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FINAL REPORT
 
IKraus International, Inc. 

Technical Assistance for CONADES Project
 

The Kraus International TA was assigned to CONADES from
 

May 13, l986 to September 30, 1987. 
 Its overall objectives as
 

stated in the contract were:
 

i. 	To provide TA to GOES/CONADES with the purpose of
 

improving their administrative and operational ability to
 

provide emergency food assistance to the El Salvador
 

registered displaced persons 
(D.P.'s).
 

2. 	To carry out a 
census by region and municipality which
 

will allow an accurate identification of the number of
 

bona fide officially registered displaced persons
 

(settled and dispersed) in El Salvador.
 

3. 	Based on the census, develop a methodology which will
 

permit a more 
accurate identification on an ongoing basis
 

of bona fide registered displaced families and/or
 

individuals by field personnel. 

4. 	Develop a complete and accurate list 
of bona fide
 

registered displaced beneficiaries by name, age, location
 

(department, municipality and community), birthplace,
 

etc. which CONADES can utilize a) 
for the efficient
 

execution of their humanitarian assistance programs
 

directed toward displaced pErsons, and b) to support
 

their reintegration into the social-economic process of
 

their country.
 



The fundamental purpose of 
this TA was to assist CONADES to
 

respond and manage more 
effectively and efficiently assistance
 

programs directed toward the needs of 
displaced familes. The
 

project is a success. (See Attachiment 1.) Adjustments were made
 

in GOES, CONADES, USAID and WFP policies in the course of the TA
 

to improve their ability 
to develop and implement more viable
 

programs to help displaced persons.
 

The GOES National Plan presented to USAID in mid 1986
 

emphasized development of economic, 
social and political roles of
 

the DP's in El Salvador. The Plan required phasing 
out the
 

assistance role of the government and donor agencies. 
 The new
 

program direction is the development of self reliance in the
 

displaced families. 

WFP and CONADES changed 
program emphasis from emergency dole
 

assistance to 
food for work and food for development. The VMSD
 

set a policy for all 
CONADES beneficiaries to work 
in community,
 

self-improvement or productive projects in exchange for food or
 

other assistance. The WFP/CONADES program 
(2806) targeted
 

24,000 of 
the 40,000 CONADES displaced families to participate in
 

the economic reintregration programs over 
2 years. WFP-3075, the
 

traditional emergency food 
assistance program with 145,000
 

participants was 
changed to a FFD/FFD program. FFW programs are
 

being implemented for 
the remaining displaced not covered by WFP

3075 and 2806 and who are 
willing to participate in FFW programs.
 

Significant changes in 
key CONADES personnel to upgrade the
 

staff occured during the entire course 
of the TO and continue to
 

date. The Deputy General Manager position recommended by the TA
 

was filled in November of 1996.
 



The earthquake of October 
1986 forced CONADES into emergency
 

relief activities for two months. 
 The Ministry of Interior
 

because of damage 
to MOI buildings temporarily moved most of its
 

staff into CONADES facilities for 5 mnnths. 
 During this post

earthquake period the technical 
advisors were able 
to maintain
 

consistent assistance to CONADES within the scope of project
 

objectives and 
under the direction of the COTR.
 

Historically, CONADES assistance 
to the displaced was a
 

loosely defined ad hoc emergency distribution program. From
 

1981 to 1985 its procedures were improvised as the agency and the
 

displaced population it served grew and 
the donor resources
 

increased. 
 (See graph I) The conflictive situation dominated
 

CONJADES' perception of the problems and needs of 
the displaced
 

population. This led 
to a dependency situation of 
the target
 

population on program assistance. In order for CONADES to
 

increase the efficiency of' its operations, new non-emergency
 

policies of well 
defined program plans, expli:it goals, clearly
 

designated target groups, evaluation systems, and 
an
 

understanding of the the long-term effects 
of the program on the
 

displaced had to be developed.
 

Concentrated efforts of 
ntw CONADES leadership, GOES, Donors
 

and 
this TO have been directed towards these objectives.
 

Institutional objectives, management 
structure, internal working
 

relationships, job descriptions, operations, program plans, and
 

field operations have been developed and modified 
to encourage
 

tne economic reintegration of 
the displaced population, a
 

concept previously unknown in CONADES.
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Much of the credit for the success of the TA is the rLsult
 

of the excellent support received from CONADES staff 
and the Vice
 

Ministry of Social Development. The Senior Management Advisor 

and the CONADES General Manager worked together on a daily basis. 

The General Manager's consistent collaboration with the TA
 

advisors and her acceptance of the TO recommendations (see
 

attachment 2.) contributed greatly to the success of the
 

project achievements. 

Or,anizational 
Manual and Other Documents
 

Instrumental in the success of the TA 
are the manuals and
 

documents that the 
TA team has produced. Operational procedures
 

are now in writing for most every facet of 
CONADES's operations.
 

Most are in
incorporated the Organization-Management manual
 

approved by CONADES management in June 1987. Others are in
 

documents prepared specifically for a given operation such as
 

ration prepacking. Copies of the manual we-e given to PMA, AID,
 

Vice Minsitry of Social development, CONADES General Manager.
 

Deputy General Manager, Deputy Manager Social
of Promotion and
 

Deputy Manager of Administration and Finance. 

The development of a staffing plan and an organizational 

chart for CONADES was one 
of the most problematical areas for the 

TA. At least six different versions were prepared. A final 

version was approved by the General Manager and Vice Minister of 

Social Development and included in the Organization Manual.
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------------------------------------------------------------------

There are no objective quantitative methods for analyzing 

the extent to which the manual has been implemented. Subjective 

estimates on the percent of implementation of the manual by
 

CONADES staff compared to a subjective, feasible optimum are
 

presented in the following table:
 

PERCENT IMPLEMENTED BY
FUNCTIONAL AREA 
 MAY 86 AUG 87
 

1. Organization Chart 
 10% 90%
 
2. General Management 70%
25% 

3. Accounting/Administration 
 35% 90%
 
4. Social Promotion 
 35% 60%

5. Warehousing 30% 60% 
6. Distribution/Transport 20. 40%
 
7. Information Unit 
 10% 45%
 
8. Planning Unit 
 20% 25%
 

AVERAGE PERCENT 
 237% 60%
 

Note: This table was derived by a SUBJECTfVE scoring of
 
activities randomly selected 
from the job descriptions of
 
all the positions in the related area. The table is
 
illustrative of improvements. It is a suggestive indicator
 
of priorites for CONADES and should not 
be considered an 
enpri cal indicator. 

Under the area of general management, the position of 
Deputy
 

General 
Manager requires extensive examination. This position
 

was recommended to 
provide operational assistance 
to management.
 

To date obstacles such 
as a lack o-' clearly definied areas of
 

authority, formal designation of 
the position, non-operational
 

priorities, and a series of 
other factors loave the general
 

manaooment without 
sufficient operational suppoi t from deputy 

general management. For example, it is not unusual for tue
 

General Manaqer to be forced to spend four hours a day signing 

of-Ficial documents such 
as checks and GOES accounting records.
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These operational duties as 
described in the Operations Manual are
 

functions of deputy general 
management. 
 The general management
 

should be freed of 
these tasks by delegating authority to
 

operational management for 
most of the routine duties.
 

Another obstacle to the implementation of the Manual is the
 

nEed for a 
capable planning capacity in CONADES. 
The existing
 

Planning Unit formed 
in 1985 has heen unable to support CONADES.
 

To date the unit has not been able to develop program plans which
 

efficiently meet institutional 
needs. Clarity of program plans
 

are essential for each 
staff member to function as anticipated in
 

the manual. Each job described must fit 
into the overall program
 

plan and contribute to its 
direct execution or provide
 

administrative support. 
 Both management and each individual
 

employee must have a clear concept of the program plan. The
 

Planning Unit does not 
appear to understand 
or be able to respond
 

to its institutional funct'ion. 
 It operates under 
a mandate
 

separate from the CONADES management and frequently does 
not
 

develop 
its activities in coordination 
with CONADES objectives
 

nor makes the necessary efforts to cooperate with other CONADES
 

personnel . 

Orientation of 
the unit was contradictory since it 
involved
 

itself in all instutional functions. 
 It designed and implemented
 

field activities independently of management and social
 

promotion. It 
became directly involved in administrative
 

functions such 
as procurement 
and finance. On occasions the unit
 

formally and inf,)rmally influenced decisions contrary to the 

goals of CONADES management.
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Many of these issues were resolved in November of 
06. Some
 

further action 
is required. (See recommendations.)
 

A major improvement in planning/direction of CONADES could 

be made by the Comite Rector. This committee, however, has
 

proven ineffective because of 
its compositon by Cabinet 
level
 

positions. These committee members must deal 
with and resolve
 

problems of 
a much greater gravity to 
El Salvador than the
 

implementation 
issues in CONADES. The committee has been able to
 

meet 
only twice in the six-year history of CONADES. A high level
 

policy setting, problem solving group representing
 

the political will 
 and weight of GOES supporting CONADES is 
not
 

readily available. There is a 
fairly simple solution to this
 

problem. (See recommendations.)
 

As 
described above the TA has been successful in providing
 

an organization chart, 
job descriptions and 
a computeriZetJ staff
 

managememt list 
which can serve as 
tools for 
the CONADES
 

management 
to plan and utiliie staff 
more effectively. This is 

an ongoing process which will require CONADES to coordinate program
 

plans with donors and to 
follow MIPLAN guidelines. (See
 

recommendations. ) 

Providing institutionalized 
in-house evaluation procedures
 

for CONADES presupposes the existence of 
a viable annual 
action
 

plan that is applicable to all 
CONADES activities. The
 

evaluation procedures recommended by the TA have not been fully
 

utilized by CONADES.
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The FFW/FFD documentation prepared by this consultacy has
 

been partially implemented by 
the social promotors. Specific
 

CONADES beneficiary lists, by project 
and by program, developed
 

From the beneficiary database are 
now 
in use in the Oriental and
 

Para Central regions. 

Regi onal i zat ion 

The process of regionalization was analyzed by the TA. The
 

existing regions of 
West, Para Central, 
Central and Oriental were
 

initially evaluated 
in mid 1986. The transport model 
was
 

constructed on a regional 
basis. Costs 
were calculated for
 

alternative types of transport and 
theoretical distribution
 

centers were established. 
 The NOI organization was considered
 

and the following conclusions drawn:
 

a. The construction 
of regional warehouses would not 
be
 

cost 
effective given the short-term nature of the
 

displaced persons food 
distribution program.
 

b. There was 
neither sufficient 
cost savings nor interest on
 

the part of CONADES nor 
the MOI to recommend changing the
 

existing regions.
 

c. Emphasis should be placed on developing a more effective 

regional structure. The positions of Regional Chiefs 

were defined and approved by SETEFE and 
job descriptions
 

prepared. The recommendations for 
these positions were
 

informally implemented by CONADES. 
 (See
 

recommen cations.) 
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MIS and the Computer ized Beneficiary List
 

The development of 
the MIS and 
the CONADES beneficiary
 

database were 
the most complex tasks of 
this TA. CONADES staff
 

was uncomfortable with the installation of 
the microcomputer
 

system. This resistance was analyzed 
as follows:
 

a. The initial resistance to change, characteristic of most 

institutions when exposed to a computerized system. 

b. The compute;- system required a rigidity and control of 

exact data in CONADES. 

c. Until changes in leadership occured, 
the MIS system was
 

perceived as 
a donor priority, inconsistent with many
 

personal agendas within the 
institution.
 

d. Extensive well 
organized data did 
not exist prior to the
 

census.
 

The oeneficiary database system developed enables CONADES to
 

monitor the DP list 
with the following methods and 
indicators:
 

(see sample printouts attached)
 

a. Specific listing of 
the sites where CONADES is
 

distributing 
food by site name, municipality, and
 

department which 
includes a list 
of the families and
 

individuals receiving food 
at those sites.
 

b. From this specific data, general 
information 
is
 

tabulated on the numbers of persons 
or families
 

participating in 
the programs and 
the characteristics of
 

the families or indivdiuals. 
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c. 	To date each promotor in the Oriental and Para Central
 

regions has a printout listing the families under his
 

responsibility.
 

d. 	Based on 
these lists the promotor is able to delete or
 

modify the family data on a quarterly basis at which time
 

he returns the list to the Information Unit for periodic
 

updating.
 

e. 	To include a new family in the database, the promotor must
 

collect the data in the standard format of the database.
 

He must justify the inclusion of the family and obtain
 

the approval 
of management before the Information Unit
 

adds the 
family into the database listing those qualified
 

to receive CONADES assistance.
 

f. 	With this information CONADES is able to rapidly
 

tabulate the number, 
locations, and characteristics of
 

the beneficiaries. It is able to determine changes and
 

trends, control the number on the beneficiary lists and
 

monitor the eligibility of recipients at each location.
 

This information enables the appropiate institutional
 

section to manage the recipients under each promotor at
 

each site.
 

g. 	CONADES's present plans include 
issuing a completely new
 

set of I.D. cards for displaced families. Each of these 

new cards will contain a sticker printout from the
 

database wnich includes the family name, code and
 

personal I.D. number. This system will directly tie the 

recipient into the database. 
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h. Finally, partial 
lists were provided to dlonors by CONADES
 

to enable them 
to determine more precisely the
 

utilization 
of their resources. 
The Corte de Cuentas
 

has also made use of recipient lists to monitor
 

distributions to CONADES beneficiaries.
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The oversight of the census 
activity and database
 

development required more 
time than any other single activity for 

two main reasons. First, CONADES did riot have anyone assigned to
 

or capable to work as a counterpart with the subcontractor until
 

February of 
1987. Second, to obtain a concensus of the VMSD,
 

USAID, CONADES and the TA 
for the scope and format of the census
 

took two months.
 

In July 1986 it was realized that given 
the time, cost,
 

and technical limitations, the census as structured within the
 

RFP was impossible. To "identify all displaced persons in 
El
 

Salvador" required a national census. 
 The census was, therefore
 

limited to 
include only those displaced persons receiving
 

assistance from CONADES.
 

Identifying who is displaced requires 
a precise definition
 

of a displaced person. 
 Explicit criteria of timeframe and motive
 

for displacement is essential to 
identify the displaced. The
 

difference between a marginal migrant and 
a displaced person who
 

has been in the 
same place for a period of more than or
one two
 

years is simply an interpretation of 
their reason for their move.
 

A sample of the data collected in 
the census indicates that 25
 

per- cent or more of the populatior, is still in movement. It must
 
be an explicit policy, there-fore, to consider only those persons
 

listed in the database as displaced. CONADES needed 
an effective 

way to manage e constantly changing population of program
 

participants. 
 It needed a dynamic rather than a static list of
 

the displaced persons population. Therefore the census was 

redesigned from a fiwed-list concept 
to a database list
 

management system. 
(See sample printouts attached.)
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This dynamic list (existing database) requires more 

attention from CONADES in 
order for it to 
more accurately
 

represent CONADES program activites. If the beneficiary list is
 

to be 
an effective tool for coordinating assistance to the
 

displaced, 
CONADES and other donor agencies must prepare written
 

policies and operational guidelines for field staff use. 

Questions must 
be clearly answered for the field staff to
 

implement programs with 
uniform standards. For example: What is
 

the specific operational relationship between programs in 
the
 

same or nearby locations? Can different 
members of the same
 

family participate in 
various programs at the same time? If so,
 

what are the limits if any, on the total benefits received by the
 

family under all programs?
 

Graphs I depicts the growth of 
the displaced population from
 

1641297 in 1981 to a high 
of 412,721 in 1985 and 
then a decline
 

to a present figure of 
230,946 in September of 
1987. The census 

and TA assisted CONADES to reduce the number of displaced carried
 

on their beneficiary list by 5% in 
1986 and 40% in 1987.
 

Graph 2 
 projects the reductions that 
must be effected by
 

CONADES in the number of beneficaries to adjust to anticipated
 

levels of commodities availability through 
1988. Graph 3 depicts 

the distribution of displaced in the combined programs of CONADES
 

and FEDECCREDITO for 9 departments.
 

Policy questions must be answered, such as:
 

a. Is 
it appropiate for beneficiaries to participate in 
both
 

CONADES and 
FEDECCREDITO programs simultaneously?
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b. 	What happens to 
the FEDECCREDITO beneficiaries who 
are
 

determined by CONADES criteria 
to 	be inelgible because
 

they are not displaced? 

c. 	What are the specific procedures for transfering persons
 

from CONADES programs to 
others such as FEDECCREDITO and
 

DIDECO?
 

There is an 
overlap between programs which cannot be
 

analyzed or resolved until specific policies exist 
to determine
 

the relationships between 
the programs. 
 Field staff must
 

understand program requirements and be provided explict
 

guidelines to follow in 
identifying beneficiaries and their
 

participation in respective programs.
 

Social Promotion
 

The technical assistance to help promotors monitor and
 

verify the effectiveness of 
CLS and CLADS required an analysis of
 

the social promotion department. This analysis concluded
 

that: 

a. CONADES social promotion staff strongly defended the
 

dole and non-restricted assistance approach which
 

results in the dependence of the beneficiaries on program
 

assistance.
 

b. 	35% of CONADES promotors require training 
in basic skills
 

and lack the motivation to adequately perform their work.
 

c. 	The remaining 65% require extensive training in 
FFD/FFW
 

programs in 
order to be effective at the community level.
 

d. 	Certain changes were 
necessary in CLD and CLAD's
 

organization and activities.
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Guidelines were established by the social promotion with
 

the assistance of 
the TA advisors.
 

e. Most efforts of 
the TO and CONADES executive staff to make
 

fundamental changes in 
social promotion were resisted by
 

the Social Promotion Department. In June of 
1987 GOES
 

made the decision to 
change the Deputy Manager to speed
 

up change in the Social 
Promotion Department. More
 

changes have occured in 
the last three months than in the
 

previous 12. (See recommendations.)
 

The TA helped to organize a training program 
for social
 

promotors 
to enhance their efficiency to design, implement, and
 

supervise community development and social promotion projects
 

A total of 46 promotors were trained in 
three groups in the
 

field. 

Logistic System
 

The TO evaluated the logistic system for thi 
transport,
 

handling and distribution 
of the food commodities for CONADES food
 

programs. 
 Working with CONADES personnel, they developed, tested
 

and implemented controls 
to increase the efficiency and
 

effectiveness of the distribution system. 

Based on 
the TO teams analysis of the transport system, a
 

series of changes were 
made which improved the efficiency and
 

reduced costs. 0 computerized model "as designed which
 

facilitates analysis for 
optimizing distribution. The average
 

transportation cost 
per metric 
ton from port to central warehouse
 

was reduced by 19% and the 
cost from warehouse to distribution
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point 
was reduced by 17%, generating 
a savings of approximately
 

$40,000 in 1986. 
 Under the direction of the KI 
TO team, a General
 

Service Department 
was formed to control transportation and
 

provide 
for vehicle maintenance.
 

A Department for 
Quality Control and Food Conservation was
 

formed to 
improve food management and decrease food losses.
 

Procedures for fumigation 
were recommended which resulted 
in
 

decreased losses and therefore reduced commodity cost.
 

Protection of 
the food commodities 
was increased. 
 The warehouse
 

system was redesigned 
to provide for optimal commodity handling
 

and inventory to facilitate control 
of storage and preparation of
 

distribution schedules. 
 All of the documents which are involved
 

in the process of logistical control 
were 
reviewed and revisions 

made to enhance the efficiency and effectiveness of the 

documentation. Guidelines and controls were developed so that
 

physical inventories could be preformed rapidly and 

satisfactorily. 
 Norms and guidelines were developed in
 

collaboration with a purchasing committee formed by CONADES 
to
 

facilitate local procurement of materials and tools and 
to meet
 

the legal requirements of 
the "Cortc de Cuentas".
 

The TA developed equivalency tables 
for daily and monthly
 

rations, determining specific volumes for the various food
 

commodities provided 
in CONADES programs. Working with CDNADES
 

personnel, the KI team 
designed, tested, and 
implemented a
 

prepack project for packaging WFP-2806 food commodities into
 

family rations in the central 
warehouses before distributing to
 

the local distribution centers. 
 This system has eliminated
 

wastage and minimized the transit-inventory problem of 
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maintaining small 
food stocks in bulk in 
a number of distribution
 

points, substantially improving 
the control and management of
 

food distribution. 
 The labor for the prepacking system is
 

provided by unemployed displaced personnel 
(FFW), generating
 

short-term-employment 
and reducing costs. The system has been
 

designed to include 
'FP-3075.
 

Accounting and Budgqetin
 

Other aspects of the technical assistance have included 
the 

development of an accounting system that is responsive to the 

organization. The General Ledger was modified to specifically 

provide for CONADES, its policies and 
its programs. The TO
 

worked closely with 
the CONADES personnel responsible for
 

accounting, improving 
their efficiency and capacity to provide
 

timely reports. 
 This eliminated the eight-month backlog of
 

monthly financial reports, bringing 
the CONADES accounting
 

department almost up-to-date.
 

The TO helped CONADES to prepare operational budgets for
 

1986 and 1997 both 
for SETEFE and GOES funding. A computerized
 

budgetary control 
was developed to 
provide the CONADES management
 

with up-to-date information on available funds and 
expenditures.
 

Communication 
and Coordination 
with VMSD. CONADES, WFPL FEPO and
 

USAID and Jther Donors 

Monthly reports were submitted to 
the FFPO, WP, VMSD. and
 

Conades General Manager. In general 
the reports were well
 

received by CONADES managment. 
 Weekly or more frequent meetings
 

were held by 
the COP and FFPO with the subcontractor staff and
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other TA members present when requested. Communication between
 

the TA and USAID was good. Occasional meetings were held with
 

the WFP represenative and staff 
as required.
 

The TA organized a seminar-workshop to study the development
 

of WFP-2806 for CONADES officials both at administrative and
 

operational 
levels. The participants of 
this seminar-workshop
 

prepared a document delineating general guidelines 
for the
 

implementation for 
WFP-2806 and its subprograms, selection and
 

qualification of 
field personnel, identification of
 

beneficiaries, financial 
resources, and organization structure
 

r-commended for CONADES, including distribution of
 

responsibilites.
 

The Vice Minister of Social Development, and the General
 

Manager of 
CONADES organized three congresses for the
 

coordination of most of the public 
and private institutions in EL
 

Salvador providing assistance to 
the displaced population.
 

During these congresses it was de,'ided that CONADES would 

establish a Coordination Unit 
with representatives from the
 

Ministries of Planning, Health, and Interior. The General 

Coordinator 'Vice Minister of Social 
Development) of CONADES 

would bL2 the Presid-nt o the Coordinajion Unit and the principal
 

contact for GOES and 
USAID. Substantial documentation 
was
 

developed in these seminars.
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RECOMMENDAT IONS
 

1. CDNADES legal, 
moral and institutional mandate can only
 

be met by 
increased ministerial and inter institutional
 

coordi nation.
 

2. 
 The Comite Rector should dictate and follow a policy of
 

meeting atleast than 
one full day every three months. Each
 

member of 
the Comite Rector should 
to delegate the responsibility
 

and authority if that member 
is unable to attend meetings.
 

3. 
 The Comite Rector offices of President (Minister
 

of Interior) , Secretary (Vice Minister 
of Social Development), and
 

the CONADES General 
Manager must take che leadership of the
 

Comite Rector. 1
 

4. The Deputy General 
Manager position should be reinforced
 

to be more functional. A deputy manager of 
operations on the
 

CONADES pay role t 
 enable signatory functions 
is one approach. 

Another method is to raise the level of team work between key
 

positions in CONADES.
 

5. The oresent Planning Unit should be eliminated. The 

planning function should be distributed among key members of the
 

staf throughout the institution. 
 This would insure 

participat:ve planning and thu support of action plans by the 

entire staff.
 

6. The success of CONADES and the socio-economic development
 

of the disolaced depends more on 
education and training of staff
 

than any other single factor. A training/educational unit should 

be a top priority of CONADES management and actively supported by 

the donors.
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7. Every position in CONADES currently funded by SETEFE 
or
 

contract should be reviewed prior 
to inclusion 
in the 88 annual
 

action plan. 
 The actual working position of each person should
 

be included to 
insure that planned positions coincide with the
 

real work performed and 
planned position.
 

8. Individuals in 
the GOES budget 
able to work in other GOES
 

institutions should be prepared by 
CONADES management. Positions
 

for those individuals should be sought 
in other GOES institutions
 

enabeling CONADES 
to upgrade its staff 
and reduce administrative
 

costs.
 

9. The staffing plan, organization charts and employee lists
 

(on the CONADES computer system) should be 
updated atleast every
 

3 months and 
printed out for executive or management use.
 

10. Key CONADES positions that are formally un-named 
to date
 

should be filled ASAP. Well qualified staff 
offered competitive
 

salaries and capable of 
team work with present management should
 

be selected.
 

11. The use of the MIS displaced lists by CONADES field staff
 

should be expanded to the remaining regions ASAP. The model for
 

list use established in the Eastern Region 
can be used in all
 

regions. 
 The Eastern Regional 
Chief should be assigned to work 2
 

or 3 days in the other regions to 
train the staff in list use.
 

12. The CONADES information unit should generate a 
list of
 

site name, location, and family names with data 
. This list 

should become the mutual ly agroed (donor/CONADFS) beneficiary 

list and a "condition precedent" for project aoi'tance. 

Donor receipt of this list 
prior to disbursement of assistance
 

defines the exact beneficiaries and avoids misunderstandinqs.
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These list could also be be audited in the field from time to
 

time assuring CONADES and 
donors of program implementation.
 

13. In instances such as FEDECCREDITO, the coordination role
 

of CONADES needs 
to be reinforced. 
 Key elements of reinforcement
 

are:
 

a. A written agreement spelling out 
the details of the program 

relationship between CONADES and FEDECCREDITO programs. 

b. The exclusive use 
the of database lists for 
all displaced
 

programs. 

c. 
 The CONADES. and FEDICCREDITO lists should be purged and
 

merg-d in a mutually agreed form 
to arrive at a single master
 

database. 
 Thu empty fields 
(key codes) described in (13.) can
 

manage seperate programs or their population sub 
sets within the
 

whole databa_;e. 

14. The datahasie was designed wi th open fields for new
 

information in numerical codes. 
 These fields are 

available for CDNADES or donor needs. Both CONADES and donors
 

must make es:plicit 
demands on the information unit 
to use these
 

opien f.elds. Assistance programs 
can be tracked in desired
 

"ay'5. For ee ami e: the 100,000 beriW; cii aries thein database 

partICipating in the .3075 FFD/FF-vJ proqram have not been mirked 

(coded) as FFD/FFW program. Coding them will allow machine sorts 

of displaced included 
in the respective programs.
 

15. It is advisable to discuss with INC('iP or a similar 

institution a stLI,, of the n(utritional impact: of the CONADES 

proqrams on the di spl a:cud persons. Nutri ti onal impact 

information on the di-ipltced i ; non existent. Rpliable impact 

:1
 



information 
is key to program planning.
 

16. Recommendations 
1 to 3 covering 
the Comite Rector should
 

be used to develop support 
to inteyrate the programs of 
CONADES
 

and DIDECD by the end 
of 1988. The integration of the two
 

institutions is important 
for the following reasons:
 

a. It is more cost effective for government and 
donors.
 

b. 
 The displaced require development program assistance
 

c. 
 A common effort of CONADES and DIDECO can more
 

effectively deliver 
this development assistance than two
 

organization duplicating efforts within 
the same Ministry.
 

d. Financing for 
displaced p-oqrctms 
wi 11 be more di ficult 

to arrange as the Peace Plan is implemented and donor
 

interest drops. Alternative programs and 
funding must be
 

identified to 
continue the socio-economic development of the
 

target groups.
 

High level discussions 
of these concepts should 
be
 

implemented in the 
near future.
 

17. It is not likely the existing field staff will be
 

able to change displaced attitudes without 
strong support from
 

CONADES. Seminars 
should be held in the 
field for displaced
 

persons leadership. 
mayors, and relevant groups to educate them.
 

CONfDES DI DECO short 
term objectives and long term dev. lopment 

strategy mut b, communi c-itnd in the 4ield for it to succeed. 

New proqriin', must he pre';ented as gains for the di spi ied and 

lmpr-ovemfnt-, to (h, iiq(, thci r li f ';tvle . Extrumn 
cart sh~ould be 

talien 
to present pr iqr am change,, as new and t~ctt-ter help for 

t h e di sp laced. CONADES ',hot1ld assi gn its be_,st "salesmen" to the 

tcisk, of communicatiig progjr.:m changtes thclt di spI aCRed .
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19. The inate and 
locally available development resources
 

of the displaced must be explicitly identified by CONADES field
 

staff. e.g. labor, organizational capacity, desire 
for
 

independence from assistance, desire for 
stability, specific
 

skills such as agricultural 
know how. Real social change can only
 

take place if CONADES/DIDECO projects require major but
 

appropiate inputs from the displaced. 
 The displaced must play
 

and ever increasing direct role in 
changing their status from
 

dependence to 
social, economic and 
political participation in El
 

Salvador. Future programs must 
design the participation of
 

displaced families 
into projects much the 
same as development
 

programs for marginal.families 
are designed to utilize their
 

resources.
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ATTACHMENT I
 
Lic. Miriam Trejo de Portillo
 

Viceministra de Desarrollo Social
 

OFICIO No. 0072
 

San Salvador, September 2, 1987
 

Mr. Henry H. Basfford
 

:Director USAID/El Salvador
 

San Salvador
 

Takinq into consideration that InQeniero Jos6 Napole6n
 

Duarte's administration has renewed its 
efforts to implement the social
 
development policies that 
will benefit the great majority of the poor
 

Salvadoran oopulation. this is 
a good opportunity to acknowledoe the
 
invaluable cooperation that your office has given 
to the programs and
 
projects under our direction. 
 At the same time. I wish to emphasize
 

the sound and e:cpedient Technical 
Assistance Kraus International has
 
rendered CONADES, that 
has resulted in the development of greater
 

institutional capacity with 
national applications through our joint
 

efforts.
 

I take advantaoe of the opportunity to welcome you most
 

cordially and express my sincere desire that 
your good offices will
 

strengthen the collaboration between 
our respective institutions for
 

the benefit of the Salvadoran population.
 

Cordially yours,
 

LIC. MIRIAM TREJO DE PORTILLO
 

VICEMINISTER OF 
SOCIAL DEVELOPMENT
 

AND GENERAL CONADES COORDINATOR
 

cc.: Kraus International, Inc.
 



VICLZMINITI4A Dr: DC..AHOL.LO b.CIAL 

OFICIO N-0072
 

San Salvador, 2 de septiembre de 1987
 

Sehior
 
Henry H. Basfford
 
Director USAID/EI Salvador
 
Presente
 

Dado los renovados esfuerzos que )a administraci6n del Ingenlero
 
Jos6 Napolt~on Duarte realiza 
a fin de ejecutar las politicas de desarrollo so
 
cial que ihpactcn a las mayorras ms deprimidas de ]a poblaci6n salvadoren-a,
 
es propicio reconocur la valiosa cooperaci6n que su oficina ha brindado a los
 
programas y proyectos bajo nuestra direcci6n. De igual 
nanera deseo resaltar
 
la oportuna y tusonura Asistuncia Ttcnica que el 
equipo de Kraus International
 
ha brindado a CONADES y que ha permitido mediante el esfuerzo conjunto con el
 
equipo local, duturrollar una mayor capacidad 
institucional con proyecci6n na
 

cional.
 

La oportunidad es grata para extenderla cordial bienvenida y los
 
deseos parque el inicio de su gesti6n marque un' fortalhcimiento mayor de los
 
lazos de cooperaci6n entre nuestras respectivas 
insti uciones, para beneficio 
de la poblaci6n salvadorufa. 

Muy Cordialment
 

LIC. MIRIAM#TREJO DE PORTI LO
 
VICEMINISTRO DE D SARROLLO 5 CIAL Y
 
COORDINADORA GENEIAL DE 
 C 0 A D E S
 

cc: Kraus Interatiiiail. Inc. 

*pdec
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UN~nrwv K il. .....
: . ... ;: . .. .......NOFFICIAL TRANSLATION .. 
 .
 

ani Sialador, Auqust 2b, li67
 

fir, George Kraus
 
rsdent
 

Kraus International
 
San Scivador
 

'I's to c& t1-tij-- in tirltlriq tlie e.axcellont worl: carried out by the
 
r'chnical Assistance Group provided by your 
Company for the Co.misitn
 
Nacion-l de Abistencia 
a la Po,,lacion Despla'ada (COUIAbES), of the
 
minictry oi the Interior.
 

lhis Technical Assistaricu Group's efiorts and .upport in tne
 
wininistrative, orqani. ational, 
loqistics, financial, and social
 
promiotion and pro)ect auvelopmeit 
areas, has qr-atly improved C0N4DES
capacity for the implementation of its policies ana programs to cover
 
tgia present needs 
of tie displaced population in the country.
 

Within the last two years the wIe,,,oors oi the Technical Assistance Team
 
wor inq at 
CO61iiD[S i4,,v prepared maruals, estaOlished procedures,

imrplemnented .euinars, traininq, 
and guidelines on policies 
ana prograis

tr.at toill 
tic- inraluaale for the institution's future development. 

I am, thereirwe, pleased to e::press on behalf oi 
CONADES personnel and 
own, coipleten hi our s.t sfction and thanls for thi s Team's excellent
 

profesiionaI 
as well as huinan performa n ce.
 

ItJ 01id-tar,tzo ni trie opporturiity to express to you again Pty highestcon~iijer.-tion Aa e~teeln.
 

Yours si r.cLrc.Iy,
 

FhIrli1iA DE hARIANE2 
Geeral tlanaqar 

http:r.cLrc.Iy


~XtONDE 

COMISION NACIONAL DE ASISTENCIA A LA POBLACION DESPLAZADA 
Plante] del T V. I - Col. Montserrat. Tes. 22-9812 - 22-9704 

San Salvador, 28 de agosto de 1987.
 

Sefior
 
George Kraus
 
Presidente
 
Kraus International
 
San Salvador.
 

Estimado senor Kraus:
 

Por medio de la presente quisiera dejar constancia escrita de la excelente
 
labor que el 
Grupo de Asistencia Tcnica de su CompafTa ha desarrollado en
 
la Comisi6n Nacional de Asistencia a la Poblaci6n Desplazada (CONADES) ads
 
crita al Ministerio del Interior.
 

El apoyo y esfuerzos desarrollados por este Grupo de Asistencia T6cnica en
 
las Areas Administrativa, Organizacional, Logfstica, Financiera y de Promo
ci6n Social y Desarrollo de Proyectos ha logrado que CONADES obtenga mayor
 
capacidad para la implementaci6n de sus politicas y Programas en respuesta
 
a las necesidades actuales de la poblaci6n desplazada en el pats.
 

En el transcurso de los Gltimos dos aiios los integrantes del Equipo de Asis
 
tencia T6cnica trabajando en CONADES han desarrollado Manuales, Procedimien
 
tos, Seminarios, Capacitaci6n y lineamientos sobre pollticas y programas
 

....S/2
 

SAN SALVADOf. tEL SALVADOR. C6ThO AMKRICA 



-2 

que serdn de apreciable ayuda para los funcionarios de la Instituci6n en
 
su desenvolvimiento futuro.
 

Por lo anterior expreso en nombre del Personal de CONADES y el mio propio
 

la satisfacci6n y agradecimiento por el desempeo demostrado por este -

grupo, que ha sobresalido tanto en lo humano, como en lo profesional. 

Aprovecho la oportunidad para reiterarle las muestras de mi consideraci6n
 
y alta estima.
 

Atentamente,
 

\GrFANTINA DE MARTINe
 
Gerente General
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