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CHAPTER |

INTRODUCTION
DUAL PURPOSE OF THISEVALUATION

The Scope of Work (SOW) contained in the Delivery Order received by Management Systems
International (MSl) from USAID/ElI Sdvador specified a dua purpose, generic and specific, to be
achieved through a two-phased process. (See SOW in Annex A.) Phase | (from Augugt 15 to
September 2, 1995) had three specific objectives:

(A) Deveop an effective methodology for evauating the impact of conflict management
programs based on the experience of the Centro DEMOS program in El Salvador;

(B)  Assesstheuse of participatory processesin evaluation design;

(C)  Develop ascope of work for the evauation of the Centro DEMOS conflict management
program.

After obtaining approva from the Office of Democratic Initiatives (ODI) of USAID/El Savador of the
SOW developed during Phase |, and with the obligation of additiona funds, Phase |1 (from September
4 to October 16, later extended to December 10) was carried out. The objective of this Phase was.

(D)  Cary out the evauation of the Centro DEMOS program funded by USAID through a
Cooperative Agreement with the Institute for Central American Studies.

The Report of the First Phase, with the SOW for Phase |1, was presented to USAID on August 31.
Immediately, ODI accepted the Report and gpproved the SOW verbally, which motivated the continuation
of thework. Nevertheless, the forma approva letter was not emitted until September 21. (See copy of
the Report and the letter in Annex B).

The specific objectives included in the SOW for Phase |1 were:

1 Demonstrate theimpact of this program on thelevel of tolerance of direct beneficiaries, associated
ingtitutions, and the reconciliation processin El Salvador.

2. Provide information onthe capacity to permeatethe politica culture of direct beneficiariesthrough
the study of sdlected topics.

3. Describe and assess the conflict management activities that are not programmed but are
contemplated in the Center.



4, Provide information on program activities and continud interna monitoring systems, indicating to
what extent the objectives and cost-benefit effectiveness of the program have been achieved.

5. Provide information on the capacity of the Center to continue attracting leeders, to maintain its
academic qudity, and to follow up on former sudents.

6. Determine the capacity of FUNDEMOS to stay in operation, fulfilling al legd requirements, and
obtaining the financial resources necessary to sustain its own activities and those of Centro
DEMOS.

7. Describe next steps and the future need for conflict management activities, providing grounded
recommendations on the continuation of the DEMOS project, the changes believed to be
gopropriate in its future activities, the potentia for replication, and lessons learned.

8. Assessthe participatory and effective character of the methodology designed by M Sl for evduating
the impact of conflict management programs, based on the results obtained through the application
of sad methodology to the evauation of the Centro DEMOS program in El Sdlvador.

9. Examine the advantage, or lack thereof, of using thistype of participatory processin the evauation
of conflict management programs.

METHODOLOGY
Phase:
# Preparatory work in Washington (August 15/18) - Team Planning Mesting; interviewswith
ICAS and other key personsin thefield of conflict resolution; review of documents; design
of the methodology to be gpplied; drafting of initia documents.
# Formationand work of Design Team in El Salvador, with the participation of al interested

parties (August 21/31) and terminating with the presentation of the objectives, indicators,
means of verification, methods and executors for Phase 1.

# Conversion of Design Team into Evauation Team to monitor the process, gpprove the
selectionand contracting of aloca consultant and of the questionnaire to be sent to former
students, identify the leaders to be interviewed (key informants), and lend technica
assgtance with logigticad questions and the scheduling of interviews.

In accordance with the plan laid out by the Desgn Team in Phase I, three main dements made up the
methodology for this second Phase:



E Andyss by MSI of rdevant documents from ICAS, Centro DEMOS, FUNDEMOS (the
Foundation formed as permanent home for this activity), and the EX-CEDES Association (made
up of DEMOS graduates), plus nationa newspapers and other publications related to national
redity. (Seethelist of documents consulted in Annex C.)

E The drafting, adminigration, processing, and analysis by aloca consultant of aquestionnaire sent
to dl 120 graduates of Centro DEMOS courses. (Seecopy of the questionnaireand theandysis
of thedatain Annex D.)

E Individud interviews with: 34 leaders from various key sectors; the 13 members of the DEMOS
gaff; half dozen pandists and speskers from DEM OS courses; two other donors; two leaders of
the EX-CEDES Association; various ingtitutions represented in the courses; and, various USAID
offidas. Theseinterviewswere conducted by MSl and, in the case of key informants, whenever
possible, accompanied by DEMOS staff members. In addition, MSI carried out group interviews
with the FUNDEMOS Executive Council, and with some 55 former sudents. (See the ligt of
personsinterviewed in Annex E.)

ORGANIZATION OF THISREPORT

Unlikeits organic or physical condition at the beginning of October 1993, evauating the impact of Centro
DEMOS now requiresthe analyss of an entire system or organism. In addition to the Center itself, which
functions as the secretariat or heart of the organism, one must take into account FUNDEMOS as the
governing body or brain, and the Association of EX-CEDES, whose members represent the nervous
gystem.  In addition, one must consider the needs of the principa donor, USAID, which requires
information for future funding decisons and who contracted for this work.

Therefore, this evauation could not be redtricted to a narrow investigation of Centro DEMOS, without
taking into account the other eements of the systemof which it isnow apart (and which itsvery existence
generated), and the donor's requirements. To order our findings, conclusions and recommendations in a
logica sequence, and in kegping with the objectives identified, we have divided them into three sections,
moving from the most detailed to the most globd:

A. Those related to specific aspects of the work of Centro DEMOS;
B. Those having to do with FUNDEMOS, and
C. Those of specid interest to USAID.

TEAM COMPOSITION

The two personswho made up the M SI team were Joan M. Goodin, Evaluation Research Specidist and
Chief of Party, and Emily Forman, Adminidrative Assgtant.

The other members of the Design Team that was created in El Salvador, and which later became the
Evauation Team, included:



E For USAID/ODI: Krigtin Loken, Director, Carrie Thompson, Deputy Director, and
Savador Novdlino, Program Officer;

E For ICAS: George Biddle, President, and Teresa Campos, Program Officer;
E For FUNDEM OS: Rutilio Escdante, Coordinator Pro Tem;

E For Centro DEMOS: Rall Huezo, Executive Director, Marta Alicia de Candes,
Academic Advisor for the Social Sector, and Ricardo Cordova, consultant;

E For the EX-CEDES Association: Rinddo Golcher, Vice President, and Alicia Flores,
member.
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CHAPTER I

BACKGROUND

NATIONAL POLITICAL CONTEXT IN WHICH CENTRO DEMOSWASBORN
(This section was drafted and contributed by Centro DEMOS)

The country's palitica past, as recognized by presdent Alfredo Cristiani in his address during the Sgning
of the Peace Accords at Chapultepec, has been characterized in this way: "...one of the pernicious gaps
in our nationd system was the absence or insufficiency of gpaces and mechanisms to permit the free play
of ideas and the naturd development of different politica projects derived from freedom of thought and
action; in synthes's, the absence of atrue democratic schemefor living..."

The reference by president Alfredo Cristiani to what has been caled authoritarianism has marked the
country's history. The contradiction between rights and redlity generated a perverted form for exercisng
power which did not alow theright to political participation - in acountry in which the voteis obligatory -
to create dternatives, and prevented the option to organize from leading to the generation of dternative
power, capable of guaranteeing fair participation in the benefits of development; that is, the State violated
its own norms.

Impunity, then, far from being an aberration, fruit of individud wills, became an intrinsc ement within the
system, dso converting legidative and judicid organs into corrupt insruments. Nevertheless, a growing
decisonby an ever-larger part of the citizenry for seeking spacesin which to participate led the government
of Gen. Romero into crisisin 1979, when discontent became uncontrollable.

The coup of October 1979, according to the declarations of army officids, was carried out to end the
abuses of power, incarnated in part by the army itself, and to seek the support of civilianswho could lead
the country in the process of the economic and socio-political reforms that needed to be carried out in
order to avoid the violent dternative proposed by the insurgent forces of the left.

The coup and the efforts for change were not sufficient to avoid armed conflict in the 80's, which came
about at the stage at which regiona conflicts became more severe. This was aso a consequence of
underdevelopment and interna socio-politica exclusion. The absence of a plurdigtic environment and of
political tolerancein El Salvador, aswell astheinsertion of violence asa political meansto resolve nationd
problems, have been pointed to as the fundamental causes of the war which lasted more than a decade,
during which even more civil rights and the political freedom of Salvadoran society were sacrificed. This
conflict, which took 75,000 lives, undermined the incipient development of the 60's.

After the armed conflict, negotiation opened spaces for a trangition toward greater national democracy
which, in the context of the collapse of the socidist bloc and of the rearrangement of world capitalism,
contributed to resolving to some degree the ideological part of the Salvadoran problem, leaving to the
development of the Chapultepec Accords that which related to political and socio-economic reforms.
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Nevertheless, given the deep roots of the Salvadoran conflict, it became evident that more than excellent
negotiation capability was needed; willingness, new perceptions and greeter level s of tolerance onthe part
of the various actors were necessary in order to provide spaces in society that facilitated the trangition to
modernization of dl kinds,

The Peace Accords, achieved after great nationad and international effort, thus became a basic mode for
pecific political and socid co-exisence for Sdvadorans, they express the minimum spirit of pacific co-
existence about which the mgjority has demonstrated consensus. This does not necessarily mean that the
differences of the past no longer exist or that the various forces have abandoned their principles and
projects, rather, the different Savadoran politica sectors have moved to acycle of re-accommodation in
the search for new forms of internd articulation within society.

Centro DEMOS appears a a moment when the implementation of the Peace Accords and the process
leading to the eections of March '94 measure the pulse of the nationd politica scenario. Both events
condtitute a that moment an important recognition of the legitimacy of the pacification process.

The new government of Dr. Armando Caderdn Sol isthefirst to be dected outside of the context of war
and it demondrated thet the dectord game fits in the ill fragile process, but that it has a minimum
guarantee of consensus and the ability to function. Also, the incluson of the FMLN within the state
gpparatus semming from the eection results, despiteitsinterna disputes, condtitutes a hitherto unknown
event or, a least, unpredictable consequence with regard to reconciliation and the modernization of the
Salvadoranpolitica classand that of those sectorswhich fed representedinit. Dealing with conceptssuch
as "politica competence,” "power sharing,” or "'co-government of the nation,” there are now examplesand
very concrete meaning.

It must be pointed out that this political process did not take place without sumbles, delays and certain
deformations. Problems in the lack of political will and in the technical aspects of the execution of the
Accordsled to ahardening and backing down of the negotiators positions at certain moments. Mediation
by ONUSAL and efforts at international cooperation contributed to overcoming antagonistic Stuations.
Even during the post-war period, it has been necessary to count on effective mediation work.

Thus, Centro DEMOS appeared in adual scenario: on one hand, it became evident that there was aneed
to create instances of reconciliation and mediation to sustain the impetus injected into Salvadoran society
by the Peace negotiations. But, onthe other hand, theseinstances were exposed, aswasthe very process
of implementing the Accords, to the criticism and distrust of the various sectors, expressed in accusations
of ideologicd and politicd patidity. DEMOS then from the beginning had to move within this dud
scenario, which required Strategic vison. Reconciliation arose, then, asared dternativewhich might result
in the implementation of adequate and effective mechanisms that offered space for the leaders of the
different projects to meet and didogue in search of recognizing their differences and diminishing conflicts.

Conscious of this context, Centro DEMOS has sought to become a response to that need for space for
respectful debate and congructive critica didogue. The project semsfrom the premisethat, in the nascent
process of peace and democracy, the solution to the problems now faced by the country dependsin large



measure on the leve of understianding and participation achieved among the digtinct sectors involved, and
on undergtanding by palitica actorsthat the different socio-politica and economic problems areintimately
related.

Thus, efforts to establish democratic co-existence and a lasting peace begin to depend on the level of
convergence and reasoned politica-ideologica tolerance generated in society. This initiative aspires to
edablish, strengthen and maintain channels of communication among the diverse groups that till hold
opposing postions, in order to broaden the space necessary to allow indiscriminate participation and
critica-congructive did ogueto eradicate the culture of violence and authoritarianism from society and give
way to anew response that permits the configuration within the new nationa scenario of the possibility of
new hopes for more human development.

THE FIRST STEPS
(Centro DEMOS contributed to this section)

Theideaof creating and organizing Centro DEMOS in El Sdlvador arose as a confluence of identification
among some members of the U.S. Congress and North American and Centra American consultants on
regiond palitics. Their fundamental objectivewasto contributeto the democratization of Central American
countries, especidly those that had been most damaged by conflicts.

With the support of the I nstitute for Central American Studies (ICAS), a U.S. NGO, consultants
Leonel Gomez (Sdvadoran) and José Maria Argueta (Guatemal an), took political and adminidirative steps
to condtitute Centro DEMOS in El Sdvador. Then, through ICAS, USAID/El Sdvador made available
the necessary funds to get the project underway.

Other indtitutions that accompanied the first efforts were: The Charter 77 Foundation, now "Foundation
for a Civil Society” of New York and the "North South Center” of Miami, which collaborated with the
Salvadoran Supreme Court of Justice and USAID/ElI Sdvador in support of a Conference titled:
Reconciliationin Timesof Transition, held on January 11 and 12, 1993 in San Sdvador, which publicly
launched Centro DEMOS. On that occasion, leadersfrom different parts of the world met to share their
experiences with the protagonists of the Peace Accordsin El Sdvador.

The specific way in which it was planned to use the USAID contribution was through the replication of a
drategic studies center smilar to Centro ESTNA in Guatemala (which USAID/Guatemaa supported),
whose main objective is to provide a space for the diverse socid sectors to obtain a reciprocal
undergtanding of their differences and their smilarities, as well as of the nationd redity of which they are

al apart.

Though the genera idea of ESTNA served as an example, DEMOS was congtituted as a flexible
experiment opento new ideasinitsexecution. Theideawasto create aninclusive space, paliticaly neutrd,
plurdig, promoter of the capacity of the sectors concerned to contribute to and participatein theresolution
of nationa problems.
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From the outset to mid 1992, support was received from the Supreme Court of Justice, which in fact
became the indtitution that provided the counterpart funds. Nevertheless, that support became embroiled
by events and political interpretations which made separation necessary in order to work with financid
autonomy like any other indtitution. The separation made it necessary to re-congtruct the infrastructure
needed to initiate the fird training course.

ROLE OF ICASAND USAID

Evolution of the Program Under the Cooper ative Agreement: In support of its Strategic Objective
No. 3 (Lasting Democratic Ingtitutions with Broad Participation), on September 30, 1993, USAID/EI
Salvador approved a Cooperative Agreement (CA) with ICAS for Centro DEMOS courses. The CA,
which had aduration of one year, provided US$1,000,000 to cover direct expenses (without any indirect
costs) to "support nationd reconciliation [of El Sdvador] through the establishment of a democratic
leadership training program.”

The two "interrelated activities' contemplated in the CA were the Centro DEMOS leadership training
program and organizationd technical assstance by ICAS to "congtruct a Savadoran consensus for the
creation of a Sdvadoran foundation” that would be "broadly representative of the myriad socid and
economic factorsin Salvadoran society, to serve as the permanent home of Centro DEMOS and sponsor
of the training program.” The CA aso dated that "should a consensus emerge,” ICAS would provide
"technicd assistanceto facilitate the incorporation of the Savadoran foundation and to develop adiversified
financia base."

In addition, the CA dated that direct beneficiaries would be some 60 Sdvadoran leaders who would
participate in the training program. Likewisg, it pointed out that "indirectly, dl Savadoran society will
benefit from the greater politica stability afforded through greater reliance on democratic methods for
conflict resolution.”

The activities funded by the CA began with the organization of an office and the contracting by ICAS of
Leond Gomez and José Maria Argueta as Co-Executive Directors of Centro DEMOS. These two, in
turn, recruited and contracted the administrative and academic personnel in accordance with the project's
principles of plurdism and tolerance and, in the case of the academic dtaff, in accordance with their
professiona capabilitiesin thefive areas or factors of power on which, per the ESTNA modd, the courses
were to be based: economic, geographic, military, political and socid.

Management sought contacts with notable persondities within the country and overseas so that the team
might be trained and to obtain different opinions on the idea of the project. Through a process of
experientia learning which reflected the same philosophy of tolerance and respect for the opinion of others
that the course was to empl oy, the academic team received intengive training over the period of somethree
months. The adminigrative staff, occupied with the initia tasks related to their work, did not participate
in that training and, therefore, did not share that experience, which became important in the life of the
academic group and of the Center.
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Hndly, the Center'sfirst coursetook place from January to June 1994, with the participation of 60 students
representing more than 45 different inditutions.

On September 30, 1994, the CA was amended to: 1) add US$750,000 in DA funds, making a total
obligation of US$1,750,000; and, 2) extend the termination date to September 30, 1995. It was adso
specified that ICASwould contribute US$86,000 (751,600 Colones) in non-federal funds (later reduced
to US$45,000), in cash or in kind, to cover part of the costs of "operation and administration of the
Traning Program,” especially student stipends.  Also, ICAS was authorized to charge a provisiond
overhead rate of 48.83%, and a provisional G&A rate of 4.59%. Recently, a no-cost extension to
December 31, 1995 was approved.

The positive results of the firss DEMOS course, combined with ICAS successful efforts, led to the public
inauguretion of the Fundacion para el Desarrollo del Estado de Derecho y la Democracia
Salvadorefia (FUNDEMOS) in November 1994. In February 1995 the FUNDEMOS Executive
Council adopted the by-laws that guide the Foundation, and on May 3, lega recognition, which was il
pending at the time of this evauation, was requested.

In February 1995, Argueta left his post and the country to accept an appointment within the Guatemalan
government. Therefore, in accordance with ICAS commitment to recruit a nationa director, that same
month Rall Huezo was contracted as Executive Director, with Gomez remaining as Co-Director.
Neverthdess, in July 1995, Gomez stopped receiving financid remuneration from ICAS, contributing his
services to the project as part of the US$45,000 in counterpart funds that ICAS was to contribute. This
arrangement was made to cover the three months from July to October because it was thought that the
ICAS-USAID Agreement would terminate at the end of September. Goémez is dso a member of the
FUNDEM OS Council, having requested leave to the end of September. After that date, he could resume
his post on the Council or decide to stay on as an advisor to the Center.

At the time of this evaduation, it was still not known what would happen between October and the end of
December, the new termination date of the Agreement with USAID. It isimportant to be aware of this
history in order to understand some of the characteristics observed at Centro DEMOS.

Monitoring of Progress. Asreflected in the three SARs (Semi Annua Reports) that USAID had
presented to date (October 1993 to March 1995), the Agency has used two EOPS (End Of Project
Status) to measure program progress.

E National reconciliation/consent on the part of Salvadoran leaders and their representative
groups to listen to and understand opposing points of view, participate in didogues and
congtruct tolerance and confidence; and

E Plans made for the more permanent establishment of a Salvadoran forum for diaogue

(from now on known as the Foundation for the Development of Salvadoran Rule of Law
and Democracy or FUNDEMOS).
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Onmonitoring progresstoward these EOPS, USAID has not reported andytic information - nor gpparently
hasit requested such datafrom ICAS, in spite of the requirements of the CA. While there are quantitative
data (number of courses, students, sessions, speakers, establishment of FUNDEMOS and number of
persons involved, etc.) in the SARS, there are no quditative data.

Neither has ICAS, for its part, required that DEMOS establish as stated in the CA "abasdine, through a
survey or Smilar instrument of participants vaues and attitudes with regard to tolerance of others beliefs,
and then revising these results through a follow-on study.”

Asaresult of these facts, no systematized basdline exists for measuring the progress of DEMOS.

Relations among the Parties. Apparently, relations between ICAS and DEMOSFUNDEMOS are
quite positive. Leone Gdmez, who currently representsthe Ingtitute en situ, has been Co-Director of the
Center from the beginning, and was one of the principle foundersof FUNDEMOS. Meanwhile, thelCAS
Presdent and Program Officer travel to the Center from their officein Washington, DC severd timesayear
to lend technical assistance to the Center and to FUNDEMOS. Between trips, they are in continual
contact by phone, fax or mall.

Reations between ICASDEMOS and USAID/EI Salvador have not dways been so good. Thefact that
ICAS decided at certain criticd momentsto utilize its contacts with legidators and othersin high positions
inthe U.S. has caused tensons with the Mission. In addition, there have been difficulties between some
U.S. representatives in El Salvador and those of ICAS. Another factor was the difficulty experienced by
ICAS on trying to comply with USAID regulations while familiarizing the members of the FUNDEMOS
Executive Council with said regulations-something new and quite complicated for anew board, established
after the program it is supposed to be respongble for is dready in operation.

Another negative point in the relationship between USAID and ICASDEMOS was a survey of former
students contracted out by the Misson to acommercia house in San Salvador in a sudden manner and
without prior consultation. That happened in September 1994, and the process, plus the way in which
some of the questionsin the survey were formulated, caused problemswith ICAS and DEMOS, and with
the former studentsthemselves. Though the report was shared by USAID/ODI with ICAS and the Center,
and in spite of the fact that it contained useful information, the results were never used by DEMOS.

In generd, it would seen that with the passage of time and some personnd changes, relations have
normdized. The fact that USAID/ODI decided that this find program evauation would be done in a
participatory manner also appears to have helped refresh the atmosphere. It is obvious that Office is
sncerely dedicated to the principle of participation, and that there is dso interest in using this experience
to design and test new evauation methodologies in the field of conflict resolution.

Use of Funds. The current Illugtrative Financia Plan by USAID/EI Sdvador reflects the investment of
US$1,795,000, including US$45,000 in counterpart funds from ICAS, in the following manner:

# Personnel costs Uss 389,475 21%
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* #

T HHEHR

Overhead rate (48.33%)
Operation and adminigration

of the training program

ICAS adminigtration/management
Audits

G&A (5.38%)

Evaudtion

TOTAL

14

54,764 3%

1,204,880 67%

64,521 4%
8,846 4%
34,514 2%

38,000 2%

1,795,000  100%



CHAPTER |1
FINDINGS, CONCLUSIONS AND RECOMMENDATIONS

Of the nine objectives of Phase I1, five rdate directly to the work of Centro DEMOS and one addresses
FUNDEMOS. The lagt three fal within the specific interests of USAID with regard to future steps and
the use of participatory methodologies for evaluating the impact of conflict management programs.

Therefore, thischapter isdivided into three sets of findings, conclusions and recommendations directed to:
Centro DEMOS, FUNDEMOS, and USAID.

A. CENTRO DEMOS

In accordance with the plan laid out by the Design Team, interviews were conducted with al members of
the DEMOS gtaff and with nearly half of the 120 former students, of whom 80% are men. Also, awritten
survey was carried out through aquestionnaire sent to al 120 graduates, of whom 28 (23.3%) responded.
Of that group, 19 (67.9%) were men, and nine (32.1%) were women. Results of the survey arefound in
Annex D - Informe sobre Evaluacion del | mpacto del Programa del Centro DEMOS.

Unfortunatdy, there were problems with the delivery of the questionnaires, even though a commercia
servicewas contracted for that purpose. Therefore, itisnot known how many former sudentswould have
responded if they had received the document in a timely manner. Nevertheless, there is concurrence
between the results obtained through the persond interviews and by way of the questionnaire.

FINDINGS:

1 Levelsof Tolerance: Theinterviewsand survey provided cons derable evidence that theimpact
of the DEMOS coursesontheleve of tolerance of direct beneficiaries has been high. Asseenin Annex
D, where the impact was shown to be most relevant was in the following aspects. support of ideologica
plurdism, acceptance of speaking and working with personswith smilar or contrary ideas, and respect for
persons independent of what they think. On the other hand, tolerance toward acts which do not fit within
the way the group thinks (e.g., taking over buildings or streets, and peaceful demonsirations to make
onedf heard in society) fel below the norm.

Because there are no previous quantitative indices, the results of the survey do not permit us to measure
the degree of change. However, it can be affirmed that, according to the former students who responded,
the change of tolerance permits them to exercise leadership functions and democratic practices in
accordance with the gods of the Center's program.

During the course of theinterviews, two suggestionswere offered for measuring theimpact of the program
on the students levd of toleranceinthefuture. Oneisto have students do asdlf-evauation of changesdue
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to the course, reporting resultsto the Center and, for those who are so disposed, handing in written results
as a contribution to the officid monitoring process. In this case, at the beginning of the course each
participant receives alist of specific topics of current interest and is asked to choose the one of greatest
interest. Immediatdly, they are given time (say, 15-20 minutes) to write their thoughts or opinions on the
topic selected, and are then asked to put what they have written awvay and not to refer to that paper until
they are asked to do s0. Later, during the last week of the course, students are asked to again write
something on the topic that they had chosen, giving them another 15-20 minutes to carry out the task.
Fndly, the facilitator asks they compare the two documents, judging the degree to which a change in
atitude/toleranceisreveded. Theother method suggested involvesasmilar process, but seeksto measure
students reaction to some current and provocetive happening. For this, students are shown one or more
newspaper clippings, ether for discusson or to write something at the beginning and end of the course.
Thislatter method lendsitself to measurement through observations by the staff who are present inthe case
of agroup discussion.

With regard to the impact of the program on the leve of tolerance of the inditutions represented, results
are less clear. During the interviews, former students reported that their ability to incorporate postive
changes at their places of work depends largdly on the type of indtitution with which they are associated.
That is, in organizationswhich are very hierarchical, bureaucratic or rigid, it isnot possible for them to have
any great impact, except through their own behavior and their persond relaions with colleagues. On the
other hand, there were those who did explain the measures they had taken to incorporate changes within
thelr organizations.

Some 85% of those who filled out the questionnaire reported having effected changes in thar inditutions
as a result of the course. Said changes include, for example: promoting shared leadership, seeking
mechanisms for labor unity, andyzing the ingtitution with the methodology learned, lowering the leve of
attack and confrontation, being more objective, carrying out work in a pluraist team, promoting less
ideologica and paliticized work a Human Rights, introducing curriculum changeswith materids on netiona
redlities, gpproaching business organizations, improving the system for training leaders and management
teams, etc. Moreover, the mgority (78%) have made ther ingtitutions aware of what they learned in the
program.

Once more, inthe absence of clear indicators, previous data, and afollow-up plan on the part of the Center
to continually update information, one can only say that the level of impact of the program within the
indtitutions represented is quite uneven.

The last facet of the evauation of the impact of the course on the leve of tolerance sought to investigate
the degree to which the nationd reconciliation process had been affected. One hundred percent of those
who filled out the questionnaire affirm that the impact on that processis clear and profound. The reasons
giveninclude: because it brings together the inditutions and socid forces existing in the country (25%);
because it srengthens the climate of tolerance, which is fundamenta for reconciliation (18%); because it
fadilitates did ogue among the different sectors; because on promoting the truth one promotes reconciliation;
because it generates the leaders awareness of the need for a concerted effort; because we are socia
forces, etc. Eight of the nine women who responded to the questionnaire believe that the ectivities aswell

16



as the products transcend the individuas and ingtitutions involved: because we are multipliers, or because
there is EX-CEDES. On the other hand, 50% of the men believe that: the activities have not been
aufficiently disseminated, thet it doesn't go beyond the students, that it transcends very little. Or, as one
sad, "Yesit has some influence, but more publicity, more dissemination is needed.”

Though the persons and inditutions that have participated in the courses are considered to be influentid in
society, from the interviews and survey, it isvery difficult to pinpoint the degree of impact the program has
had on the country's reconciliation process. Judging by the low level of dissemination, it does not appear
to go much beyond the circle of students and their own ingtitutions.

2. Ability to permeate the palitical culturethrough the study of selected topics: During both
interna and externd interviews, as well as through the questionnaire, we inquired about the definition of
"political culture,” that is used so frequently at the Center and in the courses. The responses demonstrated
that, though there is a generad understanding of the meaning of the word, there is no common definition,
even among the former students. It isinteresting to note that the women who answered the questionnaire
perceive it rather as something related to vaues and human behavior and to society. Their definitions
included, for example: behaviors, attitudes and understanding of how to confront politics; the assmilation
of the values and ideas of a palitical system; a country's political identity including its traditions, customs,
myths and the way it explains them; attitudes and ways of thinking that affect society. Meanwhile, men
identified it more with power, palitics, and the date: as asystematized set of experiencesand ideaslinked
to the power that one has, individualy aswell as callectively; the political position within which onelives,
knowledge of the different doctrines of the affairs of Sate; participation by civil society in the country's
problems; accumulation of knowledge of politica events carried into action, €tc.

With respect to the ability to permeate the political culture of direct beneficiaries through the study of
selected topics, the former students who responded to the survey report that the topics that helped them
to andyze their own palitica culture were the following: 80% of the women say dl topics, snce they
provided good information that was converted into knowledge and that led them to better understand
redity. Some point out that the politica topic helped them most because they identified with it. Themen
were more specific: 22% chose the palitica topic and an equa percentage was drawn to the economic
topic. The military topic was attractive to some 17%.

Among those who answered the questionnaire, there are differences of opinion on whether or not the
Center's work is the best way to impact the country's political culture. Forty-seven percent think that it is,
while othersaffirmthat itisnot thebest way. Thelatter suggest thet, in addition to the courses, there should
be massve dissemination through the mass media; pardld activities should be carried out with other
indtitutes, more field work should be done; there should be alarger socid presence; it givestheimpression
that it doesn't wants to be recognized; it should be aforum for socia andysis, etc.

The process of selecting topics was dso anadlyzed during the interviews and in the questionnaire. This
process involved the participation of the ingtitutions invited to be represented in the course in the
identificationand discussion of specific topicswithin each of thefive"factors of power” onwhich the course
is based and that are fixed areas (military, economic, palitical, socid and geographic). Then, the Center's
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academic daff (specidigtsin the five factors) incorporate the topics selected into a curriculum, and seek
speakers and panelists from different ideologica tendenciesto give their points of view during the course.

The written survey demondtrates that only 36% of men and women think that the process that has been
used to now isgood. A series of suggestions is offered regarding how the process should be adjusted.
Interviews with persons from outside the system aso resulted in various suggestions for improving topic
sdlection. The suggestions offered had to do mainly with the type of questionnaire used (that it should be
less closed), or the time permitted for the identification or discusson of priorities.

Regarding thefive factors of power onwhich thetopicstreated in the course are based, 22% of thewomen
and 33% of the men who responded to the questionnaire are in agreement with the five, affirming that they
are sufficiently broad. Here, too, a series of suggestions is offered with regard to new factors that the
course should include. On the other hand, interviews with the DEMOS gtaff indicated consderable
agreement with the five factors, as well as with the process of selecting topics.

It isfitting to mention that during an interview with leaders of the Institute for Multi-Track Diplomacy,
an NGO in Washington which is dedicated exclusvely to conflict resolution, they commented that for them
the use of the five factors does not seem as "dlicitive’ as they would like (taken from or based on
participants concerns) - that it sounds like "more of the palitical thing." They are now aming a whét they
cdl "trandformative socid change.” They told of the great success achieved recently with a Consultation
on Reconciliation, where they separated the topics into three categories. psychologica, spiritud, and
gructurd. They adso mentioned that the training they sponsor emphasizes the difference between
"pogtions’ and "needs.”

3. Unprogrammedbut Contemplated Activities: Thisobjectivereferstotheactivitiescarried out
by the Center in the field of conflict management, above and beyond the courses programmed. That is,
according to a document contributed by the Center (Actions by Centro DEMOS in the Field of
Conflict Management - Annex F): "DEMOS was designed as a Srategic studies center. But Strategy
was not understood to be amechanica and complicated instrument, but rather asamethod or aset of ideas
on democracy, politica culture and the dtrategic praxis which derive from diverse theoretica streams of
politica thought.”

On conddering thisarea, the Desgr/Eva uation Team identified thelevel of g&ff training asone of the points
to be examined. On doing 0, it was seen that the intensve training recelved by the academic group on
iniiating the Center's activities was gpparently based on the basic principles of adult education - or, learning
by doing. That is, according to Saff it was a process of experientid learning, in which participants were
exposed to the same conditions and lessonsthat they wereto reproduce later for the sudents. This method
seems to have been especialy appropriate for the DEMOS group, since they themsalves represented a
melting pot of different tendencies and ideologies, bringing with them different experiences and a varied
leve of involvement in the nationd problematic - as with the students with whom they wereto work. In
essence, learning to tolerate their own differences, which was one of the goals of the course, caused the
result within the group itsalf which they would later seek with the students. This method aso permitted the
academic gtaff's daily work to congtitute a continuation of their training.
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Interviews with members of the academic group reveded the success of the training with regard to their
comprehension of the Center's philosophy. This was aso reflected in adocument written by amember of
the group, which containsphraseslike: "... dl waslearning, renovation of thought, internal struggleto bresk
the code and a bit of desperation... it became areal problem, experienced by the same human group that
began to trandform itsdf into the DEMOS project... we had to learn from dl, among al and from each one
of us, epecidly fromonesdf.” From conversationswith former sudentsit is aso obviousthat the method
learned has served well in the two courses dready carried out. (Unfortunately, the Director in charge of
this area had decided not to participate in this evauation; on requesting more concrete information onthe
methodology used for staff training, he preferred not to respond.)

There is evidence that, while the nationd context and student attitudes continue to evolve, complementary
knowledge will beincreasingly needed. For example, various members of the staff mentioned the need to
acquire greater killsin the field of group dynamics and facilitation. Likewise, there is aneed for greater
knowledge of the various types and techniques currently in use for conflict resolution in different parts of
the world, as well as updated methodsin the field of strategic studies.

Though the Center has a Training Fund, of which many staff members have been able to take advantage
(but which unfortunately is now broke), they have done so in anindividudly. Thet is, the Center has not
formulated aforma plan for continuing Saff training.

With regard to the method used by DEMOS for conflict management, its characteristics are explained in
above-mentioned document. 1n adeliberate manner, they have formed part of the various experiencesin
managing conflict Stuations in which the Center's saff have been involved ether directly or indirectly.

Thisrefersto actionsthat, because of time and thelack of systematization, have not yet been documented.
For that reason, it is difficult to describe the process followed and assess the concrete objectives sought
(differentiating those related to the conflict itsalf from thoselinked directly to the interests of the Center) and
the resultsachieved. Among these actionsare mentioned, for example, thosereated to the EI Espino Farm
in El Savador, the problem of Chigpas, Mexico and itsregiond impact, and the Cuban Stuation. (Though
gpecific information was to have been included in this Report, there was not sufficient time for the Center
to process and document the cases mentioned.) However, it was explained that intervention by DEMOS
in the solution of these conflicts was a direct result of its relationship with the students, and of the opening
achieved as aresult of the course.

As will be seen in above-mentioned document, the method utilized for managing conflicts is based on a
number of components, including: identification of sectarian patterns; management of informetion;

management of friction; location of Stuationsand critica topics; opening and congtant adjustment; and, the
Pendlope tactic. It is aso explained that experience has shown that the management of this technique
requires a clear awvareness of the objective and, with greet emphad's, of the timeframe for achieving it.

Besides not having been able to yet document the actions dready taken, the Center has still not converted

accumulated experienceinto aforma policy onwhen, how and whereit will accept invitationsto intervene,
investing its good offices and resources to obtain greater impact consstent with its own objectives. That
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is, dill lacking is the indtitutiona ability to recognize in an accurate and transparent manner the type or
locetion of the conflictsin which it isin the Center's interest to invest its efforts.

From the various interviews, especidly with Center staff, apolicy built on more or lessthe following basis
is foreseen: that the conflicts attended to would be only those brought to the Center by: @) the sudents
through informétion at their digposd or contactsthey have; or, b) inditutions that the Center hasidentified
as drategicdly key in the reconciliation process. Inthisway, the underpinningsof the Center'swork inthis
areawould always be the courses, which are DEMOS principal reason for being.

4, Activities, Internal Monitoring Systems and Cost-Benefit of the Program: From the
beginning, the Center's principal programmeatic activity has been the holding of an annua democratic
leadership training course, aimed at some 60 leaders from the various sectors of Salvadoran society.
According to a document written by the Presdent of ICAS, titled Centro DEMOS. One Mechanism
to Strengthen Salvadoran Demacracy, Civil Society and Peace, the premise was that "El Savador
will not devel op peacefully and democraticaly until the competing interestsin society know and understand
each other and begin to rely on open discussion of differences, negotiation strategies and compromiserather
than hogtile or destructive confrontations” It is then explained that: "The Center's god is to establish,
maintain and consolideate horizonta lines of communication among society'sdifferent interest groupsin order
to minimize the potentid for violent confrontation and polarization and explore the possbilities for
cooperation, development and consensud problem-solving.” Therefore, the courses have sought to bring
together leaders, mainly from the mid leve for greater continuity, to learn to listen to one another and
gppreciate their various points of view on the topics selected, thusincreasing the level of tolerance toward
persons and ideasin oppogition. Aspart of the methodology, thereis never an attempt to have participants
come to consensus on the issues they discuss.

To date, two courses have been held - January/June 1994 and November 1994/June 1995. In accordance
withwhat was specified in the Agreement between ICAS and USAID, participants have included leaders
fromthe most diverse sectors: military, FMLN, other palitical parties, unions, business, government, church,
NGOs, education, and other groups in society. Participant selection is based on the identification of
indtitutions and individuas who are consdered key in the nationa reconciliation process.

Classes are held from 4:00pm to 9:00pm on Tuesdays, Wednesdays and Thursdays at aSite rented by the
Center for the duration of the course. All participants receive a stipend or daily fee from the Center for
attending, and a daily fee’lhonorarium is aso paid to al speakers and pandidts.

Based on the Centro ESTNA format, the course consists of topics selected within five "factors of power,"
and the curriculum is divided into three sequentid stages. The first andyzes the internationd picture, the
current Stuation in El Salvador and genera conceptsrelated to democracy, the modernization of the Sate,
sugtainable development, and so forth. The second stage is dedicated to the study, analysisand discussion
of the specific topics selected within the five factors of power. Thethird stage is dedicated to the theory,
methodology and gpplication of drategic andyss and planning, globa megatrends and the philosophy of
international cooperation. This permits participants, after sudying the different theories for the resolution
of problems, to apply them to the topics that they have been examining during the course.
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Sessions are taped, and the Center has videos that cover both courses. In generd, sessions begin with
plenaries in which a speaker or group of experts (pand discussions) presents different points of view on
the sametopic. After aperiod of discusson, dinner is served on Ste and participants can continue talking
informally. Then, they are divided into four seminar-workshops to analyze and discuss the presentations
and their own points of view. To end the sesson, students again meet in plenary to learn and debate the
conclusons of the different work groups. During the third stage, there are al'so two study tours of three
days each, designed to observe directly some of the points treated during the course.

At theend of thefirgt course, one of the resultswas the formation by participants of their own organization,
the EX-CEDES Association, in order to continue the interaction. The Association meets regularly, and
some of its members have formed informa work groups. EX-CEDES has dected its own leaders,
adopting by-laws and, at the time of this evauation, was awaiting approva of its request for legd

recognition.

Without doubt, the Center has done an dmaost miraculous job a a very critica moment in the life of the
country, creating between the two courses held to date a group of 120 graduates, many of whom appear
to be highly committed to the Center's philosophy and method. That is, for them too DEMOS represented
aggnificant experience a avery difficult period of ther lives and that of their country.

With relation to the monitoring and evaluation process, the USAID Cooperative Agreement required
"congant internal evaluations made by ICASfocusing on the generd program methodology and strategy,”
plus other factors related to success and with the adjustments that might be needed. Likewise, it was
specified that, for this purpose, "Input from participants will be requested on the presentation, format and
content of the seminars.” However, the CA did not include specific indicators for measuring progress, nor
did it make concrete the results expected.

Neither ICAS nor Centro DEMOS have carried out the congtant interna evauations of programmatic
methodology and strategy recommended, and mechanismswere never established for measuring progress.
Therefore, no baseline dataexist as a point of comparison.

The only survey done to now was an Opinion Questionnaire administered at the end of the second
course by the Executive Director in order to inquire about the servicesand physicd inddlations, theagenda
and the pandligts, theingtitutions represented, the students, the stipends, the results of the course, and other
opinions. Those datawere aso processed and analyzed by the local consultant as part of this evaluation.
(See copy of the Report in Annex G.)

In Phase | of this evauation, the Design Team became aware of the need for DEMOS to find away to
evauate the impact of its program on the sudents, the ingtitutions and the reconciliation process. For that
purposg, it was suggested that al studentsfill out a questionnaire a the beginning and end of the course.
Experience from the past two years could be used to design a systematic mechanism for monitoring and
evduation. In fact, the Center could take advantage of the questionnaire designed for this evauation,
adapting it in accordance with the circumstances, and utilizing the datahere collected asabasdinefor future
comparisons. One of the questions that it would be well to add is: "What do you want to get out of this
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course?' It would be important to learn students expectations as quickly as possble, and use this
information when carrying out the fina participatory evaluation of the course.

In preparation for this evauation, and in accordance with what was specified by USAID in the Ddlivery
Order, in Washington we interviewed leaders of Search for Common Ground (an NGO specidized in
conflict resolution) about its monitoring system. That organi zation has an important program in the Middle
East, where it employs a process of continua monitoring during seminars, involving the gpplication of
participant surveys three or four times throughout the course in order to measure such questions as the
sugtainability of the efforts formulated by the participants, changesin students attitudes, and the "image of
the other." They aso emphasizework done through the school system, seeking to improve the curriculum
and educating young people on "How to Prevent Conflicts' in order to thus ensure amore hopeful future
fordl. Thearfocusawaysisonthe"commondities' of the people. They collect and publish datafrom local
NGOs, from human rights records, and case studies by seminar participants. They say that their
methodology is prescriptive and also dicitive, that is, based on the concerns that come from the
participants. They also sponsor atelevison series on CNN and other channd stitled Common Ground,
whichfocuses only on the commonadlities of the partiesengaged inthe most crud conflictsaround theworld.
They dso offer these programs in the form of videos.

Andyzing the cost-benefit of the programis very difficult, given that the desired resultsare not quantifiable
and because no basdline data exist for measuring progress toward the specific objectives of the course or
the advances made toward mesting the program’s gods.

After consdering the options, the Design Team decided that the best way to meet this mandate would be
to compare an assessment by studentsthemsel veswith accumulated financid data, dividing both by thefive
man components of the course: @) conferences, which are presentations by leaderswho are specidigtsin
the topics selected; b) pand discussions, wherethree or four pandists present different positionsonasingle
topic followed by questions and answers; ¢) seminar-workshops, where students divide into work groups
to discussthe topic at hand among themselves with some staff coordination; d) study tours, of which there
are two per course, each lasting three days, and include the entire group; and €) supper-sessions which
involve speakers, about eight sudents, the Co-Executive Directors, and 2-3 other staff members, all of
whom are invited to remain after the sesson to have supper and converse informdly.

The written survey, which was reviewed and approved by the Evaluation Team, resulted in an order of
priority by former sudents, women aswell asmen, with regard to the value for them of the five components
of thecourse. With regard to costs, the Center's Administrative Department did acomplete andyss of the
expenses involved in each component of the second course - without including the US$62,700 for site
rental, coffee breaksand light refreshment for the 87 sessonsheld. Theresults showed thefollowing order
of costs compared with the priorization of components by former students, with 1 asthe most valuable and
5 asthe least valuable component:

Component Cost Priority Average
47 Pand Discussons $ 65,372 2 39
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Seminar-Workshops 32,307 3 3.7*

28 Conferences 23,660 1 4.4
2 Study Tours 13,977 4 3.3
24 Supper-Sessions 3,135 5 1.7

* Thisisthe only component with a significant divergence between the two sexes:
women = 4.0, and men = 3.4.

From this comparison it can be seen that, in the opinion of the students, the component of greatest benefit
for the cost involved was conferences. Then, while pand discussionsreceived ahigh average, the cost was
amog three times more than that of conferences, and more than doubl e that of seminar-workshops, which
were in third place. Supper-sessions appear to represent a condderable investment for the low level of
benefit reported.

In generd terms, the cost-benefit reationship was evduated by former sudents in the following manner:
as"excdlent,” 33.3%; as "very good,” 50.0%; as "good," 13.9%; and as"fair,” 2.8%. In addition, it was
suggested that the question of cost-benefit cannot be evauated in the short term, that this type of process
must be evaluated over the long term.

Moreover, on responding to this question, the following comments were registered: follow-up on
beneficiary indtitutions must be done; seeif on resolving conflicts violent acts have diminished; if didogue
and harmonization are applied more frequently; seeif students can be pandligts, etc.

The survey aso provided opinions concerning how to reduce the cost of the course. Regarding the
payment of gtipendsto the students, 66.7% think that these daily feesare"very important;” 25.0% seethem
as "moderately important;” and 8.3% say "of little importance.” The interviews showed that thisisquitea
polemicd issue. One group (athird) thought that stipends should not be paid under any circumstances -
that thosewho aretruly interested will attend without remuneration. Somehighlevel leaderscited their own
persona experience with theCenter for Superior Strategic Sudies (CAEE), where one neither receives
nor pays but, due to the high quality of the course, the experienceis consdered extremely vauable; it was
noted thet there is even awaiting list. Those interviewed offered a series of options, for example: that the
word "stipend” not be used, but rather that transportation and other expenses be covered for those who
need help; that the Center require that the ingtitutions cover dl or a least part of the cost; that DEMOS
should fix a tota cost for the course and say to the indtitutions or potential students. "The Center is
contributing, say $1,500. What portion areyou or the ingtitution you represent willing to pay to cover your
expenses?

Ancther saving that wasidentified wasdgtipends/honoraria to speskersand pandlists. Therewasnearly full
agreement among those interviewed - about six of whom had been speakers during the courses - that the
Center should not, nor would it have to, pay them, saying that they would serve gratisif invited to give a
presentation. In fact, one of the speskers had fdt "insulted" when, unexpectedly, they wanted to give him
acheck after the session.
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One of the mgor expenses for the course is dterentd. Many of those interviewed said that the Center
should reduce that cost which, as noted above, amounted to US$62,700 for the second course, including
coffee bresks and light refreshments. A few months ago, the Center's Administrative Department called
for bidsin order to attract new offerers, but the process bogged down due to the uncertainty surrounding
the question of financing for the third course. However, there are signsthat this cost could be significantly
reduced.

Inan attempt to help the Center, those who answered the survey aso offered suggestions on other finandng
dternatives, including seeking hdp externdly as well as interndly (32%), mentioning the European
Economic Community and the Savadoran Government. Others suggested: create a scholarship fund;
sponsor self-supporting activities, such as paid conferences; organize shorter courses for leaders and
charge; have students pay part of their own expenses; sdl materias given by the speskers, etc.

5. Students, academic quality, and follow-up: Onformulating thisobjective, it was seen that these
threefactorsare quiteinter-related. That is, the Center's ability to continue attracting leadersto the course
isintimately linked to the quality of the course, and a so depends on thefollow-up given to thosewho leave.
Therefore, it was decided to look at these three factors as awhole.

With regard to the type of |eaders that the Center attracts, there were differences of opinion as to those
who should be given priority. The mgority of those interviewed think that the Center should try to recruit
persons from the highest level possible within their respective sectors - top leaders from politica parties,
business, unions, armed forces, etc., and some (about 20%) would require a degree as the minimum
academic level. Neverthdess, the mgority aso recognized that there are many leaders without high-level
academic credentials who "move masses,” and that it is dso important to recruit these people. Another
opinion heard with considerable frequency was that the Center should make an effort to raise the level of
the students so as to ensure greater impact afterwards. There was specia concern to have the Center
obtain greater participation by the ARENA party whichisnow in power, thusleveing itsimage as an entity
with leftist tendencies.

In fact, the staff of the Center has aready amended the process they plan to employ to select studentsfor
the third course. The modifications include greater contact with the ingtitutions before and after sudents
are named, and the more careful sdlection of the candidates based on a profile which takes into account:
the impact of the indtitution represented on the nationd scene; the contribution that the ingtitution can make
to cover the stipends; the level of knowledge that the person possesses regarding the various aspects of
nationd life; their leadership capacity; their experiencein termsof nationd topics, and, their potentid within
the inditution. (From the Preliminary Scheme for the Process of Selecting Students from Centro
DEMOS))

The academic qudlity of the speakers was evaluated by those who filled out the questionnaire, based on
ascde from 5 asthe highest to 1 asthe lowest. In genera terms, "very good” received 4.2. Speakers
withinthe area of politics were the highest rated (4.5), followed by those from the military area (4.4), and
the socid area (4.3). Those from the geographic area were ranked as 3.8. On examining these data by
X, clear differences can be seen. For women, those who covered politics (4.7), socid issues (4.6), and
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military topics (4.6) were the best presenters. For men, it was those from the area of palitics (4.3) and
economics (4.2).

Likewise, the gaff of the Center were very well evaluated as afunction of their academic quality and the
support provided: the staff was deemed "excdlent” by 41.7%; "very good" by 43,5%; "good" by 14.8%.
Between men and women there were some differences. For 55.6% of the women, the staff was "very
good." On the other hand, for 50% of the men, they were "excdlent.” If one puts the "very good" and
"excdlent” rankings together, they add up to 85.2%.

The question of student follow-up brought a strongly unanimous opinion among those interviewed aswell
as those surveyed in the sense that the Center should and must do it if they redly want to "permesete the
politica culture’ of the country. On speaking with former students, they expressed near frustration due to
the absence of follow-up. They had a myriad of ideas regarding how to do this. The EX-CEDES
Association would aso like greater contact with DEMOS, offering to help in any way possible. It would
be to the advantage of the Center and of the entire undertaking to teke advantage of thisoffer (which could
a o strengthen the Association), and to capitaize on the enormous store of support available. However,
it will fal to the Center itsdf to organize the plan for doing so.

Another unanimous sentiment shared by the former students interviewed relates to the profound and
emotional discuss onswhich took place during the seminar-workshops. They reported that, after struggling
with opposing views, and having arrived at a consensus, the groups were eager for their opinions to be
heard, proving thevictory achieved. Neverthdess, they were greetly frustrated when they redlized that their
viewswere going nowhere, remaining a dead letter with the four wallsin which they wereworking. These
comments are very important, not only to be able to follow up on the students, but also so that the course
evolvesin the future in kegping with the nationd context. This point was made in an "opinion aticle' by
Rubén L. Zamora which came out in La Prensa Grafica newspaper on September 13. Among his
comments are the following concepts:

"...the trandtion which our society is experiencing and the magnitude of the problemsrequire going
further than the exchange of opinions and an active search for agreements among the principle
actorsin society in order to ensure advancement for the process of democratization and nationa
development... the fundamentd issue is that an explicit effort be made to reach agreement among
the different actors, not through the smple exchange of opinions (didogue)... but congtructing a
mechanism... that permits the achievement of agreement based on participation and an awareness
of the diverse interests that conditute society... to achieve this, didogue is necessary but not
aufficient, it is essential to move toward harmonization.”

Former students aso fet that another component was needed at the end of the course - a "bridge
component.” Thiswould be a sesson lasting haf aday or acouple of hours, during which the creation of
post-course Action Plans would be facilitated. These Plans would be drawn up by asingle person or a
group of any number of students, asthey choose and at their own initiative, and would mark the path that
they wish to follow after the course in order to take advantage of what they have learned. 1n addition, on
knowing thet their involvement with DEMOS and with their colleagues was going to continue through some
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planned activity, the shock of ending this highly sgnificant experience so suddenly and of "re-entry"” into
everyday life would be smoothed. Such Plans would aso serve as a point of reference for the DEMOS
gaff for increasng and eva uating the long term impact of the program.

6. Internal Environment and Communication: On explaining the manner in which the Center
organizesitswork, many members of the staff commented on the atmosphere of insecurity that existed and
the lack of internd communication.

According to what they reported, the changes of co-directors and the uncertainty surrounding the
permanence of one of them (who at times announces that he is going and other times that he is staying),
combined with the need to obtain financing for the continuation of activities, had created an atmosphere of
ingability within the Center. Another factor that complicated the picture was the lack of legd recognition
for FUNDEMOS (which diminished the probability of obtaining funds) and the question which wasupin
the air about continuing the direct link with ICAS.

Internal communication follows the same pattern in which the Center isorganized. The saff isdivided into
two depatments, "the Academy" and "the Adminigtration,” both of which report to the office of the
Director. The members of each department report that they are stisfied with the communication within
their groups, but not so satisfied with communication between departments.  Since the Center began its
work, there have been only three meetings of the full staff - the last one convened by ICAS in August to
explan the financid Stuation/criss.  The academic group meets twice a week to evauate and plan their
work. Each member hasawork plan that is shared with the others; there appearsto be awell-devel oped
team spirit. Meanwhile, the administrative department also meets, but not with regularity; they dso have
persona work planswith goasandtimelines. Thedirectorsof thetwo departments meet weekly, but other
inter-departmental relationshipsoccur on aninforma bass. This causes consderable discontent, especidly
in the adminigrative department. As one person said, "We need to establish more structured channels of
communication." Another affirmed that, "There are no meetings where dl of the DEM OS st&ff is present,
and we haven's had mesetings like that since the beginning; thisis a very serious problem.”

Thelack of communication between departments givesthe sensation of ahousedivided. Dueto the nature
of the Center's main product - the courses - this sensation is aggravated by the perception that there are
two classes of employees - superior (academics) and inferior (administration). In the words of one of the
latter group, "We work too separated. They treat the adminidirative part as something less” Some even
fed that the use of the term "Academy” when referring to the advisorsis denigrating. One member of the
academic group, commenting on his desre to overcome this defect and incorporate the DEMOS
philosophy throughout the Center, stated that, "He who preaches must be converted.”

The fact that the adminidrative staff did not share in the initid training process and the emotiond
commitment that experience left with the academic group, meansthat there are different perceptions of the
other's work. For example, the administrative group commented that the academics do not know or
undergand interna regulations related to their own work, while the academics tended to think that the
others did not understand their work. As one of the academics said, "My dream is that some day the
adminidrative saff will learn and contribute to the program,” dleging that "they don't understand the spirit
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of a program on tolerance; it is not selling shoes” He recommended that there be joint meetings every
week, "so that the two groups might understand their respective jobsand needs.” Severa othersmadethe
same type of recommendation.

CONCLUSIONS

Levelsof Tolerance: Itisobviousthat the Center's courses have had asignificant impact on the sudents
level of tolerance. But it isless clear that they have had the maximum effect desired on the indtitutions
represented, and even less clear with regard to impact on the reconciliation process. It isprobablethat this
isdueto: a) thelack of data on the changes which have occurred; b) the low degree of dissemination of
the results obtained; c) the lower level of organizationa |eadership exercised by some students, or thetype
of indtitution they represent; and, d) the lack of follow-up on the students.

Since the Center does not yet have an officid policy or instrument for measuring changes in participants
leve of tolerance, and therefore no basdine dataexist in thisregard, it isimpossible to sate with Satistica
precison the degree of impact that the courses have had on the students, their indtitutions, and the
reconciliation process. Now, based on experience and progress to date, it would be important for the
Center to formulate and put into operation a plan for measuring this phenomenon. It will be important to
design such a plan with care, recognizing the difficulty of dways getting complete responses given the
atmosphere of distrust that may exi<t a the beginning of the course. 1t would be possibleto take advantage
of the survey carried out during this evauation as a baseline and adapt the instrument for future courses.
Sad plan might include not only questionnaires at the beginning and end of the courses, but dso monitoring
of the indtitutions represented and of the larger context in the country.

With regard to thislast point, it would beinthe Center'sinterest to identify certain typesof dataor factors
in the nationd environment as indicators of change, and to take advantage of the good offices of the EX-
CEDES Association by having their members act as antennaor radar, constantly monitoring those factors
and bringing the information collected to the Center at specific intervals. The Center, in turn, would
continually incorporate these pieces into an "andytic portrait of tolerance” which would permit it, on one
hand, to mark progress and, on the other, to keep its program constantly updated.

Unprogrammed Conflict Management Activities. To make its efforts in thisfiedld more efficdent and
productive, the Center would need to systematize and document what has been learned to date and to
darify itsown Srategic interests so that, with such an analysis, aclear and transparent policy, agreed upon
by dl parties, may be formulated.

It is in the Center's interest to maintain as the cornerstone of such a policy the link with the activities
programmed, which arethe courses. Inthisway, initiativeswould come from the students, their ingtitutions
and those others which DEMOS identifies as important for its own Srategic interests.

Staff Training: Thetraining process which the academic group experienced on initiating their work had
avery sgnificant effect on them at the persond level and for the success of the work they undertook with
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the students. Now, to complement and strengthen that experientia learning, it would be well for the
academic advisors to acquire additional skills and knowledge related to their work. This would include,
for example: ills in group dynamics and facilitation, especidly for the seminar-workshops, strategic
sudies, andyssand planning; and, greater familiarity with the current literature and main school s of thought
in the field of conflict management such as, for example, Alternative Dispute Resolution, Needs Based
Negotiation, and Interest Based Negotiation. Thiswill becomeincreasingly crucid asthe nationa context
and reconciliation process evolve over time and change the needs of the students.

For al gtaff members it would be important to provide training in the field of project monitoring and
evauation, including the formulation of performance indicators and the creation of mechaniams for the
continua collection of data and measurement of results.

In generd, it would be well for the Center to develop, with the participation of the entire g&ff, a training
plan based on the needs of the organization and of the personsit employs.

Programand Internal Monitoring System: Whilevarious suggestionswere offered by former students
and others concerning how the Center might improve its program, no disagreement with the activities
carried out was perceived. The method used during the courses, that is the presentation of diverse points
of view on the same topic, was highly appreciated and, obvioudy, had the desred effect of having
participants enter into fruitful exchanges of opinion, thus learning to listen and respect one another's views
in spite of thair differences.

Regarding the selection of specific topics within the five factors of power, the participatory process
employed by the Center to now has rendered good results. It would be important to pay attention to the
new topics and smal adjustments to the process suggested by the former students and the ingtitutions
involved, but the same participatory scheme should be followed.

Over and above direct observation by the academic staff during the courses and the adjustmentsthat are
incorporated asaresult of such observations, no forma monitoring sysemshavebeen created. ThelCAS
USAID Agreement did not include indicators of success, and no forma mechanisms were established for
carrying out the required "congant interna evauations' of the programmatic methodology and dsrategy.
Neither was any basdine devel oped as astarting point in order to be able to measure resultsin a continua
manner. Therefore, itisnot possibleto sate precisely the degree of impact that the program may have had.

In view of these circumstances, and of the importance of being able to prove results when requesting
finandng, one of the tasks pending for the successful operation of the Center in the future would be the
formulation of indicators of success and the creation of a comprehensive system of continua internal
monitoring in order to measure the achievement of the objectives set and the cost-benefit effectiveness of
the program.

Program Cost-Benefit: Inview of the prestige dready gained, though till within areduced circle, and

dueto the need to move toward self-sufficiency, itisinthe Center'sinterest to review its policy for financing
the courses. Above dl, the payment of stipends needsto be re-evauated, studying the options presented
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above and sarioudy consdering apolicy of non-remuneration for speakers, epecidly for panel discussons.
Since the students assign very little vaue to supper-sessons, it might be well to diminate that component
of the program. Likewisg, itisimportant to continuewith the request for bids or whatever other meansthat
may be appropriate to reduce the cogt of dte rental for the courses.

Students, Academic Quality and Follow-Up: It has been noted that the Center's ability to continue
attracting leaders to the courses, maintain academic qudity and providefollow-up for graduates areinter-
dependent questions. They aso depend on other factors such as, for example, access to the necessary
resources, the policy on stipends, the schedule and duration of the courses, and the degree of need that
leaders percelve for thistype of training.

Leaving aside the question of financing, perhaps the key question is: What type of leader isit necessary to
attract in order for the Center to achieveits objectives? At thetime of thisevauation, there were various
opinions within and outside of the Center. It would be important for interested parties to continue this
discussonuntil they come up with aclear, shared response. Asaready noted, the experience gleaned from
the first two courses has motivated a readjustment of the selection process based on a more precise
candidate profile. Thistypeof flexibility isagood Sgninfavor of the Center's ability to continue identifying
and attracting the most appropriate leaders.

Judging by experience to date, the dedication of the staff, and the comments of the former students and
speakers interviewed, the academic qudity of the courses has been high. Except for the availability of
resources to continue contracting staff and cover other codts, thereis no reason to think that the Center will
not be able to maintain the same academic qudity in the future.

One facet of the DEM OS program that was till missing wasasolid plan for following up on sudentsduring
and after the course - for which they themsdlves expressed a great desire. On one hand, they want their
success at achieving consensusto go beyond the seminar-workshops, and on the other hand they are very
eager to day in touch with the Center and with the colleagues with whom they shared a truly emotiond
experience. However, to achieve this, the Center would need to act as the transmission channel and
organizer of ex-post activities, which would add vaue to its own work while satisfying the interests of
former sudents. The &bility to provide this type of follow-up will depend on the level of priority given by
the Center and the assgnment of this respongbility to appropriate personnd.

Insecurity and I nternal Communication: The absence of regular full staff meeting a the Center means
that the flow of information and the leve of knowledge rdated to the issues which affect the organization
are very uneven. This, in turn, contributes to the perception that some staff are better than others. This
perception, correct or incorrect, isnot in the Center's best interest, especidly at thistime of insecurity when
solidarity ismoreimportant than ever. Underlying this, therearetwo levels of comprehension of DEMOS
work, sncethe adminigrative saff did not participate in the experientid training received by the academic
group and, therefore, has not been able to share the depth of fedings or "mystique’ that their colleagues
have about their work.
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To counteract the possible harmful effects of theinsecurity that permested the Center, it would beimportant
for management to initiate a participatory mutual support process that involves and recognizes the needs
of dl gaff members. That is, though the staff may not be able to solve current chalenges, sharing
information and fedling like part of the process could help find solutions and channd |oose energy, thus
caming the atmosphere,

RECOMMENDATIONS:

1.

As s00n as possble, Centro DEMOS should design and ingtdl a forma system for measuring
changes in the sudents level of tolerance during and after the courses, as wel as an officid plan
for evauating their impact on the ingtitutions represented and the nationa reconciliation process.
This plan should be based on specific indicators of success and a comprehensive mechanism for
continud interna monitoring to measure the achievement of the objectives set and the cost-benefit
effectivenessof the program. The design and execution of this plan should include the participation
of the EX-CEDES Association and other interested parties.

Based on the processing and andysis of its work to date and its own grategic interests, Centro
DEMOS should formulate adlear and trangparent policy that identifies the conditions under which
it will acoept invitationsto intervenein conflicts, dways beginning with the sudents, their inditutions
and those others which have been identified as key to the reconciliation processin El Savador.

Centro DEMOS should formulate, with the participation of al concerned, aplan for continuing staff
training, induding topics such as computer operation, budgets and other technica areas for the
adminigraive gaff; group dynamics and facilitation, srategic andyss and planning, and current
advancesin conflict management for the academic aff; and, project monitoring and evauation for
everyone.

To movetoward self-sufficiency and reduce expenses, Centro DEMOS should consider reducing
the cogt of its courses in the following manner: @ dimination of "daily fees' or "dipends’ in favor
of rembursement for "expensesincurred” for needy studentsto be paid or shared by theingtitutions
they represent; b) suspending honoraria for speakers and eiminating supper-sessions; and, C)
reducing the cost of Ste rentd.

To capitdize on the investment of time and money and to ensure longer lagting results, Centro
DEMOS should formulate and put in place as soon as possible a gtrategy for providing follow-on
for former students, involving the EX-CEDES Association and others as appropriatein the design
and organization of activities, aways with the support of the Center.

Management of Centro DEMOS should establish as early as possible a process of frequent
"meetings in times of transition” with al staff members in order to strengthen team spirit and
share information and needs until the current criss is overcome and the organization is Sabilized.
Once the crisis passes, such regular staff meetings should be incorporated into the norma work
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schedule in order to continue exchanging information, seek waysto achieve amore coherent level
of comprehension of the mission, and create adeegper team Spirit among dl staff, for which rotating
respongbility for presiding over such meetings should be considered.
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B. FUNDEMOS

Inaccordance with the plan laid out by the Desigrn/Eva uation Team, to andyzethe ability of FUNDEMOS
to Stay in operation, obtaining the financia resources necessary to sugtain its own activities and those of
Centro DEMOS, an examination was made of the Foundation's membership, itslegd datus, theinitiatives
aready executed, the efforts made to obtain financiad resources, the amount of resources obtained, and
other factors.

Aswasexplained in Chapter 11, the creation of FUNDEMOSwas contemplated inthefirst ICAS-USAID
Agreement. It wasenvisioned asa Savadoran entity "to serve asthe permanent home of Centro DEMOS
and sponsor of the training program.”

The Foundation was publicly announced in November 1994, and in February 1995 the by-laws were
adopted by the Executive Council. On May 3 of this year, FUNDEMOS requested officia lega
recognition, which a the time of this eva uation was gill pending.

Withthebirth of FUNDEMOS, atranstion period began during which ICAS provided technica assistance
and increasingly trandferred respongbility for the Center's supervison, administration and financing.

One requirement of the USAID Agreement specified that, as part of its technical assstance, "ICAS will
a so develop afund-raising strategy that isdesigned to guide the foundation and the Centro DEM OS efforts
to generate sufficient levels of resourcesto continue the development of program activities by the end of
the Cooperative Agreement,” that is, December 31, 1995.

FINDINGS

1 Representativeness M eans Advantage: 1naccordance with the ICAS-USAID Agreement,
the 44 founding members of FUNDEMOS and the Executive Council, which conssts of 11 titular members
and 11 subdtitutes, are "broadly representative of the myriad socid and economic factors in Sdvadoran
society.” Though the mgority of those interviewed who are not involved in this program were not aware
of the existence or composition of FUNDEMOS, on looking at the Foundation's brochure with the list of
members and directors, everyone judged it to be truly representative. The next comment usudly was,
"Why haven't they let it be known? Thisisthe kind of multi-ideologica effort that is needed.” Likewise,
many noted the urgent need for a "Nationa Project” Proyecto de Nacion) in order to didodge
patisanship or sdfish interests. Even those who had some idea of FUNDEMOS (dways as a "leftig”
entity) admitted that they had an erroneous image, then expressing interest or expressng support. Some
leaders, after redizing itsrepresentativeness, even said they would like to be part of FUNDEMOS in order
to actively support the effort.

2. Goalsand Plansfor the Future: At the time of its inauguration, the Foundation adopted five

"great principles,” and five "gods and objectives," mentioning Centro DEMOS as one of the means to
achieve what was proposed. At the same time, room was Ieft for initiating other activities above and
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beyond the Center's courses. Nevertheless, perhaps because it is to young, FUNDEMOS has not yet
formulated a strategic plan for achieving the announced purposes. The circumstances that surrounded its
birth appear to have worked againg the Foundation's early strategic postioning. The ICAS-USAID
Agreement that financed the work of Centro DEMOS aready existed, and the staff as well as the
procedures and rules of the game, were dready in place. Therefore, according to reports by some
members of the board, the first task was to get up to date and take control of the exigting Situation, which
did not leave much time to think about other activities. As one person commented when referring to
FUNDEMOS: "There are very vauable people, but they came in with alot of insecurity; they have no
vision or direction." A good number of others interviewed shared these sentiments. One thought that the
role of FUNDEMOS included two fundamenta tasks. 1) guard or guarantee the purity of the mission,
without permitting partisan or sectord interets to prevall within the system; and 2) take charge of fund-
rasng.

At the same time it was recognized that, before ending this period of trangtion in which the Foundation
would have to assume ICAS respongbilities, thereisagreat need for aclear and solid plan for the future.
One of the directors noted that: "Thereisno work plan beyond the Center's courses, we must define what
it is we want, where we are going. If FUNDEMOS doesn't change, it looses." Just as many of those
interviewed thought that the country needs a "Nationa Project,” the Foundation needsa FUNDEMOS
Project. SuchaProject would cover the entire system that the Foundation now heads, and would include
elements such as an outreach policy which, in turn, would support a well-targeted fund-raising campaign.

3. Outreach: Given the palitica climate that existed when the courseswereinitiated, and in view of
the need to ensure participant confidentidity, DEMOS did not seek to disseminate information on its
activities. However, on severa occasions the Center has been mentioned in the press, for examplein the
English language newspaper in San Salvador and in the September 1995 issue of National Geographic.

FUNDEMOS hasfollowed the same policy of not seeking coverage. Now, with the passage of time and
the desire to permeate an increasing broad segment of the sectors which are key to nationad democracy,
and thusincrease the impact of the program, it is argued that the moment has come. Unanimoudy, those
who are not directly involved, aswell asal the FUNDEMOS members whom we interviewed, plusthose
from EX-CEDES and the DEM OS gtaff, were convinced that awell-designed plan was needed to put this
in practice. With regard to the use of information, in anarticletitled "The Society of the New Millennium”
by Victor Hores, published in Tendencias magazine (September 1995), one reads.

"Informationisaresource that can be consumed or used to add vaueto other existing resources...
The quedtion is, then, to exercise control on whom and for what reason. Information is then a
powerful means of socid control in asociety whose dominant tendency isto convert everything to
merchandise, principaly information, the decisive factor in the balance of power."

One of the personsinterviewed who has an important post within the press was unaware of the existence
of FUNDEMOS and felt that DEMOS "has adiffuseimage.” He stated that the Center "has not managed
to penetrate the conscience of Salvadorans, much less of the media, in spite of having so many important
people involved." Likewise, he declared that "they have to have an aggressive and new dissemination

33



policy." He explained that "aggressive’ meant that "ingtitutions must go to the media, not the reverse. It
isno longer enough to send press releases, inviting the media to cover the kick-off of some event (with a
free cocktail), without offering them the opportunity to get into the content of the program.” He stated that,
withtheevolution of journaism after the Peace Accords, "'new forms of communication between indtitutions
and the medid' are needed, explaining that "an ingtitution has to become the center of information on the
topic.”

On reviewing the FUNDEMOS brochure, this leader declared that it was a"truly representative group,”
and that it should "project itself," creating acommunications department. Headded that "it isimportant that
it have a voice in mgor nationa happenings.” He bdieved that "it is not enough to train; representetive
opinions must be contributed,” adding that "there are no spokespeople in this country.” These sentiments
were aso expressed in one form or another by the radio and television leadersinterviewed. One said that
"withthelossof credibility by the political parties, thereisagenerd lack of leadership,” noting that "the I eft
as well astheright is divided,” and that "we are in a period of readjustment when we need nationa
objectives."

Another interviewee from the dectronic media affirmed that "we are entering the 21t century without a
map.” On referring to FUNDEMOS and to the work of DEMOS, he declared that "there is no other
forum like it here; it is away to bury ghosts™ This leader suggested that, after or during each course,
FUNDEMOS or DEMOS should sponsor apublic activity with one of the speakers. He dso thought that
"the experience of the course should be multiplied in the communities, usng something like anotebook with
smple but concrete ideas about how to reproduce the experiencein their ingtitutions.” He noted that small
groups of resdents could present the notebook in their community ingitutions.

This interviewee then went on to share ideas on why and how FUNDEMOS or DEMOS should be
involved, using the materias collected during the courses, in the preparation of textbooks for primary and
secondary schools, noting the poorness of the curriculum as to civic education or vaues and tolerance,
which young people need so much - and which the country needs for them to have. He ended by
mentioning the current process launched by the Minister of Education to update the education policy and
reorganize the school system, emphasizing that with the experience gleaned through the courses DEMOS
should participate in that initiative, either to train teachers or to teach the children or both. When he was
told about the agreement between DEMOS and the Technologica University (which grants about half a
masters degree in the schools of Political Science and Public Adminigiration to those who have gone
through the course), this interviewee considered that his argument had aready been proven.

Media representatives aso explained the market segmentation anadyses they buy - to learn what type of
person tunesinto or reads what - aswell asthe surveys which they contract for or carry out on the habits
and opinions of the public. They noted that thistype of information should be incorporated into the design
of apromotiona strategy, whether it be of ideas or of products.

All mediaspecidigts expressed their support and good will, saying that they would gladly serve asvoluntary
advisors or to help guide the effort should FUNDEM OS decide to launch a dissemination strategy.



4, Fund-Raising: Experience has shown that thereisadirect correlation between an organization's
level of public outreach or vighility and its cgpacity to capture funds in support of itsactivities. Likewise,
representatives of an ingtitution (whether directors or employees) need to have aclear vison of wherethe
organization is going in order to convince possible donors. Thet is, if one does know the product well, it
isdifficult to dl it.

It would seem that to now | CA S has been more concerned than anyone about the FUNDEMOS/DEMOS
financid Stuation, actively exploring possible donations from private foundations and governmenta aswell
asinternationa entities. ICAS technicd assstance has conssted mainly of direct contacts and not in the
"development of a fund-raising dtrategy that is designed to guide the efforts of the Foundation” as
contemplated in the Agreement with USAID. That is, no comprehengve fund-raising plan in which al
parties have clear and complementary roles has been produced. Therefore, effortstend to beisolated and
individudized; to now they have not provided sgnificant fruit. At the moment of this evauation it was
thought that the most feasible possibility was a contribution from the Canadian International Development
Agency, where FUNDEMOS had responded to arequest for proposals, aprocesswhich was till ongoing.
However, the Foundation's lack of legal recognition represented a factor that would block this and other

paths.

To date, FUNDEMOS had obtained a total of 109,306.32 Colones, donated by individuas within and
outside of the Foundation and a couple of companies. Though the Foundation's Minutes speak of some
mestings with possible donors, they do not document the results of those conversations. Currently, the
Foundation has no specidized committee dedicated to fund-raising. However, during theseinterviewvswe
met people who would like to help. For example, one of the donors who manages an association of
Bdgianenterprisesin El Sdvador stated that, with time, hewould do the necessary to get help from Europe
to ensure the continuation of the work initiated. He said, "had | known of the Center's financid criss, |
would have worked with the European community to raise funds” He aso said that if FUNDEMOS
should ask, he would gladly agree to collaborate as a voluntary advisor to its fund-raising committee.

In accordance with the policy enacted, in July of this year each of the 44 FUNDEMOS members was
asked for 100 Colones as a minimum membership fee, plus 100 Colones per month in regular dues. But
no forma collection mechanism was established. Centro DEMOS administers the Foundation's finances,
but the adminitrative staff has not been authorized to remind the members that they should get up to date
with their dues, nor do they have a Foundation budget against which to charge expenses. Nor has a
discussion or meeting between the Center's adminigtrative staff and the Foundation's Treasurer been
arranged in order to regularize this Stuation. Though the opinion exids that there is much fund-raising
capability and potentia on the Executive Council, there is also the sense that this topic is "tabu” at the
Center.

Perhaps because of the lack of appropriate mechanisms, to date only nine of the 22 members of the
FUNDEMOS Executive Council have paid their membership fees, and about five have paid the monthly
dues. Of the other 22 founding members, only two have contributed al they owe, whiletwo had paid only
the membership fee.

35



5. Communication Within and Outside of the System: Perhaps because of the "insecurity"
suggested by some, to now only one of the FUNDEMOS Assemblies, which are held twice a year, has
been open to Center personnel, except for the Executive Director who is a member of the Executive
Council. On that occasion, the rest of the staff was invited as "observers,” but not to give reports or talk
about their work. Meanwhile, the weekly meetings of the Executive Council are closed, which creates a
sense of isolation or of "them™ and "us"" As one interviewee commented, "There is not yet a climate of
trust." Severd persons commented that the lack of fluid communication with the gaff meant that "the old
patterns of behavior within the politica culture that we are trying to change are again generated.” Also,
many pointed out that the fact that the academic staff had been the "professors' of those members of the
Council who are graduates of the course had caused a certain tension when the latter became the bosses
of the former. Some thought that it was for that reason that the Council had shut itsdlf off so. Some
members of the Council said they did not redly agree withthispolicy. Themgority of the staff expressed
the hope that soon some mechanism for regular communication with the Council might be established,
noting that in this period of "crigs’ wheniit is not known whether the enterprise will continue or nat, it is
doubly important that everyone share and be aware that "we are dl in the same boat." Severd people
suggested the desirability of having joint monthly meetings to be able to exchange any relevant news,
concerns or idess.

On the other hand, neither has a communication mechanism between FUNDEM OS and the EX-CEDES
Association been established. This meansthat there is no feedback loop within the syssem. Therefore, it
would be difficult for FUNDEMOS to capture the lessons learned, incorporating them into its
consderations or plansfor thefuture. Indl theinterviewshed with former students, they expressed agreet
desire to help in any way possible to ensure the continuity of the efforts undertaken and to launch new
initigtives

With regard to the indtitutions represented in the courses, the political parties, the business sector, the
government and others, perhaps due to its tender age, FUNDEMOS has not yet established a specific
communication policy or mechanism. This contributes to the lack of presence in the community, and
weakens the posshility of atracting new leaders to the courses, of monitoring their impact within the
inditutions, and of recruiting members and raising funds. As one high-leve representative of the politica
party now is power advised when asked what to do to get more students from his party: "FUNDEMOS
should go to tak with the party Council,” adding that it would be the same with any other party.

6. Levels of Authority: Another point that many interviewees a the Center touched on was the
level of authority of thetwo interested parties asfar as decison making is concerned. Whileal recognized
and accepted the preeminence of FUNDEM OS as the governing body, there was the impression that a
good andyssof thedivison of responghbilitiesand taskswas gl lacking, with the necessary authority being
delegated to other levels within the system. Some thought that this was due to the tender age of the
Foundationand the Council'seffortstofind itself. For others, thelack of delegation of the authority needed
to facilitate their work caused congderable frustration. It was aso recognized that the Executive Director
is the spokesperson for staff before the Council. But it was fdt that often this places him in a very
uncomfortable and paralyzing position when a problem is to be resolved or something initiated by another
gaff member needs gpprovad. That is, while the Director tries to ded with pressures from both sides, a
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times he is nearly immobilized, suck in the middie. For example, there is a series of internd proposals,
documents or other initiatives generated by staff that were awaiting the Executive Director's authorization
in order to move forward. Apparently, the delay was due to the fact that the Director must first obtain
gpprova from the Council before being able to act.

There was the impression in the Center and with other groups that the Foundation Council spends the
mgority of its time discussng questions of an adminidrative or nuts-and-bolts nature, instead of
concentrating its energy on the higher level, planning how to put the entire system in operation. This
impression has become stronger in recent months due to various internd scuffles related, for example, to
the use of USAID funds and the staff evauation that the Council ordered the Executive Director to carry
out. Regarding thislast point, the sense of insecurity and confusion that evaluation generated among staff
was aggravated by the "secret” way (known by everyone) with which the matter was handled. Ironically,
one of the documents drafted by the Adminigtrative Department and awaiting approva in the Center was
aproposa for personnd regulations that contain aforma policy of periodic evauation in which the person
evaluated aso takes part.

All this hasled to the sense that elther the Council does not have sufficient trugt in the staff of the Center
or it does not know how to delegate the authority needed to comply with its responsbilities. In short,
without an gppropriate flow of authority throughout the system, decison making is dow, inefficient and
vertical.

CONCLUSIONS:

Principal and Singular Advantage: On findizing interviews with so many key individuds, one must
conclude that FUNDEMOS main advantage a present isits own compaosition. The leaders consulted,
whether from ingde or outsde of the system, consider that because of the "true representativeness' of its
members, the Foundation representsahope - perhaps unique - for facilitating the formulation of aNationa
Project, and thus ensuring progress for the reconciliation process. The problem is that, apparently,
FUNDEMOS has not yet become aware of its own strength. On shutting itsalf off and not reaching out
inacongstent way to the other actors on the nationd stage, it isfalling to capitaize on its greatest resource
- itsvery being.

Planning for the Future: From now to the end of the year is a criticd period for FUNDEMOS to get
itsdf in order and maximize the effectiveness of the sysem it heads. Therefore, it is urgent that the
Foundation initiate and indtitutiondize a cydlica drategic (not Smply long-term) planning process. This
process would incorporate the contribution of al parties - FUNDEMOS, the DEMOS saff, and
representatives of the EX-CEDES Association.

To initiate the process and formulate the first strategic plan, it would be important to hold atwo- or three-
day workshop in aretreat setting, designed and facilitated by someone specidized in the subject and with
organizationdevel opment experience. We underscoretheimportance of thefacilitator being aprofessiona
expert from outsde of the system, thusbeing ableto work in an objective and impartid manner. Theresults
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of thisworkshop would include: a) adrategic plan for three years (as aminimum); and, b) the adoption of
an annud cydicd planning process which includes mechaniams for continuous monitoring to measure the
evolution of the nationa context and the progress of the Foundation's activities.

It is clear that, at least for the foreseeable future, the students, speakers and panelists from DEMOS
courses, who aso condtitute a representative group from various tendencies within society, should be the
origin of the main input into FUNDEMOS programming.

Dissemination Policy: Aspart of the strategic plan, and in order to permesate the politica culture of a
broader circle within Salvadoran society, it would be in the Foundation's interest to design and put in
practice asquickly aspossble adissemination policy. To support and implement this policy, adepartment
or section dedicated specifically to thistask is needed. It isvery important thet any effort in thisfield have
asitspoint of departure the students, speakers and panelists from the DEMOS courses. That is, instead
of FUNDEMOS conducting its own research, which other organization do, it has the advantage of being
able to base them on the statements and thoughts of those who participate in the courses, usngthemasa
sangularly persuasivetool. Likewise, onacting asachannd for the opinionsof othersy FUNDEM OSwould
avoid having to makeit own pronouncements on politically sengtive subjects, thus making possble enemies
unnecessly.

There are very many waysin which adissemination policy could be carried out. When DEMOS program
began, supposedly after the courses the more significant points from the various presentations were to be
summarized, published in a balanced document, and disseminated to key persons in the sectors to be
permeated. Nevertheless, for reasonswhich are not clear, thiswasnever done. Given the magnificent raw
materia que FUNDEMOSDEMOS possesses in the form of documents as well as videos (which could
be edited), the dissemination of these dements would not require a heavy invesment. In fact, there is
dready a document within the Center titled, | deas for a Centro DEMOS Publications Project, awell
thought out draft by one of the academic advisors. However, probably for the reasons explained above,
these ideas have never been presented for FUNDEMOS cong deration, remaining trapped in the system.

Fund-Raisng: The lack of a strategic plan and a comprehensive strategy for capturing resources has
worked againgt the clarification of rolesand the more advantageous use of the many contactsthat members
of FUNDEMOS have. Though efforts by ICAS to find support for the continuation of DEMOS work
have been dedicated and energetic, the technica ass stance necessary to resolve this problem has not been
forthcoming. The services of agpecidist in formulating fund-raising campaigns are needed to help with the
design of a comprehensive process. That is, up to now efforts have been based mainly on persond or
individua contacts, which are good but not sufficient. It would be better to formulate a plan which
recognizes and puts to good use dl of the human and other resourcesthat are available. Thefact that the
Executive Council has no speciadized fund-raisng committee, and has not sought out appropriate people
to advise or help with this task, also represents a great weakness.

Meanwhile, the lack of aprocess aimed at regularizing budgetary questions related to unrestricted or soft

funds (e.g., those not contributed for any specific project), the collection of membership dues, the types
of expenses dlowed, etc., makes the economic aspects of the Foundation's work very confusng and
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nebulous, especidly for those who are assgned to keep the books. This, in turn, has resulted in mixed
messages within the Center.

Communication: The absence of communication mechanisms and channels within the system has an
"arteriosclerotic” effect, blocking the arteries that must nurture the various organs. This means that the
different actorsareisolated one from the other, which isan obstacle to the Foundation's leadership roleand
makes it difficult to formulate a clear and shared vison of wherethe entire body isgoing. To cepitdizeon
dl available human and fiscd resources, FUNDEMOS as the brain and point of origin would need to
establish afluid communication process with the DEMOS gaff and with the members of the EX-CEDES
Association. It would aso be important for the Foundation to establish a policy for communicating with
other relevant ingtitutions & the nationa and internationd level so as to obtain the nutrition that the entire
body needs in order to enjoy good hedth.

Delegation of Authority: For FUNDEMOSto invest itstime and energy with amaximum of efficiency
and effectiveness, the Executive Council needsto consder the redistribution of authority, reserving for itself
the formulation and adoption of overal policy, and delegating to the management of the Center the most
routine adminigrative and operationd decisons.

Sad ddegation should carry with it an obligation for management to be accountable to and keep the
Council informed, and to comply in a satisfactory manner with the policies adopted. It is also necessary
for this delegation to include the flexibility needed for management to re-delegate part of theauthority itis
given to other employees, thus creeting a flow of authority with respongibility at dl levels.

FUNDEMOS Project: The grgphic which follows, titted FUNDEMOS into the Future, is an
illugration of how the system that FUNDEMOS heads could function. It is an attempt to show the
opportunities suggested by the foregoing findings and conclusons, and serves as a guide for the
recommendations which follow. The main components of the system and their respective roleswould be:

E Based onadrategic plan, FUNDEM OS sets palicy, sdecting the activitiesto be carried
out and raising the necessary funds. At the sametime, it initiates and maintains contacts
with the various critical audiences - donors, EX-CEDES and other key ingtitutions,
and the mass media - to promote contributions, stimulate and monitor participation by
inditutions in the activities undertaken, and disseminate information.

E Centro DEMOS administers the funds raised by FUNDEMOS, acts as the system's
secretaria, and organizes activities within the Resear ch and Education component -
which not consst of the courses, but which could include other initiatives in the future.
Through a feedback process, the Center continualy incorporates the necessary
adjusments into the activities of that component.

E A FUNDEMOS Information and Dissemination office or department receives the

materids that come out of the previous component (e.g., speeches, videos, and other
information from the courses). They are processed, packaged and disseminated to the
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three audiences aready mentioned - donors, EX-CEDES and other key ingtitutions to
keep them informed, and to the mass media to create greater public awareness and
support for dl of the Foundation's activities.
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RECOMMENDATIONS:

1.

As quickly as possble, FUNDEMOS should hold a Strategic Planning Workshop with the
participation of al other interested parties, designed and facilitated by a professona specidist in
the field of organizationd development, in order to outline a Strategic Plan for three years as a
minimum and to formulate a continua and cyclica planning process

to be indtitutiondized as a permanent interna and externd monitoring mechanism to messure the
degree of impact from, and to incorporate gppropriate adjustmentsinto, the activities carried out.

To reach abroader proportion of the critical sectors within Salvadoran society, thus more deeply
permesating the political culture of the country, FUNDEMOS should establish a program or
department of Information and Dissemination, whose work would be based on the materias that
come out of the DEMOS courses, and which would design a comprehensive dissemination
campaign, utilizing various means and with the technica assstance of a group of advisors who
would lend their services gratis.

The FUNDEMOS Executive Council should creste a specidized fund-rassing committee which
includes representatives from the Council, administrative and academic members of the DEMOS
daff, and voluntary advisors from outsde the system in order to: &) draft a comprehengve fund-
rasing plan; and, b) provide permanent guidance and monitoring of these efforts.

To ensure the efficient flow of information and feedback throughout the system, and thus support
its efforts, the FUNDEM OS Executive Council should formulate apolicy of internd and externd
communications and the processes necessary to open itsalf to the staff of the Center, to EX-
CEDES, and to the other indtitutions identified as critica for the achievement of its gods.

To increase the efficiency and effectiveness of its efforts, FUNDEMOS should dlarify itsownrole
and that of the DEMOS daff, delegating the authority necessary to those who have the
respongbility of carrying out the Foundation's work, and adopting clear, open and participatory
interna procedures, especialy for periodic personne evauations.
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C. USAID

This section coversthelast three objectivesidentified by the Design/Eva uation Team, which are of specid
interest to the Office of Democratic Initiatives of USAID/El Sdvador.

FINDINGS:

1 Next Stepsand Future Needs: Assevera people commented in the course of thisevauation,

wha has happened in El Salvador since January of 1992 when the Peace Accords were signed is a
"miracle” Suddenly, after 12 years of a bloody war that took some 75,000 lives, hostilities ended and a
reconciliation process began. There is no reason to think that this process will not continue cementing the
profound fissures |eft by the war. However, andysts - and, in fact, direct observation - affirm thet thisis
acriticd periodinthetrangtion. Somethink that thiscritical moment will last afew years, a least until after
the next presidentid elections. Others point out that much depends on the economic factor, and also on
the growth of understanding and tolerance among the persons and sectorsformerly in oppostion. "Fragile’
appears to be the most appropriate adjective to describe the current status of the reconciliation. Chapter
Il speaks of the role of Centro DEMOS in this process.

Given the dearth of experience to date and the continuing discusson within USAID with regard to the
desrability of financing projects of this type, the ICAS-USAID Agreement for the Centro DEMOS
program suffered certain design flaws. Principa among the missng dements were effective and redistic
indicators and an efficient mechanism for the continuous monitoring of progress and for measuring results.

Though no indicators or datistica basdine exig, the investigations carried out during this evaluation
rendered evidence of the effectiveness of the work of Centro DEMOS, especidly at the level of the
students. Thosewho have gonethrough the two coursesexhibit clear and profound signs of theimpact that
sad experience has meant for them as far as the levd of tolerance they now demongrate and their
comprehenson of thereconciliation processinther country. At thesametime, thework hasservedtotrain
the saff of the Center, which is very probably the only group at the nationd level with such broad
experience in the coordination of such diverse political sectors and ideologica tendencies.

Less evidence was found with regard to the sustainability of the program which supposedly, with the end
of the ICAS-USAID Agreement, will depend upon FUNDEMOS. The Foundation is till in the "heroic”
dtage of its organizationd life, and would need an injection of much energy and good will, plus timey
technica assstance, to consolidate itsdlf astheinditutiona leader it could be. Perhgps the most important
thing to note here is that, for everyone's sake, it will be increasingly important for FUNDEMOS and
DEMOS o be aware that they form part of asngle sysem, and that they share the same objectives and
dedtiny.

Our appreciation and grounded recommendations concerning the changes considered desirable for the

future of DEMOS and FUNDEMOS are found in the previous sections of this Chapter. |deashave dso
been tranamitted for the implementation of DEMOS activities in other parts of the country. The potential
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for replication in other countrieswill depend on specific Stuations and the character of the conflicts. It was
not possible during this evauation to andyze that potentia in detail, especidly given that the Stuation of
DEMOSwas 50 fluid and ungtable. Lessons learned are found in the next Chapter.

2. Participatory and Effective Character of the Process: In kegping with the penultimate
objective identified by the Desgrn/Evauation Team, this section the participatory and effective
nature of the methodology designed by MSl to evauate the impact of conflict management programs,
based on the results obtained in this evaluation of DEMOS. For this purpose it is necessary to consider
severd factors, including: a) the separation of the processinto two phases, with the execution of the second
depending on the immediate approva of the firdt; b) the prime importance attached to the presentation of
awritten report by the contractor with findings, conclusions and recommendations as a fina product; c)
the existence of a contract that stipulated ahead of time the components, duration and products required,
which did not permit the flexibility needed to develop a complete, truly participatory process.

Inthe gpplication of the participatory methodol ogy to evaluate theimpact of the DEM OS program, though
the content of Phase Il (the evauation itsdf) could not be planned until Phase | was completed
(development of the SOW for the evauation), the terms and duration of the process were fixed from the
beginning in the USAID Ddivery Order. For example, just as with traditional non-participatory
evauations, it was gtipulated that adraft report be written and submitted by M Sl beforeleaving the country.
However, there was no time to continue the participatory process with the Evauation Team, reaching
consensus on thefind report. Neither was there an opportunity to plan next stepsfor al concerned. That
is, the draft became the main focus and final product of the process, instead of being taken advantage of
asapoint of departure for a planning component based on what had been learned.

Thewriting of the draft report took the MSl team over three days before leaving El Salvador, time that
could have been invested in an examination by al concerned of an outline of findings and the participatory
formulationof conclusions and recommendationswhich, in turn, would have become an action plan for the
future.

Giventhese circumgtances, it isnot surprising thet on findizing Phase |, the methodology designed by MS|
was judged participatory and effective by the entire Desgn Team, and that opinions were mixed after
Phasell. Thiswasshown through written surveysat the end of each phase. Onthefirst occasion, dl nine
members of the Team who were Hill in the country responded. But on findizing the second phase, only
five membersresponded. Inthelatter case, when answering the question about whether or not the process
had been effective, two said yes, two said no, and one said "it depends on whether the find product is
accepted by al parties, too soon to tel." They were aso asked about how they would change the
methodology applied. Responses included:

E Would put in more time for preparation and review of the find report;

E Add one week more to produce the fina draft report - with comments by us;

E Perhaps schedule another visit by the consultant - maybe have him/her draft the document in the
U.S,, send it by DHL, and then come back to discussit.



3. Usefulnessof Participatory Evaluation Processes. By ther very nature, conflict management
programs have characterigtics which chalenge evauation, particularly if they aretraditiona. Unlike other
types of development projects, these initiatives have a high degree of senstivity and politica content,
depend largely on the perceptions of those involved, and have non-quantifiable results which require the
identification of appropriate indicators a various levels and a process of monitoring by those involved in
the conflict in order to measure the degree of progressthey perceive. Therefore, more than with any other
type of project, to evauate the impact of conflict management programs, it is necessary to involve the
implicated parties. In this regard, the establishment of a continuous monitoring process in which all
participate is perhaps more import then formal evauations.

In the find survey of members of the Evaduation Team, they were asked if they would recommend that
another USAID Mission usethe participatory eva uation methodology thet they experienced here. Two said
yes, one said no, and two did not reply. However, on inquiring about the main factors that a USAID
Mission should be careful about when employing this type of participatory process, al responded,
suggesting:

Take into account that the process requires more time and therefore money;

Strictly demand at the start of the process PARTICIPATION with no exceptions, *

That AID people have time to work as team members,

That assurances be given that the parties understand participation perfectly and accept it;

That everyone be willing to accept condtructive criticiam;

Document broadly what is understood by participatory evauation methodology;

The USAID Misson should be made up of people with broad experiencein the areas which they
seek to evaluate;

E Depends - | think that it would work more easily and cost lessif everyone on the eval uation team -
induding the consultants - lived permanently in the country, so that time not be so limited and
expenses add up so fast. To do such a participatory process well requires alot of time - it may
be that this method is more expensive than many Missions can afford.

M= m: M= me: me: me: me

* One DEMOS Co-Executive Director decided beforehand not to participate in this process.

It isimportant to note that this evaluation was contracted and initiated before the first of October, when
USAID's reengineering plan when into effect, and it ended after that date. Had it been done alittle later,
the Agency's new Directives, which recognize the critica importance of participation and include partners
and customersin al project facets, would have been in effect, permitting a much more flexible process.
In the "new USAID," according to Chapter 203 of the Directives, titted Managing for Results:
Monitoring and Eval uating Performance, "eva uation methodol ogies and data collection methods... will
permit maximum participation” (sec. 203.5.68). Likewise, evauation is not seen as the fina point of a
project, but asthe link back into the first component of the process - planning. This document grants full
authority to Strategic Objective Teams to decide "if/when an evauation activity is needed, in consultation
with the other partners and customers, as well as top managersin the operating unit." Moreover, it isthe
Strategic Objective Team that decides the type of document required and how results will be used; they
can be used mainly as input for planning next steps. In fact, according to the new "Basic Monitoring and
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Evauation Policy" (sec. 203.5.1), the information that results from these activities "will play a criticd role
in planning and management decisons.”

In summary, as some members of the Evauation Team suggested, and as implied in USAID's new
Directives, the cost of a participatory eva uation aso represents an investment in the future of the project,
that is, one must "evauate the past to build the future.”

CONCLUSIONS:

In El Sdvador, the nationd reconciliation processisin a critical stage which will likdy last severd more
years. One of the key factors for the success of this process will be an increase of tolerance among key
persons and sectors, and their support of the democratic system that began in 1992 with the Sgning of the
Peace Accords.

Inview of this, to contribute to the country's sustainable development, it will be important for USAID/EI
Salvador to continue supporting initiatives such as the Centro DEMOS program which seek to increase
the degree of tolerance and strengthen democratic | eadership within the country. On doing so, it would be
important to take into account atask that was not carried out during the design of the ICAS Agreement
for the DEMOS program. Thisrefersto the identification of clear and specific objectives which respond
to the needs of al concerned, and which are backed by indicators related to context (e.g., the national
environment) and at the leve of the activities to be supported. 1n the case of DEMOS, the design did not
gpecify which factors were to be measured, nor was aforma mechanism established for marking progress
and measuring the "success' of theresults. 1t would be important to do so in the future, and it would dso
be well for the other recommendations contained in the previous two sections to be implemented.

Participatory and Effective Character of the M ethodology: Though the methodology applied by MS
was designed to be participatory and effective, the contractua requirements set at the outset by USAID,
and the subsequent lack of flexibility, did not permit taking full advantage of the methodology designed.
While it was possible to predict the stepsto be followed in Phase |, whichwas judged participatory and
effective by dl those involved, it was impossible to predict with precison Phase Il detals and
requirements, since they depended on the previous stage. Therefore, the opinion of the Evauation Team
was divided as to the results of the that latter part of the process.

It isnow clear that it would have been much more productiveif, instead of writing acomplete draft report,
MSI had been able to use those final days before departure from the country to prepareabrief outline of
the principd findings and facilitate the continuation of the participatory process so that al concerned could
cons der them and cometo consensus on the conclusions and recommendetions. Inthisway, thefina result
would have been a report that contained the next steps agreed upon by al. Moreover, this would have
obviated the need for USAID, oncethe M Sl team | ft, to be responsiblefor seeing that the partiesreached
agreement on the comments to be transmitted for the preparation of thisfinal report (aprocessthat lasted
nearly a month longer than planned.)
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Usefulness of Participatory Processes. Backed by the new USAID Directives which support the
Agency's reengineering process, one can affirm the importance of participatory processesin al stages of
development projects - eg., planning, execution, and monitoring/evauation. Due to the nature of conflict
management projects, participatory processes are even moreimportant. Decisionson the need for formal
evauations should be taken in accordance with the type of informeation needed for project management and
the level of invesment merited for the acquisition of that information.

Of equd or greater importance, epecidly in conflict management projects, are the internal processes of
continuous monitoring which involve the active participation of dl parties. The DEMOS evduation suggests
that the interna monitoring and eva uation mechanisms of thistype of project should be an integrd part of
the design and include & a minimum a monitoring team in which al concerned have agreed-upon,
transparent and clear roles, and where they are cdled upon to participate actively in overseeing the
activitiesundertaken. It wasa o clear that, asindicated inthe new USAID Directives, for greater success,
such teams should be coordinated by persons whose skills and characteristics permit them to function as
facilitators and not as group "leaders.”

RECOMMENDATIONS:

1. Given progress to date, and the Hill fragile status of nationa reconciliation, and to avoid
dependence on asingle donor, USAID/El Savador should continue supporting selected activities
within the Centro DEMOS program, particularly if FUNDEMOS and DEM OS should decideto
implement the recommendations addressed to them as aresult of this evauaion, beginning witha
participatory strategic planning processwhich involves FUNDEM OS, DEMOS and EX-CEDES;
the creation and operation of an gppropriate monitoring and evauation mechanism within the
systlem; the supplementary training of DEMOS staff in conflict management, strategic planning, and
group dynamics and facilitation, and project monitoring and evauation; and, the design and
edtablishment within the system of a program or department of information and dissemination to
support al activities undertaken.

2. Since truly participatory evauation is an evolutionary process, the details of which can not be
planned in advance, and in order to successfully carry out the Agency's current Directives, USAID
should ensure that contractual administrative processes permit the
greatest degree possible of flexibility, and that they support the decisions of the Strategic
Objective Teams and of the technicdl offices.

3. USAID/El Sdvador should continue usng in this and its other projects participatory evauation
methodologies, and it should share this experience and the results obtained with the Agency's
Bureaus, Offices and Missons that are involved in the design, implementation or evaduation of
activities relaed to conflict management.
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CHAPTER IV
PREVIOUS EVALUATIONS AND LESSONS LEARNED

PREVIOUS EVALUATIONS

Asnoted in Chapter 11, in September 1994, using alocal contractor, USAID/El Salvador had a survey
done of former DEMOS students. The fact that it was carried out in a sudden manner without prior
consultationwith either ICAS or the Center, and the formulation of some of the questions, caused negative
reactions, adversdy affecting reations between ICASDEMOS and the Misson. Though thereport of that
evauation was transmitted to the Center, gpparently the information it contained was never used.

That experience and the desire to ensure that the new evauation would be accepted, resulted in along
delay before the representatives of ICAS, DEMOS and FUNDEMOS accepted the M Sl team. Thisaso
appears to have motivated FUNDEM OSDEMOS to contract its own local consultant to accompany it
during the firgt phase of this process. As one of the involved parties commented: "That other experience
was an example of how not to do an evauation.”

It isworth noting that, when the present work began, the mistrust and suspicion of the group could befelt.
However, the participatory process itsdf quickly camed those sentiments, since dl redized that this
represented a sincere effort to produce a product that would be useful to dl, with USAID having nothing
hidden under the table. Judging by later comments and our own observations, it is fair to say that a
traditional evaluation where"experts’ cometo look in and judge would have degpened the chasm between
USAID and Centro DEMOS.

LESSONSLEARNED

Based on what was learned through this evaluation, the following abbreviated lessons are offered for the
consumption of dl for whom they may be of interest.

1 The participation of al interested parties in an evauation process enriches the product and aso
serves to lower the "gatic’ within the system under sudy as well as a platform for building the
future,

2. In conflict management projects, to measure progress and the results obtained, it is particularly
important to include in the design the definition of "success,” the identification of clear indicators,
and the creation of the internal systems necessary for the continuous and participatory monitoring
of the activities carried out.

3. To ensure grester efficiency from dl available resources, human aswdl asfinancid, it is necessary
for an organization to have a plan which is strategic, clear and transparent, which al interested
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10.

parties help to design and keep up to date, especialy when an entire system with complementary
componentsis involved.

Structuring an organization with two executive directors, separated departments, and different
"team” labdls leads to confusion as to who isin charge, and can interfere with the universa team
spirit that should permeste the entire organization, particularly in the departments that fed in the
"minor league.”

Any nongovernmenta organization (NGO) should creste the systems necessary to take maximum
advantage of dl the voluntary labor, support and expert advise that may be offered.

In NGOs, avision of sdf-sufficiency should be ever-present, with solid plansto move continudly
toward that god. Along theway, itisintheinterest of such organizationsto avoid dependency on
asingle donor without laying acomprehensve financid base which may include contributionsfrom
a broad membership and donations from various other sources at the local, nationa and
internationd leve.

Cregting a new entity as governing body in the middle of aproject, and trying to transfer authority
and responghility from the origina sponsoring organization to the new one, creates frustration on
al 9des and leaves the program's executing unit in a confused Stuation that may affect its output.

To increase the effectiveness of a participatory evauation process, a fina component should be
added in which the same participants study what has been learned from the information collected,
converting this knowledge into a plan of action which lays out next steps.

The type of document required from a participatory eva uation process should be decided by, and
serve the purposes of, dl interested parties, and not smply to satisfy the administrative procedures
of the sponsoring entity.

A lack of flexibility imposed by administrative contractua procedures contradictsthe very concept
of participation and prgudices dl parties involved in the process.
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