr. 

- In total 5,O00 n;eelings have been planted around the 
schools and In the parents' homes.
 

- Neighborinr. -:chooln hive made orders to get seedlings for 
planting wiich hive been supplied. 

- Th,:r'. are ntl. mor(e :.(.'dli rn in the sied beds. 

- h. p:,rnt ' lnitiitive h%:; d,ve1oped more interest which 
hani attra~t,,,1 :'ott.s und of hbor thools., nuic,., ni n 

Future : 

- it:- ftuur" of thi n proji-ot in Fool but we still need fundn 
to i ke isus r,,q l I , our go;iln an, oon un ',, woul (I I k . 

- Wo no,-d th' witr tLank if the project 1i to nurvtv-. 



Remarks:
 

- This project has started as 

sure of minimal soil erosion and land slide.
 

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 

- The project needs money which would be used to expand the
size 
as well as buying equipment needed for the proje'ct.
 

- The project is prepared and initiated by Mr. Simon 
Mwangang4., a scouter. 
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F. Weaknesses in the WOSM System
 

There is poor understanding by the various actors in the WOSM
 
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, etc., 
a

three tier bureaucracy is created which may be untenable. 
The
 
solution to 
the problem is 
not obvious.
 

There is 
no consensus 
among those concerned on 
the nature and
 
objectives of AID's support of USFIS/WOSM community

development efforts. 
 For example, there is wide divergence of

opinion on 
how much direct project support is available in 
the
 
grant.
 

'
 



IV. PROFILES OF COMMUNITY DEVELOPMENT ?ROJECTS
 

In the course of our management process review, we visited
 
approximately four 
 projects in each client country, for a
 
total of approximately 16 projects. 
 It is impo-'tant to
 
remember that we had only 2 1/2 working days per country, and
 
that our purpose in visiting projects was not to evaluate
 
their social or economic merit. Our purpose was to 
understand
 
the systems by which projects are planned, funded,
 

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 community
 
development mandate. 
 (See page 11-6 of this report.)
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PERU
 

Types of Projects:
 

1. 
 Participants: "Pueblos Jovenes," neighborhoods 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;
 
Government contributes staff once facilities are built.
 

Other comments: Enthusiastic support in community,

especiall byby women.
 

2. Participants: 
 Various neighborhoods 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

privatelndoer 

Project M-angement and Monitoring: 

1. Wel developed project genesis, feasibility study,

project evaluation systems 
run 
out of Peru for Andean
 
r e;_g Ion. 

2. Community Oevelopment publ ication "Acclon" publ ished and
di.-stribit.d to Latin America oqt or Peru. 

3. Confu.;Lon regarding of vis-n-visline authority

Flv,1onal OU'ice 
 (Costa RIc.) and Internitional 
lfeadqu-irtern (Geneva). 
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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.
 



IV-4
 

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 enesis: 
 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 system
 

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.
 
4. 	 Traditional scouting not "hip" enough for Jamaican youth.
 

Maybe community development is 
the answer.
 

5. 	 Private tiector interested in supporting Scouting
 

Key Events:
 

1. 	 Pan American Scout Jamboree, Summer, 
1985
 

2. 	 Seminar process for identifying needs, generating
projects begins in 
July, 1984 
 r 
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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.
 

2. 	 Participants: Boy Scouts r.nd 
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.
 

3. 	 Participants: Handicapped boys and girls, primarily
 
polio victims.
 

Activities: Full education focusing on vocational
 
education.
 

Comments: An an
example of how Scouting functions as 
altcrnative education system. CIDA financing. 

Local and other resources mobilizei: 

Governmnt pays two full-time Scouters. 

Ireland is financing and staffing a Doy Scout project for 
building low cost community centers and homea for 
teachers to ;tttract teachers tb remote areal. 

Norwegiin muoney is f'inancinu the tro-, p1rnting projects
through Greenbolt, the nationil 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 monitorinS system; up-dated once a year. 
 Reports

used to raise local money to support the projects.
 
Clever incentive system for tree-planting project, in
which supervisors and Scouts receive money for trees that
 
survive.
 

Local fund-raising efforts seem more evolved here than
 
elsewhere.
 

171/
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EGYPT
 

Types of Projects:
 

1. Participants: 
 Boys Scouts from throughout the Arab

world.
 

Activities: 
 Training in household maintenance,

h-andyman skills such as electronics, plumbing,

carpentry, bee-keeping, tomato drying, sewing, etc.
 

Projqt genesis: It seems to be based on a 
perceived gap in the make-up of 4rab 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: Handicapped boys and 
girls in
 
Alexandria.
 

Activities: Literacy, traditional and vocational
 
education, recreation. 

Project G'?nesis: Based on a European model for 
integrating scouting and education for the 
handicapped.
 

Facilitating -rnd limiting factors:
 

Land is donated 
to the Scouts by the Government and

volunteer Scouters. 

There is in -xodus of potential leaders to the Oil
 
Emirates.
 

The Mirni-.try of Fduerition w-irt.s rictive p lticipation 
In Boy "icout progrimn. 

Other activitt.I, of tho .r 1owil Off'ice: 

The Re ionr 1 Office viin:, a l ri., pro o,",, of Ccunm tilityDev,: opm.lnt pub t :it Iofl, thPO iihout the Arib woId. Theortinil aosd money cmo from U[IF'I and AID. The program
is now nir-hr rincing. 
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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 comnunity 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 guidelines for selecting the kinds
 
of projects to carry out.
 

Advantages of policy are:
 

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

2. With programs you may be able to 
take advanttge of
 
economijn of nile, espesially regarding technical
 

ansistince.
 

3. Boy .oout orginizitionn are more likely to 
bocome
 
exp,.'rt :!t doing one bir thing wc.l, 
r'ither than nl.1merous
 

It i,; t1 ?vtyyn"thi nk Pr" r'i-1'1- t caIIy", blit di rf ult to 
do it. r o'.jo r1,n'<,i l ,.'.n th? p-irt ,r1ptivor'at ur, e of nuch 
eo,,im-ty d.v'.1op. )topl rining, 

A vod w-iy to t, pru,,:r. wi:r'fLwithout r,. Inqui.IOting 
ew I-nty p irtioiwpti, I :;to tiuow pr'urmmin to V-:row nut. of
 

nllc ,.i' ',l i~il~vll~i~ )l, oj$,+ 
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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 program.
 

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

There is a crying need in the field for numerous small packets
 
of "seed money" to meet needs which have already been
 
identified, and projects which have already been designed and
 
begun. However, the Geneva World Scout Bureau's Community
 
Development Bureau is structured and 	 staffed as if its m:ajor 
job 	were to assist in the planning and management of projects.
 

The 	 focus of the Geneva office must change. Planning and 
management must be allowed to trikle place at the regional 
level, and support from the Gorneva bureau should consist 
primarily of fund raining. muit beeninted a full 
partner in thin (!ndY.,vor. It !3 our opinion that the WOSI 
Community D,-v,,lopront progr,Ai 1!; ,.xtrr.nly marketable in the 
dev,,lop,.ed world, e:;peei~lly on a Snout troop to Scout troop 
basin.
 

C. 	 Policy control and rc.pp,11,ea17 ood 1,,o lv".ry both
tjuf'fr due to 1'tnk of p'.Id pr',ion',l s within the
var'towllI 11:tion,1l !oy soott , ,eiation:i 

It in the. oplril ,n of thin ,v'il,:ttsr th it th, meijor ob-ittcl, 

rOt, Ittr ,m-ting r , - to eo'vn tur ,v,VI,'y (J"J I ty Op.r nt 

http:dev,,lop,.ed
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activities is the weakness and ad hoc nature of national Boy
 
Scout associations. If 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 arrangements should be made explicit
 
and be put in writing on a country by country basis.
 

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

recurring costs bind.
 

Most donors are reluctant to finance human infrastructure at 
all, and USAID is reluctant to do so over the long term. '4ays 
for self-finincing, in addition to charging "overheqd" on 
funds rqined munt be explored. This is an area in which 
Management Systems Tnte,'nitional %nd deveral other 
organizations h:ve expertise, and perhaps a small, initial 
study of alternatives and other or~inizations' experience i
 
in order.
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E. 	Ke 
 Events USFIS Should Consider Participatinq In
 

I. 	Pan American Jamboree: The Pan American Jamboree in
 
Jamaica in the summer of 
1985 could be used 
to rejuvenate
 
Jamaican Scouting and 
perhaps promote a community
 
development program there.
 

2. 	 Special I1moics: USIFS could assist and publicize
 
Egyptian Scout participation in 
the Special Olympics
 
in Los Angeles in the summer of 1984.
 

3. 	 Staff Mrn l ,e,:nt Conferences and Community Development 
Workshops: There will be a Community Development
 
Workshop held in Jnmiica 
 this summer, in English.
 



MANAGEMENT SYSTEMS INTERNATIONAL 

600 Wacer Street S.. NBU 7.7 " .. . ,. telephone. (202J 484-7170
 
Washing-on. D.C. 20024 . 1 Y . :- te'ex 4990821MANSY
 

April 6, i9 41q
 

Mr. George F.jFrank, Jr.
 
Administrator
 
United States Foundation for
 

International Scouting

Boy Scouts of America 
13125 Walnut Hill Lane 
IrvJng, Texas 75062-1296
 

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 situaition, it also makes it 
impossible to concentrate the study exclusively on the
 
interests of any one group.
 

It would be our recommendation that executive summaries of 1 
2 , tailored tn the inte9rests! of specific groups, be 
prepared and incorporated as tho first pages of the document, 
and/or be circulated in lieu of the lengthier document. If 
you would like, we will be happy to assist with the
 
preparation of these executive summaries.
 

It his been q real pleasure working with you on this 
assIgnment. Let me know what, if anything, more you need and 
we will be happy to try and provide it. We will also be 
plea.ied to be of whatever assistance we can in the 
implonent.tion of the report's recommendations or in meeting 
any futurr, needs of USFIS. 
Thank you for your conf'id,:,ce in us and for the opportunity to 
work with you. 

Beft r gard,. 

Yours, /4 

Lar . C oloy 

,nolontiron 


