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Project Evaluation Summary

OEF Displaced Women's Enterprise Development Project
 

The goal of the Overseas. Education Fund (CEF) Displaced Women's Enterprise
Develcpment Project was to develop a model for improving the socio-econcmic 
conditions in areas of El Salvador where a high concentration of displaced 
persons reside. This was to be accomplished by providing training, credit and 
technical assistance to a pilot group of 66 women to help them start small 
businesses (four women later left the project). The specific objective to be 
realized by the project was to develop a replicable model for other enterprise
development (Y.r:ITms in El Salvador which would have the following outputs:
1) increase the Jr o:mes of the women, 2) increase their employment
opportunit es, 3) increase their access to capital and credit, 4) strengthen
the instit,'ion. ixl technical assistance capability of OEF and collaborating
institutions, i 5) increase the opportunities for community services such as 
day care and literacy. The findings of the evaluation related to the 
achievement of each output as well as the success of OEF in carrying out each 
project component are summarized below. 

Project Outputs 

Increase Incames 

The findings related to income are more subjective than objective due to the 
lack of baseline data on aggregate beneficiary income prior to the project.
However, as a result of the Project, beneficiaries were found to be earning an 
average of seven colones ($1.40) for each day worked which averaged 11 days 
per month, i.e., income equal to $15.40 per month. % useful calculation was 
presented in the evaluation to illustrate how this income impacted on the 
beneficiaries' total family income, though 60% of the beneficiaries reported
that they were "very happy" with the new income earned through the project. 

LIcrease Employment Opportunities 

Of the 66 original participants in the program, four had became self-employed 
at the time of the evaluation, while the remaining 62 were still participating
in the OEF project enterprises. The evaluator concluded that the women's
 
involvement in the OEF project may increase their future employment

opportunities and those of their children. Also if the enterprises expand

significantly, the linkages to suppliers and ccnsuners may create some 
additional employment opportunities. At this stage, however, it is too early
to state unequivocally that this output has been achieved in any meaningful 
way. 

Increase Access to Capital and Credit 

Forty-five of the women received loans as well as free capital installations 
through FEDECCREDITO under the project. The loans carry a 15% interest rate 
which was considered too high by 74% of the recepients, OEF staff, and bank
 
representatives. None of the women questioned indicated that they would want 



to borrow again. The evaluation found no evidence to sugges: that any of the 
women would qualify for commercial bank credit in the future (under the 
program they borrow from OEF funds using OEF prepared credit applications).
This may be a mute point, as they are unwilling to pay market interest rates. 

CEF was granted a total of $80,000 to establish the loan fund for the 
project. The evaluator. reports that a total of $38,345 has been disbursed to
the beneficiaries. The evaluation should have made recommendations for the 
remainder of the funds. 

Develop a Replicable Model 

The training ccmponent of the OEF project was found to be the most successful 
and replicable aspect of the project if larger numbers of women (or men) are 
trained and a more rigorous training schedule is designed. The evaluation 
concluded that OEF's participatory method of training was key in camunicating
with and gaining the trust of the beneficiaries and that this methodology
could be replicated in almost any subject area. On the other hand, the 
evaluator found the credit delivery and enterprise development components weak 
and in need of improvement before they could serve as development models. 

Strengthen Institutional and TA capabilities of OEF and Collaborating 
Institutions 

CEF project staff and project beneficiaries collaborated with the TA 
institutions (Ministries of Agriculture, Health, and Interior) in receiving

training and TA particularly in livestock care and industrial baking, areas in 
which OEF staff had little or no experience. This training and TA has 
strengthened OEF as an institution, bowever, the evaluator recommends 
additional training and TA in credit and business management for both OEF 
staff and project beneficiaries. In non-technical areas, especially in 
training methodology, OEF has a developed capacity and could offer its 
expertise to others. 

Increase Opportunities for Community Services 

OFF has not addressed this output. 

Project Implementation 

Administration
 

Project internal control and administration procedures, recordkeeping, and 
financial management were found to be efficient. The CEF staff is well 
managed, highly motivated and works well as a team, however it is lacking in
technical areas necessary for success of the program-namely business 
development and management. Apparently, the nature of the project was not 
given sufficient consideration in OEF's recruitment process. As a result of* 
these deficiencies, the feasibility studies conducted for each business were
 
inadequate and no instruction was given to treasurers of each group of 
women
 
in simple accounting techniques to assess the enterprises' progress. The 
evaluator recommends adding a staff member with strong business experience and 
providing ongoing business training to other OCF staff. 



The evaluator also noted the need for staff to improve their use of time in
 
reaching larger numbers of women with training and providing the training on a
 
more consistent basis, e.g., frequently classes were cancelled.
 

Finances
 

Despite the small number of beneficiaries and their close proximity to the OEF
 
office, the evaluator found that the project spent heavily for vehicles and
 
equipment adding substantially to the project cost. A computer purchased for
 
monitoring project implementation has never been used.
 

The evaluator found that OEF staff were paid more than the majority of their
 
counterparts in Salvadoran organizations and concluded that this would be
 
acceptable only if the staff were highly qualified in enterprise development,
 
which none are.
 

Institutional Develcpment
 

OEF's past and present insistence on autonomy from its traditional funding
 
source, A.I.D, is again reflected in this document. In the evaluation USAID 
is unfairly depicted as dictating where, how and with whom OEF should work. 
Because OEF is funded under a project for the displaced, there was never a 
question of "with whom" it should work. The USAID has not told OEF "bow" to 
work, and "where" (San Vicente) was jointly selected - the capital might have 
been more convenient for OEF, however,the USAID is not willing to concentrate 
its projects in the capital for convenience sake. In addition, the USAID has 
never insisted or even insinuated as the evalation suggests that the OEF 
project should be part of a GOES pacification effort. The USAID has and will 
continue to insist, however, that all A.I.D.-funded activities be coorCinated 
wiLh GOES development plans whenever possible. Further, at no tim3 has A.I.D. 
put the lives of its beneficiaries or cooperating PVO staff ir danger. 

Training Methodology
 

The training process was found to be OEF's only real strength. The women
 
participating in the project indicated that the training provided them a sense
 
of self-worth, gave them self-confidence, and awakened them to opportunities
 
that they had previously had never considered or had believed were beyond
 
their reach due to lack of skills. When questioned, most of the women
 
identified non-economic benefits as a result of their training and project
 
experience, and the evaluator concluded that OEF's most important achievement
 
may have been to foster in the beneficiaries a belief that there are
 
alternatives to helplessness and poverty.
 

In regard to the training methodology, the training materials were found to be
 
well translated and apprcpriate for the women. OEF staff is knowledgeable

about the training materials and techniques and uses them capably, though
 
training could be strengthened by promoting the courses more actively, meeting
 
more regularly, increasing attendance and coordinating the training with other
 
local organizations.
 



Technical Assistance 

CEF staff at present are best able to provide MA in non-technical areas as 
evidenced by poorly prepared feasibility studies and by the lack of assistance 
in simple accounting or in helping beneficiaries monitor loan repayments.
While the majority of the beneficiaries were enthusiastic about the TA 
courses, the social benefits the wzmen derived were more important than the
 
technical knowledge impdrted. Enterprise-specific TA was provided by a
 
variety of agencies collaborating with OEF.
 

Credit 

The eveluator found the credit component one of OEF's weakest areas. The 
feasibility studies for the enterprises were conducted by the beneficiaries, 
most of whom had no prior business experience nor was the OEF staff adequately
selected or trained to advise the women. On the other hand, it would have 
been preferable to involve the women more in the credit application process
rather than have an OEF staff member prepare the application herself. 
Although the wcnen did prepare an enterprise description to be submitted with
 
the credit application, they were not apprised of the loan size or terms. The 
loan ccmmittee is made up of the OEF project director, program coordinator and 
a bank representative, however, it is the OEF staff who determines the loan
 
sizes and terms since the bank believes it is not equipped to analyze these
 
types of businesses. The 15% interest rate was set by OEF to capitalize its

loan fund. (The market interest rate would be about 17% which is relevant as
 
the project was designed to link the beneficiaries with the banking system.)
Although the beneficiaries believe they are paying interest to the bank, they 
are in fact paying it to OEF which is seeking to establish a rotating fund.
 
The viability of such a fund, however, requires the ability of the
 
beneficiaries to repay their loans which at this point is questionable.)
 

Paradoxically, while the women are, in reality, borrowing OEF funds using

CEF-prepared credit applications, they beLeve they are borrowing from the
 
bank under normal commercial lending conditions. Because they believe the
 
interest rate is unfair and the loan repayment schedules too harsh, they now
 
resent and are afraid of the bank. Unfortunately, this contradicts the
 
objective of familiarizing poor wo en with the formal banking system. The 
bank., for its part, has not become more inclined to lend its own funds to the 
women given their unevan repayment records. 

Enterprise Developnent 

CEF's enterprise development operations were found to need significant

strengthening. Field staff neither monitor the ongoing status of the
 
businesses nor have the technical capability to evaluate the ongoing training
and TA needs of the businesses. The evaluator recanmends that OEF develop
monitoring systems for the businesses, as well as assign or hire staff to
visit each business monthly to monitor and advise on marketing, production and 
administation. Problems in this area can again be traced to the fact that OEF 
staff have little or no btsiness experience. 



Sustainability
 

The sustainability of the OEF program hinges upon its ability to administer a
 
cost effective program which results in self-sufficient enterprises. On one
 
side, it should be noted' that this project was a pilot effort targetting only
66 women and requiring many Lpfront coats to establish an office and get the 
project up and running. Also, as illustrated throughout the evaluation, there 
were non-economic benefits gained by the omen from the project. On the other 
hand, the ongoing project from a strictly monetary cost/benefit viewpoint had 
cost $4,006 per beneficiary through December 1986 (project costs of $285,267 
divided by 62 beneficiaries; excludes 40,000 loan fund). While such a 
cost/benefit analysis may be premature given the embryonic state of the 
enterprises, it is also not clear whether, or not the businesses will ever 
become self-substaining. Moreover, OEF is still expecting funds for this 
limited effort which will raise the cost per beneficiary. 

The five projects are at various levels of implementation, yet none of them
 
have demonstrated full viability. Below is a brief description of the 
situation of each of the groups:
 

Dos Quebrados - This group is utilizing a provisional oven and will soon be 
moving into their new facilities with an oven that will quadruple their 
production. They are preoccupied with their debt repayment and are working 

and they have begun raising pigs. 

closely with the hank to meet their obligation. This group is the most 
organized and has the best chance for success. 

ENJ2ESAL - This group is operating a piggery. The facilities are complete 
However, they still lack sufficient 

training to become self-sufficient. Training needs to be carried out in
 
marketing and reproduction. The group is not quite as motivated as the above 
group and their chance of success is considered marginal, unless appropriate
training can be implemented. 

Champas Critas - This group will be operating a chicken raising facility,
which is still under construction. It is expected that these facilities will 
be completed by the end of June 1987. Six of the chicken coups are completed 
except for electrical connections for the lights. OEF still needs to perform 
some market studies and train the beneficiaries in the project. 

Santo Domingo - This group is working on a project similar to Dos Quebradas. 
They moved into their new facilities eight months ago, and completed the oven 
two months later. The group is very well organized, but has a small clientele 
because of the size of the community. If they can expand their market 
scmewhat, they will have a much better chance for success. Currently, they 
are operating at a breakeven level. 



San Lorenzo - This group is split into two sub-groups, with one working in 
bread production and the other in dairy production. This grotp needs 
management assistance, including training in financial accounting and 
marketing of products. There has been some turnover of beneficiaries in this 
group, due to internal problems. They are unable to meet their production 
targets or their loan obligations to the bank. They are now in the process of 
trying to refinance 75% of their loan debt with FUNDASAL (Fundaci6n
Salvadorea de Desarrollo y Vivienda Minima). The future for this group 
looks bleak. 

Summary 

Based on the overall findings and conclusions of the evaluator, the USAID does 
not believe that continuation of the project is justified. The cost per
beneficiary (t4,006) to date, even for a pilot effort, is too high to be 
defensible. Therefore, the model is not replicable. Not without extensive 
training of the OEF staff does it appear that OEF would be in a position to 
provide the business expertise necessary to offer a similar effective 
prcgram. Even then, the beneficiaries and their projects appear to require
such a high level of training and hands-on help by the OEF staff, that the 
cost per beneficiary still would be indefensible and the number of 
beneficiaries that could be reached would not be a significant factor in 
dealing with the economic problems of a large nLmber of displaced, currently
estimated at about 330,000. Accordingly, the USAID will request that OEF 
develcp a phase-down plan which will detail how OEF will conclude all 
remaining project activities which have been initiated and show promise of 
sustainability. No new activities will be authorized. The USAID will 
encourage OEF to incorporate the evaluator's specific implementation
recommendations within the context of its phase-down activities, but will not 
accept those that would prolong the project beyond a reasonable phase-down and 
termination period. In sulmmary, both OEF and A.I.D. need to cut their losses 
arx] the USAID must use other models for assisting the displaced. 
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CHAPTER I
 

EXECUTIVE SUMMIARY
 

INTRODUCTION
 
The purpose of this evaluation is to provide USAID/El Salvador
with an assessment of the Pilot Relocation Co.-ponent of Project
519-0261 in relation to project objectives, as implemented by
OEF/El Salvador. The evaluation assesses project impact and
performance to date, and recommends improvements of selected
activities. 
The project's coherence with AID's overall strategy
is also discussed.
 

The field work in El Salvador was carried out by the consultant
between 1 February, 1967 and 21 
February, 1987, using several
related methodologies. 
First. ten project participants were
selected by beneficiary groups to design and administer a survey
questionnaire which measures economic and social impact from
the beneficiary point of view. 
Second, the consultant's interviews
with personnel, beneficiaries, affiliated GOES institutions,
and USAID provided information to supplement critical ieview
of project documentation, correspondance, monthly reports, and
training materials. 
 Several training sessions were observed
and at least two visits were made to each of the project sites.
 

PRINCIPLE FINDINGS
 
The O.E.F. project has fulfilled project objectives for training
and technical assistance in all five of the commun
4t 
 e n which
it works, and loans have been disbursed to four groups which
have started up small enterprises, 
 In a fifth community, Champas
Caritas, delays in building a FEDECCREDITO-constructed 
installation
have held up a chicken-raising enterprise. 
The other four groups
of displaced women have invested in dairy cows, 
pigs, land,
a storefront and inputs for baking, livestock maintenance, and
"pupusa" Production. 
 The four groups which have begun production
have received donations of infrastructure construction through
FEDECCREDITO (valued at US$ 51,310), technical assistance from
the Ministry of Health and several other local technical assistance
agencies, and loans totalling US$ 38,345.
 

1
 



In each of the five communities, beneficiary groups have received
an average of 165 training sessions in the following areas:
Human Relations, Feasibility Studies, Marketing, Credit, Management
Development, and Business Diagnosis (FODA), in which the group's
(and business's) strengths, weaknesses, and opportunities are
assessed.
 

Presently, beneficiaries' average annual income is 924 Colones
or US$ 184.80. 
 For over half of the beneficiaries, this represents
an increase of at 
least 50% 
over pre-project income. 
Project
beneficiaries earn an average of 7 Colones for each day worked;
because of the nature of the group enterprises (small scale
enterprises employing 10 
to 15 women), the average nunber of
days worked is 11 
days per month, per beneficiary.1 Some of
the other indicators which measured increased income among beneficiaries reveal that the participants are generally optimistic
about the future, although their lives haven't changed dramatically.
42% reported that their children eat "a little better" than
before project participation, with 18% 
reporting that their
children eat "alot better." 
 60% reported that they are "very
happy" with the new income they earn through the project, while
35% were "a Attle bit happy." 43% 
believed that their enterprise
would ".e "better" 
after two years., while 41% believed that

it would be "alot better."
 

Training is OEF's real strength. Women participating in the
project evidence a sense of self determination and self esteem.
In their meetings, they discuss and make decisions democractically.
Participants in the evaluation training (assuredly the most
capable of the group members) retained complex concepts and
were 
able to explain them to the group in their own words several
days later. 
For example, the women reviewed the idea that "feedback"
will help to improve a person or an organization, and that measurement indicators serve as 
feedback mechanisms to help improve
the OEF program. The evaluation process clarified the program
goals for the team, helped them to identify with those goals.
and in turn should generate a stronger commitment to realizing

the work of the organization.
 

iThis figure is somewhat deceptive because some of the smaller
groups' members need to work quite a bit more, and one group
is not working on an enterprise at all. 
 That group is included
in the days worked calculations in order to assess actual employment
created to date by the project. However, the group which is
not yet earning was not included in the average income calculation.
In other words, the new income generated by the project (7 Colones
per day x 132 days per year) is spread among all of the beneficiaries, for purposes of calculating benefits, although in fact17 of 
women (in Champas Caritas) of the women 
are not receiving

any econoic benefits yet.
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The project's training methodology is conducive to wide replication
at relatively low costs, if larger numbers of women are trained

and a tighter training schedule is designed. The ke7 aspect

of OEF's training methodology which should be replicated is
the participatory method. 
The OEF staff has mastered this training
approach and is competent to use this method to train men and
women in almost any subject area. 
from litera-y to family planning,
in addition to enterprise-related themes, 
OEF's sta-ngth is
definitely in its staff's ability to communicate with and gain
the trust of people living in marginaliZed communities. OEF
should capitalize upon this strength and extend its 
:raining
programs to new communities, perhaps in coordination with other

technical assistance agencies.
 

The OEF credit component is one of its weaker areas. 
 First,
feasibility studies for the 
 group enterprises are conducted
by beneficiaries, most of whom have had no prior business experience.Neither is the staff adequately prepared to 
advise
them about investments of the size and nature that have been
 
contemplated.
 

Sustainability of OEF as an institution hinges upon its ability
to administer cost-effective programs which benefit displaced
women and in this case. launch them into self-sufficient enterprises.

It must be noted that this project for displaced women is 
a
pilot project which only targeted 60 women for its first 18
months. Furthermore, many of its expenses have been start-up
costs (establ±shing an office, purchasing vehicles, etc.).
 
For this reason, the total number of women assisted by this
project (62) is low in proportion to project costs. 
 Total project
costs through December, 1986, excluding the loan fund of
US$ 80.000, are US$ 285.267 
or US$ 4601 per direct beneficiary.z
If we 
include family members affected by the project, including
husbands of 51% 
of the women, a total of 310 individuals have
indirectly benefitted from the project.3 
 The cost per indirect
beneficiary is, therefore. US$ 920. 
 However. as is discussLd
later in the section on Sustainability. a standard cost-benefit
analysis makes little sense at this time. 
Beneficiary businesses
are still incipient, incomes 
are still minimal, and groups 
are
Just beginning to repay their loans.
 

ZAccording to the OEF Project Director, the cost of creating

a new Job in the formal sector El Salvador is 5,000 colones,
or US$ 1,000. The cost of each Job created under this pilot
project is USS 3.881, not an unreasonable figure considering
the other non-monetary benefits provided by the project.
3OEF's 
baseline survey reports that beneficiaries have an average

of four children.
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CONCLUSIONS
 

Social and training benefits are clearly the most important
impact achieved by this project. However, the groups' economic
activities are functioning and provide an important incentive
for participating in the training. 
Some family income has been
realized; an 
initial first year increase in annual household
income of eveniUS$ 185 is significant for a family which has
few, if any, alternative sources of income.
 

DEVELOPMENT IMPACT OF PROJECT AND LESSONS LEARNED
 

Although a pilot project, a significant number of women have
demonstrated that poorly educated women of rural backgrounds
can reduce their dependency upon welfare-type feeding programs
for the displaced. 
 These women have educated themselves, undertaken
productive activities, and have organized themselves to obtain
needed services. The "demonstration effect" of such a pilot
program is inestimable and should be widely documented among
organizations in El Salvador working with the displaced. 
Indeed,
the CONSULTEC team recommended that the Ministry of Agriculture
document the OEF training method for use 
in Ministry programs.
 

RECOMMENDATIONS
 
1. 
 The project's training methodology is conducive to wide
replication at relatively low costs, if larger numbers
of women are trained and a tighter training schedule is
designed. 
The key aspect of OEF's training methodology
which should be replicated is the participatory method. OEF
should capitalize upon this strength and extend its training
programs to new communities, perhaps in coordination with
other technical assistance agencies.
 

Strengthening of the training component would involve adopting
a more rigorous approach: promoting the training courses
more aggressively, 
meeting more regularly with groups,
scheduling more meetings per day, taking measures to assure

that attendance improves.
 

2. 
 Credit and enterprise development methodologies should
be redesigned. 
Much smaller businesses, perhaps a cluster
Of solidarity group type enterprises, might be organized
for training and technical assistance, while smaller, short-term
loans are administered through a graduated "line of credit"
mechanism to the smaller groups. 
 This approach to enterprise
would be more likely to succeed with small commerces (food

vending, for example) which enjoy a daily turnover, or

with simple productive activities that could be carried
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out at home with minimal capital investment required (candle
 
3. 
 The interest rate for the groups' enterprises should be
renegotiated, in coordination with an objective appraisal
of the current status of the beneficiary businesses. 
While
community residents and program staff stated that the current
interest rate is too high, that should be balanced against
the inflation rate and portfolio risk to ensure that decapitalization of the loan fund does not occur.
 

4. 	 An additional staff member with strong business expertise
should be hired. 
 Ongoing training in business concepts
and specific enterprise-related areas 
should be made available
to current staff in order to prepare them for the training
of beneficiaries in required business skills.
 
5. 
 The groups working in animal projects should receive ongoing
training and technical assistance from livestock experts.
 
6. 
 Further educational materials should be developed, perhaps
with 	technical assistance from OEF Washington.
 
7. 	 While participants require additional technical assistance
and training in conducting feasibility studies, they should
play a more active role in the completion of their loan


applications.
 

8. 
 OEF should conduct research about informal sector businesses
in San Vicente in order to determine which types of enterprises
are most successful and the nature of their markets.
 
9. 
 OEF should explore the possibility of using existing small
entrepreneurs as trainers for groups undertaking new types
of productive activities.
 

10. 
 OEF staff should monitor project enterprises on a monthly
bazis and reassess their viability every six months. 
An
ongoing assessment of training requirements should be done
through these monthly monitoring visits.
 
11. 
 Strengthen interrelationships between Central American,
El Salvador and Washington, D.C. offices by restructuring
O.E.F. management/ supervisory roles; 
 To clarify points
of conflict and document disputed decisions internationally,
an information management system should be initiated to
document all policy discussions between the Washington,
D.C., 
the Costa Rica, and the El Salvador offices, and
to confirm decisions that have been made.
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12. 	 OEF should go ahead with obtaining their local perscneria
 
Juridica in order to broaden OEF's funding base. The devel
opment of a local advisory board can assist in the development
 
of local policies, strengthening program implementation,
 
in aintenance of inter-institutional relations. This
 
is nonsistent with the NGO mandate to strenthen pluralistic
 
participation in local government in Latin America.
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CHAPTER 2
 

EVALUATION METHODOLOGY4
 

EVALUATION GOALS
 

The purpose of this evaluation is to provide USAID/El Salvador
with an assessment of the Pilot Relocation Component of Project
519-0281 in relation to project objectives, as implemented by
OEF/El Salvador. The evaluation assesses project impact and
performance to date, and recommends improvements of selected
activities. 
 The following aspects of project implementation
are evaluated: Administration and Finance, Training and Methodology,
Small Business Production. Credit and Community Development
Technical Assistanc-. 
 The project's coherence with AID's 
 -'erall
*strategy is also di~zussed. 
The names of individuals contacted
and activities realized are listed in Appendices A and B cf

this report.
 

EVALUATION METHODOLOGIES
 

The field work for this evaluation was carried out by Rebecca
Reichmann between 1 February, 1987 and 21 February, 1987 in
El Salvador, using several related methodologies. 
Ms. Reichmann
was responsible for report write up with the exception of the
section on Sustainability which was written by Tonia Papke.

with information supplied by Ms. Reichmann.
 

Participatory Methodology
 
OEF has traditionally been committed to a participatory methodology
which enables the project staff and beneficiaries to gain new
insights into their work through the process of critical reflection
and evaluation. 
A principle role of the evaluation consultant.
then, is to facilitate this process by training staff and selected
beneficiaries to carry out evaluative activities themselves.
The evaluation process should then become integral to the institution's ongoing reporting and monitoring systems.
 

4 The USAID Scope of Work is appendixed to this document.
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Together with the Project Direct6r and the OEF Regional Director,
 
the consultant trained ten selected project beneficiaries to
 
design and administer a survey questionnaire which measures
 
economic and social impact from the beneficiary point of view.

These ten beneficiaries were elected by the members of their
 
community-based groups. 
Each had the two necessary prerequisites:

literacy and time availability. The ten members of the team
 
were paid a modest daily wage (US $2) for ten days, to receive

the training, design, administer and analyze the survey question
naires. Through a variety of techniques, the team was trained
 
to apply the concepts of evaluation, feedback, goals, objectives,

and measurement indicators to project activities. Members of

the team then designed and tested two survey questionnaires
 
--one 
administered to all 62 project beneficiaries, and the

other to be administered to 40 members of communities in which
 
the OEF project was active.
 

After testing and revising the survey instruments, the team

of beneficiaries administered the questionnaires over a three
 
day period. 
Over another two day period, results were tabulated

by the team, as well as by an outside consultant, as a cross-check.
 
From these results as well as 
from their own experiences with
 
the project, the beneficiary team drew several conclusions and

made recommendations for improvement of the project. 
The raw

data from this survey is attached as Appendix D of this report.
 

The participatory evaluation process serves several purposes.

First. as an evaluative technique. it may be the most reliable
 
way to obtain impact information. Participants are more likely

to respond frankly to a peer than they might to d 
 stranger.

Second, the participatory process is itself an educational experience

for the beneficiary team; 
 it helps to develop critical thinking

skills, initiative, and analytical discussion among beneficiary
 
groups. 
The process leads women to feel more identified with
the project's success and thus more committed to its effective
 
management* Finally, the project staff and director learn to
think evaluatively together with project beneficiaries, to strengthen

and regulate the feedback loops between them and the program.
 

Dccument Review
 
In addition to the participatory evaluation methodology, the
 
evaluator reviewed critical project documents including correspon
dance, weekly and monthly reports. baseline data (icluding

diagnostic information), and all training materials. 
 Several
 
training sessions were also observed and at least two visits
 
were made to each of the project sites.
 



Interviews with Key Informants
 

The consultant interviewed all project personnel, approximately
 
21 beneficiaries, affiliated GOES and technical assistance insti
tutions, and AID officials. Appendix B lists the USAID officials,
 
OEF International staff, technical assistance experts, local
 
institutions and officials consulted during the course of the
 
evaluation.
 



CHAPTER 3
 

EVALUATTON OF ENTERPRISE DEVELOPMENT PROJECT
 
FOR DISPLACED WOMEN
 

PROJECT DESCRIPTION
 
OEF/El Salvador received a USAID grant of USS 464,392 to carry
out an 18 month project designed to assist displaced women in
the San Vicente region in setting up small enterprises.
investment of time and resources was 

A major

dedicated to structuring
the new local institution, hiring and training personnel, developing
managerial and organizational systems, and designing appropriate
project methodologies.
 

During the first month, US$ 80,000 was 
designated as 
a loan
fund which was to finance four cooperative enterprises and eleven
smaller loans to solidarity groups or individual entrepreneurs.
The four larger loans were designated for both working capital
and infrastructure development, while the eleven remaining loans
were to be strictly to provide working capital for ccmmercial
activities 
(see Project Proposal, Third version, P.4).
 
An agreement was reached with the Banco Hipotecario for the
administration of credit to OEF-approved borrowers at 15% 
interest.
The loan fund was to earn 12.5% annually,5
were disbursed, the bank would charge a one-time handling fee:
2% of the total amount, or USS 1600.
 

and as the loans
 

From the beginning, OEF/El Salvador established strong linkages
with a wide spectrum of local private and governmental institutions.
a strategy which has served to consolidate both its base of
support and widespread approval of the project's objectives
among local instititions.
 
During the Project's first months, the new staff members were
trained in OEF's Participatory methodology, the program was
promoted among communities of displaced people in the San Vicente
 

5This point needs to be clarified. 
The September. 1985 monthly
report mentions this interest income for loan fund. while the
Bank Manager reported that the loan fund earns no interest.
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area, and beneficiary groups were formed in five communities.

One of the communities, San Lorenzo, is 
an area that has experienced

a great deal of conflict; 
 the majority of residents have settled
there after San Lorenzo's original residents fled several years
ago. Another of the communities, Champas Caritas, is a traditional
camp for displaced persons which was established by Caritas
in the early 1980's. 
The remaining three communities, Santo
Domingo, Dos Quebradas, and FENADESAL (a community of people
livlng in makeshift dwellings on 
land owned by the railroad
company bordering the tracks) 
are all communities in which displaced
people live among other marginal families. 
 CONADES, the government
food program for displaced persons, is active in each of the
five communities, and 89% of OEF beneficiaries report that they
are presently receiving assistance from CONADES. 
 In some cases,
CONADES officials or volunteers ass
isted the OEF staff in promoting
the OEF project and in determining whether potential beneficiaries
 were actually persons displaced by the war.
 

After the groups were formed in five communities, intensive
training sessions were facilitated by OEF staff. 
 This training
was designed to orient group members to the goals of the OEF
program and to begin the process of determining which enterprises
would be developed in each community. OEF staff collected a
set of baseline data for each community to determine characteristics
and needs of the beneficiary population. 
 After several more
months of training, feasibility studies were designed and implemented
by group members, to determine whether the enterprises they
had elected to develop in each community would be viable.
 
The first loans were disbursed by the Bank in April. 1986, for
the purchase of land, a house which would serve as a storefront,
materials, and later, pigs and cows. 
 Each of the groups received
assistance from a FEDECCREDITO program which used USAID funds
to provide employment for displaced people. 
Through this prograM,
local displaced persons worked with OEF beneficiaries to construct
several Physical installations at the OEF groups' enterprise

Sites. FEDECCREDITO built an impressive pig sty, stalls and
a silo for the dairy enterprise, brick ovens in three communities,
and a building in one community that would serve as 
a bakery

and a storefront.
 

None of these Projects is completely finished; 
 the three ovens
are missing key parts, the pigsty lacks water, the silo is not
yet operational. 
 Meanwhile in three of the communities, the
groups continue to bake in adobe ovens. 
 There is 
some sentiment
among project beneficiaries and members of the community that
the FEDECCREDITO installations are overly luxurious, that the
pigs and cows live in finer conditions than do the community
residents themselves. OEF is anxious to claim that they would
have designed less Ostentatious (and less costly) facilities,
and there is a sense that the FEDECCREDITO assistance was thrust
upon them. 
In any case, the animal installations are functioning
 

11
 



at less than full capacity and the bakeries should soon be opera
tional. Only when these facilities are fully efficient will
 
the real viability of the beneficiary enterprises become measurable.
 

The five groups-of project participants continue to receive
 
technical assistance &id training from outside experts and from
OEF staff, as will be described below. The performance of their

enterprises and program impact (according to the project objectives)

will also be assessed below.
 

DESCRIPTION OF BENEFICIARIES
 

Beneficiaries are displaced women living in San Vicente, Santo
Domingo or San Lorenzo. According to the beneficiary team's
 survey, 49% are heads of household, they have an average of
four children, and have lived in their new communities for an
average of five years. Beneficiaries work an average of nine
hours per day, and eleven days per month. They earn an average
of 7 Colones per day (US$ 1.40),8 
and only 27% of these women
report that they have another source of regular financial support.
50% never receive any financial support from a family member
 or spouse. A nurse or health clinic administered by Project
Hope exist in the communities of 56% of the beneficiaries surveyed.
 

According to baseline data compiled by OEF staff, 
 69% of the
beneficiaries are living in some sort of makeshift housing (neither
owned nor rented), and 85% reported that they do not plan to
return to their place of origin. Of the beneficiaries who reported
any income before participation in the project, 55% experienced
an annual income of less than US$ 400. 
 70% of the beneficiaries
and their families are basically literate, although only 14%
of the group members had received any kind of training or course
in a business or non-business related subject before participating

in the OEF program.
 

All of the above factors reveal that the OEF target population
is among the most severely marginalized, economically. 
Their
living conditions are uncertain at best and squalid and makeshift
it worst. 
 When driven from the land that they have traditionally

relied upon for survival, the skills they improvise to fend
for themselves are severely limited. 
Again re- ering t- haze Ine
data collected by OEF staff, only 35% 
of the project. participants
had had some sort of employment experience (aside from domestic
 

$This figure is based upon the following salary figures for enterprises in the four communities where businesses are functioning:

Santo Domingo: 6 Colones/day: San Lorenzo: 8 Colones/day; Dos
Quebradas: 7 Colones/day; FENADESAL: 7 Colones/day (US$ 1.00
 
- 5 Colones). 
 These salary figures were reported to the consultant
 
by Treasurers from each group.
 

12
 



work) before Joining the OEF group, while only 8% had any work
 
experience in the type of enterprise which their group later
 
would develop. ?0 of the Participants had some experience with
 
formal credit, while 13% had borrowed informally from friends,
family, or a money lender. None of this informrntion points

to an optimistic forecast for successful enterprises. The least

encouraging bit of data drawn from the baseline diagnosis is
 
that on the average, only 57% of the respondants even expressed

interest in developing the type of enterprise that their community
 
was later to pursue.7
 

The OEF target population shares most of the characteristics
 
of the national displaced population surveyed by the Contracting
Corporation of America in a baseline survey contracted for the
Gursony team's study in 1985. 
 In terms of employment experience.
literacy, educational level, housing, water, and sanitation,
diet and food aid. the OEF population roughly corresponds to
the national population of displaced persons. 
 One significant
difference was that the Gursony survey reports that 23% of the
families had a female head-of-household, while our beneficiary
team survey found that 49% of the participants are heads-of-households. This difference may be explained by the fact that a
female head-of-household may be more likely to select herself
for a project of this type than a woman who enjoys the economic

and moral support of a spouse.
 

PROJECT PURPOSE
 
The goal of this pilot project has been to develop a model for
improving the socio-economic conditions in zones of El Salvador
where there are high concentrations of displaced families.

This integrated project providing training, credit, and technical
assistance to displaced women in San Vicente set the following

objectives:8
 

1. Increase incomes of women;

2. Increase emploment opportunities for women;

3. Increase women's access to capital and credit;
4. 
 Develop a replicable model for enterprise development programs
to be carried out in other parts of El Salvador;
 

7This average figure is perhaps unfair. A majority expressed

interest in the enterprise activities to be developed later
in three of the communities. 
The two groups which pulled the
 average down were the women who later became involved in raising
pigs anddairy Cows; 
 only 45% and 17% expressed interest in
 
these areas, respectively.
8 See Project Proposal prepared by OEF International, Washington,


- vlQRment for Displaced Women. Third version,

June 14, 1985, Page 3.
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5. Strengthen the institutional and technical assistance capa
bLlities of O.E.F. and collaborating institutions;
 

6. Increase opportunities for supportive community services
 
such as day care, literacy.
 

ACHIEVEMENTS TO DATE
 

1. Objective: Increase incomes of women
 

Accomlirhmenti: The average increase in beneficiaries' disposable

income is not measurable since the baseline data did not agregate

income. We do know that 55% had a previous income of less than
 
US$ 400 and that 12% received more than US$ 800 in income annually.

Presently, beneficiaries' average annual income is 924 Colones
 
or US$ 184.80. This represents an increase of at least 50%
 
for over half of the beneficiaries.
 

Project beneficiaries earn an average of 7 Colones for each

day worked; 
 because of the nature of the group enterprises

(small scale enterprises employing 10 to 15 women), the average
number of days worked is 11 days per month, per beneficiary
 
as outlined below.9
 

Group Daily Wage 
 Days Worked Monthly Income
 

Dos Quebradas g 7.00 9-10/month 0 66.50
 
Santo Domingo 6.00 2/week 
 48.00
 
San Lorenzo 8.00 14/month 112.00
 
FENADESAL 
 7.00 8/month 56.00
 

Some of the other indicators which measured increased income
 
among beneficiaries reveal that the participants are generally

optimistic about the future, although their lives haven't changed

dramatically. 42% reported that their children eat "a little
 
better" than before project participation, with 18% reporting

that their children eat "alot better." 60% reported that they
are "very happy" with the new income they earn through tie project,
 

9This figure is somewhat deceptive because some of the smaller
groups' members need to work quite a bit more, and one group

is not working on an enterprise at all. That group is included

in the d' s worked calculations in order to 
assess actual employment
created :--date by the project. However, the group which is
not Yet earning was not included in the average income calculation.
 
In other words, the new income generated by the project (7 Colones
 per day x 132 days per year) is spread among all of the beneficiaries,

for purposes of calculating benefits. although in fact 17 of

the women (in Champas Caritas) are not receiving any economic
 
benefits yet.
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while 35% were "a little bit happy." 43% believed that their
 
enterprise would be "better" 
after two years, while 41% believed
 
that it would be "alot better."
 

2. Objective; Increase employment opportunities for women
 

AccomplIghments: 
 Sixty two women employed by beneficiary enter
prises. Four ex-participants trained by OEF are now self employed.
 

Sixty-two women are participating in the OEF enterprises; these
 
employment opportunities may open up opportunities for future

employment for these women, their children who learn about their

mother's work. 
If the enterprises expand significantly, they
may also create linkages to suppliers and consumers, which may

stimulate further employment opportunities.
 

OEF knows of one 
case in which a woman trained in the Dos Quebradas
project left her group for formal employment using the skills
she had learned in the training. A second woman in Santo Domingo
left her group to sell "pupusas" in the local school and now
competes with the OEF group. 
Two other women in San Lorenzo
have left their group, one to establish a small store. and the
other to market chickens. 
OEF staff feel that the training
they provided facilitated the start-up of these individual enter-

Prises.
 

FEDECCREDITO's participation in the construction of installations
for OEF enterprises was a further source 
of employment generated

by the project, although it was temporary.
 

3. Objective: Increase women's access to capital and credit
 

Acemmlihen t: 
Four groups 
(45 women) have received loans
totalling US$ 38,345 and they have FEDECCREDITO contructed productive
capital in,,ltallations in the groups valued at US$ 51,310.
 
Although OEF Participants have received valuable access to credit
and other'capital through this program, there is no evidence
at this time that displaced women participating in the projectwill qualify for commercial bank credit in the future. 
They
may qualify for a FEDECCREDITO loan at some point if the viability
of their businesses improves, or if AID earmarks special loan

funds for projects of this type.
 
This situation increases the importance of managing the present
OEF portfolio Judiciously, so that loans can be made available
to other future OEF borrowers from among the displaced population.

It is important to weigh the pressures for the lowering the
interest rate against the lost term importance of maintaining
the real value of the loan fund. 
 In any case, this may be a
moot point until beneficiaries are able to make payments on
 
the Principled
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4. Objective: Develop a replicable model for enterprise development
 
programs to be carried out in other parts of El Salvador
 

AccomDllhments: 
 The project's training methodology is conducive
 
to wide replication at relatively low costs, if larger numbers
 
of women are trained and a tighter training schedule is designed.

The key aspect of OEF's training methodology which should be

replicated is the participatory method. 
The OEF staff has mastered

this training approach and is competent to use this method to

train men and women in almost any subject area, from literacy

to family planning, in addition to enterprise-related themes.

OEF's strength is definitely in its staff's ability to communicate
with and gain the trust of people living in marginalized communities. OEF should capitalize upon this strength and extend its
training programs to new communities, perhaps in coordination
 
with other technical assistance agencies.
 

Project designs for credit delivery and enterprise development,

however, are weak. This is discussed later in this report,
along with recommendations for improvement of this project component.
 

5. Objective: Strengthen the institutional and technical assistance capabilities of OEF and collaborating institutions
 

Accomplishments: 
 An unusual amount of collaboration with coordinating technical assistance institutions has characterized this
project, principally because project staff is inexperienced

in livestock care and industrial baking. The project staff
has received instruction and technical assistance 
(along with
the four beneficiary groups which have begin production) from
the Ministry of Agriculture and Livestock, DIDECO, the Ministry
of Health, and several other local technical assistance agencies.
 

However,othe technical assistance received has not adequately
assured that the groups steer clear of problems which may be
inherent in project design. 
Several of the technical assistance
institutions with which the consultant spoke stated that they
had predicted some of the problems confronted by groups. 
Further
technical assistance is called for in credit and business management.
 

OEF as an institution, however, has been strengthened through
the additonal training and assistance its staff has received
in collaboration with other agencies. 
 In non-technical areas,
Particularly in training methodology itself, OEF has a well
developed institutional philosophy and commitment, and is in
 a Position to Offer its expertise in a technical assistance
 
capacity.
 

6. 
Objective: Increase opportunities for supportive community
services such as day care, literacy
 

16
 



Accomplishments: OEF has not specifically addressed this project
objective. Successful graduates of OEF's training program should
 
serve as concerned and active members of their communities who
 
will promote and eventually initiate supportive services.
 

ACTIVITIES TO DATE
 

1. Objectives: Increase incomes of 
women. Strengthen the

institutional and technical assistance capabilities of OEF and

collaborating institutions.
 

Activity: Training
 

In each of the five communities, beneficiary groups have received
an 
average of 165 training sessions in the following areas;
Human Relations, Feasibility Studies, Marketing, Credit, Management
Development, Business Diagnosis (FODA), in which the group's
(and business's) strengths, weakmesses, and opportunities are
 
assessed.
 

2. Objectives: Increase incomes of 
women. Strengthen the
institutional and technical assistance capabilities of OEF and

collaborating institutions.
 

Activity: Technical Assistance
 

Technical assistance has been provided both to project staff
and beneficiaries in livestock maintenance and industrial baking.
CONSULTEC, MAG (Ministry of Agriculture and Livestock), 
and
CEGA (Centro Experimental de Ganaderia) have provided training
in animal maintenance; 
INCAITI sponsored a trip for a beneficiary
group and a staff member to visit a bakery in Guatemala to learn,
about anew oven technology, and has supervised design and constructivOe of three of the project's commercial ovens. The Ministry
of Health has provided nutrition courses and baking courses
at the Regional Hospital. CEGA and DIDECO (Ministry of the Interior)
have assisted OEF with transport of animals and animal feed,
The Banco Hipotecario haz provided orientation to beneficiaries
regarding the credit program, as aswell provding its acdmnistrativeservices for the loan fund, and FEDECCREDITO has provided installations: the Piggery, stables and silo, three ovens and a storefront.
The chicken coops are still in initial construction stages.
 
The OEF staff has provided continuous technical assistance to
beneficiaries in business organization, management and marketing,
and in areas related to each of the particular enterprises (livestock
Productionl, et.). 
It is important to note that in these technical
areas, the OEF Staff had no prior knowledge and has had to educate
itself and seek out technical advice as it passes that information 
on to beneficiaries.
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3. Objective: Increase women's access to capital and credit.
 

ActivitY: Loans Disbursed
 

While the original proposal stated that fifteen loans would
 
be made--3/ 4 to individuals for working capital and 1/4 to coopera
tive enterprises and solidarity groups for fixed assets--in
 
actuality loans were disbursed to four cooperative businesses
 
which have taken out their loans as a group to purchase assets.
 
The information below summarizes loan activity to date.
 

Group Activity Loan Amount Loan Purpose 

Santo Domingo Bakery/Store $ 5,847 Property, Improve-

FIENADESAL Piggery $ 7,980 
ments, Equipment 
Pigs, Feed, 

Dos Quebradas Bakery $ 5,800 
Property
Property, Inventory, 
Installation 

San Lorenzo Dairy/Bakery $18,718 of market stall
Property, Cows 

A fifth group is in the process of purchasing a plot of land
for its chicken-raising enterprise. 
As these negotations are
ompleted, a loan will be extended to this group for the purchase
of land, and eventually for the purchase of 2,000 chickens,
if the enterprise proceeds as originally planned.
 
4. Objectives: 
 Increase employment opportunities for women.
Increase women's access to capital and credit.
 

Activity: 
_Fixed Caital Investments/Improvements
 

The combined assistance from OEF loans and FEDECCREDITO construction projects (the FEDECCREDITO contribution totalling

US$ 51,310 to date) have increased beneficiaries' assets and
contributed to infrastructure development in the five communities
in which OEF works. 
 In addition to the FEDECCREDITO-constructed

facilities described above, beneficiar-es have purchased and
improved two plots of land and 
a house which is used as a ba'kery
and a storefront, as well as a meeting place for the group.
 
5. Objective- Increase opportunities for supportive communityservices such as day care and literacy. 
This project indicator is not measurable at this time, althoughour beneficiary survey results indicate that 14% 
of the beneficiaries
now have at least one child enrolled in school who was of age
but not enrolled at the time of Project start-up.
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CHAPTER 4
 

PROJECT IMPLEMENTATION
 

This chapter will look at various aspects of project implementation.

The first section will look at project administration. The
follow sections then will 
assess OEF's participatory training
techniques as well as 
evaluate aspects of the project methodology:
technical assistance, the credit mechanism, OEF's enterprise
development strategy, and finally, sustainability. This section
constitutes the core of the evaluation, since key aspects of
OEF's methodologies will be reviewed, and impact upon beneficiary
enterprises will be analyzed in light of that discussion.
 

PROJECT ADMINISTRATION
 

Internal control procedures, recordkeeping, budgetary control.
and cash management are all carried out in a timely and efficient
fashion. Administrative procedures are clear, the organizational
structure is appropriate, and the project staff is well managed
by a capable and dynamic Director. An organizational chart
for the Displaced Women's Project is attached in Appendix E.
 
OEF/El Salvador states its procedural policies in a staff manual.
Each employee has 
a clear Job description and is evaluated perio'
dicallr. ' ° Staff members are highly motivated and work as a supportive
C!ose-knit'team. 
Staff relations are congenial. Frequent staff
meetlngs are managed informally and are highly participatory.
Internal reporting is excllent and there is good use of chalkboards

and notices to reinforce decisions and policy.
 
Corunications between the 0EF Regional Director in Costa Rica
and the El Salvador staff 
seem to be strained and often reflect
tensions which are not clearly articulated. 
No records document
Communications between Costa Rica and El Salvador, so assessmentof this situation is difficult. 
To clarify points of conflict
and document disported decisions, an information management
system should be initiated internationally to document all policy
discucsions between the Washington, D.C., 
the Costa Rica, and
the El Salvador Offices. and to confirm decisions that have
 
been made.
 



While field staff have a great deal of hands-on experience and
 
exhibit a high level of motivation, they are lacking in some
academic areas required for this program. 
They lack the business
 
training and experience required to advise and train skill-less
 women in enterprise development and management. The ramifications

of this can be seen in the small enterprises themselves. The
staff failed to supervise the group treasurers with even simple

techniques like calculating a monthly income/expense balance
to assess the enterprises' progress. 
The initial feasibility

studies were inadequate for investments of the size contemplated.
These points will be discussed later, but they relate to a discussion
of project administration insofar as 
they illustrate the need
for an additional staff member with strong business expertise,
as well as ongoing training for the present staff in business
 
concepts.
 

Staff also require attention to improving their use of time.
particularly in reaching greater numbers of 
women with training,
and providing that training on a more consistent basis. 
 The
weekly staff reports to the project coordinator reveal that
a large number (perhaps 40%) of the scheduled training sessions
with beneficiary groups were not realized, for a variety of
reasons. emergency staff meetings, international visitors, CONADES
food distribution, poor attendance, errands that were run to
assist a beneficiary group in obtaining materials or information,

etc,
 

Project Finances
 
As can be seen by the Table below, the project has underspent
during its first sixteen months and will have, according to
the OEF staff, sufficient funds in the budget to run until June
1987. 
 The project appears to be heavily dependent on vehicles
and equipment, which made the project more expensive than necessary
for a Project reaching 62 beneficiaries who live practically
withim eyeshot of the project office! 
The computer has not
proven necessary to project implementation, since not a singlestaff Person has learned how to use it. 

The OEF Staff is Paid more than the great majority of theirCounterparts in Salvadoran orzanizations. A survey of sev:z±ilar organization. conducted by Save the Children revealedthat OEF Promoter- the staff coordinator, and the senior anountant
ear more than the maximum paid to their counterparts in all
but two cases. This would be acceptable if the OEF project
staff were highly qualified in the field of enterprise development,
but none of the mid-level staff has higher than a secondary
schocl degree, and none has experience in the field of enterprise

development.
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Institutional Development
 

OEF/El Salvador is currently engaging in dialogue with OEF/
 
Washington and the Costa Rica Regional Director to clarify concerns
 
about USAID strategy in El Salvador. OEF feels strongly that
 
it wants to continue to assist displaced and marginalized women,
 
but (4) does not want to endanger staff or beneficiaries' lives
 
bY engaging in projects located in strategic areas, and (2)
 
firmly resists identification with government pacification stra
tegies.1 0 For these reasons, OEF/El Salvador will obtain its
 
personeria Juridica in order to broaden its funding base and
 
develop an autonomous identity locally. In developing that
 
local institutional base, OEF/El Salvador should develop a local
 
advisory board, to formulate OEF policy and maintain inter
institutional relations. This institutional development is
 
part of the NGO mandate to strengthen pluralistic participation

in local government in Latin America.
 

10A number of U.S. based PVO's have refused to accept USAID funds 
under the Health and Jobs for D program in
El Salvador because of the political implications of such work.
Among these PVo's are: CAE, Save the Chil'ren Cah!ic ReliefServices. Several U.S. churches have aliso refused USAID funding
in El Salvador . Among them are: Presbyterian Church, Mennonite
Churcht American Friends Service Committee. Method.st Church,
Episcopal Church, Lutheran Church.
 

Each Of these institution, along with the Catholic Church of
 
El Salvador, recognize that USAID policy regarding displaced
Populations, as embodied in the Health and Jozb 
 for Displaced
 

9tprogram, is coordinated closely with the Government
 
of E Salvador to further their political and military objectives.
 

22
 

http:Method.st
http:tegies.10


TRAINING METHODOLOGY
 

As mentioned previously, training is OEF's real strength. 
Women

participating in the project evidence a sense of self determination
 
and self esteem. In their meetings, they discuss and make decisions
 
democractically. Participants in the evaluation training (assuredly

the most cepable of the group members) retained complex concepts

and were able to explain them to the group in their own words
 
several days later. 
For example, the women reviewed the idea

that "feedback" will help to improve a person or an organization

and that measurement indicators serve as feedback mechanisms
 
to help improve the OEF program. The women were able to explain

the survey questions in different ways so that others could
 
understand. 
They adapted the language of the questionnair.

and discussed what their peers could best comprehend to grasp

the true meaning of the questions. This involved critically

evaluating the different comprehension levels of members of

their groups, and in that, the team articulated some of the

weaker areas which the groups needed to address. The evaluation
 
process clarified the program goals for the team, helped them
 
to identify with those goals, and in turn should generate 
a
 
stronger commitment to realizing the work of the organization.
 

The evaluation training served to crystallize some of the parti
cipants' views about OEF's training methodology. One woman
 
commented,
 

I feel that in the capacitacionli there has been a great
deal of progress for those in the group; there was one
 
in the group who couldn't even sighn her name, and now
 
she has even learned how to do that. 
So if she needed
 
any kind of form or application, she saw that she needed
 
to knbw. So she decided to learn. And that's how we see
 
that if you decide to, you can do Just about anything.
 

Another woman commented on the training:
 

Well what I can say is that I am happy for the help that
 
the capacitacion has brought us, because when we 
left our

villages we didn't have any work here, and now here with
 
this capacitacion we are working, even if 
just a little
 
bit. But we are earning enough to give just a little bit
 
to our children. So I believe that we are all happy to

be working. 
Also because we have learned alot; before
 
we couldn't...we were afraid to speak with some people,

and now with what we've learned, the fear has left us.
 

IlThe original Spanish word capacitation is used here rather than
 
its literal translation ("training"); the original is preferred

because it retains a truer sense of how the OEF methodology

works: to create greater capacity.
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A third woman reflects:
 

Before the (OEF) women came to consult with us, we felt
 
a little afraid, akward to talk because maybe you feel

that you are less than that person, you know. Because

of the situation here, we 
have lost everything, and we
 
are living here in poverty. But after the (OEF staff)

came and taught us how to do this Job, gave us 
capacitacion,

you feel animated and there is no akwardness about talking.

And something else is that also before I entered this program,

I could barelv,write or do math -- my hand felt so clumsy

and heavy holding a pencil --
and now I do well at all

of the accounts, the controls, the bank books. along with

the petty cash and the general account books, because I

keep three sets of books. 
And then we have work, and what
we earn serves to help our children...Really, I was thinking

the other day how I never believed I would be meeting with
 
a group like I did that day, that I would be doing something

like this.
 

It is important to note that most of the women interviewed are

impatient to work more hours per week. 
They feel that a great
opportunity has been opened up to them, but it only partially

fulfills their expectations, since they hope to work full time.
I note this in relation to training since the training may have
helped women to articulate both their hopes and their frustrations
about their work. 
Most of the women commented that before the
training they felt absolutely no hope about earning an income,

since they had no 
skills and there seemed to be no opportunities

foz even marginal employment. 
Now, through their own experience
and through observing the other groups, they see that a range
of activities might be developed either within a group or individually. This increased sense of opportunity, even if temporarily

frustrated, indicates that women feel more empowered to improve

their lives.
 

This may be OEF's most significant achievement in El Salvador:
 
to create expectations and generate dignified self-concepts

that serve as alternatives to helplessness and poverty. 
 While
these expectations are frustrated at present, they will lead
participants to seek out new solutions to problems that were

previously considered insoluble.
 

In fact, the great majority of women identified non-economic

gains when questioned about what had "happened" in their 
groups/
communities. During informal visits, women's first response

to my question was almost universally a variation on this theme:
"we got to know each other; 
 we didn't know ourselves/each other

before, we may have not trusted each other. and now we work
together, know each other." 
 The term. conocernos, probably
has a deeper significance for these women than we can discern.
 

24
 



from the literal translation, "to know each other"/"to know

ourselves." 
 The fact that it was practically the universal
 response among women interviewed informally points to its signi
ficance.
 

A member of one.grcup commented that "most of all" the program

had taught her group
 

...many things: to love each other, to respect each other,

to know each other better and to set up a business. So

these are many things that we really enjoy.
 

As many social scientists have observed, simply bringing people

together--for any purpose--may have far greater implications

than the realization of the activity fc,-' 
which the group was
brought together. In this case, the importance of the groups'

economic activities seems marginal; 
 It fades next to the meaning
that women evidently find in the companionship, interdependence,

even perhaps self-realization generated by the group i'cself.
 

OEF's training materials have been well translated and are appro
priate to groups of this type. 
 Some of the materials may be
overly didactic, but 
serve as a good guide for local staff,

and as a basis for their improvisation of new materials. In
general, the materials provided by OEF Washington are excellent.

The El Salvador staff has created additional materials on management
development and administration using similar methods: 
 these
need some improvement, particularly in the role-play (dramatizacion)
components; 
 they also suffer from heavy didactic sections relieved

by exercises that 
seem too much like mindless games.
 

The OEF staff is knowledgeable about training materials and
techniques, and uses them capably. 
At times during the evaluation
training, however, the 
staff assumed a lower level of beneficiary

comprehension -than was necessary.
 

The training component could be strengthened by adopting a more

rigorous approach: 
 promoting the training courses more aggressively,

meeting more regularly with groups. scheduling more meetings

per day, taking measures to assure that attendance improves,

and coordinating training with other local organizations.
 

The consultant recommends that the maximum size group for this
type of training be twenty participants. Community members
who have already participated in OEF training could act as 
co-trainers/promoters, to strengthen attendance and to further develop

organizational capacity in the community. 
 Training need not
necessarily be linked to income generating activities, and could
be combined with activities of other local technical assistance

agencies. For exampie, a community group working on housing

construction or building a clinic could meet once a week for
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OEF training in health and safety issues related to the new
 
housing/clinic.
 

A final "training" anecdcte which OEF staff members like to
 
tell is a story of a member of the group in Dos Ouebradas which
 
has a bakery. She and a friend, also a group member, decided
 
one day to go into the Ingenlo, the cane-processing compound,
 
to sell their bread. The state-run compound is surrounded by
 
fences and guarded by the military. The two women were detained
 
by soldiers who treated them as trespassers, and were taken
 
to military headquarters. With the intervention of Colonel
 
Amaya, the two women were eventually released. After the ordeal,
 
the women described how before they got involved in the program
 
they would have been terrified by the entire experience, intimidated
 
by the soldiers. and probably would have allowed themselves
 
to be treated like criminals. Now, the women say, they won't
 
allow themselves to be treated like that. They stood up to
 
the soldiers, telling them that they were not criminals, they
 
were simply selling their product and trying to make an honest
 
living in a situation that was practically impossible. They

said. "there is nothing wrong with baking and selling bread
 
to the workers in the ingenjo."
 

When the young women got back to their OEF group (the president
 
of their group went to retrieve them from the military headquarters
 
after the Colonel had intervened), they then recounted to the
 
group that "even though we were so scared, we remembered what
 
(the OEF promoter) told us; we shouldn't be afraid to speak
 
out. and so we told them that we had done nothing wrong!"
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TECHNICAL ASSISTANCE
 

This section will first discuss technical assistance extended
by OEF staff, then will review the inputs of technical assistance
 
agencies collaborating with OEF.
 

Beneficiaries surveyed by the evaluation team enthusiastically

praised the courses offered by the OEF staff. 
 All of the respondants
recalled the names of 
at least two of the courses they had received.
The course which the largest number of women remembered (33%
of those interviewed) was the Feasibility Study course. 
There
are two possible reasons for this; 
 the local OEF staff developed
this course, so 
it may have been more appropriate for the comprehension of the local women than the materials sent to them from
Washington. Another explanation may be that because the course
involved actually carrying out a feasibility study in their
communities, the women remember it more clearly.12
 

Again, significantly, the content of the technical assistance
 
courses was not as important as the social benefits members
derived. 
When asked by the evaluation team, "what did you learn?"
(in the capacitacion) the following replies emerged:
 

To be united 
To respect each other 
To manage the project 
Confidence 

27% 
14% 
11% 
5% 

To love each other 
To buy and sell 
To know more,w/others 

21% 
13% 
6% 

When asked what else they would like to learn, they replied 
as follows: 
Dressmaking 
Manage the business 

40% 
17% 

Make bread 
Read and write 

33% 
9% 

While OEF technical assistance was greatly appreciated by the
great majority of the beneficiaries, the staff lacks technical
assistance capacity in business management. As mentioned above,
not even the simplest sales/costs tracking method was applied,
nor did the staff have accurate information on the groups' loan
repayments. 
Staff members should closely monitor the four beneficiary groups' businesses, particularly checking -for net income
and loan repayment. 
 This has not been done. For a three-person
mid-level staff working with Just 62 beneficiaries (four functioning

enterprises), this not excusable.
 

At the present time, the project staff seems best able to offer
training to beneficiaries in non-technical areas, 
and should
 

1 2Research has shown that people tend to retain more information

when they actively get involved in a learning activity; this
 
example seems to 
support that finding.
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continue to seek outside technical expertise for specific enterprise

-related training.
 

A variety of technical assistance organizations has collaborated
with OEF to assist in the development of the bakery, dairy,
and piggery. 
Their input is reviewed here according to the
category of technical assistance extended:
 

Animal
 

For the pig project and the dairy, OEF has received assistance
primarily from CONSULTEC. CONSULTEC is a private technical
assistance agency with three years of experience. Based in
San Salvador and generally consulting to much larger livestock
operations, this was their first experience in giving training
of any kind. The Chief of Operations with whom I spoke said
that his team found it difficult to adapt their materials for
the OEF groups, and he feels that the women only understood
 
part of the content.
 

CONSULTEC technical assistance consisted of a series of twelve
weekly courses on the care and management of Brown Swiss Cows.
When asked to analyze the technical expertise of the OEF beneficiary
group in San Lorenzo, the CONSULTEC consultants found that the
major problem now is the poor nutrition of the cows. The group
apparently is cutting back on protein feed (soy or cotton flour)
in order to save money, and milk production is suffering. 
The
women would need additional credit to buy this protein in bulk;
if they did, they could increase milk production by two bottles
per cow per day, producing a total of 150 bottles a day. 
Presently
they produce an average of 120 bottles per day.
 

The dairy management is somewhat inefficient, since only one
person is necessary to do the work that four are doing (although
CONSULTEC recognizes that OEF's goal is employment generation,
not efficiency) also, the facility could easily house twice
the number of cows that are presently being milked. Again,
the problem is capital, to buy the cows. 
 First, however, the
women must prove that they are capable of managing the cows

that they have.
 

CONSULTEC notes that the method of raising cows which they have
recommended (keeping them in corrals rather than grazing in
open fields) is foreign to 
the zone but serves as a good model
for other farmers. Most farmers think this cow is too fragile
to subsist in the zone, and the OEF stable is proof that they
can. 
The Brown Swiss produces 100% 
more milk than the average

local cow.
 
CONSULTEC notes that this dairy enterprise should pay for itself
 
in 8 years. while the OEF loan period is four years. 
 Therefore.
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the group will need to sell cows 
in order to meet its loan payments,

rather than being able to generate enough income through sales
of milk and cheese. The commercial interest rate for this
 
type of enterprise at the time of the OEF loan was 10% 
(from
Civ,'.ral Bank); CONSULTEC feels that 15% 
is too high an interest
 
rare. and that this project is "strangling" the women in the
 group, since they need more income to buy proper feed, increase

production and pay their expenses. 
 The consultant noted that
"Perhaps there will be 
a long term benefit, but there is no

immediate benefit for these women."
 

To date, the total assistance offered by CONSULTEC cost 6,000

Colones; the costs were 
shared by OEF and the San Lorenzo dairy

enterprise. CONSULTEC feels that adapting training materials

for this population is extremely important and that their team
learned some critical lessons. The CONSULTEC team recommends

that the Ministry of Agriculture document the OEF training method
 
for use in Ministry programs.
 

The OEF group in FENADESAL purchased a batch of pigs from Plan
Padrino, another AID-backed agency, but the pigs were poorly

nourished and OEF found them to be of inferior quality.
 

DIDECO (Ministry of Interior) has donated a truck and a driver
 
to transport the pigs on various occasions.
 

The Ministry of Agriculture and Livestock has given technical
 
assistance to OEF in the pig and cow enterprises, including

veterinary assistance and training, since April 1986. 
 MAG also

advised FEDECCREDITO on the construction of the silo in San
 
Lorenzo.
 

Bakery
 

ICAITI, a Guatemalan-based appropriate technology institute,

provided OEF with a design for a model oven which burns wood,

and supervised its construction by FEDECCREDITO. ICAITI took
 
a group of four women and one 
staff member to Guatemala to betrained for two days in the use of oven, donating these services 
through funds provided by AID. 

DIDECO, of the Ministry of the Interior, donated a bricklayer

for construction of the ovens. 
 The ICAITI official with whom
the consultant spoke observed that members of the OEF groups

seemed afraid of the ovens at first, and that OEF reacted with
 
a maternalistic attitude, but eventually the women took over
the ovens themselves. 
 He noted that to avoid continuing dependency,

that the ovens should have been paid for on credit, rather than
 
donated by FEDECCREDTO.
 

29
 



Agriculture
 

The Ministry of Agriculture and Livestock assisted the OEF group

in San Lorenzo to plant sorghum in May-June 1986 for havest
 
in August-September. 
The Ministry lent the group a harvester.
 

Community Development Training
 

OEF International has offered technical assistance to the OEF/

El Salvador staff in Community Development Training. The El
Salvador staff was trained in Honduras and Costa Rica to use

OEF educational materials. 
 Staff members found the OEF training

materials useful, and the training they received in how to use
the materials was reported to be very valuable. The participatory

training helped them to generate ideas for adapting the materials

for their own use, and provided an experiential learning environment.
 

The staff has obviously integrated the OEF participatory methodology

into all of its training. The El Salvador staff has used OEF

materials/courses titled Human Development, Marketing, Feasibility

Study, and Credit (the latter two have been adapted b:" the OEF

staff for their own use). 
 They've used all of the above materials

completely, and refer to "Women Working Together" (another OEF

guidebook) for exercises and games. 
 Based on the technical

assistance it has received in this area, the OEF staff has created
 
manuals for its own use. which were described above: Managerial

Development, Administration (including functions of 
a Board
 
of Directors, internal controls, etc.)
 

FEDECCREDITO Assistance
 

FEDECCREDITO is a government agency funded by USAID which primarily

administers credit to small businesses, through 58 caJas or

branches throughout the country. 
 In ten Departments FEDECCREDITO

also administers funds allocated by AID for the Jobs and Health

Program for Displaced Persons; 
 this is managed through the

central federal office in San Salvador and is administered through

the Caja de Credito Jobs program. The program pays 6 Colones

daily and gives workers rations of corn, rice and milk on a
 
biweekly basis.
 

The FEDECCREDITO jobs program provided laborers and materials
 
for construction of the OEF installations (stables, silo, piggery,

ovens, bakery). The FEDECCREDITO assistance created valuable
 
employment opportunities for community members 
(OEF group members

worked as volunteers), but the Jobs were constantly delayed

due to lack of materials or labor, and in fact are still not
finished. The installations were overly expensive for such
 
a small group of beneficiaries, both from FEDECCREDITO's and

OEF's point of view. Also, the proportion of labor donated
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by the group (30%) was 
smaller than the normal community counterpart
expected for this type of project. 
OEF is the only project
of this type which FEDECCREDITO has undertaken.
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CREDIT
 

The OEF credit component is one of its wi5aker areas. First,

feasibility studies for the 
group enterprises are conducted

by beneficiaries, most of whom have had no prior business experience. Neither is the staff adequately prepared to advise them
about investments of the size and nature that have been contemplated. 
 In the Champas Caritas project, for example, where
the group plans to purchase 2,000 chickens at once, 
a more critical
market analysis is called for, particularly given that potential

markets have no refrigeration and almost no income, and the
 area suffers from a plethora of unhealthy conditions which will
 
threaten the chickens' lives.
 

While the groups need outside assistance in conducting feasibility
studies, the women 
should participate more 
in the credit application

process. 
 Presently, credit applications are prepared by an
OEF staffperson. 
The women do write project descriptions which
outline plans for the enterprise and are submitted with the
loan application, but this does 
not address the question of
loan terms or loan size. 
 Without participating in the loan
appllcavon process. the groups have little input into the loan
size, period, or payment schedule. This has created a 
"black
box" situation where relations with the bank and the structure

of the loan is 
an unknown quantity to the great majority of
 
project participants.
 

The Loan Committee is made up of the OEF project director, the
 program coordinator, and 
 a bank representative. According
to the bank officials. generally it !s the OEF staff which has
determined the !-an 
zizez and terms. bazed on their financial
analysis of each enterprise. The bank feels that it is not
equipped to analyze businesses of this nature, and depends upon
OEF for expertise in this 
area. The Bank Manager in San Vicente

counented, 

The OEF knows the technical part of the project; 
I don't

know the enterprises in depth. 
 I just sign (the loan appli
cations), they know what they're doing. 
 If they approve,


approve; do.n't Loo a:t h- -ct '
 . ..-.- of -.nt enterpra ses. 

The bank charge! OEF 2% of 
the total amount loaned for its administratlve expen,:s; this i- a one-s 
. ,.is
.SEn
tially subsidizing its service-. 
 For this reason also, the
bank does not commit its resources to appraising the viability

of the OEF enterpr .ses.
 

A 15% interest rate 
was et by OEF to capita2ze its loon fund:
although the group members believe that they are 
paving interest
 to the bank. in fact OEF is 
collecting the interest througthe bank. While thie ccmmrcia1 irerest ralte wa!L 12-13k at 
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project start-up, according -co OEF's regional director, the 15%
rate was chosen to ensure that the fund would be able to continue
to rotate. 
 If a rotating loan fund is envisioned, then the
ability of the beneficiary enterprises to repay their loans
is also critical. 
 At this point it is still not clear whether
all of the enterprises will be able to clear their debts.
 
The 15% 
interest rate on the loans is considered to be too high
by 74% 
of the project beneficiaries, by the Loan Committee Representative from the Banco Hipotecario, by CONSULTEC 
(technical
assistants in livestock production), by the project director
and staff. 
 In most cases, the repayment periods are probably
also too short for businesses of this nature, although more
careful analysis is called for here.
 

The bank's role in credit approval and delivery is questionable. 
 The bank actually exerts no control over credit analysis
or approval, nor is it responsible for assuring loan repayment.
Indeed, a 
"cold appraisal" 
on the bank's part might strengthen
the project's credit component. 
Presently, beneficiaries borrow
from OEF funds, using OEF-prepared credit applications, with
the impression that the bank is lending to them under strictly
commercial lending ccnditions. 
 This seems like an unnecessary
distortion of reality.
 

Members of the evaluation tean all agreed that they wouldn't
want to borrow again from the bank, if at all possible. 
 This
contradicts 
one of OEF's objectives, which is to familiarize
poor women with the formal banking system. Because of what
they perceive as 
unfair interest rates 
and untenable loan payments,
beneficiaries experience greater fear of and resentment toward
the bank than any disposition to familiarize themselves with
it. Neither is the bank more 
inclined to lend its own funds
to these poor women, given their uneven repayment records to

date.
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ENTERPRISE DEVELOPMENT
 
OEF accepted a serious challenge when it decided to make entrepreneurs out of women with little to no business experience.
In Santo Domingo, none of group had ever been involved either
in baking or vending activities, and now they manage a business
with monthly sales of US$ 1,000. 
 In San Lorenzo. only one woman
had baking experience and one woman had cheese making experience.
 

The f:ollowing table 
(drawn from OEF's baseline data) illustrates
how many of the beneficiaries had some previous work experience,
and how many had experience in the type of enterprise their
 group was to develop:
 

General employment Experience in activity

experience 
 realized by OEF group
 

San Lorenzo 
 46% 
 13%
Santo Domingo 14% 
 0
FEINADESAL 
 27% 
 0
Dos Quebradas 
 47% 
 24%
Champas Caritas 
 30% 
 0
 

AVERAGE 
 35% 
 8%
 

57% of the women initially expressed interest in realizing the
enterprise that they actually developed in their community.
 

As has been mentioned, OEF's enterprise development strategy
needs to be strengthened. 
OEF field staff do not monitor the
ongoing status of businesses and do not appear tc have a means
of evaluating the ongoing training and technical a-ssitance
requirements of those enterprises. 
Treasurers generally keep
accurate books but don't calculate the actual status of the
business on a monthly or weekly basis, and project staff are
equally unaware. OEF should develop mcntoring systems to track
the progress of these businesses and to identify needs &ad plan
provision of technical assistance and training. 
Either the
two promoters or an additional staff person with business skills
 
should visit no less than once a month tc check
 
-. m-rk.cing--to ensur.t that their -es are ade ,ate an
that the., are carrying out an 
a. rcpriaTe marketing plan;
2. production--to ensure that operations are 
efficlent and
that they are using appropriate techniques and technology;
3. administration-- to 
ensure that financial records 
are correct
and kept 
on a timely basis, that they have and use adequate
financial information, and that they 
are adequately pianning
and controlling the business
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Based on this analysis, training and technical assistance could
be planned in business or production-related areas. 
 A simple
checklist could be developed for use by field staff. 
 This could
then be reviewed with the Project Coordinator and Business Advisor
to identify problems and plan appropriate action.
 

The bakery in Santo Domingo lost alot of bread while the women
learned to use the new oven, but gradually they have increased
production. 
 Women in another group had the same experience
with milking cows and making cheese, but now production has
doubled that of the initial months. 
One hopes that this trend
will continue. 
 The group in San Lorenzo lost three cows 
(one
cow and two calves), out of 15 original adult cows, 
due to disease
 or infection. 
Several of the pigs in FENADESAL have been ill,
two have died, and all of them developed a hoof disease. Veterinar
 care and medecines cut deeply into these groups' budgets.

experience and time, and further training, the women should

With
 

learn to control these problems more successfully. The progress
of each of the beneficiary enterprises will be reviewed in the

Sustainability section below.
 

The impact evaluation team made seeral conclusions with regard
to the OEF enterprise development methodology. They felt that
 groups would have been ready to begin an enterprise earlier
than they did; 
 in other words, the start-up period was too
long and many of the women lost confidence that the enterprise
would actually take off. 
 The team suggested that the size of
 groups was good for training, but for their businesses they
would prefer to work in smaller groups of two to three individuals.
This way they could work more days and perhaps earn higher salaries.
Also, they feel they would have greater control over a smaller
enterprise. Some of the women commented, "Groups always have
problems," 
and "Not everyone is conscientious; 
some of the members
aren't careful with the animals, and then they get sick
 

Some of the women disagreed: 
"The group is good because with
 more of us working, we have more free time." 
 They also liked
the group structure because it was more decentralized than a
smaller business mg be:... anybody _-se what
 
tc do ."
 

In each of the communities, treasurers and some beneficiaries

feel that their enterprises barely produce enough to 
actually
pay salaries. 
 Paying the bank too is Just about. impcssible.

The treasurer from FENADESAL said, "If 
we pay the bank with
the sales from our pigs, we won't be able to bu>y 
any more pigs.
"his i the situation, while their piggery is only at 
tWo-thVr0
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4,. 

SUSTAINABILITY
 

4:This ,section.treats sus-tainability as f irst a.cost/benef it analysis5of the' overall1QEF'program and: then looks at the long term economicsustainability of the four beneficiar'Y enterprises.
 

us
tainability Of OEFas an institution hinges upon it..ability

~toadminiter coteffe.tive programs which benefit displaced
women and in this case, launch them into self-sufficient enterprises.
it must be noted that this project for displaced women is 
a
Ipilot project 'which only targeted 60 women for its first 18
months. Furthermore, this project required many upfront expenses
Sto start up an office.
 

SThis section pres'ents 
a cost benefit analysis of the program. The
expenses. of the pr~ogram will be presented. The benefits, both
monetary and non-monetary'will be outlined. 
 Finally, several
Scost/benefit ratios will be calculated.
 

<Expenses
 
L.Information.,available on project expenses is for the sixteen
~monih period, September 1, 1965-December 31, 1986. As seen
o n page 21, project expenses totalled USS 365,267. Teems
jbe divided between start up costs CUSS 79,125),. recurrent costs
(CUS$206,142), 
and loan fund capital (US$ 80,000).
 

Start up cost-- include equipment (US$ 39,261), printing (US$
,503), consultants (US$ 5,848), shipping (US5$ 

6 ei ,., 
 ..... , ...
6,568), and the'
respective overhead (36%--US$ 20,945) 
on those items.
 
To determine the total project period cost, we need to amortize
~the-start-up costs over either the life of theioJect or the
~life of the item. 
 TheQOEF accountant stated that depreciation
i~>for office equipment US$ 608 and for vehicles, US$ 5,107. 
 For
4.'&lacI'.of disvagregated financial data. thesefigurez will be used.
P~Erinting and corlsultants will be amortized-over three years.
 

i As, the cost benefit analysis will be completed over an eighteen.MonthPeriod, the sixteen month financial data must be extrapolated
'to -include 'expenditures for January and February, 
 Expenditures

~for these two months-are based on 
1986 spending levels.
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Cost Benefit Calculations
 

It 'shoul'd be stated that the'-nature of this prora makes-'
cost benefit analysis at thin' time misleading. At present,beneficiary businesses are' still incipient, incon'es are still\
minimal, and groups 
are Just beginning to repay iheir loans.'

Th'eref ore, it is inaccurate and inappropriate to 6ompare total,
poetcosts tprsnbeeisoevnthoseexctdor


A two years. While che expenses should be cmaedxkecte overna
-,incomeiattribu'wd 
 to thesee 
women through their participation

.ite fve busness-overtheie
K of thnese busin'es'ses--this
siis.impossible to calculate with any degree of certainty. X 

should alslo It
beA kept -inmind that the program was not,operating \S4atfull capacity during the first eighteen months. During the'i'folowngprg~~year, with, little additional cost, the number 
 Ao6 beneficiaries can be significantly increased. whichi will
imply i lowercost benefit ratio. 
 Recurrent expenzesAray even
 
-drop'somewhat.,<In 
 addition, non-~monetary benefits have not
been quantified, in-this analysis. 
 This section will, therefore, 

'' 

Present different scenarios, making explicit any and altl

A 

assumptions\imade.Aserir 

A 

ScaA i nAetated ealeaverage annual income fr'om wagesper~ woman £2 US$ 185 or US$ 278 for the eishteen months.,\ The'A
*firstt'C'alclulation 
 assumes no income projections' into the ,,future.
if
we assume that these businesses close at the end of the, eighteenmonth period. monetary benefit.s are Uss 17,236 (USS 278 x'i62 ~wome6) compaired to expenses of US$ 254,072. 
 The co-t-/bene.'fit

'"-ratio 
 is MUS .07., 
That is,there was a return of seven cents
in beneficiary income for each dollar invested, 
 The proje.,.
~Aspent.USS.4~,06'6to create' each job. 
or USS 3,881 if the twO
women who started their own businese.-s tare includedji5
 

IsAccordi'ng':to the QEF project director, the cost of creatino
anew.'bi~hefra 
sector of El Salvador is 5,000 colons
or USS 1,#OOA, The OEF project created employment at the cost,:
of US$ 3P,8814~A 
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'2 C 

However, it is more accurate to include the monetary benefits
 
~that will accrue to these women after the end of the first eighteen
months.' We will -assume that Q"EF 
 nvolvement terminates at the
endnof ;thii!eighteen-,montIhs,;withno additional project expenes.

te fuiurlua. e difrn 
 eodtos.oe~~om 
 neAt
 

~ cr~dtiosn It is impossible tomake any accurate income proJections; instead, this analysis
will first assume that the businesses continue at present levels-~a
conservative eatimate--and theh assume moderate tncreases.

For lack of data on inflation rateeu. 
incomes have been projected
in present-day dollars.
 

-Scnarto P. 
Let's first assume that these busineee will operate
nothe implying a marginal income Per womanOf IUS$ 
925 orUS$ 57,350 total. generated income. The ccst benefit
-ratiobeccme US$ 
.23. If we assume. more Optimistically. that
 
-the businesses will operate at the same level for ten 3ears,
~marginal income is US$ 1.850 per woman.
It or USS 114.700 total
generated income'for the 62 women. 
 The cost benefit ratio rises
to,USS: .'46. 

i~n~jQ.a. A ibore realistic assumption might be that wages..

,1<increaseby 10% the second year,, 20% the third, year. and hold


~~steady Cafter that point. 
 Under this scenario, the total wages
~per womni fra five Years is US$ 1,12 
 rid for ten years,

US$ 2.341. The corresponding cost benefit ratios are USs .28
and US$ .58, Irespectively,
 

KSuetainability of Beneficiary Enterprises
 

Cost-benefit analysea,'of individual beneficiary, businesses are
.inapprpriate. ~A more-'apropriate analysis involves as 
assessment
of each groupls 2inanci't'I situation at the time of the evaluation.
 
business }EAch{i below. It its impotant to keep iinis\d scuzd 


mind thatleach buziness is relatively new, with recent start-up
costs ~and with thitir exected start--up problems, It is interestingto note that in each of thei businesses. eales are well belowthe Projected amo'A as 4Itustraled0.utz, In the chmr-s below. 
1: 0te that S-an Lorenzo's monthly -alae~ were not projiecred, eitoher 
'r 'the dairy or th't bakery, o only actual sale- are i !lustrateU
here.)
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Dos Quebradas
 

Thirteen women operate a bakery which has a US$ 5,800 loan to
purchase property and inventory and to set up a market stall. At
the time of the evaluation, they had drawn down US$ 3,600 of
that loan. 
The status of their financial situation at 2/10/87

is as follows:
 

Income and Expenses
 

Sales (5/l/86-2/10/87) 
 20,804

Expenses (5/1/86-2/10/86)
 

Wages 
 3,068

Materials 
 18,779 21,847
 

Net Income 
 < 1,043>
 

Loan Payments (Interest only) 1,779
 

Net Income After Loan Payments 
 < 2,822>
 

Balance Sheet
 

Liquid Assets 
 2,125

Fixed Assets 
 13.407

Capital Installations 
 81,101 96,633
 

Loan Payable 
 16,221
 

Owners' Equity 
 e 80,412
 

Sales had increased steadily over the period with January sales
of 0 4,747, with a net profit for the last six months after
 wages (before bank payments) of 9 357. 
 After bank payments,

the group showed a loss of ( 1,017.
 

US$ 1.00 = 5.00 
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FENADESAL
 

Eight women established a pig project with a USS 7,980 loan
to purchase pigs, feed, and property. 
At the time of evaluation,
they had drawn down US$ 7,273 of that loan. 
The status of their
financial situation at 2/1/87 is as follows:
 

Income and Expenses
 
Sales (10/l/86-1/31/87) 
 29,791
 
Expenses (4/1/86-1/31/87)
 

Wages 
 2,870

Materials 
 42,370

Medicine 
 1,165 46,405
 

Net Income 
 <16,614>
 

Bank Payments (Interest only*) 
 2.008
 

Net Income After Bank Payments 
 <18,622>
 

Balance Sheet 

Cash 
Pigs 
Feed 
Fixed Assets 

4,403 
18,605 

666 
10,640 34,314 

Loan Payable* 22.9684 
Owners' Equity 0 11,330 

*The group had repaid 9 6,292 of principal due. 
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Santo Domingo
 

Six women established a bakery/pupusaria/kiosk project with
a US$ 5,847 loan to purchase property, equipment, and make capital
improvements. 
 At the time of evaluation, they had drawn down
US$ 5,450 of that loan. 
The status of their financial situation
at 2/1/87 is 
as follows:
 

Income and Expenses
 
Sales (5/1/86-1/31/87) 


33,826
Expenses (5/1/86-1/31/87)
 
Wages 
 5,725
Materials 
 25,058 
 30,783
 

Net Income 

3,043
 

Bank Payments (Interest only*) 
 1,275
 
Net Income After Bank Payments 


1,768
 

Balance Sheet
 
Cash 


375
Inventory 

600
Fixed Assets 
 24,750
Capital Installations 
 29,652 
 55.377
 

Loan Payable* 

26.419
 

Owners' Equity 

0 28,958
 

Sales have stayed at the same levels from May through January,
with a net income of USS 299 for the last six months, after
wages but before loan payments. Considering interest payments,
the project showed a profit of USS 44.
 
*The group had repaid 9 2,040 of principal due.
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Future evaluations should also assess the CEF/EI Salvadcr-Cotta

Rica-Washington D.C. information management system. 
Communications,

regional reporting, budgeting, doc:umentation of policy, 
etc. all
fall into this framework. Special attention should be paid

to participation of 1 cal national staff in this system.
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N~o. de la encuesta_
 
ENCUESTA A LA COMUNIDAD
 

1. Comoc so dio Cuenta usted del grupo quo tiene Ju negocio aqui onout& conmun dd____ 
2. Ha aslistido a reuniones del grupo? oil no
 
3. Que las1e parece r eunJonesj 

4. Conipra usted el producto del grupo? sind
Poc quo?__ 
5. 
 Le guutarla a usted paortic~par Of' un puoyocto com'o al nuestro?at no
 

6. Usted cr.. que debe 1babeo- mjor colaborcioxi entre el grupoy I& Comunidad? 81 11nom
 

7. Cuanto tiompo tono ucted do vivh irenet ccuunldad? 
S. A donde vivia antes?

solainente o'ton 

1 Lltgaron con un grupo, ole im-la grupo far-11 a 8010o 
9. Porqpz.ei.e trauadaron? Que pig. 

10. Out Inatituciones o poson lea aodaron cuando setrafflpdaron y/o let aiyuda, at~jjltnt 

11. Como Ion syudo?
Cov ida Jopo 

~~It~~ t~#Fj j 

Onf,a C.-raA (lad (soel .1 gob I rFIG a t nr 

1). Ono 0 c i g riiMV064I Vuaf i qtio 1 ?01 0 is*I dIA aGtain Goiiln Idadcuantoc gaan. U*jtv4?-., 
., 



14. Le gustaria participar en tin negocio de grupo como el nuestro?51 no tal ve-: 
15. Actualmente, ustedparticipa en programas de algunaifistitucion?
 

Iglegala...Cooperativa Clinica
 
Caja de credito Organizaciori de desplazados
Equipo depoOttv_- Otro 
 _
 

16. 
 So enta tavor,tciendo del negocio del grupo en esta comunidad?
Poco 
 Mucho 
 Regular
 
17. C'ee usted que Be 
 bueno el negoclo del grupo7 
 mi no
Porque? 
 o
 
1. Do quo so 
ae inragina listed que se trataran
CaPfcitacion quo OEF en lale da al Vrupo? 

19. Ud. cree que lab muleres de] girupo viven mejor que

anton?
 
Un poco rfeOf M1JCO 1Tie~or LpO uml.r Peor 
Por queL___
 

20. SOLD PAPA.. L;.;5;ICO 'g; Dm MNBRA5 DEL GUPO.Que It parec. a u.ted que Ou e,3poa c6 Miel)tra del grupo? 
Me da igual EFta muy bien 
 No me quota
 
Porqu.?__ 
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