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EXECUTIVE SUMMARY 

The Microenterprise Innovation Project (MIP) was financed by the Agency for 
International Development (USAID) mission to El Salvador, through Agreement No 
940-04-06 

The purpose of the project was to provide funds to conduct an assistance 
program for the rmprovement of services for the clients of credit projects in El Salvador 
The project was implemented by the following agencies Catholic Relief Services 
(CRS) El Salvador, Centro de Apoyo a la Microempresa (CAM), FlNCA El Salvador, 
Secretaria Nactonal de la Familia (SNF), Asociacion para la Organization Empresarial 
Femenma (OEF), all of which are dedicated to the area of micro-financing The project 
was designated towards the coordination effort among these agencies 

The present document corresponds to the final evaluation of the project 
contracted by CRS and represents a requested requirement of USAID In the 
agreement It was conducted by a team of external evaluators and was based on the 
review of documents generated in the project execution process and ~nterviews with 
project personnel and with the agenc~es' directors 

The evaluation methodology was oriented towards measuring the level of 
fulfillment of the activ~ties, components and the impact at the level of project purpose 
and overall project goal 

The project execution period was from September of 1995 to September 1998 

The project contemplates three components 

0 Information and control systems 
Research and studies 
Coordination, interchange and technology transfer 

Among the pr~ncipal results attained are the following 

Software that collects the information of delmquent clients (credit bureau 
database) of the organizations 
The organizations received support to buy equipment and develop software 
for credlt control To date, the organizations have shown improvement in 
regards to credit control 

Frnal Evaluafron Report of the Mrcroenterprse Innovatron Project (MIP) 
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Software for evaluat~on of ~mpact IS bemg implemented by the agencies 

The followmg studres were carr~ed out 

3 A study of cred~t demand 

a Sector stud~es of the followmg sub-sectors da~ry products, bakeries, 
and processed meats 

3 A feasib~l~ty study for the ~mplementatron of a meat processing plant 

3 A feas~bhty study to convert wood-burning ovens to l~quid gas ovens In 
small baker~es 

3 A financial sustainab~l~ty study of the agencies 

Meetings were held for interchange, mformat~on transfer, forums and training 
seminars on software management and a nat~onal conference on Salvadoran 
m~croenterpr~se 

Bulletins for ~nformat~on exchange were produced 

There is a Documentat~on Center 

Durmg the carrying out of the project three other agencies became ~nvolved 
Programa de Fomento de la Microempresa en las Zonas Margmales 
(FOMMI), CARE El Salvador and Programa Generac~on de Empleo en el 
Sector Informal de El Salvador (GENESIS§) 

Among the pr~ncipal conclusions and recommendations that the evaluat~on can 
md~cate are the followmg 

I The coord~nat~on effort has been successful in the product~on of the 
components contemplated In the cooperat~on agreement, but pr~or~ty needs 
to be glven to the ~mplementat~on of the study results and products In order to 
succeed In ach~evmg the purpose of the project 

Frnal Evaluatron Report ofthe Mrcroenterprse Innovatron Project (MIP) 
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2 In a coordmat~on effort w~th ~mportant product~on components as IS the case 
of the MIP Project, hnking the coordinating body w~th the operative or 
execut~ve part of each MIP lnstitut~on IS requ~red, otherw~se, the effort and the 
products do not succeed in ~mpact~ng the level of servce to the clients, as IS 

outlmed In the project 

3 The diversity of mterests of the agencies means that the products do not 
have the same pr~or~ty for all the organlzat~ons, wh~ch affects the level of 
lmplementatlon of some of the results, a typical result of these kmds of 
efforts 

4 One of the pr~ncipal ach~evements of the project has been the creation of 
coordmation bod~es among agencles wh~ch one way or another were seen as 
competttors 

5 In regards to the purpose and objectwe of the project, it IS worth ment~onmg 
that ~t is not possrble to adequately quantify its contr~but~on In relat~on to 
Improving chent services, since the project proposal did not take mto account 
quantitatwe indicators t~ed to the ~mpact of Improved servlces 

1 It IS considered of great ~mportance the financmg of a second stage of the 
MIP Project Wthm th~s second stage, the pr~or~t~es are considered the 
search for self-susta~nab~l~ty In the coordmat~on process, the consohdat~on of 
the cred~t bureau database and the ~mplementat~on of the results of the 
stud~es 

2 The strategic component should be considered In future coordmat~on efforts 
in order to strengthen the leadersh~p of the part~c~patmg agencies, the 
operative part of the coordmat~on effort should be delegated to the 
coordmation so that the dec~sion-makmg body does not tire In mvestmg 
energies and t~me In aspects wh~ch could be assumed by the coordinat~on 

Frnal Evaluat~on Report of the Mlcroenterprse Innovatron Prqect (MIP) 
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PRESENTATION 

Wh~le the mternat~onal market has been transformed as a product of 
globalizat~on strateg~es, mlcro and small enterpr~se (MSE) struggles for surv~val, 
seekmg a space In local markets 

Development organ~zat~ons, wh~ch offer servlces to th~s sector, are faced w~th the 
strong threat of thew permanence In the market, a product of the changes In 
mternat~onal financ~ng pol~cies wh~ch are obhged to reconvert the~r services as a 
strategy to ach~eve self-sustamabd~ty 

The M~croenterpr~se lnnovat~on Project can be drstmgu~shed as a Ieadmg 
~n~tratlve In the field of strateg~c alllances in the development organ~zat~on sector wh~ch 
has broached the substantwe points of recent research1 on financ~al servlces to 
m~croenterpr~se that has been shown to be pr~or~ty Among them are ~ncluded the 
systematrc flow of rnformatron on technology on attention to the credrt sector, 
art~culatfon strateg~es among drverse agencies and efficiency In ~nformatron 
channels 

The project represents a concrete experience that responds to the gu~del~nes 
that the research shows as pr~or~ty for the strengthenmg of the sector 

This report constrtutes the final evaluat~on of the M~croenterprise lnnovat~on 
Project (MIP) The evaluat~on, just as it has been outhned, emphas~zes the 
ach~evements gamed and the aspects that can be seen as obstacles of a greater scope 
of the project Th~s evaluat~on presents great relevance since the successes and 
fa~lures in th~s process can be converted ~nto lessons that can be repl~cated In other 
Central Amer~can and Lat~n Amer~can countr~es 

The report has been structured In the followmg way The first chapter reports on 
the antecedents, objectives and character~st~cs of the evaluat~on The second chapter 
makes reference to the sett~ng of the project, presentmg a br~ef descrrpt~on of the most 
relevant aspects on the economlc level of El Salvador and a character~zat~on of the 
mlcro and small enterpr~se sector (MSE) The th~rd chapter descr~bes the most relevant 
aspects of the M~croenterpr~se lnnovat~on Project and explams a br~ef character~zat~on 
of the member organ~zatlons of MIP, reports a br~ef character~zat~on of the MIP member 
organlzatlons and descr~bes the adm~nlstrat~on and coordlnat~on process of the project 

1 M~croempresa Servlc~os Fmanc~eros y Equ~dad en Amtrrca Central Facultad Latmoamer~ca de C~enc~as  Soc~ales 
(FLACSO) Costa R~ca  - Academ~c Headquarters - San Jose Costa Rlca, 1997 
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The fourth, fifth and stxth chapters present the evaluatton of three pnnc~pal components 
of the project, that IS mformatron and control systems, research and stud~es, and 
tra~nlng, mterchange, lnformatton and methodologtes transfer The seventh chapter 
presents an analysls of the level of purpose and overall goal of the project 

Fmally, conclusrons and recommendat~ons are presented of the evaluation 
process, as well as some annexes that complement the evaluation 

Fmal Evaluat~on Report ofthe Mrcroenterplse lnnovat~on Project (MJP) 
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I ANTECEDENTS, OBJECTIVES AND CHARACTERISTICS OF THE 
EVALUATION 

In 1994, a coordmation effort started in El Salvador among diverse agencies that 
offer credit services to the sector of mlcro- and small enterprises (MSE) 

The effort of "Inter-Agency Coordination Servlces and Support to the Informal 
Sector of El Salvador" was conceived by five agencies that are working in the 
microenterprise sector and represents a coordination effort to raise the level of 
effic~ency and effectweness, Improving the admmstrative capacity and avo~ding the 
duplication of efforts 

The part~c~pating agencies since the beg~nnmg of the project are 

FlNCA El Salvador 
OEF El Salvador 
CAM 
Secretaria Nacional de la Familia 
Cathohc Relief Services (CRS) El Salvador 

Through coordmation meetmgs, they developed strategies, goals and objectwes, 
wh~sk form theheact of We Mlcrcent,ep.prfise lnnovatmnProject (MIP) 

A OBJECTIVES 

In accordance with the terms of reference, the complete text of which is found 
in Annex 1, this evaluation seeks 

* To evaluate the idea and deslgn of the project, cons~dering as the baslc objectwe 
the coordination effort or closeness among organizations linked to credit, in order 
to avo~d the duplication of efforts and to improve the individual and collect~ve 
capacity to benefit the microenterprise sector 

To measure the results of the project rn accordance w~th the range of objectwes 
and goals programmed, evaluatmg the products developed 

To evaluate the processes of establrshmg the project, to try to review the 
quant~tat~ve and qual~tat~ve aspects of the products developed 

To evaluate the supervisory process of the project 

Fmal Evaluation Report of the Mrcroenferpise Innovation Project (MIP) 
Elaborated by L~cda Irrs Villalobos B, M B A wrth the assrstance ofLicda L~gia Orantes and Ing Errck W o a  
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To suggest follow up actions to the innovative effort 

B CHARACTERISTICS OF THE EVALUATION 

The evaluation concerns an external evaluation solic~ted by Catholic Relief 
Services, whlch acts as the Project counterpart to USAlD Said evaluatlon was carried 
out in final phase of the M~croenterprise Innovation Project The evaluation IS a 
requirement sollclted by the Agency for International Development of the United States 
(USAID) in the financing agreement 

The evaluation will consider the products, as a means of evaluating the 
fulfillment of the project objectives and the form In which it has affected improving the 
capacity of each organization of the MIP network, and consequently, of the services 
offered to the MSE sector 

Moreover, an analysls will be made at the level of the effects or results In the 
utilization of the products The analysls of the effects w~ll be done through the 
decisions made related to the implementation of the results of the products 

Based on the analysis formulated, conclus~ons will be posed concerning the 
validity of the objectives, strategies and results 

Thrs evaluation has emphasized the results of the actions of the M~croenterprise 
Innovation Project (MIP), as well as its future application, with the objective of bemg 
able to estimate its impact or the potent~al impact 

C METHODOLOGY 

1 Referent14 theoret~cal framework for the evaluation process 

The tool of Logical Framework constituted the referential theoretical framework 
for the evaluation process 

Logical Framework IS an instrument used to formulate and evaluate projects 
This instrument organizes the lnformatlon in such a way to facllltate the process of 
evaluatron and permit the ldentificat~on of the successes and farlures of the project 

To factlitate the evaluat~on process, a summary of the project was drawn up 
through f ie  elaboration of the lnterventton logic, utilizing the Logical Framework Matrlx 

Frnal Evaluatron Report of the Mrcroenterprse Innovatron Project (MIP) 
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To draw it up, the mformation contamed In the project document and the 
agreement s~gned with USAlD was used as a reference Some of the means of 
ver~fication were drawn up by the evaluation team, as these were not contemplated In 
the project document 

It IS worth ment~onmg that the descript~on of mdicators was adjusted to those set 
forth in the project document and the mdicators at the level of Goal and of Purpose 
were those suggested by the directors of MIP In the validat~on workshop that IS 

mentioned later on withm the methodological process 

Likewise, the class~ficat~on of products, activit~es, tnd~cators and means of 
ver~fication correspond to the ~nterpretat~on of the evaluators accordmg to objectives, 
activ~t~es and mdicators formulated in the project document 

In Annex 2, a synthesis of the project IS presented, ut~hzmg the Logical 
Framework Matr~x 

2 Descr~ptlon of the methodolog~cal process 

a) Rev~ew of secondary sources 

Among the secondary sources, prlority was gwen to the review of 

Agreement 
Project Document 
Work Plans 
Progress Reports 
Meeting Mmutes 
Stud~es 
Training Events 
Techn~cal Manuals 

In Annex 3, the documents consulted are presented in deta~l 

b) Informat~on gathermg from prlmary sources 

Interviews were carried out with key informants, inctuding the following 

* MIP Project Directors 

Frnal Evaluation Report of the Mrcroenterpae Innovation Project (MIP) 
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Ex-coordmator 
Coordmator 

* lnformat~on Systems supervlsors 
Portfol~o supervlsors or financ~al adm~n~strators 
Representatwe of the Agency for lnternat~onal Development (USAID) 
MIP Technical Team 

In Annex 4, a list of the persons mterviewed IS presented and In Annex 5 a semi- 
structured mterwew gu~de 

c) Dwect ver~ficat~on of the products 

As part of the evaluat~on process, the team carr~ed out an inspect~on of the 
products, princ~pally of 

Docurnentat~on of the studies 
9 Documentation Center 

Software developed In the organizat~ons 
Cred~t bureau database (Central de Rlesgo) 

9 lnformat~on system of impact evaluat~on 
Software of the Documentat~on Center 

d) Val~dat~on of lnd~cators Workshop 

As part of the methodology, a workshop was developed on vahdatmg ~nd~cators, 
prlmar~ly on the level of Purpose and Overall Goal of the Project In th~s workshop, a 
summary of the project was presented, ut~l~z~ng the log~cal framework matrlx and raising 
the need to have indicators at the level of Purpose and Goal of the Project to be able to 
have elements that w~l l  fac~l~tate the evaluat~on process 

e) Systemat~zat~on of the evaluat~on results 

The systematization of the results was done on the bas~s of each one of the 
components of the project, takmg mto cons~derat~on the fulfillment of the objectwes, the 
effects or results In the ut~l~zat~on of the products and analyzmg aspects related to the 
impact at the agency level 

The systematization contemplates an analys~s from the perspectwe of gender In 
the d~fferent components of the project 
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I I PROJECT SETTING 

A THE NATIONAL CONTEXT 

The M~croenterpr~se lnnovat~on Project (MIP) was executed In the Republ~c of El 
Salvador, Central Amer~ca Its central offices are located In the city of San Salvador, In 
the offices of Cathohc Rehef Serv~ces, 73 Avenlda Sur No 221, Colonla Escalon, San 
Salvador 

Accordmg to the Un~ted Nation's report on human development,* El Salvador IS 

cons~dered a partly-developed country The human development mdex measures what 
a country has ach~eved In terms of hfe expectancy, educat~onal gam and real adjusted 
Income Tables I and 2 show the place El Salvador occuples w~th respect to the 
ne~ghbormg countr~es, accordmg to the human development mdex and the human 
poverty index, respect~vely 

TABLE I 

HUMAN DEVELOPMENT INDEX, UNITED NATIONS, 1997 
Place III world of 1 to 175 

I Costa R~ca 33 El Salvador 112 I 
Panama 45 Honduras 116 

Guatemala 117 
N~caragua 127 

TABLE 2 

HUMAN POVERTY INDEX, UNITED NATIONS, 1997 
Place In world, I to 78 

Costa R~ca 5 
Panama 9 
Honduras 24 
N~caragua 34 
El Salvador 36 

2 1997 Human Development Report Unlted Natlons Development Program 
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The human poverty mdex (HPI) measures pr~vatlon as far as human 
development In terms of the percentage of the populatloh that IS expected to d ~ e  before 
the age of 40, the percentage of adult ~ll~teracy, and the economic supply in terms of 
percentage of the populat~on without access to health care, drmkable water and the 
percentage of children younger than five years old w~th insufficient we~ght 

The terr~tor~al expanse of El Salvador IS approximately 20,742 km3 As far as 
the demograph~c aspect, El Salvador has a est~mated populat~on of 5,047,925 
~nhabitants, with an urban populat~on of 2,552,525 mhab~tants and a rural populat~on of 
2,495,670 mhab~tants The population of the metropolltan area IS 1,447,766 
inhabitants The most ~mportant c~ties are Santa Ana, San Mlguel, Ahuachapan, 
Sonsonate and Usulutan 

Wlth respect to the economic structure of El Salvador, the Libro Blanco del 
M1croempresa4 outlines the effects that unequal development has left on the country 
havlng provoked the definlt~on of a series of heterogeneous segments, where two 
clearly drfferentlated sectors are h~ghlighted One is the so-called modern sector, whlch 
is charactenzed by the hlgh level of concentration, the fac~l~ty of access to resources 
and goods, the levels of organ~zation and the possession of politlcal power In the 
second group are located the sectors that face restr~cted poss~b~litles of access to 
productive and financial resources, wlth d~fficulty of access to ~nformat~on, the level of 
organizat~on and the level of politlcal Influence are low The sector of small and 
microenterpr~se is located w~thin this second group 

In the document c~ted, ~t is posed that the ex~stence of the sltuat~on descr~bed 
above has brought serious repercussions In terms of the funct~onlng of the economy, 
that ~t has been conducive to a greater concentration of wealth and has hmdered the 
adequate dlstr~bution of the fruits of economlc growth 

B CHARACTERIZATION OF THE MICROENTERPRISE SECTOR OF EL 
SALVADOR 

It is worth emphaslzlng that different from other Central American countries, El 
Salvador has good study and research records that facilitate characterizmg the sector 
and perrn~t the definition of its contribution to the country's development In order to do 

3 Source Internet page o f  R ~ u l  Barr~cnlos 108-59 Roosevclt Ave Corona NY 1 1368 
4 kbro Blanco de la Mzct oetirpresa El Salvador C A 
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the followmg character~zation, primar~ly two b~bl~ograph~es were consulted, one of them 
IS the El Lrbro Blanco de la M~croempresa (The Whrte Book on M~croenterpnse) and the 
other, La Encuesta de la M~croempresa Salvadoreria (The Survey of Salvadoran 
Mrcroenterpnsef Both documents are cited below 

In El Salvador, glven the present economlc condit~ons, m~croenterpr~se has 
constituted a concrete mechan~sm that makes self-employment and the qulck 
generation of Income poss~ble, for wh~ch reason a good part of Salvadoran women 
seek refuge In th~s sector, especially In subsrstence m~croenterpr~se One of the most 
felt problems In Salvadoran soclety IS the h~gh unemployment rate In both rural and 
urban realms Accordlng to FlDA data, at least 60% of rural farn~lles do not have 
permanent employment nor have sufficient income to sat~sfy basic food needs Part of 
th~s populat~on launches ~tself mto the ~nformal sector, em~gratmg to the urban area and 
under-employmg themselves In the sellmg of some final product wh~ch can sell eas~ly 
and wh~ch w~ll  leave them some margin of profit 

Basically, durmg the last years, there has been a favorable evolut~on in the 
surroundmgs of the microenterpr~se sector On of the most ~mportant measures taken 
on the governmental level has been the reactivat~on of the Nat~onal Comrnlss~on for 
Mlcro- and Small Enterpr~se (CONAMYPE), wh~ch has the visibil~ty and mtention of 
form~ng pol~c~es that will poslt~vely mfluence In the development and potent~ality of the 
sector in the social and economic realms In this way the organizat~ons who support 
m~croenterpr~se play an lmportant role In the sense of accompanymg the CONAMYPE 
role and pushrng for key concrete actions that w~l l  determine the pos~t~on and 
recognlfiron of this sector In the national economy 

Upon reviewing the occupational structure In El Salvado?, the workmg-age 
populat~on IS estimated at 10 years-old and up It IS emphas~zed that 52% make up the 
economscally-actwe populat~on (EAP) and 47 5% of the econom~cally-mactive 
populatron (EIP) The analys~s of EAP by sex shows that 62 9% are men and 37 1% 
are womn 

M~croenterpr~se act~v~ty IS considered as an lmportant source of self-employment, 
employment and under-employment of low quality The relat~onsh~p between the 
number of jobs generated and the total number of m~croentrepreneurs IS 52 per 
enterprise 

5 M r o  BIanco de la Mzcroentpresa CI Salvador C A  1997 
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The contribution of the microenterprise sector to the gross national product 
(GNP) is estimated at 24 - 36% 

It is estimated that the microenterprise sector in El Salvador has 382,539 
businesses of less than 10 employees and 376,296 of less than five employees Of the 
busmesses with less than 10 employees, 67 32% are located In the urban area and 
32 68% in the rural area Of the businesses w~th less than five employees, 67 86% are 
located in the urban area and 32 14% in the rural area 

The distribution of branches of activities among the businesses are trade 49%, 
industry 28%, services 15%, construction 4%, transportation and communication 4% 

The generation of employment in the sector is significant, 40% of the employed 
in the urban area work in the urban informal sector The percentage of men employed 
in the urban informal sector is 32% and of women, 49% 

In regards to occupation by gender, there exists a clear drfference between 
eminently masculine occupations and those of women Among these masculine 
occupations are emphasized construction, metal products, electricity repairs, 
automobile and motorcycle repairs, carpentry Among the feminine occupations are 
mentioned clothes washing and cleaning, production of food and drinks, beauty salons 

In regards to the level of educat~on, the level of ~lliteracy IS lo%, and 48% have 
not finished primary school 

The form of ownership IS almost totally individual The majority of the 
mlcroenBepreneurs are single persons who work with the assistance of an unpaid 
family member 

The salaries in the sector vary from $4 daily for laundermg and cleanmg and $47 
for auto and motorcycle repalr, with an average of $19 daily ' 

Among the support received by the microenterprise owners, credit is the most 
relevant, because credit institutions are the most used 

C CONTEXT SURROUNDING THE EMERGENCE OF THE MICROENTERPRISE 
INNOVATION PROJECT (MIP) 

6 FOMMI Cncuesfa de la A4icroetnpresa Salvadoreii San Salvador July 1995 
7 IDEM 
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Upon signing the Peace Accords In El Salvador, an important affluence of 
resources for the microenterprise sector was presented, since this IS visualized as a 
way of contributmg to the economic growth of the country Credit initiatives were 
expanded, presenting a high concentrat~on in the seml-urban areas 

The need for coordmation of efforts was evldent, nevertheless the post-war 
climate hm~ted the possib~l~t~es for mformation ~nterchange, in addition, the self- 
sustainability demands were visualized as ~ncompatible wlth inter-institutional 
coordination 

Coordination intents were suspended and the results were the duplication of 
efforts in credit as well as training and the loss of opportunit~es for coordinated work 

In 1994, CRS/EI Salvador took on the commitment to revive the coordinatton 
effort and began it with those organ~zations that worked in tra~ning and cred~t with 
microentrepreneurs All the agencies that in~tiated the process were mterested in the 
effects of credit and training duplication They were committed to improving servlces 
and had the wdl to share informat~on and methodolog~es to raise project fundmg 
efficiency levels 

In 1995, they elaborated objectwes, goals and strategies that were converted 
mto the Microenterpr~se Innovation Project (MIP) document 
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Ill THE MICROENTERPRISE INNOVATION PROJECT (MIP) 

A GENERALITIES AND FUNDING SOURCES 

The M~croenterprise Innovation Project IS an inter-agency coordination effort, 
conceived by five financ~al agencies that work with the micro- and small enterprise 
sector 

The project act~vit~es were formulated for three years (September 28, 1995 to 
September 28, 1998) and are concentrated In three areas 

lnforrnat~on and control systems 
Research and stud~es on susta~nab~lrty, marketing, demand and sectors 
Tra~nmg, interchange, ~nformat~on and methodolog~es transfer 

The agencies ~nvolved in th~s coord~nat~on effort are comm~tted to sharing the 
research results w~th the~r cl~ents, donors and the business commun~ty D~ssemlnatmg 
the results and shar~ng best practices form part of the project objectives 

The overall goal of the project IS "to better servlces to clients of credit 
projects In El Salvador", through the different project act~v~t~es that w~l l  overflow into8 

@ lncreasrng mst~tut~onal capacity for prov~ding effic~ent financ~al servlces 

Impruving monitoring, informat~on and Impact systems 

Locating and explo~t~ng new m~croenterprise markets 

After the project act~vitres, the follow~ng results w~th be fulfilled 

Loan dehnquency among the cl~ents of each agency w~l l  be controlled and 
lowered through the credlt bureau database 

The tnformation and mon~tor~ng systems of soclo-economlc and financial 
Impact w~ll  be operating In all the agencies 

- -- 

8 CRSI CI Silvador Inter Agency Loordm ltlon Serv~ces and Support to l l le Informal Sector o f  Ci  Salvador Project 
No 732-95902 Proposal June 1995 
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The coordination and interchange of information will be made concrete 
among agencies that work with credit 

The participating agencies will reach higher levels of sustainab~lity 

The agencles will have improved to be able to sat~sfy national credit demand 

Market research will be carried out and the results will be implemented in 
each agency 

The agencies will have improved their capacity to provide financial services 

The rnformation resulting from the research w~ll  be disseminated 

The Microenterprise lnnovat~on Project (MIP) was financed by the Unlted States 
Agency for International Development (USAID) under the agreement No 940-04-06 

The amount of financing reaches US$ 600,000 which was granted to Catholic 
Relief Services (CRS) to conduct an assistance program to improve services for clients 
of credit projects in El Salvador Table 3 presents the overall project budget 

TABLE 3 

OVERALL PROJECT BUDGET 
PERIOD OF SEPTEMBER 28,1995 TO SEPTEMBER 1998 

(US $1 

2 overhead 56 896 00 65 030 00 121 926 00 
3 Consultancy servlces 155 104 00 56 896 00 212 000 00 
4 Capttal for equlprnent 66 303 00 66 303 00 
5 Other d~rect costs 43 261 00 43 261 00 
4 Evaluat~on 25 000 00 25 000 00 
TOTAL 600 000 00 121 926 00 35 000 00 756 926 00 

B PROFILE OF THE ORGANIZATIONS PARTICIPATING IN THE 
MICROENTERPRISE INNOVATION PROJECT (MIP) 

The agencies that began the MIP Project are the following 
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4 Secretaria Nac~onal de la Famha (SNF) 

The Secretar~a Nacional de la Famiha IS a decentrahzed government agency that 
operates through commun~ty banks It began operat~ons In 1990 and develops ~ t s  
act~ons on both rural and urban levels It has a total of 11,739 actwe cl~ents, an 
average portfol~o of 10,130,094 00, 85% of the chentele attended to are women and the 
delmquency rate IS 4 85% 

2 FlNCAlEl Salvador 

FINCAJ El Salvador has been workmg ridependently of FINCA lnternat~onal 
since January 1989 The misslon of FINCA IS to provlde financial and techn~cal 
ass~stance services to poor commun~ties In rural and urban areas as a way of Improving 
the standard of hvmg of the clientele attended to 

Presently, FlNCA faces serlous loan default problems and accordmg to 
lnformat~on provlded by the dlrector, pract~cally 100% of the portfolio IS found In a state 
of delinquency and Investments have been suspended temporarily Efforts are bemg 
made to recuperate part of the portfolio through legal channels FINCA IS executmg a 
houslng program 

The dlrector of FINCA has formally expressed w~thdrawal from MIP As stated, 
because of no longer giving cred~t he cons~ders not contlnumg part~c~pat~on In the 
project 

CRSIEI Salvador began to adm~n~ster credit programs In El Salvador In 1991, 
through local lnstrtut~ons CRSIEI Salvador IS an office of Cathohc Rehef Serv~ces, 
whose main office IS located In Baltimore, MD The efforts of CRS on a worldw~de level 
are or~ented towards allevlating poverty and suffer~ng based on needs, w~thout takmg 
into account creed, race or nat~onahty CRSIEI Salvador adminlsters projects In the 
areas of agriculture, health and microenterprise 

CRSIEI Salvador has been operatmg a p~lot pubk  banklng "window" of ered~t 
since September of 1997 with the purpose of formmg a short-term financ~al mstitution 
but since September of 1997 a public "window" has been opened in Apopa 

9 lrefortnat~on supphed by the MIP coordinat~on 
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The methodology used combmes communal banks w~th sohdar~ty groups, 
grantmg of credit and tra~nmg users for the ~mprovement of these through mtroductory 
talks 

r Accordmg to the mformat~on prov~ded up untd June 1998, the number of CRS 
chents IS 6,122 and the size of the portfoho 1s of $6,3Oll72l 32 Portfol~o delmquency IS 

at 39% and the percentage of women attended to IS 82 6% In the case of the bank~ng 
wmdow, the number of chents IS 875, the pottfol~o is $875,481 30 and the percentage of 
women IS 84 68% 

4 Centro de Apoyo a la M~croempresa (CAM) 

CAM has been operatmg since 1991 It works w~th the Commun~ty Banks 
methodology and is supported techn~cally by FINCA International CAM has 16,000 
act~ve chents According to the last reported data that corresponds to December 31, 
1997, the number of act~ve cred~ts IS 1,315, the present portfoho IS $1 1,800,000, 
reported delmquency IS at 4% and the percentage of women attended to IS 84% 

5 OEFCEI Salvador 

OEFlEl Salvador began its operat~on In August 1985 w~th the support of OEF 
I 

lnternat~onal After the d~ssolv~ng of OEF lnternat~onal, OEFIEI Salvador operates as a 
I local office The geograph~c locat~on of the project IS In San Vicente, La Paz, 

Cuscatlan, Cabaiias, La L~bertad, Chalatenango, and the outlymg areas of San 
7 Salvadar The methodology of work IS pr~marlly ~nd~v~dual cred~t and 5% sohdar~ty 

credit 

OEF, has a well-organ~zed tramng program and sells tralnmg services to other 
mst~tutrons 

Accordmg to mformatron suppl~ed by OEF, the active cred~t portfol~o IS 

$4,226,398 00, the number of act~ve cred~ts IS 1,073, delmquency rate IS 29 39% and 
the percentage of women attended to IS 83 22% 

Among the other organ~zat~ons that have ~ncorporated themselves mto MIP are 
CARE, GENESlSS AND FOMMl 

6 CARE 
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Th~s program was establ~shed In 1994, and works w~th financ~al and non-financial 
servlces W~thm the non-financ~al services are training, ~nst~tutlonal strengthenmg for 
non-cred~t services, technology and training workshops 

The credit program is concentrated in the municipal market with 70% of the trade 
actlvity The program IS carried out by CONAMIS The work model is on an md~v~dual 
level 

The actwe cl~ents, accordmg to ~nformat~on prov~ded by the MIP project, are 663, 
the actwe cred~ts 526, and the present portfoho is $538,725, del~nquency IS 10 74% and 
the percentage of women attended to IS 88% 

The Fundacion GENESES began operations In 1996 w~th the support of 
GENESES The~r work methodology IS based on ~nd~v~dual cred~t Thew act~v~t~es are 
developed in 17 munic~pal~ties and the segment of the market attended to is const~tuted 
by margmal zones of extreme poverty Thew actwities are orlented towards m~cro-cred~t 
financing of prirnar~ly trade act~v~ty 

Accordmg to the mformat~on supphed by the 1997 annual m~nutes, the number of 
credits mvested reaches 2,713 and the portfol~o amount is $23 9 m~lhon Of the total 
credtt granted, 62% is concentrated In trade, 28% In manufacturing and 9% In service 
The total portfoho as of Aprd 30, 1998 was $10,880,300 33 and the number of actwe 
chents IS 971 The level of financ~al del~nquency IS 6 33% 

The Programa de Fomento de la Mcroempresa, FOMMI II, has a fmancmg 
agreement between the European Un~on and the Republ~c of El Salvador 

The mlssion of FOMMI is the strengthening of m~croenterpr~se to achieve 
generatmg weaith and employment Accordmg to the definition used, FOMMI works 
w~th the m~croenterprise sector of low accumulation of cap~tal, that is, where the 
business act~v~ty generates Income to cover the costs w~thout reachmg surplus to allow 
for lnvesfment and growth Also In the high accumulat~on segment, which IS defined as 
that wh~ch offers the poss~b~l~ty for a substant~al Increase In Income and In the 

10 FOMMI I 1  Labor mmutes 1997 
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generat~on of employment, it IS where the busmess begins the evolut~on towards 
growth 

FOMMl develops ~ t s  activ~ties through four components development of 
production, credit, marketing and associating, and research and development 

The objective of FOMMl in the area of cred~t IS to find permanent and sustainable 
solut~ons for which to transfer spec~al~zed m~cro-credit technology to lntermed~aries 
fundamentally from the formal financial sector and financial resources In this way 
FOMMl operates as a second-level financ~al body The intermed~ar~es selected are 
eight cred~t instrtutions, a non-governmental organizat~on and two banks in the system 

C ORGANIZATIONAL AND FUNCTIONING STRUCTURE OF THE PROJECT 

1 Project coord~nation 

There IS a Coordmating Board of the Microenterprise Innovation Project (MIP), 
wh~ch IS made up of two representatives per agency one tltled and one substitute The 
CRS representatwe functions as the Board coordinator 

Among the basic respons~b~l~ties of the Coordinatmg Board, the follow~ng are 
pomted out as pr~ority In the bylaws " 

Analyze, approve and evaluate the project and coordmator's action plans 
Give follow up and review the fulfillment of activities 
Endorse the terms of reference and the contracting of consulting services 
Guarantee and support the ~mplementat~on of systems In the organ~zat~ons 
Share experiences, methodologies and information on cred~t programs 
Review, approve and collaborate in the ed~ting of bullet~ns, training 
processes, and in conferences 
Guarantee the carrying out of monthly act~v~t~es 
Evaluate the performance of the coordmator 

The Coordinating Board meets once a month and holds spec~al sessions when 
the circumstances mer~t 

The project has a support team made up of a coordmator, an mformation 
systems specralrst, and a secretary It corresponds to the team to give follow up to the 

I I Mcroenterprise lnnovat~on Protect (MIP) Internal Bylaws of the Coord~nat~ng Board 1996 
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Coordinating Board's agreements and support the implementation processes of the 
project activities 

The project coordination is who elaborates the proposed agenda and calls the 
meetings, and the directors can ~nclude those points considered opportune The board 
decisions are made by consensus 

A representative of USAlD participates in the board meetings as an observer 

The board has sub-commissions that support, give follow up and carry out 
specific activities 

The follow~ng is an interpretat~on of the organizational structure of MIP, based on 
the information gathered In the evaluation process 
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Organ~c Structure 

I MIP EXECUTIVE BOARD I 
MIP COORDINATION 0 

I SERVICES SUPERVISOR I I I 

Coord~nat~ng 
Body * 
(March 1998) 

*Made up of the followmg 
agencies CAM, CRS, 
FINCA, OEF, FOMMI, 

2 Project adrn~n~strat~on and execut~on 

The adm~nistrat~on of funds corresponds to CRS The purpose of the 
cooperatton agreement IS to provide funds to conduct an assistance program for the 
Improving of services to clients of credit projects 

It corresponds to CRS together wlth the other four partlcipating agencies, 
among other thmgs, the following 
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To name a program coordinator 

To supply oral and wr~tten reports referrmg to the progress of the activit~es 

To supply financ~al reports 

To mon~tor low performance of the agreement and ensure that the time lines are 
fulfilled 

To prov~de tr~mester reports w~th ~nformation about the advances of the princ~pal 
components 

* CRS w~l l  contr~bute a part in cash of $56,896, a port~on of the costs of operat~on 
and $35,000 w~l l  be adm~n~stered ~n-kind by the partlc~pating organ~zations 

Follow up to the counterpad contr~but~ons corresponds to CRS 

The counterpart contribut~on reports should be supported by aud~table records 

Tr~mester reports should be supplied on the counterpart contr~but~ons 

A final evaluat~on of the project should be carr~ed out 

The evaluat~on should prove the level of fulfillment of CRS as an 
admlnistrat~ve body In 100% of the acquired comm~tments Documentat~on ex~sts on all 
the procedures The decisions have been made by major~ty and there are mmuteTof 
proceedmgs to back up all the meetmgs of the coordination team 

In regards to the counterpart contribut~ons that the agencles should give 
each trimester, the agencles report the detail of the contr~bution, as does CRS 

In Table 4 the counterpart contr~butlon detad unt~l June 1998 IS observed, 
where the pendmg monetary total observed IS US$ 43,331 08, which represents 
31 64% of the budgeted amount In reference to the ~n-kmd contr~but~on, the add~t~onal 
contrrbut~on IS appraised at US$ 3,334 96 
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In regards to the execution of the budget, Table 5 shows that on July 
30th, 1998, 66 66% of the overall budget has been executed, and the sum of US$ 
200,021 19 (33 34%) IS pending 

In regards to the amount to execute, it is worth mentionrig that at the date 
of the evaluat~on, some of the products of the project were In the process of bemg 
elaborated In addrtlon, the execution of two months of the project are pending 
Another Important aspect IS that the project IS In the process of transaction of a three- 
month project extension, which will be financed with the available resources 

TABLE 4 

COMPARATlVE TABLE OF COUNTERPART CONTRIBUTIONS 
SEPTEMBER 1995 -JUNE 30,1998 

-- - -- -- 

I Cash by source of Cathol~c Relref r r 
/ ~ervrces contrrbutron I I I I 

I In-k~nd by nature Catholrc Relref 
Services 4.000 00 I 4.078 70 I (78 70) I 

General expenses (CRS) 
Fwe oart~c~oat~na aaencies 

Source Own construction based on mformation prowded by MIP Coord~nat~on 
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65,030 00 
15.000 00 

42,667 84 
32,050 40 
18.876 68 

14,228 16 
32,979 60 
(3.876 681 
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TABLE 5 

MICROENTERPRISE INNOVATION PROJECT (MIP) 
PROJECT NO 732-95-002, USAlD RESOURCES 886 

INTEGRATION AND EXECUTION OF PROJECT BY LINE 
SEPTEMBER 1995 TO JULY 30,1998 

expenses 
General 

Source Own construction based on lnformat~on provided by MIP Coordlnatlon 

expenses 
Consult~ng 
servlces 
Equ~pment 
Other drect 
costs 
Evaluat~on 

3 Appraisal of MIP Funct~onrng 

56,896 00 

According to the study reallzed, the most relevant est~mat~ons gwen by the key 
mformants about the funct~on~ng of MIP are determmed as the followmg 

155,104 00 

66,303 00 

43,261 00 
25.000 00 

Through the ~nter-~nst~tut~onal coordmatron process, mechanrsms have been 
fac~l~tated for technology and methodolog~cal transfer On an operat~onal level an 
effic~ent and transparent management of funds IS set forth 

36 781 04 

A relevant pomt to cons~der IS that In the coordmatlon process a d~vers~ty of 
~nstitutlons are presented, wh~ch represent a var~ety of approaches, methodolog~es and 
objectwes for wh~ch ~t IS fundamental to cons~der wh~ch are the common Interest po~nts 
to give pr~ority In the coordmat~on process, in order to ach~eve greater sat~sfact~on levels 
of the members The need for MIP to adapt Itself more and more to the changes In 
surroundmgs and In the inst~tut~ons is emphas~zed as a way of guaranteeing the level of 
interest of the partlc~pating inst~tutlons 

81,039 18 

54,958 82 

16,214 42 
0 00 

There exists little ag~lity In declslon-maklng, provoked primarily by the l~mlted 
dec~s~on-making power of the project coord~nat~on which obl~ges the dec~s~ons to be 

64 65 
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52 24 

82 89 

37 48 
0 00 

20,144 96 35 41 

74 064 82 

11,344 18 

27,046 58 
25.000 00 

47 76 

17 10 

62 52 
100 00 
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made at the level of the MIP Coordination Board In addition to the above, the 
participation of the executive levels of the board are affected by the rotation and in- 
attendance at meetings and the different levels of decisions of some representatives 

There exists a tendency to give priority to the commitments acqulred in the 
project document and the commitments acquired with USAID, leavmg as~de some of 
the strategic aspects of the coordination process and the implementation of a part of 
the efforts realized 

In spite of the advances of the inter-institutional coordination processes, greater 
efforts are still required to avoid duplication and achieve taking greater advantage of the 
coordinating body, which has given guidelines for presentmg a second phase of the 
MIP Project 

In addition, in regards to the observations of the evaluation team the following IS 

outlined As in all coordination processes and in the case of MIP, achieving greater 
effectiveness depends on the work of the technical teams of the MIP agencies, 
especially in the components of Credit bureau database, Evaluation of Impact, and 
Implementation of study results As a result of the above, it IS concluded that the 
effectiveness of the project understood as implementation and use on behalf of the 
agencies of the specific results of said components depends on the will of the executive 
levels of the agencles in issuing the pertinent instructions so the corresponding actions 
are implemented, which has been done In some measure In this sense, ~t is worth 
mentioning that it IS necessary to contemplate within the strategies of the MIP Project 
extension an implementation plan of the results of the coordmation effort inside each 
agency which should be reviewed and validated withm the MIP Board, with the 
objective of strengthening alliances among the participating institutions and taklng 
advantage In an optimum way of the different MIP products, taking into account its 
poss~bilities and pr~oritres 

It is fundamental to give a more active decision-making role to the project 
coordination, focusing the MIP Board's efforts towards a vision of strengthening the 
coordination process on the medium- and long-term Respondmg to the changes in the 
surrounding context is visualized as priority with the objective of mamtalning the rnterest 
of the participatmg agencies in the process It is convenient to contemplate the 
possibility of negot~ating some of the project components w~th the financmg agency In 
order to be able to respond to the changes In context and the pr~or~t~es of the agencles 

Among the recommendatlons to Improve the functionmg of MIP, the followmg are 
presented 
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3 Define the executive and operational role of MIP 
3 Strengthen comm~tments of the partlc~patlng agencies for the development of 

the project 
3 Deslgn a strengthenmg strategy of the facil~tatmg team of MIP 
3 Strengthen interchange and evaluation spaces of the MIP project members 
3 Revlew the operatwe structure of MIP and the implementat~on strategies 

according to the project components, seek~ng contemplation of the d~fferent 
program areas 
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1V INFORMATION AND CONTROL SYSTEMS COMPONENT 

A COMPONENT DESCRIPTION AND EXPECTED PRODUCTS 

The lnformat~on and Control Systems component corresponds to objectrve one 
outlmed In the project document 

The evaluat~on w~th~n the development of the v~g~lance of mformat~on systems 
management h a s m c e d  spec~al attent~on on programs of the evaluat~on of the 
organ~zat~on, operat~on and control In the systems areas In the controllmg 
~nst~tut~on and its member ent~t~es 

The mst~tut~ons that make up MIP carry out a major part of thew operat~ons by 
computer, processmg great volumes of mformat~on wh~ch assumes an evaluat~on of 
the~r processes and procedures, thew controls and the legal~ty of the ~mplied electron~c 
operat~ons 

The evaluation process of mformation and control systems takes mto account the 
base organ~zat~on, In add~t~on to the evaluat~on of software d~rectly related to the MIP 
project as In the case of the cred~t bureau database (Central de R~esgo) and its 
updatmg and operat~onal structures, and the Evaluat~on of Socio-econom~c Impact In 
aspects such as 

Funct~onal~ty 
VarlabJes 
lnformat~on input 
lnforrnat~on output 
Updat~ng level 
Input ag~l~ty 
Use of the informat~on In dec~s~on-makmg 
Contributions to the ~mprovement of chent servlce 
Amount of mvestment 
Mamtenance costs 
Level of user satisfact~on 
Benefic~ar~es of the servlce 
Investment 
Costs of the servlce 
Sustarnab~l~ty level of the service 
Expansion opportun~t~es of the service 
Technical evaluat~on 
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Development tools 
Ex~strng documentation 
Interface 
Verification of the level of mastery and knowledge of the software 
Ver~ficat~on of the ~dle t~me of Installed capac~ty 
Software development 
Client satisfact~on 
Contribut~ons to Improve the service 
Gender component In the systems 

In additton, an evaluatmn of the advancement of mformat~on systems In each of 
the organizations In relat~on to the contr~bution that the project has fulfilled for them 

An evaluat~on of the internal control systems was contemplated In the area of 
Systems, application of procedures, adjustment of work roles, review and evaluat~on of 
adm~nistratlve controls, of applications, of processing and of backing up of transactions 

t and mformat~on 
I 

OBJECTIVE I 
I 
I Improve the capacity of the five organizations part~c~patmg In the project to 

monitor and evaluate the soc~al and financial ~mpact of cred~t programs 
! 

1 Support of monitormg systems of the financ~al (credit) mformat~on In 
each organ~zat~on 

2 Databases mstalled in all the agencies and design of a system to 
control delmquency (cred~t bureau database) 

3 A methodology for the evaluation of soclo-economic ~mpact des~gned, 
approved and apphed 

B EVALUATION OF ACHIEVEMENTS 

I Support of monitormg systems of the financial (credit) information In each 
d organization 
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To evaluate the support given to the financ~al lnformat~on monltorlng system In 
each organization, vlslts were made to the organizations that recelved support from the 
project and a review was made of the developed software An lntervlew was carrled out 
wlth the persons responsible for the lnformatlon systems in the agencies 

Wth +he purpose d measwing ach:evement~omparat~ve analysis was made 
between the situation of each organization before and after the prolect The results of 
the analysls are shown In Table 6 

TABLE 6 
COMPARATIVE ANALYSIS, BEFORE AND AFTER THE PROJECT AND 

ITS CONTRIBUTION PER ORGANIZATION 

OEF 

CARE 

CRS 

CAM 

FlNCA 

Worked manually 
maklng it difficult to 
control credit per client 

Th~s instltutton because 
of ~ t s  philosophy 
primarily has 
collaborated and not 
participated wlth dlrect 
benefits of thls 
component 
Manual system 

Cred~t control in ~ t s  own 
system 

Did not have a system to 
facll~tate control of cred~t 

1 Programmer 
1 Computer 
lmprovement of 
computer network 
bringing 4 machines 
up-to-date 
VISUAL FOXPRO 
trainlng three 
modules 
VISUAL FOXPRO 
training only the 
first module 

US$4 000 unused 
VISUAL FOXPRO 
trainings 
1 MIP programmer 
and mformation 
services supervisor 

I programmer 
I computer 
lmprovement of 
computer network 
VISUAL FOXPRO 
tra~nlngs for MIP 
programmer 
I computer 
Development of 

Cred~t program allgned w~th 
the needs 
Good use of the data of the 
credit bureau database 
Equipment 
Use of the credlt bureau 
database 
Use of the Evaluation of 
Impact system 
No changes 

Lotus spreadsheet 
Partla1 use of cred~t bureau 
database 
Use of Evaluation of Impact 
system 
Thls institut~on should look 
for a way to do macros to 
supply data to the cred~t 
bureau database since this 
a of maior importance for 
~ t s  funcioning 
Continue in the stage of 
changing thew credit 
system 
Partla1 use of the cred~t 
bureau database 

Thls mstltutlon IS In a 
cntlcal stage and has 
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SNF 

FOMMl 

GENESES 

MIP COORDINATION 

Credit control programs 
integrated in the network 
with limitations in histonc 
data 

Own credit and lmpact 
evaluation systems 
Personnel training in 
VISUAL FOXPRO 

Own cred~t systems 

Did not exist 

credit program 
1 programmer 
(however in this 
institution there 
were d~fferent 
persons so the 
resource was not 
taken advantage of 
presently there is no 
one) 
3 computers 
1 programmer 
Use of credit bureau 
database 
Use of Evaluation of 
lmpact systems 
VISUAL FOXPRO 
trainings 
No support was 
glven in ~nformat~on 
systems was not 
within the 
agreement 

0 No support was 
given In credit 
control systems 

Systems engineer 
Credit bureau 
database 

0 Evaluation of 
lmpact System 
Documentation 
system 
VISUAL FOXPRO 
training in three 
modules 
1 Pentium 166 MHz 
32 RAM server 
2 G~gabytes for 
credit bureau 
database 
FOXPRO software 
for UNlX 

withdrawn from MIP 
Presently no loans are 
given so the program is not 
used very much 
No credtt bureau database 
use because of factors 
unrelated to the project 

Use of credit bureau 
database 
The systems have 
Improved 

Are found in a stage of 
changmg credit system 
Partial use of credit bureau 
database 
Are participatmg in the 
Evaluat~on of lmpact 
system 
Techn~cal support for the 
credit bureau database, 
Evaluation of lmpact 
System and the 
Documentation Center 
Systems monitoring 

As mferred In Table 6, the five organlzat~ons contemplated In the project received 
equipment support and techn~cal ass~stance to improve the~r cred~t control systems 

Final Evaluatron Report of the Mrcroenterprse lnnovatron Project (MIP) 
Elaborded by Llcda Ir~s Vrllalobos B, M B A wrth the asrlstance of Lrcda L~gra Orantes and Ing Errck UIloa 

Augurr 1998 



External Evaluatron of MIP El Salvador 33 

Presently they have a system that facilitates the control of the chents In order to 
evaluate this component, the following indicators were taken into account 

0 Each organization generates information per client 
Up-to-date data per beneficiary 
Complete and installed databases 

Based on the indicators it is possible to point out that the organizations achieved 
the improvement of their informatlon systems Nevertheless, it IS also convenient to 
indicate that the improvement of these informatlon systems IS a process and the 
organizations still require accompan~ment in implementation to raise the efficiency 
levels and maximlze the utilization of resources The majority of the agencies 
continuing making efforts to better thew credit control systems Among these 
organizations are GENESISS, CAM, OEF, FOMMI, CRS and SNF 

The organizations that received technical and financial support are makmg use 
of the developed software, only one organization is not using the software, due to the 
fact that presently, because of adm~nlstrative problems, they are not grantmg credit and 
a great part of their portfolio IS in a legal recuperation process 

It IS worth mentioning that one of the organizations stated that it sold the 
developed software for US$ 5,000 to another organization 

Of the five participating organizations in the project, four (CAM, SNF, OEF, CRS) 
stated that they have absorbed the costs of the payment of the programmer which to 
date MIP has covered, which guarantees the sustainability of the assistance offered 

In relatlon to the present state of the programs used by each of the institutions to 
control gs cred~ts, the following can be indicated 

a) Organ~zac~dn Empresar~al Fernenma de El Salvador (OEF) 

Their credit program is developed with FOXPRO for DOS, according to the 
statements of the supervisor, the credlt supervisor and the Executive Director The 
program IS filling the requirements of the organizat~on 

Upon carrying out a revlew of th~s software in the central offices, it locked up a 
few tlmes whde tryng to see the informatlon, such that ~t IS stdl necessary to clean ~t up 
a b ~ t  
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According to the statements of the cred~t supervisor, there should be 
improvements in the generation of consolidated reports 

b) Cathol~c Rehef Serwces (CRS) 

This instrtution keeps its credit control system In a series of LOTUS 
spreadsheets where the management and control of all the operations are kept It is 
important to emphas~ze that th~s situation can generate problems for them w~th growth 
or if the length of time of the credit increases and surpasses 30 payments, this would 
require a series of modifications by the person who developed it 

It is important to mention that Catholic Rel~ef Services is working on developing a 
financial informatlon system that will cons~der charactemtics required by the 
Supermtendency of Banks 

c) Centro de Apoyo al la Microempresa (CAM) 

This instltut~on's cred~t system IS found In a state of change to accommodate the 
new requ~rements of the institution and to then afterwards to make the addition to lmk 
up to the credit bureau database 

d) Secretaria Nac~onal de la F a m h  (SNF) 

They have a credit system developed by themselves on FOXPRO, which meets 
all the requirements of the inst~tution in managing credit The fundamental contribution 
of MIP for thls organization was the economic support for the upgrading of the 
computer equ~prnent 

e) GENESES 

Ths lnstitut~on recently acquired a credit program which is considered rlg~d In ~ t s  
way of chargmg and calculating del~nquency Presently, they are adjusting the program 
to the needs of the organization They hope to overcome the obstacles and integrate ~t 
into the accountrng system over the mid-term 

2 Databases installed In all trgencles and loan dehnquency control system 
designed (cred~t bureau database) 

This component has software that permlts all the MIP organlzatlons access to 
control del~nquency 
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a) Evaluation report of specific controls for each application 

In the case of the credit bureau database software, the followmg IS evaluated 

This software or~g~nated in the first phase, where only the MIP coordmat~on kept 
the control, such that they made duplicate reports and sent them to the d~fferent offices, 
only an ~dent~ficat~on card and name was requested 

In the second stage called "Phase I\", wh~ch presently IS funct~ontng, the 
following fields are requested 

Name 
ldent~fication Card 
lnst~tut~on 

a Date of last loan pa~d 
Amount of last loan pa~d 
Total In arrears 
Judgment of risk of paid cred~t 
Orlgmal amount 
Sex 

Optlonal Data 

Tax ldent~ficat~on Number - NIT 
Number sf late payments 
Name of debtors 
ldentificatlon card of debtors 
Risk category 

With th~s system ~t IS possible to obtaln a serles of reports, such as delmquency 
reports by geographic locat~on, by stratlficatlon of total In arrears, by stratification of 
amounts per ~nstitut~on, by category of r~sWinstitut~on, by number of payments, by 
sex/instlut~on and the summary "statist~c" report of the portfolio In arrears, In add~t~on to 
d~rect database consultatton and on-line updatmg 

Even when the software IS totally funct~onal for its created purpose, some 
adjustments should be made for purposes of control and ~mprovement For example, a 
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database of access and types of consultations should be developed in order to keep 
statistical control of these by types of consultations and to know the kinds of obtained 
results, such as In the case of person who already exist in the date base and who have 
a type B category, etc 

It is recommended to create a routine by wh~ch the organization is updating the 
data d~rectly with on lme system (very useful, but used very little), the computer 
generates a file of errors found in the data and returns it to the ~nstitut~on, such that it 
can be corrected and resent so that the mstitution can maintain data complete and 
cons~stent with that of the organ~zations Otherwise, the quantity of data sent by the 
institution w~th errors will be lost and generate inconsistencies 

Quality control should be carried out so that the information is complete and 
error-free 

The system has a list of wh~ch can be downloaded by telephone line, called the 
"black list", which can be very useful to the inst~tut~ons, since they can incorporate ~t into 
their own credit systems, very carefully updatmg it frequently so that ~t is not out of date 

Among the variables used, ~t is recommended to clarify with all the institutions 
that the "total In arrears" should only correspond to the capital plus normal interest 
overdue, the amort~zation that the person has overdue In each of the payments in 
arrears 

One of the most Important factors that is causing obstacles in the credit bureau 
database IS the fact that all the organizations do not constantly update, so there ex~st 
very out-of-date data that can take away credibility from the rest of the information, 
which would not be suitable nor truthful 

It IS ~mportant that the management level of the organizations give direction in 
the sendmg of ~nformation to the system In a systematic way and on exact dates, such 
that the reports that are obtalned from the data correspond to the reality at a 
determined t~me 

It FS recommended and a stated need of the users that the data base should be 
broadened to all the beneficiaries, so that ~t functions as a real filter of knowing rf the 
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person already has cred~t In one of the other organ~zat~ons and In thls way avo~d glvlng 
cred~t that can succeed the client's capaclty of paylng In the same way, dehnquency 
indicators can be shown per lnstltut~on 

lnformatlon output 

The system shows the person who IS consultrng, the data on the persons who 
are In arrears w~th another organizat~on, w~th the name of the organ~zat~on and the 
bas~c credlt mformatron and the category In whlch they are found 

5 Updating level 

Th~s IS a very ~mportant aspect whlch should be reconsidered on the poky  level 
of the hlghest representat~ves of the organrzatlons ~f the success of th~s system IS 

des~red Presently, the most ~mportant l~m~tatlon IS that data IS found on different dates 
as seen In the followmg table1* 

1 SNF 1 07/21/98 I 
I OEF 1 0712198 I 
1 CARE 1 07/17/98 

Source MIP Coordmat~on records 

CREFAC (CRS4) 
GENESES 
PROCOMES (CRS12) 
CAM 

There are organ~zat~ons whose updates fall before this last date wlth 
considerable volumes of data Thts clearly ~ndlcates the need for a re-establ~shrnent of 
the operative part of the cred~t bureau database 

0711 5/98 
03/03/98 
03/03/98 
02/20/98 

- Input agMy 

The credit bureau database access, the NETCOM, S A  company, has 40 
modems, so accordmg to the quest~ons asked to the company's operator, hne 
avalab~lrty IS good, smce the normal work load IS between 16 and 25, and the mstalled 

12 Source Credrt Bureau Database S y ~ t e m  prowded by M1P off ic~als 
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capaclty IS suffic~ent to attend to the needs of the credlt bureau database Once on 
Ime, obta~nmg data IS ~mmed~ate 

3 Use of the mformatlon In declslon-maklng 

The obtained lnformat~on can be very useful In makmg dec~s~ons since cred~t can 
be w~thheld that would exceed the spec~fic person's capac~ty to pay and consequently 
not pay the lendmg ~nst~tut~on It represents an effectwe mechan~sm for those 
~nst~tut~ons that consult the database In order to stop the grantmg of loans to chents In 
arrears 

3 Contribut~ons to the improvement of customer service 

W~th the rapld access to mformat~on on clients In arrears, the organ~zat~on can be 
sure that the person IS not In arrears w~th another ~nst~tut~on In the sector, wh~ch can 
mean a greater ag~llty at the time of grantmg the cred~t It IS worth ment~on~ng that the 
greatest need posed by the users 1s the urgency of up-to-date databases of all the 
persons who make up the portfoho 

3 Amount of mvestment 

Computer Pentlum 166 MHz, 32 RAM, 2 US$2,850 $24,500 
gigabytes 
Instatlation (I~cense and equipment 3,495 
configuration) 
Total US$6345 

= Mamtenance costs 

Mamtenance NETCOM US$ 17,500 annually 
MIP systems engmeer US$ 8,280 annually 

Total US$25,780 

=. Level of user sat~sfact~on 

Of the interviews carried out, the level of satisfaction IS good, but upon 
analyzlng the log sheet of the credlt bureau database movements, the followlng 
tnformation IS obtamed 
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ACCESS TO THE CREDIT BUREAU DATABASE 
February to July 1998 

* I  CARE d ~ d  not request connect~on to the credit bureau database 

Source MlP Coord~nat~on records 

The above table shows the tlmes that the ~nst~tutrons have accessed the credlt 
bureau database durmg the per~od of February to August 1998, as can be seen, In the 
months of February and May a greater quantity of system's entr~es are reported of 58 
and 76 respect~vely 

Moreover, we can see that in certaln months not all the mst~tutlons have taken 
maximum advantage of the cred~t bureau database services, although, as stated, some 
organizations are solvmg internal problems, others use other consultat~on sources, one 
1s not grantmg cred~t, another considers that ~ ts  chentele IS not lncluded In the data base 
and find it d~fficult to access because of work areas (no telephone) 

3 Benefic~aries of the service 

The benefic~aries of the service, In add~t~on to the organlzat~ons, are the users, 
now that with th~s rapid search, the organuation can have more confidence at the time 
of grantmg cred~t 

3 Susta~nability level of the service 

Even though the actual service IS totally pa~d for by MIP, ~t would be ent~rely 
feas~ble to have the inst~tut~ons assume part of the costs ~f the database would manage 
up-to-date and complete mformation and, In addltlon, would try to mcorporate the 
database In other organ~zatlons Accordmg to the market study done by the 
techniclans, there IS a potentlal market wllllng to buy the credlt bureau database 
sewlces 
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a Expans~on opportun~ties of the service 

The serwce IS perfectly expandable to other organizations such that the more 
organizations that ~ncorporate themselves in the credit bureau database the better, 
since it would provide more information, provided that the mformation IS up-to-date and 
trustworthy In this aspect, a decis~on on behalf of the MIP Board IS urged 

a Technical evaluat~on 

Technically, the database functions well, but sendmg and receiving of 
information tests should be done from the organizations as a way of testing and 
tralning The log sheet shows that In the months of June and July the data base 
called the "black list" was downloaded once by CRS and OEF has done two 
mformat~on sendings (on-hne updat~ng) The major part of system's updat~ng has 
been done by electronic mall 

It should be added that in order for the controls of the kmds of system input to be 
techn~cally acceptable, ~t IS necessary to keep control of the different types of 
consultations for the purpose of reports of control of access 

3 Development tools 

The development tool used is FOXPRO for UNlX 

The organtzat~ons, in general, have used FOXPRO for the development of the~r 
applicat~ons, even though this does not effect the use of the credit bureau database 

Techn~cal manuals 
Users' manuals 

A procedure manual should be defined in wh~ch are deta~led procedures for 
correcting errors, d~rect updates and other points not contemplated in the technical and 
users' manuals 

Interface 
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The interface is simple and does not require a high knowledge level so it is 
useful for the majority of persons with basic knowledge of the system 

Verification of the level of mastery and knowledge of the software 

The MIP system's engineer knows the cred~t bureau database system very well 
and participates actively in the training courses Presently, the engineer is fin~shing 
module three of programming, therefore, his knowledge is sufficient for present and 
future demands 

In regards to the programmers In the different organizations, they are systems 
users and are not in direct relationship w~th th~s software, but because of the training 
recewed, it would not be a problem for them to understand these programs 

Trainmg is required in the use of the credit bureau database, primarily in 
reference to transmitting and receiving databases from the cred~t bureau database 

2 Verlficat~on of Idle time of rnstalled capacity 

Having so few consultat~ons to the system per month - 74 In the months of June 
and July - it can be inferred that there is much idle time in the equipment installed in the 
credit bureau database 

Software development 

The software is developed in FOXPRO for UNlX and in FOXPRO for DOS 

Contr~but~ons to Improve to servlce 

The most smportant factor for improving the service is to maintain the information 
up-to-date, trustworthy and complete, wh~ch means an effort to attempt to have the 
member organ~zations systematically contribute their data and, at the same time, 
download the lnformation that will be useful to them To Improve the service, the 
following is required 

e Maintam the information up-to-date 
Have the organ~zat~ons contr~bute thew data 

0 Add to the data bases 100% of the affihates' portfol~o 

3 Gender component In the system 
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A gender focus IS contemplated In the data base and in the reports 

In Annex 6 a report of the evaluat~on of the general controls is presented wh~ch 
should be taken into account for the development of the area of information systems 

3 Cred~t Bureau Database SWOT 

Table 7 shows the results obtamed from the interwews w~th the directors of the 
respectwe agencies In regards to the strengths, opportun~t~es, weaknesses and threats 
of the cred~t bureau database, cons~dered as relevant aspects to measure satisfaction 
levels 

TABLE 7 
CREDIT BUREAU DATABASE SWOT 

0 General mformation on delinquency is 0 

obta~ned 
The financial mformat~on system contr~butes 0 

to improving clientele servlce 

0 Work IS done more qulckly 0 

o Delinquency IS controlled wlth the generated 0 

information 
Effic~ency of cred~t recovery can be 
measured 
It IS a useful tool o 

0 Some common interests exlst 
The target group IS d~fferent wh~ch o 
generates r~chness 
Cred~b~l~ty has been created in the MIP 
organizations 
Technically what was started w~th has been 0 

surpassed 
The very creation of the database 
The d~vers~ty allows for being able to a 
consbtute uniform inst~tutlons 

Improve the information systems 

Ability to be the references for giving 
~nformat~on on the microenterpnse sector 
within the country 
The extension of the project 
USAID s facll~tat~on of the project execut~on 

Certainty exlsts for ~nternat~onal financing 
inst~tutions 
There IS a great quant~ty of NGOs, poss~ble 
users 

Seek spec~alizat~on areas 

Existence of market~nglsell~ng the service 

Ex~stence of the NGO sector and the bank 

Access the formal system 
Incorporate more institutions 

A weakness IS maintamed ~n the system e Shanng chents IS nsky, they may not return 
related to ~nformat~on 
Because of ~nformat~on system changes e Lack of part~c~pant interest to add to the 
wformat~on IS frozen ~n the cred~t bureau database 
database In some lnstitut~ons 
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a It was difficult to have an ideal person to e The existence of bad coordinatron, cont~nues 
design sohare with lack of rnterest 

a Fear of falling into a defaulted porlfoho a Leadership of some strong organizations 
a Not havrng all the information service a Different levels of power and sizes of NGOs 
a No polrcres for human resource NGOs exrst with no clear vrslon of 

development occupat~on 
The ex~stence of NGOs that do not have the The endrng of MIP and no contrnulty rn the 
capacity to give lnformation on delinquency development process 
In a mechanized way 

a No position wlthin the financial market e Ex~stence of s~mrlar projects 
a The rnformatlon IS dlsperse in regards to the To not achieve the possib~l~ty of belng 

market crrterra sustamable 
e The members have not added to the 

structure, it IS underutilized 

b) Evaluation of the level of component fulfillment In relat~on to 
project outhe 

If the component is evaluated with respect to the mdicators formulated in the 
project, the level of fulfillment can be seen as satisfactory The database IS complete 
and installed in all the organizat~ons The agencies' data can be received, although for 
diverse reasons the level of updating shows an average delay of two months 

In regards to duplicat~on, it IS worth mentioning that the database permits the 
detect~on of duplicate entr~es 

Another tndicator to evaluate th~s component is the d~sseminat~on of the 
~nformat~on in the agencies In this aspect it should be emphasized that the information 
has been d~ssem~nated according to what was agreed rn the Agreement 

The mdicator of lowering delinquency and default nationw~de IS considered not 
met, primar~ly due to the fact that the cred~t bureau database implementation is found In 
a process of growth and the indicator was posed In a very general way For this 
reason, It is conven~ent to lim~t the indicator to measuring delinquency in the 
organ~zattons which are implementmg the project 

In reference to the actions taken w~th clients in arrears, ~t is important to point out 
that the organizat~ons that are consultmg the database have made dec~sions to not 
grant credrt to cl~ents In arrears 

- - 
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3 Methodology for the evaluat~on of soc~o-economc impact des~gned, 
approved and apphed In each organ~zat~on 

a) Evaluat~on report of spec~fic controls for each applicat~on 

In regards to the Evaluat~on of Impact System software, the follow~ng apphes 

Functionality 

The evaluation of impact program was begun to be tested recently In the v~srts 
made to the organizat~ons, the technmans were of the oplnlon that In general the 
software funct~oned well with the data that was entered from the surveys from the 
first stage For the data from the second stage, the system IS prepared to recelve 
data and prmt a report of absolute and relatwe varlatrons, just as the consultant 
proposed In the evaluat~on of ~mpact study 

The var~able cons~dered in the program are those proposed in the study carr~ed out 
by the consultant and in general have the corresponding entry vahdations 

The entering of ~nformat~on in the system has been w~thout errors and with the 
correspond~ng vahdat~ons A hm~tatron IS that if an error was entered it IS not 
poss~ble to return to the former page, it only allows entermg forward If workrng on a 
screen, ~t only allows a correct~on when fin~shed entermg all the data on that screen 
These problems ment~oned cause the program to not be flex~ble In the entermg of 
~nforrnatlon, so it would be of great help to be able to correct to prevent errors in the 
moment of entermg w~thout havmg to reenter the records to change them Th~s 
means a longer process and, of course, w~th a greater poss~b~lity of errors ex~stmg 
without correct~on 

At the moment of the evaluation, there are 36 surveys entered and the second 
entrres are waitmg to be made three months after the first 

* lnformatmn output 

The program mformat~on output basically conslsts of the prmtmg of already- 
entered data sol~c~ted In the survey and the report named "Stat~st~cal Report for 
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MIP's Evaluation of Impact System " In this report it IS convenient to consider at 
least a series of filters to know different situations, according to the requirements of 
the evaluator For example activity, geographic location, institution, range of ages, 
educational level, sex, etc Th~s information cannot be obtamed in the way it IS 

programmed 

Within the data entry the devaluation of currency variable IS not considered, 
contemplating expressed values of money and comparing them at d~fferent t~mes IS 

of vital importance 

It should be remembered that the evaluation of impact has meaning when two 
points in time are evaluated, therefore, the devaluation of currency is a very 
important factor to consider when it tends to be accelerated If it IS evaluated today 
and afterwards a year later, the second evaluation can show higher amounts but 
only because of the devaluation effects and not because of direct project impact 

The evaluation of impact on a person IS not only carr~ed out from one trimester to 
another as is in the proposal but can also be done from one year to the next, such 
as the 0 (tnitlal) state with the 4th state, which would be a year if trimesterly 
evaluations have been done 

On the other hand, rig~d vanable correlations appear (for example Point 59 that 
says "Relation between women who have admmstrative responsibilities/total of 
~ u s I ~ ~ s s w o ~ ~ ~ , "  "Relation between those who increased their sales/ total of those 
who received technical assistanceln etc ) There should be a bit more flexibil~ty with 
only permitting the entering of filters, such as being able to filter for economic 
activmty, per training received, etc Thls would permit a wide range of views of the 
mformation for analysis' sake To resolve this problem ~t is recommended that a 
statistical package be acquired to do the information intersections of the evaluat~on 
impact, such as SPSS 

= Updat~ng level 

In this aspect there are not yet any problems, since it IS in the first stage of taking 
informaaon and problems would arise after the first year if the information was not taken 
down on appropriate dates for the persons who did the survey the first tlme and for the 
new cornpanles that are lncluded 

3 Use of the mformat~on In decmon-mak~ng 
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Thls lnformat~on will be of great help In the makmg of decis~ons if some stat~stical 
package IS used to analyze the data Up untll now no decls~ons have been made 
because the lmplementatlon of the system IS very recent 

3 Contnbut~ons to the ~mprovement of chent servlce 

To date ~t IS not poss~ble to evaluate ~mproved chent service, but in the oplnlon of 
the evaluators, th~s IS a very useful resource for the organizations who would dec~de to 
use ~t 

Improved service can be given lndlrectly to the cl~ents accordmg to the results 
that are analyzed from the evaluat~on of impact survey and the decisions that are made 

z=> Amount of mvestment 

According to the s~gned agreements the amount of mvestment In d~rect costs to 
Implement the evaluat~on of impact system reaches US$ 14,616 71 

3 Ma~ntenance costs 

The mamtenance costs are given by the computer personnel of MIP and the 
surveyors who each trimester should go out to carry out the surveys 

In th~s regard ~t IS worth ment~oning that accordmg to the oplnlon of the MIP 
directors, the cost IS very high for the quantlty of questions and for not havlng 
personnel to carrylng out this functlon 

a Level of user sat~sfact~on 

Based on the ~nterv~ews carr~ed out w~th the MIP adm~nistrat~on, the followmg IS a 
presentat~on of the pr~nclpal appra~sals of the evaluation of Impact 

The evaluat~on of Impact perm~ts an adjustment at the mstitut~onal level by 
means of the evaluat~on of the work carried out wlth the entrepreneurs 

* Provldes mformatton In order to make quick dec~slons 

The evaluat~on of Impact w~ll  Improve the distrlbut~on of credlt 

Quantlfylng development IS very s~gntficant 
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Through the evaluat~on of impact one measures and knows personnel output 

The impact of cred~t contributes to measuring significant aspects by area, 
gender, amount 

Opportunities for measuring impact and mon~toring have not been taken 
advantage of 

Has been of little use to some institutions because it does not respond to 
their program objectives 

Good ideas exst for EIS but ~ t s  application and follow-up continue to be 
unknown 

No culture exists of what an impact evaluat~on IS 

@ In spite of being a valuable instrument, ~t has not been implemented 

A more complex training about what an evaluation of impact is, is lacking 

It can offer baslc lnformatlon to orient new projects 

@ Impact can be known through the continuation of credit so an evaluation of 
impact is not necessary 

Beneficlanes of the service 

The agencies are the direct beneficiaries and the users of the agencies' services 
are the indirect beneflclaries of the system 

3 Technical evaluat~on 

Technrcally, the program functions even though there are some problems at the tlme 
of entermg which could generate errors For example, if upon finishmg a screen the 
typist forgets to return to correct an error and even more so when the screen 
changes The only way to correct is entermg to mod~fy the record, and even though 
the system perm~ts the correction, this is technically unacceptable because of the 
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quant~ty of errors that it could cause For this reason, thls problem should be 
corrected 

In the same way, the program does the correspondmg val~dat~ons of the fields and 
perm~ts the consecutive entermg of tr~mester evaluat~ons It could be sa~d that th~s 
comphes with the captmg of data In the d~fferent periods but the aforement~oned 
aspect and the problem of the devaluat~on sf currency should be cons~dered as 
~nd~cated earher 

= Development tools 

The program IS developed in FOXPRO Th~s const~tutes a tool which can cover the 
requ~rements for the quant~ty of data that IS bemg managed and for some two more 
years 

Existing docurnentat~on 

Techn~cal manual 
User's manual 

2 Interface 

Windows type 

2 Verificat~on of the level of mastery and knowledge of the software 

In general the software IS ample to use, so the persons who have used ~t have not 
had any problems and know the tool well 

3 Ver~fication of ~dle  time of installed capacity 

The mstalled capac~ty is sufficient for several years since the data bases are small 
and do not require much hard drwe space The equipment that MIP possesses has 
sufficient stonng and processmg capac~ty for present and future demands 

2 Software development 

In FOXPRO 

3 Contrrbut~ons to improve the service 
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Use of stat~stical packages to obtam the results of the surveys 

3 Gender component in the systems 

A gender focus IS contemplated In the data bases and in the reports W~th the 
~nformation that the system generates, ~t IS poss~ble to consider gender aspects In the 
evaluat~on 

b) Evaluat~on of the level of component fulfillment In relat~on to the project 
outlme 

The ~nd~cators outlined to evaluate th~s component are test developed of the 
Instrument and the instrument ~mplemented In all the institutions In relat~on to the 
described mdicators ~t IS worth mentionmg that the mstrument test was done In the 
month of July 1997 and that the software is mstalled in the agencies Nevertheless, the 
agencies ;a= rir the stage of eoiiect~ng ~ i i fma t lon  so the organ~zat~ons have not added 
to the software with the requ~red ~nforrnation 

In Annex 6 an evaluat~on report IS presented of the general controls that should 
be taken mto account for the development of the information systems area 
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V RESEARCH AND STUDIES COMPONENT 

A COMPONENT DESCRIPTION AND EXPECTED PRODUCTS 

The research and studres component corresponds to objectwe two posed In the 
project document 

OBJECTIVE 2 

* Conduct research to locate and explo~t new mrcroenterpr~se markets, ~dent~fy 
the demand for rural credrt and evaluate the capacrty of the organ~zat~ons to 
admrn~ster sustamable and effic~ent credrt programs 

1 A natronai stuay of demand - 

2 Two sub-sector analyses 
3 Two semrnars to share results and develop a wordmated plan to undertake the 
tdent~fied rnterventrons 
4 A market study 
5 A global susta~nab~l~ty study 

B EVALUATION OF ACHIEVEMENTS 

1 Nat~onal demand study 

a) Elaboration process of study 

Accordrng to the work plan, the natronal demand study was accompl~shed from 
September to December of 1996, as backed up by a consultant's contract s~gned by 
CRS and the INSIDE company, respons~ble for the study 

The contractmg of the company was done followrng the adm~nrstratrve guidelrnes 
defined by the program and w~th the MIP d~rectors team's part~c~pat~on In dec~sron- 
makmg, who partrc~pated In the select~on of the consultant and in the defin~t~on of the 
terms of reference as can be establrshed In the Board of Drrectors' meetmg records 

b) Relevant study results 

Accord~ng to a review of the Demand Study document, the following are pomted 
out as relevant results 
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The total amount of unsatisfied demand for credit was estimated at 580 
millron colones The demand for credrt for microenterprise was estimated at 
457 1 million colones and for the self-employed sector or independent 
workers at 122 9 million 

The unmet demand is estimated at a total of 97,193 microentrepeneurs 

The demand shows a concentration In amounts less than 10,000 colones 

The study results show that there are cond~tions and a market to expand 
supply in the credit market 

The educational level of the microentrepreneurs per years of passed grades 
is concentrated in the early levels The illiteracy rate is 9 6% in men and 
11 6% In women 

o The great majority of the microentrepreneurs, close to 80%, are not subject to 
credit 

Seventy percent of the microentrepreneurs do not have salaried employees 

The greatest concentration of m~croentrepreneurs are rn the departments of 
San Salvador, Santa Ana, San Miguel, and La Libertad These departments 
have 74% of the demand for credit nationwide 

0 In relat~on to the demand per type of activity, 71% of the amount is 
demanded by the commercial sector, 16% by the industrial sector and 13% 
by the service sector 

Upon separating out the demand by sex, the study reflects that 47 8% (208 6 
millron colones) correspond to the needs of male mrcroentrepreneurs and 
52 2% (238 5 milhon colones) to female microentrepreneurs In the case of 
women, the demand is greater for commercial actrvities and in the case of 
men, for industry and services 

The study clearly reflects the greater vulnerability of women, placed In the 
subsistence sector and concentrated In the retall commerc~al activity In the 
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h~gher accumulation segment, women tend to be a mmor~ty because of a 
lower level of schooling 

c) Relevant recommendatlons of the demand study 

The need to d~vide up the market and d~fferentiate among the ~nterventions 

In the subs~stence sector the mterventron should be done w~th economic and 
social vision 

The need is outlined for mtegral mterventlon together w~th the social pol~cles 
of the government 

The need IS outlmed for bankmg spaces for the sector 

The development mstitutions that work w~th micro-cred~t programs should 
seek self-sustainab~l~ty through efic~ency 

Development of a cred~t strategy, takmg mto account concentrat~on of the 
demand, per~ods of t~me and collateral The study shows discrepancies 
between the present supply and the demand The amount granted is below 
the demand 

Investment in human development is md~spensable 

d) Knowledge of and declsson-makmg based on the study results 

Upon explormg the level of knowledge of the study, ~t was found that the 
study results are not profoundly known, only one person man~fested knowlng the 
detalls of the study and two organ~zations man~fested having made decrstons 
w~th the results 

It IS worth ment~on~ng that an executwe summary of the study was 
disslmenated In the MIP bulletm and on the web site 

2 Two su b-sector analyses 

The studies made withm th~s component are 

a) Sub-sector analys~s for the food processing and sales sector 
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Within the food sub-sector the following branches were studled 

Da~ry Products (cheese and cream) 
Baker~es 
Processed Meats 

1) Elaboration process of study 

According to the work plan, the sub-sector study was carried out In May to July 
of 'l996, accord~ng to the consultmg contract signed between CRS and the consultants 
responsible for the study 

The contracting of the consultants was done followmg the administrative 
guidelines defined by the program and with the MIP directors team's part~cipat~on in 
decision-makmg, who participated in the selection of the consultant and In the definit~on 
of the terms of reference as can be established In the Board of Directors' meeting 
records 

For the contracting of the consultants, respectwe terms of reference were drawn 
up where the followmg IS described the objectives, expected products or results, 
requirements for the presentation of offers and an estimated time length of the study 

The study was done using a methodology developed by AID for sub-sector 
studies called GEMINI "Instruments for Microenterpr~se Programs,'' which consists of 
the elaboration of in-depth interv~ews w~th experts in the studied sectors and w~th 
entrepreneurs The studies were done on two levels on the level of the activity branch 
and on the level of the micro-industry w~ th~n  it 

ii) Relevant study results 

The following can be cited among the relevant study results 

=, Dairy products sub-sector 

The bulk of the companies in the da~ry products sub-sector are micro- and 
small art~sanal centers These process half of the natronal supply 

The da~ry sub-sector has not been subjected to regulat~ons by the state 
relative to hygiene norms 
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The sector IS confronted w~th a threat in case the law passes to prohibit the 
productlon and sellmg of cheeses and creams made w~thout pasteurized m~lk 
It IS foreseen that the ~mplementatlon of the leglslat~on IS emment 

The need for fixed capital mvestment and workmg cap~tal for the art~sanal 
product~on process IS est~mated at $6,250 00 

The businesses In th~s sector face various problems wlth the flow of key raw 
materials, malnly because of seasonal availabil~ty, price and quality 

e The existence of appropriate technology optlons at the artlsanal level was 
established for the sector 

3 Bakery sub-sector 

The bakery sub-sector has a good level of growth and represents a good 
busmess for the sector 

There IS a low level of spec~ahzatlon In the sector 

There IS sufficient mstalled capaclty 

There IS a lack of tra~ned bakers 

Wood should be subst~tuted because of the cost of acqulrlng it and for 
ecolog~cal considerations 

The busmesses that best survlve are subsistence ones because of their 
locat~on In the immediate surroundmgs of their clientele Nevertheless, thelr 
Income IS estimated to continumg bemg margmal because of low entrance 
barriers to a broader market 

The level of assoc~at~on in the sector IS low 

There are metal - mechanic workshops that produce bakery equ~pment at 
accessible prices for the microentrepreneurs 

3 Processed meats sub-sector 

Frnal Evaluatron Report ofthe Mxroenterprse Innovation Project (MIP) 
Elaborated by Lrcda lrrs V~Ilalobos B, M B A wrth the assistance ofLrcda Lrgra Orantes and Ing Errck Ulloa 

August 1998 



External Evaluatron of MIP El Salcador 

Th~s sub-sector presents a good growth level and IS cons~dered, according to 
the consultants, a good busmess for the micro and small enterpr~se sector 

In th~s sector there is sufficient installed capaclty 

The step from art~sanal to mdustrlal is blocked by the amount of ~nvestment 
requlred 

There IS a lack of a tra~n~ng system In this sector 

The state of cleanlmess and hyg~ene is not considered opt~mum and to 
Improve ~t impl~es important Investments In ~nstallat~ons, equ~pment and 
training 

The d~vers~flcat~on poss~bil~tles are in ham because of level of yleld 

The level of formation of professional assoc~ations in the sector IS low 

111) Relevant recommendat~ons from the sub-sector study 

3 Dawy products sub-sector 

Qrganlze a program of technology development for the pasteurizat~on of m~lk 
on the art~sanal level 

Create contact pomts between supphers and demanders and devise the 
establishment of an experimental workshop 

e Create a credit line adapted to the cash cycle of the busmesses 

Research and select a heating prototype and analyze the amount of 
~nvestment to then promote rt among the entrepreneurs 

Detect needs for techn~cal assistance and fac~litate technolog~cal adaptations 
and ~mprovements 

Develop an awareness program or~ented towards show~ng the advantages 
and conveniences of hyg~enic dairy products 
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3 Bakery sub-sector 

* Accompany the process of changing from wood burnmg to gas 

* Do a feasibility study to create one or more experimental centers for self- 
managed product~on 

Promote the establishment of a network of relationsh~ps among the micro- 
bakeries and the metal mechan~c sector which works at producing the ovens 
and mixers 

* Lend special attention to the French bread bakeries who have the intention of 
diversifying their product line w~th sweet bread 

Facilitate the change and adaptation process of the sweet bread baker~es 
who want to specialize themselves and who have the Intention of entering 
into the cake-makmg market 

Processed meats sub-sector 

Facilitate the necessary financing to obtain electr~c meat grmders 

e Design and organize an experimental program oriented towards the 
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* Do a feasib~lity study that permits determ~nmg if it is viable to organize an 
assembly center where all kinds of processed meats could be produced 

e Promote or organize a cost reduction program in the micro-meat processors, 
through the distribution of technologies that use h~gh-y~eld mgredients 

b) Knowledge of and dec~sion-making based on the study results 

Among the concrete actions that have been taken with respect to the studies are 
the followmg 

A feaslbillty study to convert art~sanal wood-burnlng ovens into liqu~d gas 
ovens In the micro- and small bakeries 
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S~gnmg of a partrcipation agreement among AMPES, CARE, CIS, 
FOMMI, MIP, REDES and Tropigas in  the Technology Reconversion In 
Bakeries In El Salvador Project The project wrll last for one year and the 
prrncipal purpose is "to promote the conversion of wood-burning ovens to 
propane gas ovens rn bakeries located in El Salvador "I3 

In the agreement document the organ~zatrons commit themselves to 
supporting the conversion process through training sessions, forming of trade 
organizations in the sector, organization of business networks, promotronal 
campaign of the project, technical and productron trarnings in the bakeries, 
financing and dissemination of the advances and results 

A coordinating body will be created for the executron of the project, whose 
headquarters wrll be located at CARE Internatronal, Micro-Programs A rotating 
coordination IS defined 

3 Feasib~lrty study for the ~mplernentat~on of a meat processing plant 

As part of the follow-up to the sector study recommendat~ons, a feasibihty 
study for the implementatron of processed meats plant was carried out in the 
northern zone of El Salvador 

According to the results of the study, the investment amount is 
$3,886,370 and the rnternal yield rate of the project IS 42 21% 

The break-even point is achreved with a sales level of $1,490,459 00 
According to the sensibility analysis, the project supports a variation of 20% in 
market coverage and a price dtminution of 11 to 25% in the different products 

The project proposes covering for the first five years a market niche 
equivalent to 7 49% of the estimated demand 

In the implementation of this project, it IS worth emphasrzrng the linking 
strategy that is proposed To this respect, it is rmpottant to underline that this 
has been a factor of fa~lure in other similar experrences developed in Central 
Amer~ca Also, one must be careful of the adrnin~strat~ve structure, wh~ch the 
study does not ate 
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3 Two seminars to share results and develop a coordinated plan for 
undertakmg the ident~fied mterventions 

The accompl~shment of semmars to undertake the mterventions was not shown, 
but seminars to share results were carrred out (see Chapter VI) 

4 Market study 

a) Elaboration process of study 

The market study has not yet been carr~ed out, accordmg to the work plan 
fachtated by the MlP coordmator thrs study w~ll be done In the next few months of the 
project extens~on Presently, they are in the process of contractmg a consultmg 
company and have the terms of reference for the reahzat~on of the study 

Accordmg to the work plan the market study will be done durmg the second 
semester of 1998 

Among the objectives stated In the terms of reference are follow~ng'~ 

Assess and measure the market problems of a group of m~croentrepreneurs 

* Des~gn and Implement a methodolog~cal proposal for market systems 

* Ass~st the entrepreneurs, startrng from the establ~shed market systems 

ldent~fy useful strateg~es for the m~croentrepreneurs 

5 Global susta~nab~l~ty study 

a) Elaboration process of study 

The financ~al susta~nab~l~ty study was carr~ed out In the beg~nning of 1998 A 
team of consultants were contracted from the Asoc~ac~on de Consultores Pro Desarrollo 
Integral of Honduras (ACPRODIH) to do the study The selectton process, contract~ng 
and defimt~on of terms of reference were done accordmg to the gu~del~nes defined In 

14 Terns of Reference for the realization of a Market Study of Salvadoran Microenterprise 
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the project and with the part~cipation of the MIP directors In the dec~s~on-maklng 
process Documentation exists to back up the whole process 

The study contemplated the collection of primary lnformatlon of the MIP agencies 
in relat~on to cred~t policy, work methodology, financing sources, goals, objectives, 
success, fa~lures and organ~zational level Also, it contemplated an analysis of the 
Fmanc~al Statements of the MIP mstltutions and the measurmg of some financial 
mdices 

The select~on of the consultmg team was done following the MIP coordination's 
own process such that the decisions made were founded In the coordination team's 
meetings 

There IS a document called "Financ~al Sustamability Study for the MIP Network " 

b) Relevant study results 

Among the relevant aspects of the study are following 

Systematmng of the different methodologies used by the group of MIP 
agencies 

Character~zation of the organizat~ons makmg up the MIP network 

Analys~s of some financial indicators of the agencies that fac~htated financial 
mformat~on 

Support of a theoretical model that can serve as orlentation for the analysis of 
self-sustainability and definition of a strategy 

Among the weaknesses of the study detected by the evaluat~on team, the 
followmg are emphas~zed the absence of team work with the agenc~es' personnel, the 
lack of strategies that can orient the search for self-sustainabil~ty on behalf of the 
different agencies, the absence of a theoretical referential framework to facilitate the 
location of key var~ables In each organ~zation for the search for self-susta~nab~lity, and 
an orientation to the work of collecting data on a primary level (survey) whlch d ~ d  not 
ach~eve formmg concrete actlons for the achievement of self-sustainab~l~ty 

It IS worth mentlonmg that the analysls model that IS used on the financial level 
does not respond 100% to the needs of the development organization sector For 
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example, In the organlzatlons that have subsrdlzed funds, rt IS fundamental to measure 
the protection of these funds from the mflatlonary effect Other prlority aspects to 
measure In a search process for self-susta~nab~l~ty are the y~eld of the fund, the 
operatwe costs and unrecoverable losses 

In Annex 7 a speclallzed bibliography IS presented on the theme for the purpose 
of the team's broadening thelr understandmg of the topic 

On the other hand, the realization of the study has represented for the MIP 
drrectors team a hlgh level of frustrat~on which has prevented them from delvlng mto the 
toplc and recoverrng some posltrve aspects wh~ch the study offers 

c )  Relevant recommendations sf the sustamabrl~ty study 

Among the recommendations relevant to the study it can be pornted out that the 
study does not report on relevant conclus~ons for the financlal self-susta~nab~lity search 
process It only hmlts Itself to show some results around methodologres used and 
shows the results of some financlal indlces without concrete recommendations 

d) Knowledge of and dec~sion-making based on the study results 

No decislon was made based on the study results due fundamentally to the level 
of d~ssatrsfact~on wlth the obtalned results 

Withln the programming for the second semester of 1998 a workshop on 
financlal sustarnablllty IS projected to be held 

C OPINION OF EVALUATION TEAM IN REGARDS TO THE COMPLETED 
STUDIES 

The evaluation could prove that In general, the studles reahzed by the MIP 
project are of a good technical level and contribute Important elements to Improve 
service to the clrents It IS important to polnt out that In order to achieve a greater 
impact, d is necessary to reinforce the dissemination of the study results and to design 
an implementatron plan within each of the MIP agencies, to which the MIP Board 
should give follow-up, so that the coordinatlng body is strengthened 

The evaluation was able to prove that not all the d~rectors deeply know the study 
results and that the results implementation level is limited 
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VI TRAINING, INTERCHANGE AND DISSEMINATION PROCESSES 
COMPONENT 

A COMPONENT DESCRIPTION AND EXPECTED PRODUCTS 

r 
The training, interchange and dissemmation component corresponds to objective 

three in the project document, which cons~sts of 

Coordinate the project activ~ties and improve the knowledge base of credit 
agencies in El Salvador through mterchange and transfer of information, 
technolog ies and methodolog ies 

The evaluation of the training, mterchange and dissemination component 
emphasizes evaluatmg the structural process, operating mechanisms, control and 
expansion and swsta~nab~lity strateg~es of the components 

Give training sessions to agencies and clients on the topics of 

Administration of systems 

Delinquency and default 

Fmancial administration and budgets 

Technical tralning for clients 

Hold~ng of conferences 

lnstitutional coordmation 

Development of tr~mesteriy pamphlets 

Organization of Documentation Center 
I 

B EVALUATION OF EXPECTED PRODUCTS 

Among the training and techn~cal assstance events are found the followmg 
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I Trainings sessions for agencies and clients 

a) Techn~cal trainings 

Technical-level trainings have been offered on the following topics 

Dlagnost~c assessment and conceptualizat~on of the problems of the 
information systems on credit and delinquency records 

USAID Resource Management (liquidation procedures) and in-kind 
counterpart contribution reports 

Visual FOXPRO program 

Credit bureau database management 

b) Forums 

National Forum on Microenterprise Credit 
Forum on Marketing Systems for Micro and Small Enterprise in El Salvador 

Credit demand study 
Impact-measuring systems 
Feas~bility study for the conversion of wood-burning to gas ovens 
Bakery feas~bility study 

d) Technicallexecutive personnel partic~pation in various events 

Micro-credit summits 
Regional consultation forum on microenterprise 
Inter-American forum on microenterprise 
Design of training session on high impact 
M~cro- and small enterprise symposium 

m MIP personnel English course 
Interchange tours to other countr~es (Bolrvla) 

e) Conferences 
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Nat~onal M~croenterpr~se Conference 

TABLE 8 

AREA OF TRAINING AND TECHNICAL ASSISTANCE 
EVENTS DEVELOPED DURING THE MIP PROJECT 

SEPTEMBER 1995 -JULY 1998 

ass&mnent and 1996 
conceptuatning of 
~nformatron systems 
problems m credit 
and delmquency 
records 
USAlD Resource 
Management 
(hquidatron 
procedures) and 
counterpart 
contrrbution reports 

Natronal Forum on 
Credrt for 
Microenterpnse 

F~rum on Marketrng 
fur M~cro- and Small 
Busmess In El 
Salvador 
Handing over 
piesentatron and 
diiscusslon of L~bm 
BFanco 
Semrnarl Workshop 
ost Credrt Demand 
=dy 
Semrnar on Impact 
Measuring Systems 
Mcrocredit Sumrn~t In 
Mew York 
Nat~onal Study on 
CPed~t Demand 
I%rt~cipat~m In 
Regional 
Gonsultation Forum 

Jan 9 
1996 

Feb 2 
1996 
May 9-1 0 
1996 

July 5 
1996 

Dec 11 
I996 

Jan 21 
1997 

Jan 28 
1997 
Feb 2 4 
1997 
March 12 
1997 
May 8 9 
1997 

Systems 
supervisors 

Supervrsors of the 
financelaccountrng 
area 

Bank cooperant 
agencies NGOs 
and entrepreneur 
representattves 
Reference 
document could not 
be located 

MIP organrzatron 
representabves 

MIP Coord~nator 

MIP Coord~nator 

114 participants (from 62 
organrzat~ons and 8 
entrepreneurs) 

52 partrcipants 

08 30 a 16 00 14 particrpants 

15 00 a 17 30 25 Part~cipants from 19 
lnst~tut~ons 
No reference of the event 
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Presentation of Aug 29 08 00 a 11 30 11 Part~c~pants from 6 
Advances of 1997 
Feasiblhty Study for 
Converting Wood- 
burnlng Ovens to Gas 
In M~cro- and Small 
Baker~es 
Tra~n~na on Cred~t Oct 19 

Natlonal 
M~croenterprlse 
Conference 
Presentation of 
Bakery Feas~b~llty 
Study 

Evaluat~on of impact 
Systems 

Evaluation of Impact 
Systems 

Evaluat~on of Impact 
Systems 
FOXPRO Vlsual 
program 1 and II 

InterAmerican 
Enterpr~se Forum 
IlaterAmerlcan 
Enterpr~se Forum and 
Fbeld Vwts 
H~gh Impact Des~gn 
J~aln~ng 
Cred~t Bureau 
Database Tralnmg 

I1 Sympos~um on 
Mcro- and Small 
Enterpr~se 

P~esentat~on of Cred~t 
Bureau Database 

Novt 4 
1997 

Nov 28 
1997 

Jan 29 
I998 

Feb 13 
I998 

March 6 
1998 
March 7 
1998 

March 25 
28 1998 
Aug 23 
27 1998 

May 5-6 
I998 
May 20 
1998 

May 22 
1998 

Aug 28 
1998 

MIP programmers 
credit techn~c~ans 
and promoters 
MIP programmers, 
cred~t techn~c~ans 
and promoters 
Adv~sors to CRS 
cred~t 
MIP Programmers 

Agency d~rector 

Agency d~rector 

Cred~t personnel of 
MIP lnst~tut~ons 
Credlt analysts and 
CRS and MIP 
counterparts 
MIP d~rectors 

PROMlCROlOlf 
and groups from 
Central Amerlca 

4 hours 

4 ?4 hours 

4 hours 

18 hours per module 
for a total of 3 
modules 

120 hours 

84 hours 

12 hours 

3 hours 

8 hours 

8 hours 

22 Partlc~pants from 7 
~nst~tut~ons 

18 Partlc~pants I I men 
and 7 women 

19 Partlc~pants 8 men and 
I I women 

7 Partlc~pants 3 men and 
4 women 
10 Partlc~pants 8 men and 
2 women 

I Person 

I person 

6 Partlc~pants 1 man and 
5 women 
20 Partlapants 12 men 
and 8 women 

2 Partupants 1 man and 
1 woman 

24 Partrc~pants 19 men 
and 5 women 

and Ecuador 
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f) Programmmg of events for 1998 

Training for MIP programmers 

Financial sustainab~lity workshops 

Participation In two regional technical forums on microenterpr~se 

Preparation in-process for the second conference on microenterprise 
development 

g) Appra~sal by the MlP agenc~es' d~rectors of support recewed In the 
area of tra~nmg and techn~cal ass~stance 

Following are outllned some comments by the MIP directors related to the 
trainlng events, technical assistance and forums organized or sponsored by MIP 

There has been access to the tra~n~ng events 

The training has not overflowed into some kind of change in the 
organization because of the time factor 

It is a good alternative to have the training reproduced 

Promoters have participated in the training events 

A convention was carr~ed out, which d ~ d  not have great impact 

MIP does not have convocat~on power 

H~gh authorrties are not invited to the forums 

There IS much dependency on other organizations 

Channels of action are not re-oriented in relatlon to the studies 

Training IS needed In ~mpact measuring systems 

It is necessary to have events on mrcrofinances 
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* It has been noted that the tra~ning processes do contribute to better 
services 

The des~gn of a financial system with the regulations of the 
Superintendency of Banks would contribute much 

Support and orient the systems to the interchange of practical work 
(experiences) 

The central crux of the MIP project IS the institutional coordmat~on strategy, with 
the purpose of conductmg an ass~stance program to improve services to clients of cred~t 
programs in El Salvador 

Within the regulations of the MIP Coordinating Board, it is established that 
regular monthly meetings should be held and special sessions when convoke by at 
least two t~tled representatwes and wlth at least three days notice 

In regards to the quorum, the meetings are val~dated with a minimum 
part~c~pat~on of four of the SIX participating inst~tutions of the project One of the 
fundamental elements of the MIP project is the coordination of efforts among the five 
agencies involved in the project since the beginning and the three that became mvolved 
during the process In that way, one of the priority activities is to hold monthly meetings 
of the representatives of all the organizat~ons that make up MIP to coordinate project 
activities, share experiences, informat~on and methodologies, as well as evaluate the 
processes developed to see successes and failures 

a) Project implementat~on process and principal problems in implementat~on 

According to the review of the documentary informat~on and the interviews 
carrred out with the directors, the ~mplementation process and the principal problems 
detected were determined as 

Delays due to the slow process at the beginning of the project w~th the 
l~qu~dation and issulng of the checks 

0 Contract~ng of personnel The planned personnel were contracted for the 
coordmatlon of MIP for a total of three persons who filled the pos~t~ons of a 
MIP coordinator, a Systems lnformatlon supervisor, and a 

-- --  - 
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secretary/assistant In addit~on, the contracting of support personnel In 
mformat~on systems was cons~dered in each of the institutions that received 
project funds SNF, OEF, FINCA, CRS, CAM 

Purchase of MIP office equ~pment The budgeted equ~pment was 
acquired photocop~er, fax, telephone lines, scanner, furniture and equipment 

I 1 Develop annual plans for project ~mplementation I 
2 Tr~mesterly review of fulfillment of work plans and make readjustments 
3 Develop agendas and records of proceedmgs of the monthly coordinat~on 

meetmgs 

b) Ach~eved results 

Three annual plans were accomphshed durlng the project's execution period, 
fulfillmg the proposed formulated goal at loo%, in regards to the work plans revlew and 
readjustments 

There are techn~cal/f~nanc~al advancement reports sent to USAID, w~th the 
observation that th~s act~vlty was done with more emphas~s on comphance with 
comm~trnents to the cooperat~on source that as an evaluat~on mechan~sm for 
advancement and readjustment of detected problems 

In regards to the keepmg of records of proceedmgs and trimesterly agendas, an 
orderly mechanlsm was followed for the dates of the meetings and documentat~on of 
the same The goal was to achieve monthly coordination meetings whlch were 
surpassed when countmg at the time of the evaluat~on, w~th a total of 36 meetings 
correctly documented 

Table 9 presents a comparative table of the meetmgs held annually and the 
number of participants in those meetmgs It is observed that on behalf of the 
organmtions an average of fwe persons have particlpated, which shows much 
variation in ther participation Th~s element IS fundamental for the inter-inst~tutional 
coord~natlon processes, since ~f there is a h~gh level of decis~on-making within the 
coordination and participation in the carrying out of activities, the process is even more 
affected w~th the rotation of the participants and having the partlapation of different 
levels of power In the makmg of decis~ons 
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It IS ~mportant to observe that a tendency has been shown towards the lessenmg 
of partupat~on In SIX of the e~ght member organizat~ons 

TABLE 9 
ANNUAL MIP COORDINATION MEETINGS 

M~guel Ldpez 

D~d~er Thys 

OEF 

36 8 

8 

m 

8 

m 

8 

m 

8 

8 

m 

m 

0 

8 

m 

SNF 

Amanda Fernhdez 

Ruth Junkm 

Hayd6e de Trlgueros 

Yves Rambaud 

Roy Kesler 

Franc~sco Atvarado 

Enr~que Escalante 

M~ke Trank 

Mo~sbs Alens 

Franc~sco Umanzo 

Jose Maria Gara~zaba 

l~diko de Tesak 

Edma Dmora 

Rafael SAnchez 

Edwm Guardado 

Lnby Nagata 

Arturo Rosales 

Oscar Valle 

Manuel Bal~brera 

Franc~sco Martmez 

Juan HBctor Garcia 

Oscar Esp~noza 
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MIP 

m 

m 

m 

8 

m 

m 

CARE m 

GENESIS 

s 

m 

Rolando Alas 

Morena Fuentes 

Franclsco Mejla 

Rlcardo Cruz 

Carlos Vlllalta 

Cecll~a de Rwas 

Lesl~e de Reyes 

Nelson Peresvalle 

Nelly Moreno Shenk 

Marl de Rodr~guez 

M~chael Radman 

Roxana Blanco 

Sandra Lorena Duarte 

Peter Gore 

Juho Segov~a 

Dav~d Gardella 

Cecllla Vel6squez 

Javler Molma 

Carmen Barrera 

Franclsco Clenfuegos 

Ernesto Mancia 

Josyanne Baucher 

The Coordmatlon w~th CONAMYPE began w~th the effort of formulatmg the Llbro 
Blanco In Aprd of 1995 They partic~pated as a part of the promoters' group on the topic 
of financing and credit The MIP Project Coordmator, Rlcardo Cruz, partlc~pated untd 
February of 1998, presently, he IS not part~clpatmg There are records of proceedings 
of the meetmgs held until July 1997 
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3 Documentat~on Center 

Among the project goals IS contemplated the implementation of a 
mlcroenterprlse documentation center to be consulted at a natlonal level, In add~tlon to 
makmg a computer program for blbllograph~c reference for the MIP member agencies to 
consult 

1 1  A Documentation Center mplernented In CRS with emphas~s on microenterprise I 
development 

2 Computerized data base for reference to the center 
3 Materials indent~fied and requested for the center 
4 Gu~des made for requests to borrow materials 
5 Inform the agencies trimesterly through a pamphlet of materials received 

a) Ach~eved results 

The Documentation Center was created w~thout speclahzed advisors to organize 
the lnformat~on center on a technical level, for thls reason the followmg class~ficat~on of 
documentswas designed 

The topkcs and numbers of the documents are presented as follows 

Fmancmg and cred~t 
lnstitut~onal publicat~ons 
Organ~zational development 
Studies 
Tra~n~ngl personnel development 48 
Total documents 487 

*I By July 1998, there were 560 books 

According to the analysls done on the levels of Information updatlng In the 
Documentation Center, the growth level was determined of the numbers of generated 
documents obtamed smce the beginnmg of 1995 It was observed that there are few 
spec~al~zed documents on m~crofinanc~ng top~cs Annex 7 has a suggested 
b~bl~ography on the toplc A llst of ex~st~ng documents in the Documentation Center 
follows 
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1995 72 17 7 
1996 107 26 4 
1997 1 04 26 0 
TOTAL 405 100 

b) MIP Directors' opinions in regards to the Documentatron Center 

During the Interviews with the MIP directors the level of knowledge about the 
existence of the Documentation Center was ~nvestigated, as well as opinions on the 
Center and the level of use of the ~nformat~on The principal results are shown as 
follows 

lnformation about what IS in the Documentation Center IS known, thanks to 
the constant service of new documents llsts 

Valuable lnformation IS found 

c The ~nfoiwtation in the Documentat~on Center IS unknown 

One can srayup-to-date w~ih the Doc~mentat;on C-r 

The database is not very funct~onal and IS very small 

The Documentatlon Center was started as a good step, but lately rt has not 
been gwen the attention it deserves 
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It IS an effort that must be rnamtained 

It IS necessav to promote it and make it accessible 

The informat~on bases are not functional 

c) Users of the service 

According to the records consulted In the project it was determ~ned that in I997 
seven users utilized the Documentat~on Center and in 1998 only three users were 
recorded The agencies that have used the Documentat~on Center are deta~led as 
follows 

USAIDI El Salvador 
ADEU Morazdn 
CRSf El Salvador 
INSIDE 
MIP 

There are data that show that the loanlng control rnechan~sms are defiaent, for 
example, there are books lent out and not returned and books glven to unknown 
persons In hght of the prevlous pomts, ~t IS concluded that accordmg to the project goal 
to establrsh a m~croenterpr~se rnformat~on center with nationwrde coverage, the des~red 
impact has not be ach~eved 

d) Evaluation of the Documentation Center's software 

The Documentat~on Center's program generally functions well, but ~t has certain 
Ilm~ts, suck as the poss~blllty to manage only one version of a document for its control 
Up until now, ~t has glven results due to the smallness of the Documentatlon Center, but 
if it grows, the controls should grow and preferably a tool for managlng libraries should 
be acqu~red, such as MICROISIS, wh~ch is free software that can be obtained from the 
INTERNET 

A variable IS required where a document summary can be kept 
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= Information input 

The entenng of ~nformation In the system has been done wlthout errors and wlth 
the correspondmg val~datlons 

3 Information output 

lnformatlon search by Title, Name, Subject or Code 
Llsts of exlstmg documents 
Reports on new books and loaned books 

3 Updating level 

Presently, there 1s some lnformation lacklng due to defects In the computer that 
was previously being used and to the lack of a back up at the moment of the crash 

3 Contrrbutions to improved client service 

A data base was Installed In each of the organlzatlons that MIP attends to but 
thls has not meant greater consultation on behalf of the agencies 

3 Amount of Investment 

The software was developed lnternally by lnrt~atlve of the team, so that dlrect 
costs are not reported for the development of the software 

3 Maintenance costs 

The cost of maintenance IS mrn~mal 

3 Sat~sfaction level of users 

Up untll know, ~t compl~es wlth the requirements, but the recommendatron IS 

made to use a speclallzed software 

a Beneficiaries of the service 

The MIP team, as a tool for control of the documents in the I~brary, and users 
from the agencies 
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= Technical evaluation 

Technically, the program functions well but ~t has some functional defic~enc~es 
such as not berng able to manage more than one copy of each document and the lack 
of content summary In add~tron, it does not manage inverted files, boolean operators, 
stoplist, boolean operat~ons and others unique to l~brary systems for an effective and 
effic~ent search for information, such as the case of software designed for operatmg 
textual var~ables 

Development tools 

FOXPRO 

3 Existing documentat~on 

e User's guide 

L Interface 

* DOS-type, easy management and consultat~on In graph~c environment 

3 Verification of level of software mastery and knowledge r 

1 In general, the software IS simple to use and the persons who have used it have 
r not had problems and know the tool well 

a Contributions to ~mproved service 

Obtainment of a spec~alized package for lrbrarles such as MICROISIS 

Training for project personnel In the management of mformat~on centers 

Ass~gn funds for broaden~ng the service (aud~ov~sual mater~als) 
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VII ANALYSIS OF MIP PROJECT AND OVERALL PROJECT GOAL 

A DIRECTORS' OPINION OF MlP CONT RlBUTlON TO THE PROPOSED GOAL 

The d~rectors' percept~on about what the purpose of the project was IS centered 
on coordmatmg act~ons and decreasmg the dupl~cat~on of efforts The overall goal IS 

perce~ved as strengthenmg the organ~zat~ons' capac~ty to offer servlces 

To th~s respect it IS conven~ent to pomt out that the organ~zat~ons who afterwards 
became mvolved In MIP v~sual~zed In the project a more strateg~c role In terms of the 
changes In the context and the mnovat~ons that requires 

Upon askmg what the problem was that MIP proposed soivmg, these were some 
of the answers 

Duplication of efforts of cred~t organ~zat~ons due to lack of coordmat~on 

To prevent the duphcatron of work through a coordinatmg body 

To be able to control loan del~nquency of persons who were obta~nmg credit 
from d~fferent organ~zations 

Un~te bonds for technology transfer and shanng methodolog~es 

The basic pomt stop bang antagon~st~c We all knew that organ~zat~ons 
ex~sted and we reallzed that we were enemles 

What mottvated the creat~on of MIP was fac~lrtatmg mformat~on about lenders 
and creatmg a coordinatmg body on m~crofinanctng 

Alternat~ves to take advantage of program resources 

How to coordmate efforts to obtam an tmprovement In glvmg cred~t 

lnstitut~onal jealousy among the organ~zat~ons 

Deficrency in glvlng service 

Inefic~ent service 
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The funct~on of MIP should be innovation for microenterprise 

e The ~dea was to coordinate 

Based on the outlme presented by the directors above it is observed that the 
purpose of MIP IS inter-inst~tutional coordinat~on and the overall project goal IS to 
d~min~sh the dupltcation of efforts 

B EVALUATION OF LEVEL OF FULFILLMENT OF PROJECT PURPOSE AND 
GOAL 

The project purpose In the document is defined as increasing the capacity to 
prov~de servlces and the overall project goal as lmprovlng services to chents in credit 
projects 

If the log~c of the project rntewention IS analyzed, that IS, the relat~onshlp 
between the fulfillment of the components, and ~f th~s effectively was to bring about the 
fulfillment of the purpose as a consequence, ~t can be observed that the elaboration of 

I 

i 
the products are necessary things but not sufficient to achieve the fulfillment of the 
purpose 

I 

It appears to be that the poslng of the purpose resulted in belng too broad in 
relatlon to the problem that ex~sted in the moment, which can be summarized as 

- 

- - --Wupf~cafran of efportsi ;tr mkrofmar;zmg oigar;irat:ms " - 

Th~s IS a point for reflection because at the tlme of evaluating the level of fulfilling 
the purpose it is found that in sp~te of the developed act~v~ties, no d~rect ~mpact on the 
purpose is observed Prec~sely th~s is due to the poslng of a very broad purpose and 
for which there IS no direct ~mpact from the actions It should be remembered that from 
a methadological pomt of view, the purpose should respond to the central detected 
problem, and In this case, the central problem centers on duplicat~on, and one of the 
princ~pal causes, the lack of coordination In the same way, among the strong 
consequences, loan dehnquency, duplicat~on of credit and efforts, In general 

Taking mto account that it is necessary to evaluate the level of fulfillment of the 
project n terms of the purpose and goal, and takmg as a starting pomt the projed 
document's stating of only one ~nd~cator to measure the fulfillment of the purpose, which 
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is 56,000 direct benefic~aries of the project, a validat~on of ind~cators workshop was held 
on the level of goal and purpose '' 

The mdicators agreed on by the MIP d~rectors team were number of chents, 
level of del~nquency and size of portfol~o 

Table 10 presents a comparative table of the present state of the organizations 
and at the beginning of the project To draw up the table only those variables were 
taken mto account of which mformat~on is available and only the organ~zations that 
began the coord~nation process 

TABLE 10 

COMPARATIVE TABLE PER ORGANIZATION 
COMPARED BEFORE AND AFTER THE MIP PROJECT 

Source Own construction based on project lnformat~on and stat~stlcs provlded by the MIP coordlnat~on 

* Th~s organ~zat~on does not report up-to-date informat~on because of serious loan delmquency 
problems and has w~thdrawn from MIP 
** The CRS data ~ncllade the pubhc bankmg wlndow and CRS financing of mtermed~anes 
*+* lnformat~on not available 
***+ Exchange rate US$? x $8 75 

From Table 10 we infer that the organizat~ons' portfohos have experienced 
s~gn~ficant changes in each organ~zat~on, wh~ch cannot be attributed exclus~vely to MIP 

In the case of FINCA, wh~ch IS an organizat~on that IS presently In a stage of 
crisis, a high level of loan delinquency and default is observed In the case of CAM, a 
decrease in the present portfolio IS observed in relation to the portfolio reported at the 
beginning of the project In CRS, a reduction of 1 08% In the slze of the portfolio is 

15 Val~dat~on of Ind~cators Workshop celebrated on July 28 1998 In San Salvador 
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reflected and In the Secretaria Nac~onal de la Famha a 94 80% growth In the present 
portfoho IS observed In OEF there are no data for the portfoho at the beginning of the 
project, but In relat~on to the number of cl~ents a decrease of 32% 1s observed and In 
relat~on to the average credlt an Increase of 96 95% 

In reference to loan delinquency, there are also some s~gn~ficant changes CAM 
reports a decreased number of delmquent loans of one polnt, CRS shows an Increase 
In delmquency of 34 polnts, the Secretaria Nat~onal de la Famll~a shows a sl~ghtly 
decreased number of loan delmquency and In the case of FINCA, a grave problem of 
del~nquency IS shown of 100% In regards to the number of women attended to by the 
organ~zat~ons, it IS observed that all the organlzatlons are attendmg to a s~gn~ficant 
number of women, over 80% 

In regards to the recorded changes In relat~on to the loan portfol~o and the levels 
of delmquency, the evaluation team does not have lnformat~on to go mto depth about 
the causes that generated the changes Th~s aspect was not cons~dered a pr~or~ty In 
the meetmg on validatmg md~cators held w~th the MIP Board 

TABLE I 1  

PRESENT SITUATION OF THE MIP MEMBER ORGANIZATIONS 
PORTFOLIO REPORT 

MICROENTERPRISE INNOVATION PROJECT 
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Source lnformatlon supplled by the MIP Coordlnatlon 

* Data suppl~ed by the GENESISS Cred~t Supe~~sor,  correspondmg to Aprll 1998 
** Exchange rate US$ x $8 75 

NOTES 
The mformatlon reported by CAM, CRS, FUNDACION GENESISS, OEF, and SNF are up to June 30, 
1998 
The lnformatlon reported by CARE and FOMMl IS up to December 31,1997 
There IS no mforrnatlon reported by FINCA, because of thew withdrawal from the MIP Coordlnat~on as of 
Aprd 30, 1998 
"I The lnformatlon is estlrnated 

From the mformat~on suppl~ed In Table 11, it IS mferred that the chents attended 
to by the MIP member organ~zat~ons reaches 39,562 wh~ch reaches 70% of the 
proposed goal The overall portfoiio reaches $57,522,599 

It is the oplnlon of the evaluation team that the ach~evements gamed by MIP in 
the present moment do not offer a panorama of whether or not the they contr~buted to 
the achievmg of the purpose of the project as ~t is stated the in the project document 

Upon ~nvest~gatrng w~th the MIP d~rector the level of contribut~on of the project to 
the solut~on of the problem, ~t was establ~shed that the level of contribution perceived by 
the d~rectors IS related to the fact that MIP has provided a space for closeness and 
Interchange among the dlverse agencies There is consensus that MIP forms part of a 
process and that aspects stdl persist that should be reinforced In regards to the 
coordination and mterchange of experiences It IS emphas~zed as relevant the 
exchange of experiences, the recognition glven to MIP and to the part~cipat~ng agencles 
by other ~nst~tut~ons, and the level of trust that has been generated among the 
part~clpatmg ~nst~tut~ons 

The oplnlons of the d~rectors In one way or another outlme the ach~evements, but 
once again on the level of the coordmating body and not In relat~on to the mcreased 
capacity to offer financ~al services and ~mproved cred~t servlces Th~s aspect motivates 
one to thmk that the purpose and overall goal posed In the project document are too 
broad in relation to the products generated by the project 

It is ~mportant to mention that the above point IS an aspect that has been 
reflected as well In the approach of the evaluation process, since it has been reiterated 
to the e?rpaiuation team that the ~mpact of MlP IS on the level of the agencies and not 
necessanfy on the level of the users 
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C EVALUATION OF THE PROJECT IDEA 

Within the terms of reference the carrying out of an evaluation of the project idea 
is posed To evaluate th~s po~nt, two aspects are taken into account 

1 Condit~ons which surrounded the context of the project 

2 Op~n~ons about whether or not the project should cont~nue In a second stage 

In regards to the cond~trons wh~ch surrounded the context, the following aspects 
are found as relevant 

The existence of two strong ideolog~cal currents, one formed by the group in 
power and the other mtegrated by members of the ex-guerrilla 

Expans~on of credit init~atives 

The inter-mstitutional coordinat~on was visualized as mcompat~ble w~th the 
self-sustainability search processes 

Duplicat~on of efforts that had loss of resources as a consequence 

Post-war atmosphere that translated mto mistrust and l~ttle w~llingness to 
share strategies 

Lack of tra~ned personnel to manage credit programs 

Lack of a culture of credit 

Concentrat~on of the cred~t act~vities in the semi-urban areas 

Strong support on behalf of micro-credit cooperation organizations for the 
business sector and mstitutions that were startmg up and did not have 
experience 

Tendency to place organrzatrons, groups and persons In one pol~t~cal group 
or another 

Lack of competent personnel to manage cred~t and no management systems 

- -- -- 
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No serious studies that allowed quantifying the demand 

@ Not even minimum coordination 

From the previous information, ~t is implied that the priority at that time was to 
coordmate efforts to achieve a greater strengthening of the organ~zations that were 
working in the area of credit and that is precisely what the MIP project proposes In 
relation to this point it IS rmportant to pornt out that these are the achievements that the 
directors attribute to the project and that are descr~bed above In such a way that the 
project idea was well-formulated and responded to a felt problem in this moment 

In regards to whether a second stage of the MIP project is considered 
necessary, all the directors considered that a second stage IS necessary and a 
profound reflection on what the MIP rnlssion should be IS proposed as a starting point 

The following is a synthesis of the MIP directors' answers in regards to the 
second stage and aspects to be considered 

The consolidat~on of areas IS necessary because the project offers great 
potential 

The second stage should contemplate 

Strateg~c plannmg based on the quantifiable results per objective, the 
problem, and the achieved successes 

3 The rural area 

3 Evaluate objectives 

3 Due to the existing changes in the socio-economic surroundings, ~t is 
convenient to declare a mission 

3 The leadership of MIP should be ma~nta~ned 

* It is necessary to generate lobbymg around the new law 

It IS necessary to make adjustments when ~nvolving the rural areas 
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Broaden MIP to all the organ~zations that are said to participate In projects 
financed by USAlD and CEE 

Recons~der the review of information systems 

@ Make the credit bureau database (Central de Riesgo) a prior~ty 

D ASPECTS TO CONSIDER FOR A SECOND STAGE OF MIP 

Among the most relevant opinions on the adjustments that should be made In a 
second phase of MIP are 

MIP's belng an important base for the strengthening of an Integration strategy 
for the sector of development organizations, a specialrzed advisorship should 
be offered to the techn~cal committees of the MIP Board on the different 
critical po~nts of work pr~orit~zed by the project to better take advantage of 
these comm~ttees, as they should delegate and clearly define the operative 
part of the strategy 

A greater space for exchange of negatwe and posit~ve experiences should be 
given and for technology transfer among the MIP members and other bod~es 
of the sector, wh~ch would enrich the coordmat~on processes 

It IS necessary to consider the heterogene~ty of the member organrzations In 
order to respond to the diverse needs and interests that are represented, 
through consensus ~dentlfy new lines of shared act~on and have the 
necessary flex~b~l~ty to put them In practice 

The strategc role of MIP should be remforced to respond to the changes in 
context and In the sector of the organizat~ons that it represents 

It IS necessary for the MIP Board to have permanent and profound reflect~ons 
and evaluations whlch permit the ident~fication of priority ~nterests, their 
advances and the making of opportune re-onentations in the coordmation 
process, and the permanent search for effect~veness In the work that IS done 

@ The determination of a manual of funct~ons to carry out a review process of 
the funct~ons of the present MIP organ~zational structure IS considered 
fundamental, and makmg the pertinent adjustments in order to respond to the 
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desjred results It IS necessary to give prronty to the separatron of the purely 
operative functrons from the executrve functions In th~s process it is 
convenient to delegate to the MIP team the makmg of dec~slons on technrcai 
aspects It IS recommended, In add~t~on, that the support and coordrnat~on of 
the techn~cal personnel and the MIP agencies be strengthened 

It is prlority to evaluate the economlc feasrbillty of MIP and to desrgn a 
strategy for the search for self-sustarnabrlrty 

Among the most relevant topics to be consrdered In a second stage of MIP, 
the top~c of mwo-credrt finances, the self-susta~nab~lity of the process and 
MIP agencies, the rmplementat~on of the study results, and the consol~dation 
of the credit bureau database are outllned 

A strategic plan for MIP wh~ch provrdes medrum-range project phases should 
be carried out 

It IS Important to rnentm that all the key ~nforrnants and the evaluatmg team 
cons~der rt necessary ta carry out a second phase of MIP to consohdate the 
coordmat~on process begun and to incorporate the recommendat~ons for the 
coordinatron 
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CONCLUSlONSIRECOMMEPlDATlONS 

A INSTITUTIONAL COORDINATION AND ADMINISTRATION 

Conclus~ons 

The coordinatron effort has been successful in the production of the 
components and the activities contemplated in the cooperat~on agreement, 
but pr~ority needs to be given to the ~mplementat~on of the study results and 
products to succeed In ach~eving the project purpose 

In an effort of coordinatmg ~mportant production components, such as IS the 
case of the MIP Project, the coordmatmg body needs to be interwoven with 
the operative or administrative part Therefore, thls connection must be 
permanently strengthened with the objective of s~gnificantly ~mpactmg the 
level of service to the clients, as outlined in the project 

The diversity of Interest In the agencies mean that the products do not have 
the same prior~ty for all the organizations, which effects the implementation 
level of some results, which is typ~cal of thls kind of effort 

In order for a coordination effort to be successful, the existence of leadership 
is required from the project adrn~n~strat~on body, ~f not, the nsk exists of 
institutional mterests being favored over the strateg~c objectives of the 
coordination In the case of MIP the existence of leadership IS noted In CRS 
whch is a factor that facilitated the development of the coordination process 
In the process the role of trustworthiness, credibil~ty and respect among the 
d~fferent actors towards CRS IS emphasized as relevant and the advances 
that have been gamed among the other agencies on this pomt 

The main achievement sf the project has been to create a coordinating body 
among organizations that one way or another vtsualized themselves as in 
competition 

In relation to the purpose and overall goal of the organization, it IS worth 
mentioning that it is not possible in the present moment to quant~fy its 
contr~but~on In regards to improving services to the clients If the project is 
visual~zed as a process, all of the components point towards services that 
have been improved on different levels 
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7 A gender focus IS contemplated in all the MIP project components, and the 
partwpatlon of women on the level of MIP Board and in the technical 
components IS observed 

8 In the MIP Board, a rn~xture of operatwe and stfateg~c executive funct~ons are 
observed wh~ch could t~re the coordmat~on effort due to the excess of 
functions 

9 In the surroundmg context, accelerated changes have happened wh~ch have 
not been mcorporated in the same way in the coordlnatlon and thls has 
caused a loss of interest of some MIP agencles 

10 The srgan~zat~ons show a tendency to cons~der that In a second stage the 
pr~orrty should be the consolidat~on of the cred~t bureau database 

Recommendatrons 

The strategrc component should be contemplated in the coordinat~on effort, 
due to the transformat~ons happenmg in the surroundlng context, so 
considerations of flexrb~l~ty IS of vttal importance In the components to be able 
to adjust them to the changes In context 

The strateg~c aspect of the coordlnat~on should be reviewed and reformulated 
since certa~n ind~cators of mlstrust persist among the agencies that could 
effect the coordmat~on effort 

It IS necessary that the declslon-maklng body assumes as prlorlty the 
strateg~c role and delegates to the coordrnat~on the operative part so that the 
coordmatron effort does not wear out 

The actlons tendmg to ~mplement the project results must continue Th~s IS 
an aspect that should be reinforced In a second stage 

The coordmat~on effort should contmue seekmg makmg operatwe thls effort 
In concrete actions that guarantee the fulfillment of the purpose and overall 
goal of the project (impact on service and In the realm of the final user) 

A determ~n~ng aspect for develop~ng and consolrdatmg the coordmat~on 
process 1s the necess~ty for strateg~c all~ances among the MIP organ~zatlons 
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to guarantee its feasibil~ty as an lnstitutlon In light of the condltrons of the 
surroundmg context 

7 The accelerated processes that prevail of seeklng self-sustainab~l~ty should 
be channeled in the MIP coordrnat~on towards the creat~on of strategic 
alllances among its members 

8 It is necessary to carry out a strategic plannmg process to guarantee the 
sustamabil~ty of the coordlnatlon process 

9 The process of mcorporatmg new agencies should be reviewed in lrght of 
MIP's strategic objectives 

10 It IS necessary to stop on the way and review what the mlsslon of MI? IS 

I I In order to consohdate the work already done, a second stage is requrred, 
whlch should be oriented towards a consol~dat~on of products and the 
process, thlnklng of self-susta~nab~l~ty Once consol~dated, the model could 
be transferred to other Central Arnerlcan countries 

12 The financing of a second stage of the MI? Project 1s considered of great 
~mportance Within this second stage, the priorltles considered are the 
search for self-susta~nability In the coordrnation process, the consolidat~on of 
the cred~t bureau database, and the implementation of the study results 

B INFORMATION AND CONTROL SYSTEMS 

I Software IS used that collects the rnformat~on on clrents In arrears ( cred~t 
bureau database ) of the partlcrpatmg organizat~ons and ~t IS projected selling 
th~s sewrce to other agencles 

2 Evaluat~on of lmpact software IS owned that IS being ~mplemented by the 
organ~zat~ons 

3 The organ~zatrons were helped la buying equrpment and developmg software 
on credit control To date, the organ~zat~ons have shown improvement In 
relat~on to cred~t controls The systems developed by MIP, although they 
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present some weaknesses pomted out In th~s document, are functlon~ng 
satisfactor~ly and fulfill the requ~rements for which they were desrgned 

4 The systems of the different organizations that make up MIP present different 
internal management problems which are being solved ,and results are 
hoped for in the short-term with whtch condrtions wtll ex~st to supply the 
informat~on on tme to the credit bureau database (CRS, CAM, GENESISS, 
CARE, FOMMI) 

5 In reference to the credlt bureau database, support is required on behalf of 
the instrtutions so that the credit bureau database has complete and 
opportune information The existence of mlstrust for supplying information is 
observed It should be kept in mind that the funct~onality of the central 
depends on the quanttty and quality of the supplied inforrnat~on 

1 It is prtority to lend special attention to the general controls in the area of 
lnformatron systems, as described in - Annex 6 

2 It is priority to introduce controls In the consultations of the cred~t bureau 
database so that the frequency, users, types of consultations and others are 
known in order to have a database for doing analysis The way ~t IS done 
presently is not very rapid and is of high cost (counting by hand) 

3 It IS necessary to correct the existing problems with the credit bureau 
database in relation to sendmg ~nformation d~rectly so that the errors found in 
the informat~on be returned for correction 

4 More training is recommended on the different aspects of the credtt bureau 
database such as on-llne updattng, downloading the blackl~st, use of 
different ktnds of consultations such as by telephone line, electronic mall (e- 
mail) and by Internet . - 

5 It IS a pr~ority to make the decislon to consolrdate the credlt bureau database 
In the MIP agencies and, in addition, to Increase its services to other 
agencies before making new investments 

6 In relation to the evaluation of impact, the possib~lity of contractmg an expert 
In statistics should be constdered to carry out the analysrs of the informatlon 
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with speclatized software, and at the same time, give shape to the most 
important correlations of variables and the most relevant statistics 

7 It IS necessary to add to the Evaluation of Impact System informat~on and to 
attempt to obtain information from the annual evaluation to rigidly evaluate so 
that the evaluation is real and in the originally-outlined terms 

8 It is necessary to make the suggested changes in regards to the evaluation of 
impact software to avoid possible errors upon usmg it massively 

9 In regards to the Documentation Center it is recommended to attempt to 
obtaln specialized software for managing libraries 

C RESEARCH AND STUDIES 

I The studies programmed in the project were carried out 

2 The studles show important information that can be shaped into improved 
service for the credit users To achieve this, it is necessary to give priority to 
the dissemination and implementation of the results 

3 It is convenient that the MIP Directors evaluate the possibility of implementing 
in a second stage the development of a central control of financial indices 
This mechanism has been developed in other countries In Central America 
on a manual level and has permitted the improvement of the financial position 
In the partlcipating organizations MIP has the necessary infrastructure to 
implement this system and it would constitute a mechanism for strengthening 
the self-sustainability processes 

Recommendattons 

1 It IS necessary to reinforce the dlsseminatlon process of the different study 
results on the level of the MIP directors as well as inside each MIP agencies 
and other development organizations 

2 A plan for making the study results operative should be implemented 
according to the Interests of each agency 
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D TRAINING, INTERCHANGE, TRANSFER OF INFORMATION 
TECHNOLOGIES 

I Meetrngs for exchange, information transfer, forums and trainrng seminars on 
software management were held 

2 There is a Documentation Center 

I It is recommended to structure the lnstrtutional Strengthening area through 
developing training and technical assistance processes that take into account 
from the beglnnrng the following aspects 

A scaled sustainability strategy for the events In accordance wrth the 
possibilrtres of the partlcrpatrng rnstitutions 

Elaboration of a training and technical assistance program w~th a 
medium-range vrsion which would include events In the technrcal, 
adm~nistrative, financial, management realms which would be based 
on the search for spec~alizmg technical and executive personnel In the 
MIP agencies 

Strengthen the area of tralning and technical assistance through the 
training of a supervisor In effective development of trainmg and 
technical assistance processes 

Develop a data bank of consultants on tralning activities and 
institut~onal strengthen~ng processes developed In the MIP agencies, 
for the purpose of taking advantage of the installed capac~tres in the 
d~verse organizations 

2 A review of the ~nternal bylaws of the Coordrnatmg Board IS recommended as 
a result of the present project changes (growth in number of mvolved 
agencies and concrete experience wrth the attendance problems and 
dec~sron-making power) 
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3 It is necessary to strengthen the moments of experience interchange and 
transfer 

4 For the expansion of the project, it is convenient to consider as an Important 
element In the process of mterchange and technology and training transfer 
the strengthening in an effectwe way of the mrcroenterpr~se information 
center, through Improving the class~ficat~on, control, promot~on, diversfication 
and specialization systems In the ~nformatron center 

5 It is recommended to train a person in the effective management of 
documentation centers Among the alternat~ves IS the MICROISIS program, 
which offers free assrstance for its lnstallation The Documentatron Center 
services need to be diversified, since it is important to have documents, 
educational materials, wdeos, etc , which the MIP organ~zations and other 
institut~ons related to the micro-finance area possess, whlch would permit 
increasing services and facilitatmg a gradual self-sustamabil~ty strategy for 
the center 
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ANNEX 1 

TERMS OF REFERENCE 
EVALUATION OF THE MICROENTERPRISE 

INNOVATION PROJECT- MIP 

ANTECEDENTS 

The proposal of the Inter-Agency Coordination Servrces and Support to the Informal 
Sector of El Salvador was conceptualrzed by five agencies that are working In the 
microenterprise sector in El Salvador, and who began in December 1994 an effort for 
rnformal coordrnation to improve the admin~stratlve capacrty of the cred~t projects and 
avoid the duplication of efforts 

Through coordmatron meet~ngs, the frve agencies that manage loans for the poor 
(FINCAfEI Salvador, OEF El Salvador, CAM, the Secretaria Nac~onal de la Famiha, and 
CRSlEl Salvador) developed strategies, goals and objectives for the coordrnation, 
wh~ch form the heart of the Mrcroenterprrse lnnovatron Project 

Accordrng to the objectwe to broaden coordinatron act~ons wrth new ~nstrtutrons and 
programs that offer support to microenterprise, durrng the second trimester of 1997, the 
Programa Generacron de Empleo en el Sector lnformal de San Salvador (GENESISS) 
and CARE El Salvador mcorporated themselves In the MIP project 

The project act~vitres were defined for three years September 1996 to September 
1998, and are concentrated in three areas rnformat~on and control systems, research 
and studies, and trarnrng, exchange, and mformat~on transfer 

These actrvities are grouped in the following objectives and goals programmed In the 
project 

0 Increase the participating organ~zations' capacity to monrtor and evaluate the socral 
and financial rmpact of thew credit programs 

3 Support the establrshment, rnonltoring and evaluat~on of the monitorrng 
systems 06 financml ~nforvatum o f  each organaation (Credit Informatron 
Systems) 

3 Control national levels of loan delrnquency and default and avo~d duplrcatron 
of efforts among agencies workmg rn credrt through conceptual~zatron, 

- 
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~nstallat~on and mon~tor~ng of a cred~t bureau database In all the organizat~ons 
(Central de R~esgo) 

3 Des~gn, test and apply a methodology to assess the socio-economlc Impact 
of national m~croenterprise development projects, and evaluate 
methodolog~cal strengths and weaknesses of each agency (EIS) 

0 Conduct research to locate and explo~t new m~croenterpr~se markets, ~dent~fy rural 
cred~t demand and evaluate the capac~ty of the organlzatlons to manage sustamable 
and effic~ent cred~t programs 

3 Conduct a nat~onal study to ldent~fy geographical locat~ons where 
m~croenterpr~se demand IS not bemg met - Develop two sub-sector analyses to ~dent~fy poss~ble mtervent~ons that wdl have 
that highest ~rnpact 

3 Conduct marketlng stud~es to ass~st mlcroentrepreneurs in divers~fymg ex~stmg 
products and markets and to ~dent~fy potentla1 strategies which will Increase 
effic~ency and sales 

Conduct a global sustalnab~lity study of all partlc~pating organlzatlons to Identify 
weaknesses, strengths and opportun~tles for reach~ng h~gher levels of financ~al 
and programmat~c susta~nab~l~ty 

0 Coordinate project act~vit~es and Improve the knowledge base of cred~t agencles in 
El Salvador through the mterchange and transfer of ~nformat~on, technolog~es and 
methodolog~es 

3 Develop global tramng sesslons for the ~mplementing agencles and thelr cl~ents 

3 Dssemmate mformation and best pract~ces gamed from research, ~nformat~on 
sharing and tra~ning through the hold~ng of conferences and the development of 
quarterly newsletters 

Develop a nat~onal documentation center in CRSIEI Salvador for partlc~patmg 
agencies of ~nformat~on related to poverty lendmg and mrcroenterprlse 
development 
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s Conduct monthly meetmgs w~th representatives of all organ~zat~ons to coordmate 
actlv~ties of the project, and to continue to share experiences, lnformat~on and 
methodolog~es 

I I  OBJECTIVES OF THE EVALUATION 

I Evaluate the ~dea and deslgn of the project, cons~dermg its bas~c objective as the 
effort of coord~nat~on or closeness among organ~zat~ons t~ed to cred~t, w~th the 
purpose of avoldmg dupl~cat~on of efforts and lrnprovlng ~nd~v~dual and collect~ve 
capacity In benefit of the m~croenterpr~se sector 

2 Measure the project results according to the scope of the programmed objectives 
and goals, evaluating the developed products 

3 Evaluate the ~mplementat~on processes of the project, attempttng to review the 
quantttative and qual~tat~ve aspects of the developed products For example 

Cred~t Bureau Database 
* Consultat~ons or uses 
* System functlonmg 
* Qual~ty of the mformatton 

Evaluat~on of Impact Systems 
* Qual~ty of mformat~on 
* System function~ng 
* Methodology In the establlshment process of the system 

4 Evaluate the project supervlslon process on all levels financ~al techn~cal control, 
monlfiormg of establ~shment, and the mteractwe processes In the carrymg out of the 
project (partic~pation levels, coordmatlon, mformatlon management, etc ) 

5 Suggest actions to contmue In the lnnovat~ve effort and organ~zat~onal strengthenmg 
for the extension of the MlP project to contr~bute to generating the expected ~mpact 
of the project 

I l l  SCOPE 

In the folieseen perlod for the project evaluat~on (June - August) the final act~vlt~es that 
the project contemplated durmg the third year will be carr~ed out In this sense, the type 



of evaluat~on should hm~t Itself to results and performance, endeavormg to measure 
effectweness and eff~c~ency, emphas~z~ng at least the followmg 

1 Evaluatron of results what was done, fulfillment of lmmedrate goals and 
objectlves 

Expected results 

a) See if the member mstitut~ons of the network have mcreased thew 
~nst~tut~onal capac~ty to prov~de effic~ent financ~al servlces 

b) Evaluate ~f the mon~tor~ng, mformat~on and ~mpact systems have 
Improved 

c) Evaluate ~f new m~croenterpr~se markets have been located and explo~ted 

d) Evaluate ~f the outlmed programmed objectlves respond to the needs of 
the sector and of the ~nst~tut~ons coordmatmg In the network 

e) Evaluate the gender perspect~ve In the MIP project act~ons 

The heterogene~ty of the MIP mst~tut~ons should be contemplated, recognlzmg the 
d~vers~ty of efforts In each ~nst~tut~on 

2 Evaluation of performance 

The effic~ent use of resources 

The execution of planned and unplanned actwrtres 

0 T~mes In act~v~t~es and goals 

Work procedure and methods, coordmation and organ~zatron 

IV METHODOLOGY 

The methodology developed w~l l  be the proposal of the consultant, cons~dermg 
the objectlves and the scope outlmed In th~s document 
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V REQUIREMENTS FOR THE PRESENTATION OF AN OFFER 

The offer of consulting services should contain the following aspects 

1 Curr~culum Vitae of the consultrng firm and consultmg team that w~l l  carry out the 
study, which should contain and support experience in evaluating microenterprise 
support programs 

2 Presentation of the technical proposal for the carrying out of the evaluation 

3 Proposal content 
= Objectives and scope 
3 Methodology 
3 Evaluation indicators 

3 Presentation of the economic offer, separating out deta~led costs of the service 
(honorariums, trips, etc ) 

4 Time Ime of foreseen activities for the carrying out of the evaluation (field visits, 
interv~ews, etc ) 

The structure for the evaluat~on content IS flexible, however, it should agree with the 
evaluation objectives and scope 

The consultmg service to be contracted may be nat~onal or international, resolving to 
accomplish a closed competition to ensure the qual~ty of the evaluation In the annex 
the selectton cr~teria and the slate of consultants to participate in the present terms are 
presented 

VI CALENDAR OF ACTIVITIES 

I 1 Selectton of consultants 1 2nd week of June 1 

- - 

1 4 Presentation and evaluation of results I I st week of August 

2 Subscription of agreement 
3 Carwina out of evaluation 

Final Evalzratron Reporr of the Mrcroenterprse lnriovatron Project (MIP) 
Elrrhunr~e~f h, Lrrclu fr rr l'rlltrlohor B hI I3 A wfii  thc owrr(ance of Lrcda Lrpa Oranter and Ing Erlck Ulloa 

A I I ~ I I F I  1998 

3rd week of June 
6 weeks (June-Julv) 





External Evaluation of MIP El Salvador 98 
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Two regional technical 1 ~onvocatlon 
forums on 1 - 1 o Themes developed 
microenterprise '' .. . 1 . + w  - 

lnterwews with d~rectors 
Support mater~al 

Bulletins 
12 ~nf&change bulletins. 1 

F~nal Evaluatron Report of the Mrcroenterprse Innovatron Project (MIP) 
Elaborated bv Lrcda Irrs Vrllalobos B M B A wrth the assistance of Lrcda Lrgra Orantes and Ing Erlck Ulloa 

Augtist 1998 



External Evaluat~on of MIP El Salvador 

ANNEX 3 

DOCUMENTS CONSULTED 

Feas~bllity study for convertlng art~sanal wood-burnmg ovens to liquld gas ovens 
rn mrcro- and small busmesses 

L~bro bianco de la mlcroempresa (Whrte Book for Microenferpnse) El Salvador 
1997 

€IS Mon~tormg and Impact Measurmg System 

Survey of Salvadoran m~croenterpr~se 

Characterizat~on of m~croenterpnse In El Salvador 

S~tuational d~agnostlc assessment of m~croenterpr~se and general guldelmes for 
the defin~tlon of an mtegral development strategy for the sector 

Fundaclon GENESES Meetmg records 1997 

Part~crpat~on contract of AMPES, CARE, CIS, FOMMI, MIP, REDES, TROPIGAS, 
in the promot~on and technology transfer project for baker~es 

CAMICRSISU agreement 

Sub-sector studies on da~ry products, baker~es and processed meats 

Terms of reference for carrymg out a sub-sector analys~s study of the processing 
and sale of food products sector 

Techn~cal and economic feasibrl~ty study of the project "Processing Plant for 
Meat", March 1998 

Internal bylaws of the Coordmatmg Board, 1996 

Fmanclai sustamabil~ty study for the network, MlP, February 1998 

Terms of reference for carrylng out market study of Salvadoran mscroenterprrse 

FOMMI II Work mrnutes, 1997 

National study on Credit Demand In M~croenterpr~se December I996 

Cooperatron agreement srgned between CRS/SV and USAID 
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Annual work plans 

Document "Inter-Agency Coordrnatron Serv~ces and Support to the Informal 
Sector of El Salvador" 1 32-95-002 June 1995 

Terms of reference for carrying out the financ~al feas~brl~ty study 

Agreement between SENlA and CRSISV for preparing a measuring of rmpact 
study 

Agreement between CRSISV and Consultorra Empresarral, S A ,  Desrgn of MIP 
Evaluation of Impact 

Agreement between SENlA and CRSISV for techn~cal supervlslon of des~gn and 
valrdatron of an rmpact measurrng system 

Agreement between CRSISV and HECO consult~ng for the carryrng out of 32 
surveys 

Agreement of the Nat~onal Demand Study, CRSISV and iNDE 
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ANNEX 4 

PERSONS INTERVIEWED 

FOUNDATION I 1 
FOMMI I LIC HAYDEE DE TRIGUEROS I NATIONAL CO-DIRECTOR I 

POSITION 
DIRECTOR 
INFORAMATION MANAGER 
MIP PROGRAMMER 
PROJECT MANAGER 
INSTlTUTlONAL DEVELOPMENT 
(telephone conversat~on) 
DIRECTOR 
MICROENTERPRISE PROGRAM 
MANAGER 
MlP PROGRAMMER 
DIRECTOR 

INSTITUTION 
CAM 
MICROENTERPRISE 
SUPPORT CENTER 
CARE EL SALVADOR 

CRS 
CATHOLIC RELIEF 
SERVICES 

FINCAL EL SALVADOR 
INTEGRAL COMMUNITY 

EL SALVADOR 1 I 
GENESIS FOUNDATION 1 LIC FRANCISCO ANDRES I DIRECTOR 

NAME 
LIC ANA INGRID DE SEGOVIA 
ING ROLAND0 ALAS 
MRS FRANCISCA MEJlA 
LIC JAVIER MOLINA 
CECILIA VELASQUEZ 

MR WALTER BLAKE 
MR MIGUEL LOPEZ 

DAVID CONTRERAS 
LIC ARTURO ROSALES 

PROGRAM FOR 
MICROENTERPRISE 
PROMOTION IN MARGINAL 
ZONES 
GENESIS 
EMPLOYMENT 
GENERATION PROGRAM IN 
THE INFORMAL SECTOR OF 

1 CESAR MARQUINA 1 
OEF 1 LIC EMMA DINORA MENDEZ 1 CENTRAL OFFICE DIRECTOR 

LIC JOSE MARIA GARAIZABAL 

LIC ERNEST0 MANCIA 

SAN VICENTE OFFICE 
MANAGER 
MIP PROGRAMMER (telephone 
conversat~on) 

EUROPEAN CO-DIRECTOR 

NATIONAL DIRECTOR 

ASSOCIATION FOR THE 
ORGANIZATION OF 
FEMININE BUSINESS 

I ORSI BOLAINES I MIP ADVISOR 
SNF 1 IN6 JUAN HECTOR GARCIA 1 DIRECTOR 

MR RAFAEL SANCHEZ 

ELMER RODRIGUEZ 

NATlONiRL FAMILY I MELIDA HERRADOR I FINANCIAL ADMINISTRATION 
SECRETARIAT DIRECTOR 
PROGRESS BANKS UNIT I RODGRIGO VASQUEZ I MIP PROGRAMMER 
USAlD EL SALVADOR I LIC SANDRA LORENA I PROJECT MANAGER 
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MIP 
MICROENTERPRISE 
INNOVATlON PROJECT 

DUARTE 
LIC NELLY MORENO SHENK 
ING CARLOS VILLALTA 
LIC RICARDO CRUZ 

PROJECT COORDINATOR 
MIP PROGRAMMER 
MIP PROJECT EX- 
COORDINATOR 



External Evaltiatlon of MIP El Salvador 

ANNEX 6 

PROJECT EVALUATION MICROENTERPRISE INNOVATION PROJECT (MIP) 
EL SALVADOR 

SEMI-STRUCTURED INTERVIEW GUIDE 

PERSONS TO INTERVIEW Dwectors 

I PROJECT OUTLINE 

A What was the central problem mtended to be solved through the MIP 
project? 

B How d ~ d  the MIP project contr~bute to the solut~on of the problem7 

II EXECUTION 

A If there were some l~mitations In the carryng out of the MIP project, what 
were they7 

B How were they overcome? 

C If there was somethmg that fac~htated the carrylng out of the project, what 
was 1t7 

D How would you evaluate the mterchange of experiences among the MlP 
organlzatlons7 

Excellent Very good Normal Bad 

E From your pomt of view, what have been the pr~nc~pal successes of the 
MIP coordmat~on process? 

F If there have been falluses In the process, what are they? 

G How would you evaluated the MIP ~nter-mst~tuttonal coordmation In terms 
of effectiveness and effic~ency? 

H How would you evaluate the results of MIP In regards to your ~nst~tution's 
expectatlons7 

Ill FINANCIAL INFORMARON SYSTEM 

A What IS your oplnron of the support received from MIP for the development 
of a credit ~nformatlon system In y w r  ~nstltution? 



B Is the information system useful for decision-mak1ng7 

C Has the system contributed to improvmg services to the clientele7 

IV CREDIT BUREAU DATABASE (CENTRAL DE RIESGO) 

A What does the credit bureau database offer to your 1nstitutlon7 

B What are the strengths of the CBD7 

C What are the weaknesses of the CBD7 

D What are the threats? 

E What are the opportunities7 

F Would you be wrllrng to pay for access to these services7 

V EVALUATION OF IMPACT 

A What rnformatron do you expect the evaluation of Impact system to 
prov~de you? 

B Do you thrnk that this system will contribute to improvrng serv1ces7 

VI DEMAND STUDY 

A How would you evaluate or qualrfy the credit demand study7 

Excellent Very good Normal Bad 

B Could you enumerate the most important results for your institution? 

C What decisions were made based on those results7 

VII SUSTAINABILITY STUDY 

A How would you evaluate or quahfy the susta~nability study7 

Excellent Very good Normal Bad 

B Could you enumerate the most ~mportant results7 

C What decisrons were made based on those results7 
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Vlll SECTORSTUDY 

A How would you evaluate or qualify the sector study7 

Excellent Very good Normal Bad 

B Could you enumerate the most rmportant results? 

C What dec~slons were made based on those results7 

MARKET STUDY 

A What informatron do you hope the market study wrll provlde7 

B Have you thoughts about how to make operatrve the study results7 

C How7 

DOCUMENTATION CENTER 

A Do you know of the existrng rnformation sn the MIP Documentatron 
Center7 

B If the answer IS yes Has ~t been useful7 If the answer IS no, why not? 

TRAINING ACTIVITIES 

A Have there been changes on an mst~tut~onal level as a result of the MIP 
tralnmg actrvltles7 

B If the answer is yes, what7 

C Have you partwpated In tramng processes or events supported by MIP? 

D If changes have taken place due to the trarnings or events, what are 
they? 

E In general, do you consrder that the tra~nrng or partic~pat~on In events has 
contributed to improving servlces to the clientele? 

RECOMMENDATIONS 

A Do you thmk a second stage of MIP IS necessary? 

B In a second stage, what should be consrdered priorrty7 

! Frnal Evaluatron Report of the Mrcroenterprse Innovatron Project (MIP) 
Elaborated bv L~cda Irrs V~llalobos 5 M 5 A wrlh the assrstance of Lrcda Lrgra Orantes and Ing Errck Ulloa 

Azcgzisb 1998 



External Evaluafron of MIP El Salvador 108 

C Usmg the way that the project has operated as a reference, do you thmk 
that adjustments should be made7 

D If the answer IS yes, what7 
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ANNEX 6 

EVALUATION REPORT OF GENERAL CONTROLS 

In thls section some admlnlstrat~ve controls will be evaluated which are 
necessary for the good development of the informat~on systems component, which are 

Acqulsitlon controls 
Organizational controls 
Development controls 
Operational controls 
Documentat~on controls 
Security controls 

s Evaluat~on of acquls~t~on controls 

Before acqutrlng hardware or software, a proposal IS made by the MIP team which IS 

reviewed and approved 

In the same way, before acquiring, no feaslbihty study was done with an costlbenefit 
analysls of the alternatives 

Some documents exist that reflect the need for a feasibility study and some technical 
and market stud~es have been done by the project technmans However, there IS 

not a clear outlme from the coordination team In regards to the strategies to follow 
wlth the project about feas~bllity 

In the oplnlon of the evaluators In this phase and takmg Into account the 
development and under-ut~lization level of the installed capac~ty, more than a 
feaslb~lity study, the MIP Board 1s urged to make a dec~s~on about openmg up the 
use of the database to other mterested organrzattons According to the market 
invest~gation, a potential market ex~sts for the service, wh~ch IS recommended to be 
explotted 

3 Organ~zat~onal controls 

In the area of controls it IS ~mportant to have, in the first place, a plan of the systems 
area Th~s plan should be made In accordance w~th the published pollcles and with 
the short and long-term plans for the MIP Board 

To develop the plan the followlng aspects should be taken mto account 

The organizat~on's strateg~c plan, such that the plans on the 
information level are reconciled with that 
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Policies that establish objectives, roles and responstbil~ties In the 
systems area and the related functions 

For the sustainability of the project an adecuate plannmg process for 
the information resources should ex~st for the short and long term The 
responsibility for resource planning should be clearly defined and 
communicated 

The long-term plan should contam aspects such as the forecast for 
changes In requirements and technolog~es, identification of 
alternat~ves, approval of changes in the use of informat~on resources 
and proposed objectives that are measurable 

The short-term plans should be developed according to what is 
foreseen In the long-term plans and should be consistent with the 
informat~on policies of the organization 

The updating procedures of the plans about information resources 
should be coordinated with other long-term planned activit~es of the 
organrzat~on 

me use of electronic data processing resources should be supervised, 
costed and reported To implement these controls it is necessary to 
have systems that report the use of the resources given by MIP, such 
as the case of the credit bureau database In this it IS recommended to 
include a way of controllmg access and categorizing the kinds of 
consultations in order to be able to focus development efforts 
according to the kmds of consultations, and in addit~on, to spec@ 
quality standards for these services The standards should be 
documented and communicated to the users 

It is recommended that the organ~zation monitor the qual~ty of the 
products and servlces offered by the informat~on resources 

It is recommended that the organizat~on calculate costs of each kmd of 
service, locatmg the costs per project and per user, accumulat~ng the 
total mformat~on costs The costs should be reported to the different 
users and to management, w~th the goal havmg clear knowledge of 
the actual costs and of ~ ts  use, so that In the near future a price for the 
servlces offered can be established 

It IS recommended to contemplate withm the system of routine reports 
maintaining management informed about the performance and 
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productw~ty and the use of the information resources through whlch the 
scope of achieve goals can be reviewed 

A Systems Comm~ttee exists which promotes and approves the 
~nformat~on pol~c~es and plans It IS recommended to keep meeting 
records of the commission and control of the agreements made 

e It IS recommended to cons~der cr~ter~a that w~ll  allow measuring the 
performance of the systems area officrals, and their evaluation should 
be carr~ed out per~od~cally wlth the goal of measuring the level of 
advantage taken of the resources had 

A poss~bll~ty should exist for carrymg out period~c systems audits to 
look out for efficiency In the use of ava~lable informat~on resources and 
to establ~sh accountab~l~ty In regards to the functioning of the 
information system 

s Evaluat~on of development controls 

Appl~cat~ons should be developed according to the organizat~on's informat~on 
policres and the short and long-term plans, which should be revalrdated per~od~cally 

The organ~zation should have an mformat~on pol~cy that establishes 
objective, roles and respons~b~lit~es for the mformat~on appl~cat~ons and 
related funct~ons 

It is recommended to restore an appropriate process for applscatlons 
plannmg on the short and long term 

The responsib~lit~es for applicat~ons planning should be clearly defined 
and documented 

Techn~cally, ~t is recommended that the organization base its 
developments on a methodology selected by the informat~on 
committee that should contam plannmg, development, implementation 
and evaluat~on of all the systems 

The updatmg procedures of the information applicat~ons plans should 
be coordmated w~th other long-term planned activ~tles In the 
organ~zatlon and should be communicated to all the users 

The information appl~cat~ons should be per~od~cally rewewed to 
evaluate the level of satisfact~on of the users' needs 
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* The systems developed should possess technical documentat~on, as 
well as users' 

The admrnrstratron should ensure that the users formally accept the 
new systems or modifications to the systems, that they receive 
adequate tralnrng and that their roles and responslbil~ties In the 
product~on are clearly defined 

Keeping a record of all the changes In the system applicatlons IS 

recommended 

Technically, rt IS recommended to do functioning tests of all they 
systems with test data from each one of the participating institutions to 
make sure that everyone the software IS to used, ~t is functlontng 
correctly and wlthout delays caused by preventable errors 

3 Evaiuat~on of the operat~onal controls 

The mformatron resources are operated In such a way that the stored rnformatron IS 

protected and control is provrded on access and modifications, malnly for purposes 
of the cred~t bureau database 

Nevertheless, ~t is recommended that the following aspects be taken into account 

* Prepare and perrod~cally test contlgency and d~saster plans that assure 
the continuation of applications processing 

Implement procedures for the lnitlal acceptance and subsequent 
alteratrons of the applicatlons 

Establish procedures that Insure Integrity, security and author~zat~on In 
data entry tn the computer processrng 

Implement procedures for reportlng and following up operational 
problems and damage control 

Have an annual operat~ons systems budget 

Include In the general work plan the perlodrc maintenance of the 
equipment 

Have an exact record of the performance of each and every oone of 
the jobs processed on the computer 
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e Assign responstbilit~es and persons in charge of data storage in each 
one of the organizat~ons 

= Evaluatron of documentat~on controls 

The application systems are totally documented 

The apphcatrons docurnentat~on rs adequate although In the technical manuals it 
would be preferrble to link the ent~ty dlagrams related to the applrcat~ons 

Preferrbiy, standards should be establ~shed for the documentation duly-approved by 
the ex~stlng rnformatron committee and the admrnlstratron 

The changes In applicatrons should stay totally documented from the 
t~me of the request that originated the change 

Access to the appl~cations documentat~on should be restrrcted to 
authorized personnel 

a Evaluatron of security controls 

Responsibilrt~es should be ass~gned on control of access and physrcal security of the 
rnformation area 

Access to the computer center should be restrrcted to authorized 
personnel 

Access to the hbrarres and terminals should be controlled 

The computer archives should be protected aga~nst acc~dents, 
destructron and use by unauthorized personnel 

The computer area personnel should be trained In applying security 
controls and procedures 
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ANNEX 7 
P 

SUGGESTED BIBLIOGRAPHY FOR THE TOPIC OF SELF-SUSTAINABILIN AND 
FOR THE DOCUMENTATION CENTER 

InterAmerican Development Bank Microenterprlse Unit Gura tecnrca para el 
analrsrs de ~nstrtucrones financreras mrcroempresanales, November 1 995 

Bartel, Margaret Los coefrcrentes financreros como herramrentas de gerencra en 
10s programas de credrto a la mrcroempresa manual para drrectores y gerentes 
Fondo Micro Santo Domingo,I 993 

Christen, Robert Peck Manejo financrero de programas de mrcrocredrto AITEC, 
1990 

Christen, Robert Peck Bankrng servrces for the poor Managrng for frnancral 
success An expanded and revrsed gurdebook for mrcrofinance rnstrtutrons 
Washington DC Accion International, Publications Department, 1997 (Printed in 
Colombra) 

InterAmer~can Development Bank Project Analysis Department Metodologra e 
mterpretacron del analrsw de una cartera de prestamos 

InterAmerican Development Bank Microenterprise Division Fondos rotatonos de 
credrto para mrcroempresas un estudro emprnco 

Villalobos Barahona, Iris lnstitutronal Strengthening Program for Development 
Organizations that Administer Credlt Programs Modulo 5 vrabrlrdad rnstrtucronal y 
estrategras gerencrales para lograrla Guatemala ASINDESIONG, 1997 
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