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ABSTRACT 

H Evaluat~on Abstract (Do not exceed the space provrded) 

Thrs was a well managed project that extended one year to more than meet ~ t s  ortg~nal object~ves ~n the areas of educatlon houslng soclal and 
psycholog~cal servtces to orphans and dtsplaced chlldren In El Salvador In four years July 1993 through June 1997 the project has been able to 
demonstrate cost effectrveness and set prtorltles for tts programs objectrves that met the needs of the ch~ldren 

The purpose of the grant was to asslst orphaned abandoned and drsplaced chrldren caused prrmar~ly by the prevlous war condlt~ons make a 
smooth transttlon tnto the new Salvadoran soctety as responsible and producttve adults Thts was proposed to be accompl~shed through a 
comprehenstve educattonal and preventtve soclal servtces program whlch would help youngsters move form a l ~ f e  on the streets lnto an orphanage 
and an educatronal settrng then to rndependence and self relrance The project purpose was to facllttate thetr re adjustment lnto a more peaceful 
and democrattc way of lrfe Thls was proposed to be done by tmprovlng the quality and Impact of the servlces offered by the Cludad de 10s Nlfios 
In Santa Ana and by strengthenrng programs des~gned to address the spectflc educational and soclal needs of thrs populatron 

The Frnal Evaluat~on of thls Actnnty was carried out rn August 1997 The prlnc~pal f~nd~ngs  were 

The project has remalned farthful to  the rntentton of tts des~gners 
The need for a project of thls krnd has been demonstrated although there IS a need to reassess the target population 

* The object~ves of the project are betng met ~n an efflclent manner 
The project actlvrtles have served as a catalyst for a more systematrc approach to problem solving and every day funct~ons on the part of Cludad 

de 10s Nlfios personnel 

Thls project achreved most of tts orrglnal objectlves whlch IS remarkable gtven the scope of the objecttves and the dtfftculty of the circumstances ~n 
post war El Salvador Project Impact has also been greater than expected The project had set numerical lndlcators and they are compared wlth 
the overall dellvery of servrces In the follow~ng chart 

Goal Actual % o f  goal 
S e ~ c e s  for the Chrldran Overall Overall Overall 

Educatron and Soctal Servtces 4 074 4 821 118% 
Vocational Tralnlng Program 7 672 7 553 98% 
Hogar de 10s Nliios 1 320 1 547 117% 

The evaluating team reached the following conclusron 
The USAID grant to Cludad de 10s Nriios srgnlfrcantly Improved the quality of l ~ f e  for orphans and abandoned chlldren that rt sewed ~n El Salvador 

It accomplrshed thls through upgrading educatlon teacher skllls team bu~ ld~ng  rn the staff tnvolvement of youth ~n the decrs~on maklng and 
development of programs parental lnvolvement socral health and psycholog~cal seMces staff tralnlng and leadership and the Improvements ~n 
the physlcal ~nfrastructwe of the wllage There IS strll a need to contlnue programs and acttvltles that do more outreach to the extended and 
fragmented famllres of the Crudad s youth These types of actrvltles began and Improved under thls grant The need for approprrate youth 
employment related to  thew tralnrng st111 presses the Crudad de 10s Nliios slnce that seems to be one of the components of a "brrdge" to  a happy 
and productrve llfe after the program 
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A 1 D EVALUATION SUMMARY - PART II 
1 1 

SUMMARY I 
J Summary of Evaluatron Ftndrngs Conclus~ons and Recommendattons (Try not to exceed the three (3) pages provtdedl 

Address the following Items 
Purpose of evaluatton and methodology used Prlnctpal recommendattons 
Purpose of actrvttylresl evaluated Lessons learned 

I Ftndtngs and conclus~ons (relate to questions) 
I I 

I The evaluatton was to the best of the abllltles of the evaluation team a systematic and objecttve appra~sal of the project and tts achtevements Its 
flndlngs and recommendations are ~ntended to be used to formulate lessons learned In terms of ~ t s  efflctency and effecttveness tmpact and I 

Mtsston or Off~ce 
USAIDIEI Salvador SO1 

I The objecttves and targets of the project rn terms of efftccency vs concrete outputs project program areas the coordlnatlng project team the 
beneflctarres tralnlng actnnttes project evaluatton and follow up I 

Efflclency of the lnstrtutton and resource management lnstrtut~onal strategy tnternal operations the management of human resources the 
dlstrlbutron of responsrbrlmes and functtons management of flnancral resources external operatrons 

Date Thts Summary Prepared 
10105198 

The actual project status and future prospects contrast wcth condlttons prtor to project perspectlve and completton of the project unforeseen 
results posltrve or negatrve 

Tltle And Date Of Full Evaluat~on Report 
Assrstance to Orphans and Dtsplaced Chlldren Flnal 

Evaluation August 24 1997 

The objectives of the proIect have remarned consistent wtth the problems observed They are based on the prlorrty of problems that the project 
Intends to  address The assumptions and suppos~ttons are st111 val~d although the country ~n general seems to  be undergoing change after the 
years of confl~ct The populatron most affected by thrs changes are the chtldren and young people espectally those from dysfunctlonai famtltes or 
famtltes that have sufferd abandonment and neglect 

I Summary of Lessons Learned and Recommendaaons It has only been a few years srnce the beglnnrng of the "peace ~n El Salvador The affects 
on El Salvador s chrldren and youth are the followtng 

Famtlles are st111 not unted and tfie trde of emlgratlon away from El Salvador due to the trend created durlng the war IS stdl separatlng family 
members many tlmes permanently 

I Infrastructure for a school alone IS not sufftctent to replace famlly and create a lovtng youth envrronment An adequate number of dedicated 
carlng and trarned personnel to students IS Important I 

The posltrve attrtudes of personnel related to encouragement and dlsclpllnlng youth has a great deal to  do w ~ t h  the quallty of the envlronment 
Crudad de 10s Nlfios has affered opportunltres for tralntng and personal development for rts counselors Stafflng IS done wrth the Input of the youth 
counctl to ~nclude the resdent s perspecttve ~n development of programs actlv~tles admcnlstratton and drsclpltne 

* Partlcrpatton of youth n the dectswn makrng of Cludad de 10s Nrfios has been Important to the successes of the center When the youth feel that 
they have a say ~n the day to day operatton and management of the project ~t makes them feel they have some control over thew own llves Also 
the development of yo& leadership ~n thts process ts Important Each youth has responstbclmty over htslher envtronment for cleanlrness and order 
In  addrtron helshe has the respons!btllty for hlslher contrlbutron to the emot~onal atmosphere of Ctudad de 10s NrRos and to contrtbute to the 
development of rules t h a  are consrstent and falr 

I Cludad de 10s N I ~  needs to flnd mechanisms by whtch they can contrrbute to and benefrt from natlonal pollcles and programs ~n the publtc and I 
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ATTACHMENTS 

K Attachments (List attachments submcned wcth this Evaluat~on summary always attach copy of full evaluat~on report even ~f one was submcned 
earlier attach stud~es surveys etc from on golng evaluat~on ~f relevant to the evaluat~on report ) 

Final Evaluatron Report (English) 

C O M M E N T S  

L Comments By Mission AlDiW Office and BorrowerIGrantee On Full Report 

The project was satisfactorily completed and no major Issues were ra~sed during lmplementat~on of the Project The only concern of our offlce IS 

that jobs are not belng created as fast as young people are belng trained M~grat~on to the cities from the rural areas 1s Increasing more and more 
because jobs do not exists In those areas USAlD should work In conjunction with other donors the Government of El Salvador and the private 
sector to  flnd solut~on for the creatlon of jobs In rural areas 
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ASSISTANCE TO ORPHANS AND DISPLACED CHILDREN 
CIUDAD DE LOS N I ~ ~ O S  

SANTA ANA, EL SALVADOR 

A I D GRANT #5 19-04 10-G-00-3 120-00 

FINAL EVALUATION 

I EXECUTIVE SUMMARY 

This was a well-managed project that extended one year to more than meet its original 
objectives In the areas of education, houslng, social and psychological services to  
orphans and displaced children in El Salvador In four years the project has been able 
t o  demonstrate cost effectiveness and set priorities for its program objectives that met 
the needs of the children 

The purpose of the grant was to  assist orphaned, abandoned and displaced children, 
caused primarily by the previous war conditions, make a smooth transition Into the new 
Salvadoran society as responsible and productive adults This was proposed to  be 
accomplished through a comprehensive educational and preventive social services 
program which would help youngsters move from a life on the streets into an orphanage 
and an educational setting, then to  independence and self-reliance The project purpose 
was to  facilitate their re-adjustment into a more peaceful and democratic way of life 
Thls was proposed to be done by Improving the quality and Impact of the services 
offered by the Ciudad de 10s Nifios in Santa Ana and by strengthening programs 
designed to  address the speclfic educational and soclal needs of this population Ciudad 
de  10s Niilos has met these objectives 

T h ~ s  project was submitted to  USAID for funding in January, 1993 and approved in 
July, 1993 Funding for the project commenced in December, 1993 The total amount 
of the grant was US $505,000 The grant's original completion date was June 30, 1996 
The project was given a no-cost extension for one year from June 30, 1996 to  June 30, 

1997 to  further the goals of Cludad de  10s Nliios 

The ~ n d ~ c a t o r s  based on the program goals were used to gauge efficiency and 
effectiveness In execution of project actlvit~es and t o  revlew impact of the project In 

relation to  the lives of the students and the institution implementing the project The 
recommendations from the mid-term evaluation were considered in the conclusions 
Observatrons pertinent t o  future srmilar projects are in the conclusions sections of this 
summary 

The study method adopted has been ( I )  the review of project documentation and 
tnformatlon, (2) an analysis of experience gained through regular project monitoring 
vlsits, regular site vislts and lntervlews with key personnel, and (3) Interviews wlth 



students and personnel 

The principal findings a re  a s  follows 

The project has r e m a ~ n e d  faithful t o  the i n t e n t ~ o n  o f  its designers, 
The need for  a project of  t h ~ s  kind has been demonstrated,  although there 1s a 
need t o  reassess the  target  population, 
The objectives o f  the  project are b e ~ n g  met In an  efficient manner, 
The project activities have served as a catalyst f o r  a more systematic approach t o  
problem solving and everyday functions on the  part  of CDN personnel 

The status o f  the recommendations lncluded in the mtd-term evaluation are  

An increase In the  number and the q u a l ~ t y  o f  home visits The staff is still 
havlng difficulty making v i s ~ t s  because there a re  a llmrted number o f  vehicles 
available and the  students '  fam~l les  are dispersed throughout El Salvador 
4a increase in c o m m u n ~ t y  outreach and preventive programs that induce 
more involvement on the part of  parents One successful outcome is the 
establishment o f  an  Escuela de Padres that served more  than 600 persons In 
1996 Llke the  previous recommendation, the  contac t  with families outside of  the 
Iocal communl t~es  is st111 a difficult task The s tudents  a r e  from famllies that a re  
fragmented and the  involvement o f  f ami l~es  wlth the  students  c o n t ~ n u e s  t o  
Increase Fr  Rossi had begun work w ~ t h  gangs (maras) in Chalchuapa and Santa 
h a  t o  Increase efforts t o  reach younger problem youth 
A reassessment of the  reasons given for d e s e r t ~ o n  and an  assessment of 
activities geared to  assist familres whose children drop out  of  the program 
Most o f  the  drop-outs  are related t o  family issues F a m ~ l i e s  pull their students 
out of  school more than students who leave o n  the i r  own Thls ts espectally 
cemmon with younger students Older youth have multiple reasons for  l e a v ~ n g  
a b t  include relationships, opportunities for  employment and support of  their 
families, and d e s ~ r e  t o  join their friends in the  workforce,  slnce most youth begin 
employment around age  13- 14 
The formal establishment of a job placement offrce This program component 
was completed, but  the conditions within the  El Salvadoran economy sttll are not 
c ~ n d u c i v e  for  absorbing youth into employment Youth compete with ex- 
emba tan t s  (ex-insurgents and ex-sold~ers)  for  employment in the same sectors 
Tralnlng IS an advantage for  Cludad de  10s NlHos youth, but lf they do not live 
cLse t o  large population and industrial centers  the re  is  l i t t le chance for 
employment in thelr fields 
Bmore formal relationship w ~ t h  the  p r ~ v a t e  sector,  e s p e c ~ a l l y  for 
~ p p r e n t ~ c e s h i p  and  job placement Thts has occurred,  but the difficulty is that 
there are few jobs that  match the tralnlng o f  the  boys  and girls They have been 
warking more in the  area o f  preparation for  work where the  boys and girls are 
aeented t o  the  lntervlew process, how t o  look f o r  work,  make follow-up 
emtacts,  and work-related behaviors that will help them t o  maintain their 



employment Many of the boys and girls are hired, but not necessarily in the 
areas that they are tralned The high employment areas in the m a q u t l l a s  In the 
free trade zones (zonas francas) are sewing and tailoring, word processing, and 
electronics 

A DEFINITION OF TERMS OF T H E  EVALUATION 

The evaluat~on was, to  the best of the ab~lit ies of the evaluation team, a systematic and 
objective appraisal of the project and its achievements Its findings and 
recommendat~ons are intended to  be used to  formulate lessons learned in terms of rts 
efficiency and effectiveness, impact, and sustainabllity This was done in accordance 
with the directive included in the original project proposal, which stated as  follows 

"Durrng the lrfe of the Project evaluatrve exercises wrll be conducted to  re-examrne the project 
derign and rts specrfrc actrvrtres determrne whether and/or to what extent the project purpore 
has been achreved and conclude to what extent the project has contrrbuted to  achrevement of the 
goal 

The procesr evaluatron wrll be conducted to  determine whether project rnputT were delrvered 
appropriately and on a trmely hasrs as planned and to aspess the adequacy and movement of all 
project Inputs rncluding frnancral resourcer as well as servrces and other support 

The rmpact evaluatron wrll be conducted to  assess project performance agarnst qualrtatrve and 
guantrtatrve rndrcatorr The oblectrvely verrfrable rndrcators wrll be revrewed and progress 
determrned based on level of achrevement and project outputs or results wrll be compared 
agarnst those planned Thrs type of evaluatron I S  also rntended lo consrder less easrly measured 
rndrcators ruch as level of adjustment of youngsters to  therr new envrronment adjustment t o  the 
academrc demands drscrpline and responsrbrlrty Other factors such as effrcrency of servrces 
and use of space full partrcrpatron of project benefrcrarzes school attendance readrng/wrrtlng 
competence levels job readrness and placement rn employment or rncome-generatrng siluatrons 
provrde pornts of reference agarnst whrch the project's overall performance may be judged 

The Project'r Coordrnatron Offrce wrll collect statrstrcal data of all actrvrtres data such av 
enrollment attendance desertron achrevement and completron rates wrll be systematrcally 
analyzed Evaluatron actrvrtres wrll be strengthened through meetrngs between the project 
coordrnator and department reprerentatrves For rts part Salesran Missrons wrll makelrequent  
supervrsron vrsrts durrng the lrfe of the project During these vzsrts project achievements l o  
date wrll be analyzed based on dnta collected by the project's rnformatron systems coordrnator 
and through drrect observatrons durrng srte vrsrts " 

The following were the terms of reference for this evaluatlon, keeping in mind that the 
primary purpose of the process evaluatlon was to  determine whether o r  not the Project 
was on track, not necessar~ly to  measure ~ t s  benefits or rmpact However, the Issues 
that were considered under this evaluatlon were the same as those that would have been 
included In an Impact evaluatlon 

Goals and objectives of the Project compared with orlginal assumptions and 
actual s~tuatlon,  
Achievements to date compared wlth progress indicators and the project 
implementation schedule, 



I, Financial, material, and human resources, 
Informat~on systems, data collection, maintenance, and analysis, 
Problems and areas of conflict that affect the implernentatlon and the 
accomplishments of the Project 

The most important issues the evaluatlon attempted to  address were 

The objectives and targets of the project efficiency vs concrete outputs, project 
program areas, the coordinating project team, the beneficiaries, tralnlng actrvities, 
project evaluatlon and follow-up, 
Effictency of the instrtution and resource management lnstitutlonal strategy, 
internal operations, the management of human resources, the distribution of 
respons~bility and functions, management of financial resources, external operations, 

ope he actual project status and future prospects contrast with conditions prior to 
project, perspectrves and completion of the project, unforeseen results -- positive or 
negative 

The evaluation team consisted of John Burke from the Salestan M~sslons Arlington, VA 
Office for Development Programs, Fr Elias Bolaiios, Director, Fr Florindo Rossi, 
Admin~strator of the Institution, Fr Francisco Ballesteros, the new Adm~nistrator, and 
Salvador Canjura, the Director of the Southern Office of Projects for the Provincial of 
Drvlna Salvador (Central Amerrcan Provincial House for the Salesian Fathers) 

Salvador Canjura of the Saleslan Project Office and John Burke of Salesian Missions 
~nterviewed five youth that were of different agesand had spent varying lengths of tlme 
in the CDN They also interwewed key staff In the areas of education, the residential 
program, and social services 

B GOALS AND OBJECTIVES OF THE PROJECT 

Backgrarund 

The objectives of the project have remained consistent wlth the problems observed 
They are based on the priority of problems that the project intends t o  address The 
assumpteons and suppositions are still valid, although the country In general seems to  be 
undergo~ng change after the years of conflict The populat~on most affected by these 
changes are the children and young people, especially those from dysfunctional families 
o r  families that have suffered abandonment and neglect 



Success of  the project related to its OBJECTIVES 

The project had set  numerical indicators and they a r e  compared with the  overall 
delivery o f  services in the  following chart and graph 

C~udad de Los Niiios Program Deltvery Compared to Objecbves 

Educat~on and Soc~al S e ~ c e s  
VocaQonal Tramng Program 
Hogar de 10s N~fios (residential program) 

educational vocational l-bgar de 
and social tranmg bs Nfios 
services program 

P Goal Overall 

Actml Overall 

U % of goal Overal 

Goal 
Overail 

4,074 
7,672 
1,320 

Ch~ldren Served 

(a) To prov~de  a selected number of orphan, homeless and d~splaced  youngsters 
wrth adequate houslng and 11ving cond i t~ons  

Actual 
Overall 

4,821 
7,553 
1,547 

The grant did provide for  children of  displaced and fragmented families with the 
opportunnty for  adequate housing and living conditions The Salesians maintained the  
center a t  87%-loo%+ capacity during the  four years  o f  the  project At the  end o f  the  
project in four years the  C ~ u d a d  de 10s Niiios reached 117% o f  its goal All these youth 
had educational opportunities with some limited appropriate youth employment 

% of goal 
Overall 

118% 
98% 

117% 



oppor tun i t~es  for those youth who had no f a m ~ l ~ e s  o r  r e l a t ~ v e s  t o  return t o  during the 
school breaks and holidays Durlng the school breaks and holidays efforts were made 
by the SalesIan staff t o  see  t o  the  social and personal needs o f  each youth that stayed by 
offerlng outings, special dinners, events,  and gifts at C h r ~ s t m a s  

(b) To educate and t r a ~ n  needy, orphan, homeless and displaced youngsters In 
marketable s k ~ l l s  so that they w ~ l l  be able to earn an income from t h e ~ r  s k ~ l l s ,  

The grant allowed youth the  opportunity t o  learn skllls that are appropriate t o  an urban 
market However, not all the  youth that  attended school a t  Ciudad d e  10s N~f ios  had the 
opportunity t o  find work in the  city Many returned t o  the  areas o f  the  country from 
w h ~ c h  they came which do not  have many job opportunities in their skill areas In the 
last two years of the  project all youth received more t r a ~ n i n g  in preparation for work 
T h ~ s  allowed them t o  find o ther  employment and sustain t h ~ s  employment even though ~t 
was outstde of  the  youth's sklll a rea  The problem of  youth employment in its post-war 
economy is still a pressing issue for  E l  Salvador and may well be one  of  the  contributing 
factors to the rise in youth gangs  There is competition for  employment with ex- 
combatants a s  well a s  youth from other  trainlng institutions w h ~ c h  a r e  located in high 
populat ion/~ndustr~al  areas o f  El  Salvador 

(c) Ts upgrade the ~nst i tut lon's  services, make thelr delivery more effluent,  and 
their ~mpac t  more effectwe,  

Of all of  the areas of  Impact o f  thls  grant ,  the ~ n s t i t u t ~ o n a l  services have had the 
greatest mmprovement In quallty The involvement o f  youth In the  d e c i s ~ o n  m a k ~ n g  and 
develapment of programs, parental involvement, soctal , health and psycholog~cal  
services, upgraded teacher skllls, team building, and phys~ca l  plant have all been 
impacted tremendously under t h ~ s  grant  With the  ~mplementa t ion  o f  greater  team 
buildmg In the  planning, discipline, Integration o f  educa t~ona l  components, and 
maintenance o f  qualified staff  Ciudad d e  10s Niiios has changed tts image from an 
i n s t ~ t f  icsn dealtng with juvenile delinquents t o  an tns t~ tu t ion  that  has quality vocational 
tratnmg, prlmary and secondary e d u c a t ~ o n  One of  the  physical plant improvements that 
has made a difference IS the  m u l t ~ p u r p o s e  auditorium/sports arena I t  was one  of the 
real vzlue added components  o f  the  grant  I t  is  useful for  assembl~es ,  sports activities, 
theater, ooctal events, and ctvic actlvtties I t  also has an tncome generattng component 
In tha% it can be let for  weddtngs, anniversaries, and cultural events  I t  IS one o f  the  
large@ multl-use audttoriums in Santa Ana 

(d) Ta a e s ~ g n  vocational tralning programs that respond both to  market demands 
and me appropriate to the needs and c a p a b ~ l ~ t i e s  of youngsters, 

This a asn area where the  Cludad d e  10s Niiios was dependent on market forces in the  
e c o n m y  more than the  quallty o f  their vocational e d u c a t ~ o n  program Although the 
coursewark offered was  appropriate t o  the  needs and capabi l~t ies  o f  youth, i t  was 
difficdt b predict how market forces would impact on  youth employment W ~ t h  the 



demobilization of the armed forces and the ass~m~la t ion  of all ex-combatants Into the 
economy also came less opportunities for youth employment Ciudad de 10s Nlfios, 
itself, was involved in tralning ex-combatants wlth the help of USAID and other donors 

The areas where youth have been successful finding employment have been in the 
mucplllas in skill areas of tailoring, sewing, electronics, soldering, llght manufacture, 
and assembly There I S  a need for diversification of tralning and a desire t o  expand the 
workshops offered for the youth to  the arts, photography, design, auto body work, 
leather product production (beyond shoemaking, which IS already offered), and 
construction deslgn 

(e) To enhance the production component of the workshops so that they can 
p r o v ~ d e  for the mater~a l  needs of orphan, abandoned, and drsplaced youngsters 
( c l o th~ng ,  b e d d ~ n g ,  shoes, furn~ture )  a t  the orphanage, as well as to contr~bute  to 
the self-financing c a p a c ~ t y  of the ~ n s t l t u t ~ o n  

T-shuts, beddlng, smocks and other clothlng were produced on the premises for the 
residents Furniture was refurbished or bullt t o  supply the dorrnitorles, classrooms, 
lunch room and campus of CDN Clothlng was produced on contract A number of 
contracts were developed making uniforms for sports teams and for UMBRO, an Italian, 
internationally renown sports unlform producer (of course the Salesians were founded 
by the Italians) Block rnaklng had been very productive Local people and youth on 
holiday from CDN were employed in the block maklng plant Colored cement tiles were 
also produced for a while, but the market for these was not sustained The production 
bakery was both for internal consumption and for the local market The other 
workshops have had contracts when and where appropriate and dld not interfere wlth 
the primary goal of the CDN, education and the welfare of children 

( f )  To help place well-tralned workers Into ~ncome-generat~ng  opportunltles (jobs, 
apprent~ceshrps, mlcro- and small-scale enterprrses) 

As was stated earlier in this report, the problem of youth employment is still a presslng 
issue for El Salvador and may well be one of the contributing factors to  the rise in 
youth gangs The same reasons stated above in (d) - integration of ex-combatants into 
the economy, fluctuating market forces, and difficulties with placement outside of urban 
centers - all lend themselves t o  preventing youth from finding jobs in the fields which 
they are trained Friends of friends and family are still the best primary network for 
youth employment searches Second, is the tralning of youth In how to  seek 
employment and preparation for employment - appearance, interview skills, letters of 
introductron, presentation of training certificates and references The other issue 1s 

how to  maintam a job, which is crucial Each youth learns to  be a "team member" in 
the shop and learns the appropriate protocols for work as well as their rights as 
workers C~udad  de 10s NiCios has established a data bank of potential employers and 
has links with the local Zana Franca (free trade zone) Cludad de  10s Niiios 1s part of a 
FEDISAL Multilateral Investment Fund project in vocational training and one 



component has funds for employment matching and development of micro/small 
enterprise 

C FINANCIAL AND MATERIAL RESOURCE MANAGEMENT 

During the life of the project the Salesians made a conscious decision to  extend the 
project one year t o  cover costs related to  non-governmental teachers and personnel in 
the project as well as to strengthen the adm~n~strat ion of the Cludad de 10s Nifios By 
line item the project d ~ d  not deviate from the prescribed budget by more than 15% as I S  

suggested in the A I D guidelines Any major changes and/or proposals for changes 
were submitted In writing and answered in writing by the USAID program and contract 
officers A mid-term financial audit was completed, a firm has been chosen for the final 
a u d ~ t  and a contract has been signed 

D PROBLEM AREAS THAT AFFECT PROJECT PERFORMANCE 

As was discussed earller, job creation and placement, mechanisms to  make more home 
vislts to the families and extended families of the residents, as well as the necessity for 
incsessed "free time" activities are areas of improvement to  which the Salesians are 
planning to focus their energies in the next few years This will call for added 
resources and diversification of roles, tralning, and programming for the staff and 
admirelstration of Ciudad de 10s Nifios Ciudad de 10s Nifios is searching for resources 
to  purchase more vehicles and employ more personnel for the expansion of the family 
component Also, they are searching for funds and thinking along the lines of 
m e s h i s m s  and options t o  promote the integration of the residents In local activities 
that ~ 1 1 1  enhance their freetlme activities Questions of supervision and responsibility 
for the boys off campus are t o  be considered in implementing this program 
enhscement 

E LESSONS LEARNED AND RECOMMENDATIONS 

It b o n l y  been a few years since the beglnnlng of the "peace" In El Salvador The 
affem an El Salvador's children and youth are the following 

Eamil~es are st111 not united and the tide of emigration away from El Salvador due to 
th trend created during the war is still separating family members - many times 
pmmanently 
H&mtructure for a school alone 1s not sufficient t o  replace family and create a 
k ~ m g  youth environment An adequate number of ded~cated,  caring;, and tralned 
gamnnel to students is important 
5 posltive attitudes of personnel related to encouragement and d~sc~pl inlng youth 
&&a great deal to  do with the quality of the environment Ciudad de 10s NiHos has 
ailkzed opportunities for tralning and personal development for its counselors 
S&Bing is done wlth the input of the youth council to  Include the resident's 
pzspective In development of programs, activities, admtnlstration and d~scipline 



Participation of youth in the declsion maklng of Cludad de 10s Nifios has been 
important to the successes of the center When the youth feel that they have a say in 
the day-to-day operation and management of the project it makes them feel they have 
some control over their own lives Also, the development of youth leadership in this 
process is important Each youth has responsibility over htslher environment for 
cleanliness and order In addition, helshe has the responsibility for hislher 
contribution to  the emotional atmosphere of Ciudad de 10s Nlfios and to  contribute 
to  the development of rules that are cons~stent and falr 

a 43udad de 10s N~fios needs to  find mechanisms by which they can contribute t o  and 
benefit from nat~onal  policles and programs In the publlc and private sector for 
youth employment and small business generatton 

/ 

F CONCLUSION 

The USAID grant to  C~udad  de  10s Nifios significantly improved the qua l~ ty  of life for 
orphans and abandoned children that ~t served in El Salvador It  accomplished this 
through upgrading education, teacher sk~l ls ,  team bullding In the staff, involvement of 
youth in the decision making and development of programs, parental tnvolvement, 
soclal, health and psychological services, staff training and leadership, and the 
improvements in the physlcal infrastructure of the village There is still a need to  
continue programs and activities that do more outreach to  the extended and fragmented 
families of the Cludad's youth These types of activities began and improved under this 
grant The need for appropriate youth employment related t o  their tralning still presses 
the Ciudad de 10s Nliios, since that seems to be one of the components of a "bridge" to 
a happy and productive life after the program 

The Ciudad de 10s Niiios can still benefit from cont~nued international assistance, since 
there 1s yet great competitmn for local, state, and church funds in El Salvador 


