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LOCAL GOVERNMENT DEVELOPMENT PROJECT 

EXECUTIVE SUMMARY 

1 ASSIGNMENT 

The evaluat~on team was assrgned the following respons~brllt~es by the USAID mrssron In 

Peru 

a)  to assess the Local Government Development Project (LGDP) s cumulattve impact 

and the extent to whtch the Project IS fulfill~ng its purpose 

b) to assess the relevance of prolect actwttes to achtevement of the M~ss~on s strateg~c 

objectrve of democracy at the 16cal government level and the specla1 objectwe of 

alternatrve development vts-a-vls dlegal coca productron 

C) to provlde suggestrons for refinmg the des~gn and rmplernentatron of the Project In 

order to enhance rts contr~but~on to both objectrves 

I1 GENERAL EVALUATION 

The LGDP has fulfilled ~ t s  goals accordmg to plan I t  IS strengthenmg mun~c~pal 

democrattc governance and communrty partlcrpatron It has great potentla1 beyond the 

duration of the project rtself That 1s why rt deserves to be perfected -as deemed 

approprrate- as suggested in thls evaluat~on 

The marn tmpacts acknowledged by the persons rntervtewed by our team refer to 

mcreased communtty partlc~pat~on, and strengthenmg of mun~cipal management 

Besrdes the vast malorrty of mun~c~pal~ttes vtsrted by us apprec~ated the advantages of a 

combmatton of the voluntary partrcrpation of the cornmun~ty In the constructron of bas~c 

services w~th educatton on clvd rights 



111 GENERAL CONTEXT 

This Prolect is framed w~thin the commttment of the governments of the Unlted States 

and Peru to the agreements adopted at the Cartagena Summit for advancmg new 

polic~es of alternat~ve development rnvolvrng the populat~on and democratrc 

organ~zatrons rn coca-producing areas affected by drug trafficking and subverswe 

movements 

The context wlthln whrch the Prolect has been carrred out IS characterized by the illegal 

economy of drug traficking stnce the seventies Internal warfare durmg the e~ghties and 

more recently structural reforms durlng the nlnetres In th~s  context the populatron, 

soclal and productwe organizations and local authorities have tr~ed to res~st the 

aggression of cnm~nal and subvek~ve organ~zatrons on one stde, and the Impact of 

economtc changes on the other 

The management levels of local governments vary wrdely, from the departmental capltal, 

perrpheral urban areas, and provrnctal capitals withln each department to rural areas 

The prolect has been rnitrally Implemented at the lowest levels the mun~c~pal~t~es of rural 

dlstrtcts, and articulated them with thelr provrncial cap~tals, working up the scale to the 

departmental cap~tals In urban areas, the Prolect has rncluded shantytowns and 

peripheral districts In San Martrn, the Project has enrrched the ongoing experience of 

cooperative interact~on between local governments and USAID, strengthenmg 

democratic local governance Ayacucho, Junrn, Eoreto and Ucayalr have been lncluded 

In the specral oblectrve of alternat~ve development whle Ancash, Apunmac and Tumbes 

were rncluded at the request of the nat~onal counterpart 

The nat~onal government s concept of decentralization IS concetved as a process of 

investment, where the prloritles are set by the central agencles rather than rn accordance 

with the demands of local organizat~ons Local governments do not recewe much 

support either political or econom~cal, from the central admin~strat~on Funding 

provtded to drstrrct mun~clpal~t~es has been wrthdrawn from local prov~ncral 

governments thus creatmg confl~cts between both levels and reinforcing dependence on 



the central power Local governments have been receptive to the Project because rt 

responds to therr real needs In contrast wrth the weak support provlded by the central 

government Moreover the Project has been effectlve rn restored the lmks between local 

d~strlct and provrnc~al governments 

The natronal lnst~tut~ons part~c~patrng In the EGDP have contrrbuted to the man 

objectwes of the Project through the followrng actwtles 

a) Construction of bas~c soc~al services, carrled out lorntly by the local governments and 

the populat~on w~th  techn~cal and financ~al support from INADE and 

b) Tramng programs carned out by ESAN addressed at d~fferent layers of the 

population and local government agents to enhance awareness and communlty 

partlclpatlon and at the same time, to consol~date democrat~c admmstrat~on and 

transparency in the conduct of local governments The purpose of th~s  tramng 1s to 

contr~bute to acllreve one of the Project goals which 1s remforcrng relat~ons between 

the c~tlzens and the State at the first echelon, whlch IS the local government 

IV SYIBRT DESCRIPTION OF THE PROJECT 

The project art~culates two maln rnter-related components 

A Part~crpant commuruty development a c t ~ v ~ t ~ e s  

The model of the EGDP focu~es ~ t s  actron In the development of communlty 

part~c~pat~on for the constructlon of baslc Infrastructure, as follows 

a) agreement of the local communrty assembly on the pnorrty of the works to be carned 

out 

b) elect~on of a cornmlttee respons~ble for managrng and controllmg the proper use of 

human technrcal and financ~al resources in coordmat~on w~th  the rnunrcipalrty, 

durlng the constructlon phase 

c) communlty orgamzatlon of voluntary work uslng unsk~lled labor 



d) reception of the fin~shed works and proper audit of accounts and 

e) electlon of a comm~ttee responsible for maintenance of the works 

This process depends on authonzatron by INADE s regronal coordination ofices and 

central ofice for approval of the project and the budget INADE also provrdes tramng 

on construction or production techniques arid on local democracy 

Costs are covered by volunteer work of community members (10%) the mun~cipality 

(10%) and INADE (80%), w~th the combined contr~butions of the Publlc Treasure PL 

480 and USAID 

B Inst~tutlonal strengthen~ng of local governments 
\ 

The second aspect of the LGDP model IS the rnst~tut~onal strengthening of local 

governments to enhance thelr capac~ties for mun~c~pal management 

Th~s  component IS divrded into the followmg activ~t~es 

a) Workshops w~th stratified groups mayors, counciYmen oEc~als employees and 

grassroots leaders 

b) Dlstance education programs with self-teaching material for officials and munic~pal 

employees 

c) Technical assistance to munmpal staff in therr fbnct~ons and tasks 

d) "School municipal~ties" m secondary schools, to train students In therr civil nghts and 

duttes 

e) Massive ~nformation campaigns 



ANALYSIS OF RESULTS 

The articulat~on of the components of the LGDP --strengthenrng of local governments 

and participation of the communlty In local development-- has permttted to develop a 

"model" of tnstltutronal burldlng for developn~ent, whlch operates as follows 

Both components of the Project --trarnrng and communlty partrclpatlon via voluntary 

work-- mutudly rernforce each other Tratnrng enhances human abrlrtres for declslon- 

maktng and development management at the local level, while communlty partlclpatron In 

the constructton projects takes adGantage of the local organrzatlons for the management 

of a glven project The tratntng of leaders and students constrtutes a source of fbture 

polltlcal and management agents and representatives for local governments Besrdes, the 

trarnrng of employees and officers could quai@ them for a more permanent employment 

as cwrl servants at the local admrnrstrat~on level 

The results achleved at the four levels rural drstncts, provincral cap~tals, perrpheral urban 

drstrtcts, and departmental capltals largely demonstrate the Importance of the model, 

especrally for rural drstrlcts, because of therr lnstitutronal weaknesses They also 

demonstrate the potentral comparative advantages of local governments concernrng 

efficiency In the planning, budgetmg and management of development projects and thelr 

abrl~ty to Integrate drstrlct and provrncral levels rn a more competltlve way than central 

government agencies The challenge at thrs pornt IS the posslbrllty of reproducing the 

model Thls w~ll depend on the success of experiences such as the one Implemented In 

San Martrn with AMRESAM (Span~sh acronym for San Martm Reg~onal Associat~on of 

Municrpal~tles) 



In order to evaluate the results we have made a d~stinctron between ach~evements and 

Impacts Achrevement refers to hlfillment of the goals set out In the work plans and 

Impact to the later effects that generate changes In the rnst~tutrons organrzations or 

behavror of the people 

In general, the Prolect has hlfilled its goals Although there have been some 

coord~nat~on problems between the partrcrpat~ng rnstltutlons (INADE and ESAN), 

malnly due to internal changes rn both of them they have accompl~shed the~r tasks 

INADE has completely filfilled ~ t s  fbnctron of support to the community development 

activities, between 1995 and 1997 These activit~es, managed by the local governments 

have fostered the use of communrty-local government partlclpant processes The effect 

has been greater rn rural districts than In department caprtals and provlncral caprtals 

Prov~nc~af author~ties have contributed regularly with equipment and f k d s  to the 

execution of basic mfiastructure projects, cooperahvely des~gned and managed by 

distrrct author~t~es and commun~ty leaders According to available accounting data, 

knds disbursed by USAID and PL-480 for the project are greater than those planned in 

the onginal agreement Inversely the publ~c knds released by the GOP have been fewer 

than those agreed 

ESAN s performance regarding the trarning actlv~t~es that took place between 1996 and 

1997 was equally effectwe The second year, ESAN recrwted local NGO staff to 

collaborate In the workshops in San Martin In the other departments, vlsitlng lecturers 

continued to be rnv~ted by ESAN and SER (Serv~c~os Educat~vos Rurales) An Important 

change in the compos~tron of the workshops was the lnclusron of heterogeneous 

partlclpants (local author~tles, staff, local leaders) from the same reglon Thls, plus the 

partlcrpatlon of local organrzatlons, favored a better mtegrat~on, and enhanced the 

abdrtres to dragnose reg~onal problems and to propose solut~ons 



Teclinical assistance started the second year wtth the participation of lNICAM (Instituto 

de Invest~gacion y Capacttac~on Mun~c~pal) In fifty selected mun~cipal~ties and ITDG 

(Intermediate Technology Development Group) In twenty districts of the San Mart~n 

area D~stance education programs only started the thlrd quarter of 1997 with some 

commun~cation problems that complicated follow-up activit~es Notwithstanding it has 

generated some interest as a posstble career in publlc servlce 

School muniapal~ties have been an interesting experience although very limited In size 

The three dissemmat~on campaigns (In Plcota Huanta and Tarapoto) have had strong 

Impact on the urban populat~on of those provlnctal capitals and somehow less 

repercussion In the rural areas These innovatwe and lnterestlng experiences could be 

repllcated but are still hmited 
, 

b) Impact 

The most Important Impact of the LGDP has been on the promotion of 

community part~cipation in local works, the strengthenmg of relat~ons between the local 

authorit~es and the c~ttzens, and the acquis~tlon of skllls by local author~ttes, staff and 

population 

For the common citlzen, the experience of partlctpattng In the detection of needs 

decwon-maklng plannmg, execut~on and control of a gwen act~vity must have resulted 

In a learning experience that will hopefhlly be repeated rn future cases Apparently 

people tend to respond more actlvely when it comes to finding a solution to a concrete 

problem and less when the Issues are more general or abstract This could indlcate that 

there 1s a pnmary level of consclousness of the need to parttcipate that is restncted to 

concrete actlvitles 

Regardmg relations between the c~tizens and the~r local author~ttes these have improved 

wherever the LGDP has been applied However these effects have been notably greater 

in the rural areas and small d~stncts, where face-to-face contact 1s posslble 

Transparency is also better In these cases In contrast, the level of approval of the local 



authorities shows less improvement rn the crtres where the EGDP is operating probably 

because the opportunitres for drrect lnteractlon are lower These findmgs cornclde wlth 

the results of the surveys carr~ed out by APOYO rn 1996, and the Fundacion para el 

Desarrollo Agrar~o In 1997 

Local authorities have acqu~red evpert~se regardrng the management of human and 

financial resources strateg~c plann~ng efficient diagnobis and problem solvmg 

Interact~ons between drstrict and provmcial levels for opt~rnlzlng the use of resources and 

equ~pment have also been an rmportant learning 

The authonties have understood that resources can be managed more efficrently by local 

governments than by central government agencles The openrng of commun~catron 

channels between the authontres ind thelr constrtuents has favored democratic decrsion- 

makrng processes The authonties have also learned from thrs that the~r populanty 

increases when they are more receptive to the tn~tiattves and problems of the population 

Munrc~pal staff has benefited from the acqulsrtron of technical skrlls In the areas of 

plannrng, management, accounting, human resources, munic~pat servrces, etc The 

experrence of particrpating together wrth local leaders and authorrtles has changed the~r 

attitude towards their work, although ~t is strll drficult to evaluate how deep and 

permanent those changes are 

C DECENTRALIZA TION 

As a part of the LGDP, ESAN and USAID officers have provlded to the 

Decentralizatron and Local Government Comm~ttee of the Peruvian Congress additional 

cnteria for the SIX drafts proposals for the "Ley Marco de Descentral~zacion" (Frame 

Decentralizatron Law) The LGDP promoted a regional meeting to debate proposals and 

recelve suggestrons on thls law There was ample particrpation by regtonal leaders and 

the event had widely covered by the local medla 



The LGDP has collaborated wlth AMPE (Assocration of Muntctpallttes of Peru) for the 

preparation of thetr three last national meetings Delegations of ESAN and USAID 

parttc~pated actrvely 

The LGDP has contrtbuted to the lnstituttonal burldmg of local governments I t  IS 

demonstratrng the possrbtlrty of effectively decentralizrng the hnct~ons and resources of 

the central power by delegattng them on rural and provtncial mun~c~palitres as direct 

agents of local development 

The project s susta~nabil~ty can be ensured ~f the mun~c~palit~es budd up the capab~lity to 

self-finance their activities assum'e the LGDP oblectlves as thew own prtonties and 

strengthen thetr techn~cal skrlls For thts purpose mun~crpalitres should first ach~eve a 

certain level of managerral eficrency adjust therr pnorrttes, and ~mprove the11 

organlzatton 

Two and a half years after the beginning of the Prolect rts sustatnabilrty is not yet 

assured The LGDP should assist local governments to obtarn more funds, e~ther 

through own resources or through transfers from the central government 

However, certain gutdes may be suggested for the consol~datron and correction of the 

model to acheve sustarnabihty based on the findlngs of the independent evafuatton team 

Four mdtcators may be used to measure sustarnab~l~ty 

a) The economlc capac~ty of the mun~clpalit~es and thelr posstbrltt~es of obtaining 

more knds 

Mun~c~pal~t~es  drffer In size and tncome However, global expenses are very low, 

stnce the average is S/ 66 00 ($24 00) per mhabrtant whrch IS tnsufic~ent to promote 

development The marn source of hnds IS the Munlcrpal Compensatton Fund whtch 

provrdes an average 65% of the lncome tn all munic~pal~tles vis~ted Self-generated 



lncome averages 20% (varytng from 1% In tural d~stncts of extreme poverty to 60% in 

departmental capltals and areas benefited by the 011 tau) 

To lmprove collections and lncome dlrect technical assistance and dlstance education 

programs are md~spensable It IS necessary to analyze the possib~l~tv of reg~sterlng rural 

estates and to evaluate the real costs of public water and electrlclty services 

One way of transferring funds could be the local execution of the budgets of central 

government agencies such as FONCODES PRONAA INFES PAR 

b) lnternahzat~on of the need fot tralning 

Most muntcrpalitles that weie vlglted recogn17ed the high value of the trainlng 

process organized and managed by ESAN, because ~t provrded tralnlng In pollt~cal 

management and publlc admlnlstrat~on through the local government T h ~ s  tralnlng was 

almed at both municipal authontres and employees engaged In a type of work of which 

they had no previous knowledge 

The tramng process lmproves communlcatlon at every level More lnformatlon means 

Increased partlclpatlon which In turn implies better accountability It  IS necessary to 

prepare for the ~mminent change of local hthoritteq (elections to be held on October 

1998) ESAN is already prepanng Intenswe training courses for the newly elected 

authontles, these courses should be repeated every five years 

c) Quallty Improvement of the munlclpal bureaucracy 

The permanent tralnlng process has contrrbuted to shape a new model of 

munrclpal service to Improve plannmg personal management and budgeting The 

creat~on of career lmes In local clvd service could be a stlmulus for the staff and ensure 

job stabtlrty 



d) lnstttutiotlal mechan~sms to promote comn~unlty parttctpatton 

Community partlctpatlon IS tncreaslngly valued by the people I t  should be 

promoted and developed cont~nuously by Pocal governments Organ~zed community 

partlctpatlon should contrtbute to harmon~ze Ideas for deciston-maktng transparency in 

management and accountablltty 'Muniaphl qualtty ctrcles" could be tmpsemented wtth 

the partictpatton of the authorit~es officers, employees, local leaders and c~t~zens 

Each of the lnstltut~ons part~cipat~ng In h e  LGDP has created ~ t s  own monitonng 

mechanisms but together they have not been able to establtsh a jolnt executive board 

that could have opt~mtzed human, techdcal and financtal resources mvested in the 

Project The only common document that the evaluation team has recetved refers to the 

progress tndtcators Regional offices have been more effective tn coordmattng their 

efforts than central ones The changes tn counterpart inst~tuttons wtll imply adjustments 

In the 1998 budget 

VI EVALUATION METHODOLOGY 

According to the approved work plan the evaluat~on team revtewed all the relevant 

documentatton and created guides for the mstttutlonal v ~ s ~ t s  and tnterviews with 

muntctpal authortties, staff and local leadets After tntervlewing the staff assigned to the 

Project by USAID INADE and E S ~ ,  a sarnpltng of dtstnct and provtnclal 

governments was selected, tncludtng munlc~pal~ttes of the nine departments where the 

Project was tmplemented 

The evaluat~on team v~sited seven provtnces and fourteen distncts tn the department of 

San Marttn (matn target of the prolect3 One team member was tn charge of the 

munlctpal~tres In the coastal regton three firovtnces and stx d~stncts in Ancash and two 

provmces and one d~str~ct  tn Tumbes fn the slerra regton, two provtnces and seven 



drstricts were visited in Apurimac, one province and three districts rn Ayacucho, and two 

distrtcts In Cusco In the jungle reglon two provinces and two drstrrcts In Ucayali and 

three provlnces and five districts In Loreto were also v~stted Only the department of 

Junm could not be vwted due to Intense ratnfall caused by "El NiAo" which blocked all 

access The sample covered twenty-one provlnces and forty dlstr~cts that is, half the 

plovlnces and almost one-third of the drstncts included in the Project 



After over two years of implementatron of the Local C~overnment Development Project 

(LGDP) the Un~ted States Agency for Internatronal Development (IJSAID) decrded to 

arrange for an external evaluation of t h~s  Program, wh~ch was or~glnally launched in 41u 

departments and later evtended to nine depaitments at the request of the nat~onal 

counterpart 

Accordrng to the approved work plan the evaluation ream sets out rn this report the 

outcomes of the three stages of the evaluatron procesc a) revlew of project-related 

rnformat~on and rnstirutronal rntewrews In hma,  b) fieldwork rnvolvmg all the team 

member5 In San Martm (where more than halFof the investment in the LGDP), and then 

separate v ~ s ~ t s  by different team members to various departments In the coastal, Andean, 
\ 

and AmazonIan regions and c) analysis and interpretation of collected data, and draFt~ng of 

the final report 

Thrs report cons~sts of three parts 

I general frame or the Project and context of the evnluatwn 

I I  qualrtative and qudnt~tatwe rewlts of the evaluation and 

I l l  conclusrons and final recommendations 

Before presentrng our fi ndmgs, we, the members of the evaluat~on team wish to express 

our recogn~t~on, for them valuable cooperation, to all the staff members of the head offices 

of ESAN, INADE and USAID, and of their zonal coordmatmn offices, and especially to the 

munic~pal authorities councilmen and employees, a4 well as to the leaders of grassroot5 

organrzatrons who have given very srncere test~monles on the LGDP All th~s  material was 

used in  the preparatron of this final report 



I GENERAL FRAME 

I Purpose of the Evaluation 

The general purpose of the evaluation of the Local Government Development Project 

(I  GI>\') two and a half years after ~mplementation o f  the project w~thiri the frame of an 

Agreement betweell the Cooperat~on Agency of the Government ol t h t  United States of 

Amer~ca (USAID) arid the Republic of Peru through the Inst~tuto Nac~onal de Desarrollo 

(INADE) 1s inilltifold and includes 

a) Assess the cumulatwe impact of the Project by evaluatmg both it5 achtevements as well 

as the difficulties In meettng the goals establrshed by the participattng inst~tut~ons and 

the contractor in charge of the training program 

b) Assess the relevance of the Project act~vlt~es lo lu l t i l l  the strategic objective ol the 

M~sston -7trengthenrng of democracy at the level of local governments- and the specla1 

oblect~ve of promoting alternative development mechanwns 

c) Prov~de elements of analys~s to adjust the des~gn and implementat~on of the Project for 

achieving the abovement~oned objectives 

2 Organvation of the Evaluat~on ream 

According to the approved work plan the team first analyped the ~nformation contained In 

the documents provided by USAIII ,  INADE the Exuela de Admin~strac~on de Negocios 

para Graduados (FYAN) and the fntermediate reclinology Development Group (ITDG) 

Based on these sources, the team prepared gu~del~nes for interviews w~th members of 

parttc~patmg in~tltutions and mun~c~palit~es rnvolved in the Project A representative 

sample of the provincial and d~ctr~ct  councrls to be v~s~ted  was selected, usmg the maps and 

I~sts available on each department 



The evaluatron team came$ out ~ntewiews wlth the staff assigned by each of the 

institutions to partic~pate rn the implementation of the Project (USAID INADE and 

ESAN) 

Subsequei~tly all the team members made a one-weelk v ~ s ~ t  to the department of San Martrn 

--main target area of the cooperatiorl prolect-- to test and refine the evaluat~on tools and 

coord~nate evaluat~on crlterla 

PROVINCE: D1Sl RIC 1 

Department or  ?AN MARTIN 

San Martin1 Tarapoto 

Bellavistal 13ellavisttl 

El Doradol San lose de S ~ s a  

Lamas1 Lamas 

Moyobam b d  Moyobam ba 

Rtojd Rlop 

Chazuta 

> Shapap 

Banda de Sh~lcayo* 

Shamboyacu 

7 mgo de Ponaza 

Pucacaca * 
San l'ablo 

San Ratael 

San Martrn' 

Santa Rosa 

Agua Blanca 

Cuiumbuque 

Sorltor 

Nueva Calamarca 

Then each team member traveled to a different regon for nearly two weeks to cover the 

other departments included In the sample two In the coastal region (Ancash and rumbes), 

two in the Andes (Apurrmac and Ayacucho), and two In the jungle ( I  oreto and Ucayali) 



Department of ANCASH 

SantaJ Cll~mbote 

Huarazl Muaraz 

Y ungayl Y ungay 

Department of TUMRES 

Tumbesl Tumbes 

Zarumillal Zarum~lla 

Nuevo Ch~mbote 

Samanco 

Olleros 

1 a r m  

Mancos 

Matacoco 

San Juan de la V~rgen 

% 

Department ol APURIMAC 

Andahuaylasl Andahuaylas Kaqu~amba* 

Pacucha 

San leron~mo 

Santa Marla de Ch~cmo 

hnccohuayllo 

Uranmarca" 

Department of AY ACUCHO 

Huantd Huanta 

La Marl (San Mtguel ) 

Department of CUZCO 

La Convencionl (Qu~llabamba) 

S w a  

Ayna - San Francisco 

Santa Rosa 



Department of UCAYALI 

Pedro Abadl Aguayt~a 

Coronel Portilld Pucal lpa 

Department of LORE I-0 

May~iasl Iqmtos 

Ramon Cac,tilla/ Caballococha* 

Nautd Nauta 

Campo Verde 

Nueva Requena 

rernando Lores 

Indlana 

Punchana 

Pebas* 

Yavari* 

Altogether, these make up a total of 2 1 provincial councrk and 40 drstnct counc~ls, that is, 

6 1 munwpalitles (half of the provincial counclls and almost a thlrd OF the d~strlct councils 

of the total target area covered by the LGDP) 

NOTES 

t Drstr~cts wliere only the mayor way ~nterwewed 

- Although the evaluation team requested that the counc~ls be infonned ~n 

advance of the~r vis~ t, rn many places t h~s  d ~ d  not happen and Council members only 

learned of it when a team member arrived at the Municipal Secretarlat 

- In the department of rumbes, the sample could not be covered completely due to 

dangers posed bv heavy rains and their impact on local roads - 

- In the department of Ayacucho, one of the team members had to travel standmg on 

the platform of a pick-up truck to the valley of the Apurimac river, since no 

coordmat~ons were made with the team of the non-governmental organrzation 

"Wlndrock" that traveled that same day on the same route Moreover, no 

rnformation was provlded on flights to that area jointly 

operated by the Peruv~an Anti-drugs Burem and the US Misslon'~ Narcotrcs Affalrs 

Sectlon 



- The team was unable to vwt the department of lun~n due to heavy rain that 

blocked the roads 

In general, efforts were made to warn the local coordmator before the arrrval of the team or 

member of the evaluatron team, usrng the Irst bf munrctpalrties T h ~ s  allowed the team 

members to meet alwavs with the mayor or deputy mayor as well as w~th certam 

councrlmen, employee5 and leaders summoned by the ~nun~c~pa l  authority A group 

rnterv~ew was held wlth all these people arid the questlonna~res (see annex) prev~ously 

prepared by the team were filled In 

F~nally the team gathered to exchange obscrvatlons, atialy7e data and consol~date the 

results In order to prepare this evaluation report 

. 
3 USAlD Pol~cy and Project Background 

1 he cooperation p o k y  between Peru and the h ~ t e d  State5 of Amer~ca provides for polrce 

control of narcotrcs traffick~ng by the M~nistry of the Interior, through the program for the 

Control and Reduct~on of Coca Cropc In the Upper Iludlaga (CORAII) and by the 

Embassy ol the lln~ted State? ot Arnerlca through the Narcotrcc Af'farrs Sectron (NAS) 

under Law 20095 ( 1978) Moreover smce the e~ghtrer USAID has been encouraging crop 

subst~tut~on through the Alternative Development Program (PDA), wrth a contr~but~on of 

more than 20 mill~on dollars to INADE's Programa Especral Alto Huallaga (PEAH) and 

has prov~ded ass~stance to other agencies such as CEDRO, an agency engaged In drug- 

abuse prevent~on and educat~on a c t ~ v ~  ties 

After the Cartagena Suinmrt and the lornt communrque of the Presidents of Bolivia 

Colombia, the United States and Peru (February 15, 1990), the mam prionty became dlrect 

economlc assrstance to coca farmers In order fo separate them from ~llegal traffickmg and 

tncorporate them mto the legal economy and to the legal system by strengthenmg local 

governments 



In this decade, both governments agreed to foclts on alternat~ve development as a means of 

substituting coca crop? 1 he localitiec of the upper Huallaga, the Central I luallaga and the 

Lower and [Jpper Mayo are accumulatmg evperlences i n  popular mobrlizatton for carrying 

out community development actlvitie? and for techn~cal and bumess training This 1s the 

baas for the present coverage of the LGDP in b e  coca-producing departments 

1 h ~ s  represents a change, from a perspective of pollce enforcement to control illegal 

trafficking, to an alternative peace-bu~ldllig proposal bwed on rtgtonal murilcipal 

development program? ( ~ e e  table prepared by ~ N E I  "Coca Crop Fradrcat~on 1983-96 ) 



PERU ERADICATION OF COCA CROPS 4983 96 a/ 

YEAR ERADICATION NURSERIES PROJECTED 
OF CROPS DESTROYED AREA 
(Hectares) (m2) (Hectares I/) 

Total 18353 57 1251 536,OO 83435 77 

a/ Untrl frrst semester 1996 
11 15 meters of nurseries are equwalent to one cult~vated Hectare 
Source MlNlSTERlO DEL INTERIOR Specral Project Control y Reduccdn del cult~vo de la coca 

en el Alto Huallaga CORAH" 
Table prerared by lNEl Drreccr6n TBcnrca de Demografla y Estud~os Socrales 

PERU ERADICATION OF COCA CROPS 1983-96 

Peru Estad~strcas de Producc~on Trafico y Consumo de Drogas 1994-96 



4 Soc~al, Econom~c and P o l ~ t ~ c a l <  ontevt 

Most of the departments included in the P~olebt were subject to the dud scourge of 

narcotics tratficklng, since the sevent~es and hternal war durlng the eighties In  the 

meantime the whole country was sulfering frbm the waves of hvperinflation, whlch were 

followed by the recessrve shock of August 1990 aggravated bv the yeif-coup oPAprrl 1992 

Ihe general s~tuat~on In the provlncts a ~ l ~ ~ t e d  by ~ l l l c ~ t  drug tralfick~ng 17 marked bv an 

artlficlal development wlth huge galns for a handful lost rllusrons for many, and pockets 

of poverty An assocl,~tlon was formed bctween drug traffickers dnd lerror~sts from the 

Shin~ng Path (5cndero L,um~noso) and MI< rA movements w h i ~ h  led to a war invoiv~ng 

political Interests as well as coca produciron dnd trafficking I ortunately thrs probicln 1s 

berng drastic all^ reduced 

Agalnst thls scenario there are (;lgns of solrdanty upon whrch ~t may be posslble to restore 

the rule\ ol d~lnocral~c play from t h ~  c l d ~  of the peawnt popr~lalion ?elf-defcnsc 

Colnmlttees have ellc~ted a brave response of the people, In terms of organizmg Into unlts 

for reslrtlng disorder Among the female population Mothers Clubs have served to 

channel food to the chlldren and to tamil1es ~ f i  general through wup kitchens and simrlar 

and more recently through the natronwlde Program financed by the central 

government and adm~nlstered by local goverflhents lndustrlal and commercial stctors 

have marntained a legal net of lobs and services at the level of provmces and regions 7 he 

professional ascociat~ons have cont~nued to fespond to the req urre~nents of socrety ~n their 

respective area? Most publlc officers have halntained the fundamental tissue of 

government and management of b a w  muntcipal servlces for the uphold~ng of legalrtv 

desplte permanent threats and extra-ludic~al executrons 



Aga~nst t h ~ s  sett~ng the project alms to rebu~ld the State on the bas15 of C I V I C  ldent~ty and 

awareness art~culattd w~th  soclal cultural, product~ve and pol~t~cal organrzat~on? 11.1 order 

to re~nforce the mstltut~on of local government at varlous h~erarch~cal levels, as well as the 

qtaff wvlces atid budget pertamng to each level a )  cap~tal of department b) d~str~ct-  

cap~tal of prov~nce c )  per~pheral urban d~s t r~c t  and d) rural d~s t r~ct  In Inverse order of 

pr~or~ly  

7 err~tor~al area? may a170 be d ~ v ~ d ~ d  11110 p roduc t~o~~  centers (a t~ 3116 C )  and 

comrner~1nl17at1on routes (d e and r) for coca base and cocame 

Fluallaga and Mayo valley? Department o f  ?an Mart~n and 

party of liuanuco and Ucayal~ 

Apurlmac-Tne valley I I~gh jungle In Ayacuclio, Cusco and 

lunin 

Perene and 1 ambo valleys Department of Junm (H~gh jungle) 

San Martln [Jcayall-Loreto across the jungle through a~rports 

and natlonal borders 

Ayacucho-Apur~mac across the h~ghlands and through 

a1 rport? 

Ancash- Tu~n bes across the coast through port? and 

natronal borders 

In the wake of the experiences ga~ned through USAID programs such as "Mun~c~pa l~ t~es  In 

Act~on" (MEA) In Central Amer~ca (k londuras and rdI Salvador) and In Peru and the tr~al 

program In San Martrn, the project 1s des~gned to support development alternat~ves based 

on the convergence of democrat~c ~nrtlatlves of the local population and the mst~tut~onal 

strengthen~ng of local government$, as a development path towards peace and human 

r1ghts 



4 2 I'conom~c Context 

S ~ n c e  August 1990, a profound process ol econornrc stabrlrzatron and reform has hten 

undertaheri r n  Peru wrth three goals In tn~rid a)  econolnlL stalxlrzat~on (reduce mflcttron 

and acli~eve econolnlc equll~brr urn)  b) rtrnsertrotl of Peru Into the global econoniv 

espec~nlly In the financral sector (pavment add renegottatlon of the evternal debt) '~nd c )  

cliange of econoln~c riiodel and In the rolc of the State (more open and l~beral econornv the 

role of tile State irrn~ted to t~ie provrslon or  bds~c serv~ces) 

As ol 1Y95 wlien the LCIIP began sev~rat of these goalc had alreach been a c h w t d  that 

IS the Peruvran economy way stab1117ed the country was back o n  the track of economic 

growth the economy had been Irberal17~cl and tlie main State-omnecf enterpr~ses Iiad been 

prrvat17ed I lowever the rate of cmplo~n ien~  grow5 more slottlv than productron 

~nequ'd~tres lime grown and morc tlw Iidf of the populatrori arc strll afflrcted by poktrty 

In connectron w~th  the Project three results of the structural adlustment must be tahen ~nto  

accourit a )  a laggrng evchange ratt afftcts exports evcept those wr~h htgli drffertnt~al 

profits, such as cocame productron whrch may wlthst'ind low relative dollar prrces b)  

poverty unemployrncnt and sub-trnplovriient are ctrong cond~t~onrng factors lor 

developrncnt actlons cuch as those unde~ takeh under tlie I,bI)I' wli~cli may beconie 

stagnant In the abcenre of a more favorable macroecotiomrc envrronrnent c) the l a ~ k  of 

poll trcal wll of the central government to ~rri$e~nent a real fiscal decentralrzatroti prevents 

projects such as LGDP from develop~ng and achieving econornlc autonomv 

In 1998, tile effects of the El N~iio phenolnerfbn w ~ l l  force an adjustment of the nat~onal 

budget Thrs could be an opportunrty for mdnlcrpalrtres to carry out the work of 

reconstruction to repcur the datnages caused by nature alotig the lrnts of the L(JI>I' model, 

wh~ch would be expanded espec~allv rn thosi: places d~rectly affected by thrs phenomenon 



4 3 I'olrtrcal Context 

'The nrnetres lowid tilt countq rmmersed rh a severe cwnolnrc and pol~trcal crrcrc the State 

had Io\t lcgrtrmacy and the polrtrcal parlr~s that h c d  Irad~tron~llly represented rnalorrtrtc had 

suddenly become rnl~iorrtles Hyptr~nfl~it~od, the ~ntenslficatlon of ttrromt aci.l\rl1t5 the 

Increax of  drug trafficktng, and tiit crl(ls of the Statt p u h e d  the cormtry to the brlnk of a 

nnt~ond collapse 

Srnct 1992 after the \elf-coup ol Aprrl 5 whereby Cotigrt\s W,I\ c h e d  regrond 

governtnents were d~qsolved and the lird~clary was subjected to gorernment rnterftrence 

and wtthrn thc conleut oTa drastic ,idlu\trnent prograril arid a v ~ r t m l  author~tarrati nlodel, 

the government achleved success In  rts antderrortst struggle captutlrig Shmng Path s top 

leaders 

. 
The authorrtanan model of government was not only tnarntarried but also consoldated A 

polit~cal polrce force havlng Irnkq w t h  the Watronal Intellrgerice Serv~ce (SIN) w s  

strengthened and a strong bond w x  developed between Presrdent Alberto Fujrmorr the 

mrlltarv chrerc large entreprenei~ri~~l ceclors, and rnult~lateral organrmtronq 1 he crrsrs o f  

the so-cal led ' tradrtlonal partres cont~nued, and new optronc cuch a$ "Unron por tl Peru 

(Unron for Peru) drd not become rnalorrtj~ alternatrve\ v~s-a-vrs Camb~o 90 - Nutva 

Mayorla (the government party) 

T h ~ s  polrtrcal correlatron was evdetlced hy the ample v~ctory obtatntd by the cand~date- 

president Alberto Fulr~norl tn the 1995 elections 141s pol~trcal movement also won an 

absolute major@ of seats In the one-chambered Parll,iment born from the new Constltutron 

approved 111 1993 The model of governmefit renmned the came wh~ch has meant that the 

decentrall7atlon procL5s has made rw progre8s, ard the mutircrpal~lres cont~nue to be 

sublect to pol~trcal attacks and budgetaq cuts ?he government has farled to observe 

Constrtutronal rules that provlde for the elecfron of all reglonal author~ttes by un~versal 

votlng I he new Frame IJecentralr7at1on I,ah enacted for the purpow of ma~ritam~ng [he 



Tnterrm Regional Adrnrnrstratron Councrls, now wrth departmental lrmsdrctton confinns 

t h ~ s  fact 

As for the antr-drug ctruggle, the drrect rtiterventron of the armed lorces srnce 1992 led to a 

sene? of corruptron cases among ni~d- atid hlgh-ranhrng officers 7 111s crtuatron tiowever 

does riot prevent recogn~t~on of the fact that the drug-based economy has greatly 

deterlorated In the last three years ma~nly due to the drop In the puce of coca leaves more 

effic~ent drug enforcement and destructron of crops wli~ch has led to a crop subtltr~t~on 

proccsq 

Yn the pol~trcal realm the LDGP advoc'ltes hore polrllcal and fixal decentralr7atron riatron- 

wrde as well as democratlzat~on of the orgahzatron and exerclce of central pouer 

recognrt~oti of enhanced and wrder c~vrl parttc~pat~orl and expanqloti of munrcrpnl powers, 

as basrc cellc of the power stmcturc,of the State In a country that 1s ethnrcally 

geographrcally and culturally plural 

5 Prolect Organlmtlon and ~ a n a ~ c m e n t  

1 hc glob~l goal 01 tlic proltcl 15 tlic ~011wS1d~ltror1 01 deliio~rd(rc rri\!rtutrori\ Ilia( \ V I I I  

promote the actrve partwpat~on ol the people defend c~vrl r~ghts and publrc freedom and 

are transparent and accountable to rts constttuents 111 thrs context, the project contr~butes to 

the advancement of democracy In Peru as well as to nttarn~ng U7Alll's No 1 strategrc 

objectlve In Peru "Expanding the part~cr~ahon of the people In democratic procesaeq dnd 

~ t s  No 5 S p e ~ ~ a l  Oblectwe "Redwe coca productron rn target areas In Peru 1 l i ~  purpose 

of the prqect to consolrdate the rnst~tutlonat capacllv of local governments and to develop 

mechan~sms Tor partrclpat~on to promote a sustarnable democracy at local and national 

levels miproving at the same t~me the qualdy of lrfe of Peruvran crtrzens 

To achreve these oblectrves, the protect combrnes two mutually rernforc~ng components 

a )  Inst~tutlonal \trengthenlng of the level ol organ17atloti of local governments 



7 he Escuela de Admrnrstracron de Negoc~os (ESAN) IS In charge ol thrs component 

whereby trarnrng and technrcal awlstance IS prov~ded to both local governments and leaders 

of grassroot? organr~atrons In add~tron the project sponsors semrnars and fora on 

decentral~zatron 

b) Voluntary communrty development actrvrtres 

7 hrs component consl?tc rn the supporl prov~ded by the ilnct~cuto Nclcloncll de I)e~,lrrollo 

(INADE) to the rnrtiatrves of 'local governments engaged In carwing out socral 

~nfraslructure work? wlth the d~rect collaboratron of the organrzed populat~on In addrtron, 

they use those work7 to prov~de drrect mass tramng 

The project covers 9 departments 3,8 provlnces, and 130 drstrrcts Six departments were 

first rncluded (rncludrng Cusco, in the area of the Apur~mac Rrver) then three were added 

(marked w~th *), whrch were abandoned in mrd-1997 due to lack of resources 1 he 

Evaluatron Gurdelrnes refer to 73 provrnces and I00 drstrrcts that 17 a total of 133 

munrcrpalttres There must be a mrstake since the data furnrshed rn reply to a quest~on by 

the team match those contarned In the followrng t ab l~  (confirmed by the map of each 

department whrch are drfficirlt to compare given the drfferences In scale) 

1 here art marked drlferences belwten d~s t r~c t  munrcrpalrlres - urban or rural- and the 

rnuntc~pal~tre? of caprtal c~ties -In provlnces or departments- 'The w e  of each munrcrpal 

counc~l depends on the number of ~nhabrtants, and thrs determmes the sr7e of the budget on 

wh~ch the payroll of employees and the number of rnvestments are based 

The project IS Focu~td on rural a w s ,  areas oiexlren~e poverty and d~strrcts affected by 

narcotrcs traffick~ng and terrorrsm These Factors are used to determrne the level of 

support, from hrghest to ioweqt, wh~ch generally corticrdes with the hrgher or lower rnterest 

of each munrcrpal~ty 



Rural Uistrlct Munrclpallty Thrs type or munrclpallty hay about sly councllmen, 

from 1 to 5 employees, and a minimum amount of local investment It may 

coordinate wrth the provrncial councll to obtaln support In the form of machinery 

and equipment for public works 

Peripheral urban Dlstrict Munlcrpall ty It has about sly councllrnen, from 6 to 10 

ernployecc;, and grcatcr ~nvcctnicnt capacity S~ncc i t  1s located wlthin the range of 

the department capltal, 11 eventually receives wpport from the provrnclal capital in 

the form of machinery and equipment 

Provlncral Municlpallty It  has 12 councllt~~en, 6 officers, and 20-40 workers, a 

budget for publlc works, a pool of own machinery and equipment These human, 

tecl~nlcal and financial resources may be used to cooperate with rural districts 

Departmental Municlpallty I t  has 24 councllmen, 12 officers, and 50-1 00 workers, 

a larger budget for public works and services, a pool of own mach~nery and 

equipment I t  may use these resources to support peripheral urban or rural districts 

w~ t l~ in  ~ t s  range 

DEPAR I'MEN TS PROVINCES Vlsrts DISTRICTS V~slts 

Ancash* 

Apur~mac* 

Ayacucho-Cusco 

Junin 

Loreto 

San Martin 

Ucayal~ 

Tumbes* 

TOTAL 



5 1 Works 

INADT 15 111 charge of  approv~ng !he project, channel~ng the tiecess,iry funds for h m c  

soc~al ~nfrastructure to the local governments, wpport~ng the construct~on work I\ ~ t h  the 

partlc~pahon ol the people, and , ~ u d ~ t ~ n s  the account\ o r  the It)ccll government I lieqt w r k s  

may 1ncl11de schools medml d ~ s p ~ n s a ~  les water and sewage services, ~ r r ~ g a t ~ o n  channels 

c o ~ n ~ n u n ~ t y  roads and mal l  brrdgc\ I Ile works are ~otnpouridtd bv d~recl tr'un111g 

a c t ~ v ~ t ~ t s  deal~ng w~th  subjects such as commun~ty o1gan17at1cm and conc,truct~oti m i  

productlo11 tocl1111quts 

The populat~ons ~nvolved partrc~p,lte ~n tvety stage of the worl\s a )  an asse~nblt 

deterinmes the work pr~orltles b) they select the works com~n~ttee i n  charge of mmaglng 

and cor~trollrng the human, techn~cal a114 h a n c ~ a l  re.;ourceq together w t h  the nirm~c~palrty 

(durlng the corictruct~on phase and for procurement activ~t~e.\) c) they organ17e to prov~de 

voluntary non qual~lied labor organmd ~nko weekly crews and lo d) recelve the works 

(and verrfv that the accounts are clear , ~ n d  In order) and e) they select the members of the 

co~nm~t t t e  111 charge of ma~ntenance ol rhe works 

Clerw-,~lly thc contr~lwtlon ol tlic popul,it~on account\ For at least IO"' or the \,udgct thc 

~ n u n ~ c ~ p l l ~ t v  contnbute5 a s r ln~ lx  ~moiint, and the Project cover5 the rest that 15 80% The 

contr~hut~on of the populatron a d  loc,ll govern~nenls has grCdually ~ncreased rrom 20% to 

4OoA and the balance of 60-8O04 15 assumed by the Project 

USAID organ17ed a publ~c b ~ d  that was awarded to the Fscuela de Adm~nrstraclon de 

Negoc~os para Graduados (CYAN) 111 charge o r  the tralnrng progrm T h ~ s  program IS 

dlv~ded Into 

a) Workshops lor stratr lied g~ oup\ mayors 

counc~lmen 

~liun~crp,ll cmployec~ 

grassroots leaders 



b) D~stance learn~ng uclng teaching lnat~rlal deslgned for l n u n ~ c ~  pal olflcers and 

employee? 

C) Organ~zatlon of school mun~c~p , t l~ i~ t s  at h g l i  ~chools  JF pr'~ct~cnl tra1111ng lo r  student? 

to prepare them to a swne  the~r C I V I L  du t t e~  as c ~ t v e n ~  In the future 

The tralning workshops brmg together f o ~  two or three d a ~ q  a stg~nent or  groups rtlaled to 

the local govermnent according to their I ~ v e l  of power and dec~s~on  In ~t A varlet\ of 

Wbject? were d~scussed w~th  each group We set out helow a? reference the curricular 

program des~gned for mayors wh~ch repr~sents the ovcrall mntcrral used for training 

cadres 

1-96 Role and filnct~ons of m u n ~ c ~ p a l ~ t ~ e s  In Peru 

0 r g n 1 ~  Municlpnl I aw 

I'ubl~c Sector 13udget Law tor  1'306 

Relevant rules of the new 1993 I'oliiical Constitutlm of  Peru 

1 heoretical Frame of De-con~entlat~on and Decentral~mlion Processes 

Control Yystein In Pubilc ~ d ~ n ~ n ~ s t r a f i o n  

I'OIILY Guldel~nes lor the 1 o~ inul,~t~orl of the Nal lo~i~~l  (rovtr~~ment Cotilrol ,~nd 

Aud~t Plan for 1996 

Rule? and Procedure? for prtparlllg the in~nute of proceeclrrigs of the Trancfer of 

Olfice 

I3as1c Concepts of the Internal Control Sy~tem 

Integrated lntcrnal Control 111 Mr~nlc~pal Management 

i'art~cipant Plann~ng 

I ralning A Kty Instrument for Instttlrtional Strengthenrng 



Mlwon of Mun~c~paltt~eq 

Global Ilcclar,~t~on on Local Autonomy 

I'rcyect Plann~ng 

Instltutlona'l Des ly  and Mun~clpal Organlzatron 

Role, functronc and competence of the rnur i~c~p l  council the rnavor 

arid cortncllmen 

I low to Incre,l\e ~ n u n ~ c ~ p , ~ l  I ~ r l ~ r l c ~ d  resource\ 

( ornmun~cat~on strategres for qualrty rnunlc~p,~l rn,lnagernent 

Munlc~pal rnfonnat~on cystem 

Fvaluat~on of rnunic~pal management 1996 

Munlc~pal operat~onal plann~ng 

I low to partrclpate in the inu~~cipal  act~on plan 

Mirnrcrpal Finmcrng Polrclec i n  I'cru 

Managcrnent evaluation documeritc 

1 ormulatron ol ~ n u n ~ c ~ p a l  budget lor 1997 

Slmrlar toplcc were d~ecussed w~th  group of councr lnien lnun~clpal employees and 

officers arid grassrools leaders in  1996 In f997 ~t was decrded to include both mayors and 

counclll~ien rn the first workshop Area groups *ere formed later w t h  representatrvec 

from all the groups mayors, counc~lrne~i mdnlc~pal olficers e~nplovees and grassrools 

leaders 

1-97 Ytrateglc plannrng process 

Introduction to ctrateg~c plann~ng 

Current Mun~c~pal s~tuatlon and scope of the 1 GDP 

1997 Operational Plan lnstltut~onal strengthenmg component 

13am dragnog~s of  the scope ol tlic LGDP 



11-97 What IS local development' 

Strateg~c plann~ng for local devclopmetit 

Strateg~c plan for the province ol Morropon, 1 997-2002 

Buildrng local public opltilon for development 

Ill- 97 Detnocratlc management in l o ~ ~ i l  government 

Munic~pal role rn the deniocrati~ management of local development 

Co~n~nutiity devtlop~nent coun~11 

Local Accountab~lltv 

Conflrct resolut~on In munlc~pal ~nanagement the role of l h t  authorities 

Role of mun~cipal officers dnd dcmocratlc rnun~c~pal inanagement 

Opcnmg new opportunltie\ muii~ctpal work tca~ns 

Social organ17at1ons and dcmocratlc management 

Drat1 munlcrpal ord~nance on coinniunity part~cipat~ori 

Charter of c~vtl rights and duties 

Social organ17ations as de~nocrat~c actors In local development 

On a trial basis d~s t  ance educat~on has beeti addressed at mun~c~pal officers and employees 

smce the last quarter of 1997, to enhance motivat~on and competence through a process of 

self-learnlng Tor the first year of studies, the program included trdit~onal top~cs related to 

their munrc~pal activrty such as 

Basic munic~pal management course 

Towards excellence ih personnel inanageme~it 

Quality In managemefit of local public servlces 

In each department ~nvolved in  this servlce, there is a tutor in charge of the supervision and 

counseling of the participants In this distahke educal~on program 



Technical ass~stance IS lrmlted to approumately om-halrol lnunr~~palrtles and cons~sts In 

on-the-job assistance, at each desh or window to each employee defin~t~on of the~r 

functlom and task? accord~ng to the organ~zational chart ol the munlclpal admrn~strat~on 

or correct~on of errors rn the practice ro as to offer a more dynam~c and effic~ent yervlce 

the search for total qual~ty in mutirc~pal management through the supervrwxi of dculy work, 

glven the fact that the mun~c~pal career does not yet exrst as wch 

5 5 The School Munlc~pal~ty 

Although thrc IS nt~ther an ~nnovatlon of the Project nor a mass proposal as yet the school 

munrc~pallty 19 baqed on copylng t!ic roles performed by adults In a regular munlclpalrty 

The hlgh school 1s the ' crty and the students are the ' c l t~zen~  1 hus candtdate students 

run for electron to ~nunrc~pal office, elect~ons are held by universal and secret votlng, the 

wlnner takes the office of mayor together wrth the counc~linen, accordrng to the votlng 

dlstrrbut~on and they tinplement the~r government plan throughoirt the school war In 

aspects such as culture, sports hcath hygiene secur~ty etc 

One-day workshops were held wrth high-schoo1 teachers, who acted as adv~sor? to the 

school municipal~t~es in thew respectwe schools 1 hese Workshops dealt on the followmg 

topics 

1-96 How to mot~vate school students to form school munlcipalrt~es 

How to organlice school munlclpahties 

11-96 The work plan In school rnunlc~~at management 

C ~ w l  educatron campaigns another way of educat~ng 



111-96 1 owards partlc~pant management 111 school ~nunictpalrlies 

I tartilng the essence of education 

C onlrnunlcators can educak 

97 C i t l i ~ n s h ~ p  scliool rnun~c~pal~ttes and local r n n ~ ~ ~ c ~ p a l ~ t ~ e ~  

r upLrrences in the euercrse ot crbr~ rights in school organr7atro11 

It1 three a s e c  rnaq5 ~nlorrnatlori canipalglis were hcld to ~nvol\c  the drrect partmpatlon of 

the population In the process or lnctlt utioml strerigthenrng tlirough dlwem~natlon 

retlectloli and strateg~c planning ac t lwk\  dames and publ~c conte?t\ were hcld oli the 

toprc? of each campargn 

In 1 luanta a one-year long joint coordlnallon process was held under the slogan l luanta 

counts on nie wrth seven working group? comprrmg all the actors drrectly invohed III  

developli~ttit cictlvrl~e? Irorn di\trlcts gr,i\~roots orgar117at1o11.; proI~\clotirll aswcrC~t~o11\ 

the publ~c ,lntl private sector5 acadernrc groups and noti-govern~nent~il organizations 

Under t l~c  trtle Prcota de mls sueiio\ (Peak of my dreams), a slmrlar mechanism was used 

to prepare a ctrategrc plan in a p n t  grassroots mobrl~zatron 

In I arapoto euhlblt~ons and contest\ wert organ17ed under t h t  trtle ' 1 arapoto, Ccological 

Paradlse to create awarenesy among tht people o f  the ~mportnnce of environmental 

management at both crty and prownclal level 



In  analymg the result4 of the i'rolect, 11 I \  convenrent to distrngursh between ach~c~e~nentc  

and impact? I he acliwements c o n ~ ~ s t  1 1 ,  fdfillment of the ?cheduled acttvities related to 

works and tralnrng wrthrn the ectabl~shed terin whereas the inipacts ,ire the effecis alter 

performance ol t h t  ~ L ~ I V I ~ I L I  ~ V I ~ I L I I  bring aLbbut chan&s 111 t l i ~  ~nst~totlons the 

o rgc~~~r7 ,~ t ion~  or the Mimror 01 pcoplt 

1 1 L valuatron or  Achrevementc 

Dur~ng the first two ytars of the Project pract~cally all the goals qet out 111 the annual plans 

of ESAN and to a leser  extent, t h e  of INADE, have been aclireved 

Tables I ' and I b show a summary ol t h t  marn achievements In trarnirlg and tmplernentat~on 

of works obtained through the combrned work of both rnst~tutrons 

ESAN carried out 146 tra~nrng workrliops I ~ I  1996 and 104 111 1997, wh~ch were attended 

by 5 158 arid 5 442 part~clpants rtspectr\ ely (mun~c~pal  authorities officers, employees 

arid community leaders) Accord~ng to I S A ~ ,  the trarnlng goals were fully acli~eved w~th 

reqpect to nirmber of workshops content of seminars and qualrfication of partlc~pnnts 

7 he workshops were first conducted In 1996 by persor~nel from ESAN -1,ima with the 

support of Serwcios Educat~vos Rurales (SER) and the Inst~tuto de lnvestrgac~on v 

Capacitacion Municrpal (INICAM) whrch posed certain drfficultres In  the trancmrss~on of 

contents and ideas These drfficultits were partially overcome rn 1997 through t h t  hiring 

of local lecturers and rnstitut~ons such as lTDG In San Martin In 1997 rt was reported that 

the level of the workshops rmproved srgnificantly In I oreto and Ucayal~ the workshops 

were conducted by external lecturer4 and ~nst~tuttons 



The cecond component of FSAN c rtct~v~ties wac technlcal asiqtancc wh~ch wac or~ginally 

divided into collectwe and ind~vidual awstance In 1996 two collectwe workqhops were 

coiiducted for 13 tnun~c~palrttes and werc attended by 55 partrc~pants t n  1997 ~nd~vldual 

aseldance was offered in 89 cases (ree table in) As we were told by personnel from 

ESAN techn~cal assistance was del,iyed In 1997 because baseline data was mlsclng 51nce 

then INICAM was hired for this purpose INICAM formed 14 technical teams to provide 

asel~tance to 50 rnun~c~pd~~t ies  on t11e strtngthenmg of men~cipal mallagemerit I I I )(I was 

also asc~gned to provide technical ase~st~iiice bn local develop in en^ plann~ng to 20 

m u n i c ~ p d ~ t ~ e s  i n  the rsglon oTCa11 Mart111 The s m e  task war ncc~~licd to SCIl ( I  crnando 

V~llaran) In the valley of the Apuriniac River and In Iluanta which achleved good results 

and generated dilTeretit expectation\ concerning the ~nten\~fic~it~on and expansloti of 

lechnlcal aswtance 



1 31318 I a Ltiur Hcnlevements ~y t s ~ l v  I Yva ana I vv  f 

ESAN 
1996 1 1996 11 1996 111 1996 IV I~nnua111997 1 1997 11 1997 111 1997 IV(Annual 

I I I 

Training 
Workshops 
Partlclpants 
Technical assistance 
Collective workshops 
Partlc~patlng rnun~clpalrties 
Number of partlclpants 

Attendance 
Distance educatron 
Part~clpants+ 
School munlclpallties 
Workshops for teachers 
Number of partlc~pants 
Students CEM 
Mun~c~pal~tles established 

*LGDP dlssemmatlon workshops for mayors and councllment 
** L~st  of School municlpal~nes m Tarapoto Duecclon de Educac~on, San Mamn 

Source ESAh Quarterly Reports 1996 and 1997, Llma 



Table I b LGDP Ach~evements by INADE, 1995 I996 and 1997 

Norks executed 
4nnual total 
Zxecuted Amount per department 
Ancash 
Apur~rnac 
Ayacucho 
Junm 
Loreto 
San Martm 
Tumbes 
Ucayah 

-GDP works Fundmg In Soles 
INADE-PDAAGL-PL480 
Publlc Treasure 
Mun~c~pallt~es 

Prov~nc~al 
D~str~ct 

Sommun~ty 
ANNUAL TOTAL 

Amount % No Amount (%) No Amount % No 

Sources MADE Memor~a anual 1995, Proyecto Desarrollo de 10s Gobrernos Locales February 1996 
Memona Anual 1996, Proyecto de Desarrollo de 10s Gobiernos Locales, March, 1997 Lma 
11 "Estado y avance del proyecto DesarroUo de 10s Gobiernos Locales" December, 1997 Lima 

Amount % No 

2/ "Borrador de la rnemona h u a l  de 1997" Proyecto Desarrollo de 10s Gobiernos Locales Apnl 1998 L~ma 



II~stance education, conslst~ng 111 the teaching of  courses on ()uC~I ~ ty  managelntnt (11 local 

publ~c \ervicec , lowards excellence in personnel management and Baclc Mun~c~pal 

Management wa\ begun only the tl111d 4uartt.r of 1997 and gentrated expectcitron 111 

conncctlon w~lh ~ t s  probable t~npncl O I I  mun~c~pal nianngem~nt lrn~nlng Dur~ny t l i ~  

fitldworic t h t  evaluat~on lean1 \ u s  able to talk w~th several ~nun~c~pal  e~nploytts and 

oflicm who are benefiting from th15 scrvice Most were v t r ?  plt'wed wrth t h t  clual~tv of 

the courser although w n e  ~nent~oned hav~ng two drficultles one berng that t l i ~ v  cannot 

f i r i~ \h  t l ~ c ~ r  ,~\\~gnr~ients 111 t~rnc , ~ n d  the bthcr that comnii1111~~11o11 with the~r tutorq 17  not 

easy 

S~hool ~nunrupal~t~es h,~ve had ,111 umven devtlop~ne~it I l i t  lint phae of dt\.~lop~iient ol 

t h ~ s  prolect component cons~stcd In tr,i~nrng workshops for ttachcrs 1 1 workshops In 

1996 attended by 5 I0 teachers a d  p~o~noters and 7 111 the th~rd quarter of 1997 attended 

by 4 I9 teacher5 and 135 qtudents mewhers of school inun~c~pal~tlcs The numhcr of school 

mun~c~pa l~ t~es  supported by the 1 (~111' IS hard to establ~sh slnce cchool munwpal~tles have 

been formed w~th or wrthout the I (;Ill' fn the places v~qlted by the team where school 

~nun~clpal~t~es  ex~sted these seemed to be operat~ng act~vely ( th ic  could not be ver~fied 

slnce schoolc; were then closed for school vacat~ons) 

In short the tratnlng activ~ties carr~ed out by FSAN have achieved the expected goals but 

therr progress has been uneven Obv~ously, the on-the-job tra~n~ng workshops have been 

the most successful ones and they hact been improved whereas techn~cal awstance and 

d~stance educat~on are startmg to be developed and st111 show the abovement~oned 

deficrencres 

The nat~onal counterpart INADF carr~ed out 2 16 works in 1995, 17 1 In 1996 and 1 18 In 

1997 The amount asstgned for these three years was15 ni~ll~on nuevos soles I n  1996 the 

regmi of San Martln concentrated 22 1 % of the works budget of INADE, wh~le in  1997, 

3 1 3O.0 of  the budget was programmed for and spent 111 the Apur~mac Rwer Valley in  

Ayacucho 1 hat 1s prrorlty has been dss~gned to coca-produc~ng areas to bu~ld publ~c 



workc based on the INADF modd wli~cb 1s very stlnrlar to t l u t  of 1 GIIP In that 11 

~nvo lv~c  ~ornrnunrty partrc~patron, but 111 regard to tralnrng ~t lcanr Inore towards 

product~on and the we of natural rccour ces Accord~ng to the drafl 1997 annual report of 

INAIJI 1 18 ol the 1'2 'lpproved mark\ have becn built and alrnosl all the appro\ eti 

budget has been drsbursed Appartnth the goals set by IN/\[ll: wtre only ach~tvtd 111 

1995 and 1996, but there were delays 111 1997 In  fact rn wveral places that were V I Y I  led 

we were ~nfonned thdt there were unfinrshed works and unfulfilled commtmentc 

Fund~ng for I GDP-INADE consrstc of the contrrbutton of the IJnrted States Government 

through donatrons under PL-480 I'erut Ian publrc treasury funds contr~ b u t ~ o n ~  b\ the 

munrclpalrt~ec and by the cornmun~tres 111 the form of non-qual~fied labor In  19'16 67 1 % 

of funds came from 1'1,-480, 19% Irorn provtncral and d~ctr~ct  ~nun~~~palr t res  md 14% from 

local communltres In  1997, funds undtr PL-480 accounted for 48 I%, treasury funds 

totaled 10 2% nnlun~c~pal~t~es conlrrbutcd 16 7% and local c1tr7ens 8 4% of total funds (see 

table 1 b) 

Although INADE has achreved its rlualrtative goals to a h~gher degree than rts quantrtatwe 

goals ~t has not handled adequatelv 1t5 wthdrawal from several areas In whrch it had 

prornrxd to bulld work? Its sudd~n w~~lidriiwal lronl 1 u~iibc\ Anwsh and Apurllnac has 

not pleased the rnun~c~palrtles in those places, even tliough they are grateful for the works 

prevrously bull1 by INADE 

1 2 Impact I valuallon 

Durrng the fieldwork the evaluatron team carr~ed out a survey and 111-depth ~ntervrews on 

the evolutron of the Project in  ~ t s  first two years The purpose of t h~s  was to assess the 

progress and l~mrtat~ons ofthe Prolect based on the oplnronq of the same actors and In 

several cases of people and Instltutrons not mvolved In the Project (the oprnlons of the 

-- -- --- - - -- 
1 

The INAIIC model was explained by Enginecl ~ u i s  Nina and comprises sewn stages I )  contact with the 
mayor 2) coordlnatron with local community swembly 3) analvw of th~ngs to be done 3) select~on of 
project 5 )  approval of liriancrng and trarnlng 6) execution of work and 7 )  transfer to the corresponding 
sector 



local population were also obtained, as scen below) 1 hat 15, w e  tried to compare the 

oplnion5 on the demand vde, from the perspective o f  the local governments since we 

already had obta~ned the oplnlona on thc \uppiy s~de,  rrom the ptrspcctwe of the 

~nst~tut~onq rn charge of the project rhe ~nfoimat~on d~sciissed belo~c - ~utnmari7ed In 

table 2 ic  inp port ant because lt reflects h e  perception of all the part~es drrectly rnvolved 111 

the project in  terms of the ~nterest or lack of interest shown bv them regardmg the I CJDP 

components 

The first qutxtion w'tc; how the r n u n ~ ~ ~ p a l  authorit~es h d  learncd of the project Wt round 

out that 58% had learned about it th~ough INADF 20% through the niun~c~pallty ( rn  certa~n 

cases, thc former mayor) 14% through I I S A ~  omcerr and 4 " n  through PSAN I be 

reason why INAIIE appears rn the first place IS that even before 1995 INADE had carried 

out srln~lar works w~th another proj~ct (1'1 AH and the Progrdlna de I inergencia con 

Inverwn 5ocial I'EI5), and marnly bec,luse lNADE officers awgntd to the LGI)I' since 

1996 hdd establtshed almost personal rel,itions wrth many munlc~palrt~es (the most notable 

case was that o f  Mrc; Conwelo R~vero rn Tarapoto) In almost all the places that were 

v~s~ t ed  INAIIF s reg~onal oflicerc playcd &key role 111 prov~d~ng ~nlormatron about the 

LGDP In 11s initral phdse 

Infrastructure works have been cart led out ~n 9534 of the ~iiunrc~pnl local~tres that were 

visited 1 hey cons~stcd inainly In school cfassrooms md work5 to obtain drmking water 

(55% of the total) while other types of work responded to a greater d~spersion of demand 

7 hese results co~nclde completely wth the goal5 rn terms of bavc structure except for one 

case irivolvrng the bullding of a l~brary and another ~nvolvlng the burldlng of a sport5 

facilrty (losa deportiva) 

Partlc~pat~on rn ESAN 7 tra~nmg workqhops haa bcen s~gti~licant and masrrvt but not 

un~form rn 1996 and 1997 Two-thlrds of the partwpants attended three workshops each 

year 17,8% attended two and 9% attcnded more than three workshops Only 2% d ~ d  not 

attend any (See table 2) The composit~on bf the partlcipanls was m~nlc~pal  authorrtles -- 

mayor5 and councilmen-(26 7%) ollicers (6,7%), emplovees (21,5%), and comrnunrty 



leaders (45 2%) Thn remarkable par t~cr~at~on of colnmunrty leaders at the locales where 

the workshops were held IS explained by t h t ~ r  low cost I his composlt~on qeemc adequate 

for two reasons a )  rt responds to the univetse of each type of part~upant, thai is rn general 

the number of autl~orities IS lo\\er than the number of employees and h) because rt 

lncreayey tile Prolect s prospects ol sustainabil~ty, Trnce there is more turnover of 

author~t~es than of ~nun~crpal officers and employee5 and colnrnun~tv leaders are potentla1 

replaceinentr of present authorrt~e\ 

G~ven the l~in~ted programming ttchtl~cal assislanct ha? had n good relatrve mpact Only 

18,2% of the mterviewed mun~c~pa l~ t i e~  say thev rece~ved techn~cal awstance 56 896 d ~ d  

not and 25% had no ~nformat~on on the program I h15 ic s~inilar for dlstaiice educat~on 

only 27% of the intervicwed ~nun~c~pal~t ies  have benefited from t h ~  yervlcc altlmugh 

many expressed a ytrong Interest In ~t (~nformat~on campaigns and a greater supply are 

requ~red) We cons~der that In sp~te ol its great potent~al th~s  means of tramng IS not 

sufficientlv accewble to the user? 

According to 86% ol the benefic~mes the LGDI' does benelit their mu~i ic ipal~t~~c d~strrcts 

or provrnces and communities No negative oplnion was expressed but I3 6% do not have 

a clear oplnlon yet In general the I'roltct ts seen as very ~inporlant due to the cornb~nat~on 

of ~ t s  princ~pal components infraqlructr~re work and tra~nrng 



P II  t~crpantv ( 'Yo)  

ir~tl~or ~ttec 26 7 
O I l l ~ ~ t 4  (, 7 
~l i i ldo\  ces 21 5 
I \ l t l C 1  4 1 > 2  

4 TECllNlCAI ASCjlSTANCE 
YLS No No answer 
18 2 56 8 25 0 

i 
5 DISTANCE TRAINING ("/w of p 1rl1c111 ~ t ~ n g  mimcrp 111lrcs) 

\ L \  no 
2 3 7 7 

G DO YOU BELIEVE TIIAT TIIE LGDP IIAS I3EEN BENETIC IAL' ("h of ~ n t c ~ % ~ c w c d  munlclp ~ l ~ t ~ c s )  
Yes n o  no L I C  I I  opln~on 
86 4 0 I 3  G 

8 BETTER COORDINATION WITH ("/' o f  ~ n t c r l  tcwetl munlcq) 111t1cs) 
lNAl 11 I \AN I JTAIl) 

7 5 5 7 30 

9 LOCAL INSTITUTION WITH WHICH MUNlCfPALITY WORKED BETTER (number of m u n ~ c ~ p  t l ~ t ~ c s  
1 1 1 x 1  C j lmdr t i  I n t e n d 1  ]NIL& C)l her None 

16 2 2 I I 6 

10 COORDINATION BE7 WEEN INSTI7 UTIONS  AS (% of m t c n ~ c n c t l  m r ~ n ~ c r p d ~ t ~ c ~ )  
b t q  good good h ~ r  p ~ o r  lo ~ l e  ir op~nlon 

I I 60 I9 2 3 



1-4 SCHOOL IIIUNIC'IPAI ITY 
I \  ~ I I L I L  1 P I O J C L ~  q x ) 1 1 \ o r ~ d  \ ~ 1 i o o 1  IIILIIIILIP 1 1 1 1 1  111 ol l r  ~ u r i s c l ~ ~ l ~ o i ~ ?  (% (II' I I I ~ C  r~ ~ e m c t l  nlunlclp ll~tlcs) 

SOURCE lntervlews carrled out by the LGDP evaluat~on team In San Mart~n Anrash Loreto Ucayal~ 
Ayacucho Tumbes Apur~rnac between January 15 and February 8 1998 



Mult~ple responses were obtained when pebple were asked about the pr~nc~pal rlnpacts or 

the Project I his means that activrtw rnflhericed barlous aspects at the same t~me The 

niajor Impact IS eupressed 111 t h t  ~ncreased part~crpat~on of the cointnun~ty arid In the 

strengthemng o f  the rnunic~pal~ty then In order o f  ilnportancc In the trmnlng of personnel 

In rnfrastructure works 111 rncreased a\t,lreness of cit~zeris In the struggle agarnst poverty 

and f~nally In Ihe reduct~on of narcot~cs traffickmg and thc Increase of emplovrnent (See 

table 2) The small percentage that me~itroned the Prolecl s contrhutlon to reduce the coca- 

based economy IS an important outco~i~e, v4h1cli require? a fr~rther in-depth ev,~lu~it~on In 

generdl the ISDP  1s hav~ng a very rmportant ~mpact on l ~ c ~ ~ l  dernocratrc. govcrll,llicc 

Mun~crpal coordinatron w~th the part~c~patfng ~nstrtut~ons reflects the degree ol provrm~ty 

and of frequency rn the~r relat~ons I hus, 75% ment~oned having close relat~ons wrth 

1NADl 57% w~th TSAN and 30?0 with IJYAII3 I hc local rnstilutlons w~lh wh~ch 

munrcrpalrt~es have worked more closely are 1 TDG (reflect~ng the we~ght ol Sari Martrn In 

the sample of rnuntc~palrt~es), wh~ch has had an outstand~ng performance, and to a lesser 

extent INICAM, Sl R and Calandrra I he rnunrc~pal~t~es consider the coordrnat~on among 

INADT-ESAN ( I  IDG)-USAID to be good (600/0), very good ( I4  YO), f a~ r  (19%) wh~le 2% 

cons~der it poor I hat IS, coordination among thecie inst~tutrons 1s better perce~ved by the 

mun~crpal~t~es than by the ~nsl~tutrons thtmselves 

When asked about whlch componenls should be given h~gher prrorlty to reriiforce the 

Project 75% referred to works and drrect t ra~n~ng 39% to techt~~cal asslstancc 20% to 

drstance educatron and 5% to othtr project componmts such as support to product~on and 

to I~ICIO-buciness prolects 

Answers on how to Improve the work of the LGDP with the community are s~milar, 

although w~th a ~ l ~ g l i t  change rn ernphas~s, slnce more lrnportance 1s glven to trarn~ng than 

to the infrastructure works as a way of lrnprov~ng the Project T h ~ s  matter requlre5 a further 

analys~s and an organic declslon ol the ~nvolved ~nstilutrone 



An rmportant aspect of the evaluat~on was to assess the rmpact or {he LGDP ouls~de the 

mun~crpalrty 1 or this purpose quest~ons bhere asked to mun~crpal personnel and to 

people and rnstrtutrons not related wrth the murircrpal~tres I he first conclusron 1s that the 

LGDP 1s not well known outsrde the mun~c~pal m~lreu except perhaps rn the case of San 

Martm where the ptograrn had a mascrve coverage Apparently there has been l~ltle 

d~ssemmation of the I GDP actlv~tlts In  the survey, tnost re~pondenls had no optnron on 

thrs matter however 18% s a d  that no one knew about the Project, 15% yard that the 

governor or deputv governor knew about it, especrally rn small drstricls, and then the 

following were rnentroned as ~nstrtutrons that h,td ~nformatron on t l ~ t  Project the Church, 

the Polrtrcal-Mrl~tary Command the rnlnlstrres and the Tud~c~al Power Only 5% 

menboned the reg~onal government md 3% the busrnes5 cector 

School munrc~palrtles have been ~mplemented 111 only 23% of the mterv~ewed 

rnunrc~palrtres There are a total of 54 school munrcrpalrt~es In the munrcrpal localrt~es 

that were vrsrted, wrth an average ol seven rn each place although, as previously 

mentroned, ~t 15  d~fficult to determrne hov\r many were establrshed wr th the LGDP's 

support 1 h ~ s  compontnt IS not very devtloped yet although student5 and local author~tres 

are qurte enthusiast~c about it in  the local~tres where ~t has been ~rnplemented 

In short the I,GI)P gods are berng achreied both froni the perspectrve of the rmplementrng 

~nstrtut~on\ a\ W L I I  a? Irom the perspc~lrvc of the !)cnelic~~irre\ 

The Escuela de Admrnlstracron de Negocios para graduados (ESAN) carrred out two 

surveyc as part of the Monrtormg '3vstern   he first, In 1996, served to define the baselrne, 

the second appl~ed rn 1 997, was called of intermed~ate mon~torrng 



Two aspects should be contrasted 

a) The quantrtatrve achrevements and the balance of the rnforniatron obtalned through 

lntervrews carrled out by the evaluatron team, based on the oprnrons of the lnhabrtants 

o r  the target drstrrcts and provrncey of the I GDI' I t  1s liecessaly to pornt out that the 

survey base conwted of 850 rnhahrtants of the d~strlctr and provlnces selected by the 

Project 

b)  I he prlorrtres of the L GDP focuscd or1 d~slrlct ~nunrctpal~tres --rural mrrnrcrl~al~lrts rn 

partrcular-- and the oprnrony of the population consrdered In the survey (~nclud~ng the 

populatron of departmental and provlnclal caprtals) on some central Issues of local 

management 

The oprnlon ol the populatron regardrng the pertonnance ol the~r mayors show5 that In 

1997, approval Increased slrghtly, from 46 to 48%, with respect to 1996 llowever, the 

level of drsapproval had a hrgher Increase from 37 to 50% r h ~ s  lirst rnd~cator shows that 

the mayors of the areas lncluded in the Project have marntarned the number of the~r 

supporters, but the number of the~r crrtrcs hds rncreayed srgnrlicantly as well 

Interest~ngly, the hrghest d~sapproval applles to the mayors of departmental cap~tals (68%) 

whose performance 1s approved by only 30% of the respondents 7 he mayors of provrnces 

that are not departmental caprtals and drsirtct mayor\ have a lower level of d~sapproval 54 

and 43% respect~vely Moreover they are approved by 41 and 53% of the respondents 
, 

1 hrs complemeritaw ~r~formatron allows an rmportant observdtron the sl~ialler the 

jurisdictron the hlgher 1s the level of approval and the smaller the level of drsapproval 

obtarned by the mayor The level of  drsapproval IS drrectly proportional to the slze of the 

munrcrpal lurrsd~ctron In thrs sense rt can be s a ~ d  lhat the prronty glven by the LGDP to 

drstr~ct and provrncral mayors of localrtres other than departmental caprtals IS yomewhat 

reflected in theye resrrlty 



Whrle tmplementatlon of baslc rnfractructure and rervices account for the approval of a 

mayor's performance (both rn 1996 and 1997), the maln reason for disapproval is 

neglect~ng the partrc~patlon OF the populatron When the two survey? are compared we see 

that those who mentioned t h ~ s  factor increased from 53 to 78% Project Implementing 

~nstrtut~onc should pay specral attent~on to thls data, srnce they express a central crrtrclsm or 

an a~pect that Is essenttal to the democratlzatlon procers 

Oprnrons with respect to attent~on to the publ~c, Tor the munrcrpalrtres as a whole, 

improved, this serwce was ranked as "very good by 1% in the first survey, and by 5% In 

the second, as "good", first by 30% and later by 31% of the rerpondents In general the 

surveyed populat~on cons~ders that ~t has Improved If the percentage of those who cons~der 

~t "farr" 1s added to those who conc~der rt "very good ' and "good", then the percentage of 

approval of munrcrpal attentton to the publ~c nses slgntficantly, from 72 to 82% 

Agaln, we find that provrncral mun~c~palrtres other than those of departmental capitals, and 

dlstrict mun~cipalltres -both of whlch, as stated before, are Project prtoritles-have 

srgnrficantly more posltrve results than those of departmental capitals do accordrng to the 

1997 survey Some data reflect thls the latter are ranked "good " by only lo%, while no 

one ranks them as "very good" In the provmcial municrpalrtres, outsrde of departmental 

capitals, attentton to the publtc IS descnbed ac "good ' by 24% and as "very good ' by 3% 

of the respondents Drstrrct lnunrclpalrtles are ranked even better 34% descr~be thelr 

rervlces as "good" and 6% as "very good" Agarn, as the level of muntctpal government 

descends, the munlci pal rty has better relations wl th iFe populatron 

When asked tf the people have been consulted for the deslgn of plans and projects, 50% of 

the respondents answered no Thrs percentage rose to 64% rn the 1997 survey Thrs data 

could mdicate that although admmrstrative servlces to the public have Improved -as 

mentroned above- the dcmocratrc partrcipatron of the populat~on as crtrzens IS str I1 

deficient This aspect IS reflected in cntmsm of the mayors, In the sense that they do not 

sufficiently promotelor neglect communrty partlc~patton Again, the hrghest level of 

cr~t~crsm for not ~nvolvmg the population In the dtscusston of plans and projects comes 



from thc population of departinental capttals (90% no 10% yes) In provincial 

municipallt~es 70% replied that thet had not been consulted on these matters whlle 111 the 

districts 58% answered no and 42?6 nnswcred yes 

Distr~ct rnun~c~palitleq are cons~dered more fellable it1 terms of  solving problems Fort3 

percent of the populat~on believes tIi,~t th17 IS the ~nstitut~on that best solves the problems of 

the11 cominunit~es I'rovincral mun~cipalities obta~n 30% of approval In th~s  regard and 

those of departmental capitals 23% In r ~ l a t ~ v e  ter~ns, the popillal~on of provincial local~tles 

IS more incl~ned lo cons~der the central government as the inalor problem-solver In their 

coinmun~tieT 27% 

With respect to the adin~n~stration of financial resources the percentage of those who 

belleve the State sliould be in charge of tlils s e w  from 24 to 28 I lowever, the percentage 

of the population that considers th,lt thc ttilfn~c~pal~tics qhould adm~nrster more resources 

increased from 36% in  1996 to 37% in 1997 

When a s k d  if municrpal acllvltre\ and projects respond Lo lhc ntcds of thc population, 

there I T  little difference between the r~sults of the 1996 and 1997 surveys 23% st111 

cons~der that they "do not respond ,tt all" to their requirements 62% say that they respond 

to thelr needs to a very small extent ( 1996 63%) and 12% answered "to a great extent" 

(1996 7%) Although the last group has grown, the first two groups add up to a very large 

percentage 86% This 1s probably related to the fact that the municipality does not longer 

involve the populat~on In tile discuscwn and/or approval o r  plans and projects The 

percentage of those who answered that lnunlcipal projects respond ' to a very small extent" 

or "do not respond at all ' to thelr need5 imbroves sllghtly at the dlstrtct level 80% Here 

again, the problem of inanagement and i~rgerit need for democratization is posed 

As for the population being "well 01 "very well ~nforlned aboltt certa~n municipal 

activities or instruments the downward \lope of approval In most items IS very \vorrisome 

(see nevt table) 
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MIJNICIPAI AC 1 IV~TIES  AN11 INS I RIJMENTS 

Product~ve projects 

Munlc~pal budget 

Council eesaione 

Agreementc w~th colnmun~ty a s s e ~ n b l ~ ~ a  

Munmpal actrvrt~ee 

Cultural or educat~onal activ~t~ee 

The difference between the vanow, lev~ls  of mun~crpal gover~ilnenl is not sign~fican( if we 

take Into account th'lt In general tli,oet whb consider themselves ' well ~nformed represent 

a very low percentage 13% of the population, in departmental capltalc, only 5% In the 

provinces, and I 1 %  In the drstr~cts 

7 he nevt table ehowe an Important Increase rn commun~ty participation In prograins wch as 

the ''Vayo de Leclie program Ilowever, llit r,ltes ol p'~rtrc~patlon In ~iiunrc~pal~ty- 

promoted activltles drop s~gn~ficdntly 111 certaln ~teliis that are especially important for the 

democratlzat~on of local governments such a5 the hold~ng of communrty assembl~es and 

open lobb~es (see nevt table) 



PRIN( II'AI, I ORMS Or PAR I IC IPA l ION 

PROMO rl I )  BY MUNICIPAL[ m s  

"Vaso de Leche program 

Cornmunr ty a~sem bl~es 

Open lobhe5 

Work and ma~ntenance comm~ ttee\ 

Comni I ttees 

Brlls of Pet~trons 

Publlc Oprn~on polls 

2 The I X D P  model . 
Dur~ng the last two md  a half yearn ( 1995 - 1997) the two components of the I,GIX - 

rnst~tutror~al ~trengthenrng of local governments and community participatron In local 

development- allowed to develop a model'' of ~nst~tut~onal bulld-up for development 

focusmg on local governments (pmvrnc~al And distrrct governments) The operatron of the 

LGDP IS shown In the follow~ng chart 

USAID fund~ng and the project des~gn (the LGDI') led to establ~sli~nent of a program 

having two motlvat~ng and act~vatrng component5 of what II~rschman call5 'socral 

energrer small mfrastructure projects Pnd traintng To carry out the rnfrastructure 

projects, the program requlres the partidpatron of a) the organrzed commun~ty b)  the 

inst~tutron In charge of promotrng and executmg the rnfrastructure work (the local 

government) and c )  the Peruv~an counterpdrt organ17atlon representmg the Government of 

Peru (GOP) INADE To contribute to addquate management and organ~zat~on at the level 

of local government ( I  G )  and to promote community partlc~pdl~on, tra~nrng hay been 

prov~ded at two levels mun~cipal autliorrtie~ (mayors and counc~lmen) and to munmpal 

officers and employees And to contr~bi~te to the organization of the populat~on co~ntnun~ty 



and nerghborhood leaders have been rncluded In the trarnrng workshops wh~ch have often 

served to unlfy vrewy ESAN and other rnstltutlons aqsocrated wlth or contracted by FSAN 

were In chnrge of provrdmg t h r ~  trarnrng, wh~ch was concerved a? a factor that enhances 

human ab~lit~es for decrslon-making and part~crpat~on at the lekel of local municipal 

author1 tles, bureaucracy and commun~ty leaders 

Both training and partmpatron a m  to Improve the quality of management lnitratrve and 

commrtment to the community of local govkrnments The trarnrng of grassroots leaders and 

the support prov~ded to community organlzatrons have I ntroduced the rdea of communrty 

partlclpat~on In development uslng voluntary unskilled labor (no drstrnctrons are made 

between the local people) to bulld ~nrrastructure works At the same trme th~s  has 

contrrbuted to develop accountabll~ty especrally wrth respect to the use of funds and 

rnunrc~pal management Part~c~patron IS based on the pr~nc~ples of prrorrty sett~ng 

organ~zatlon and ~nformat~on In olher words the I (JDP am5 at llnprovlng governance at 
\ 

the local level 

Moreover, the trarnr~ig of munrc~pal of licers and employees should contribute to Improve 

mun~crpal operation and organrzation and thus to Improve effic~ency and InLreaqe the 

possrb~lrty of provrdrng more and better qervrcey 





1 h ~ s  cornpotlent 1s essentlai, slrice 11111n1c1pal offi~tr9 and ernpioyees prov~de t i l t  colitrnully 

requ~red for admlnirtrat~ve and operational susta~nabrlrty whrle munrc~pal author~t~es are 

elected every three years ( th~s  wrll cll,mge to every five years In the near future) 

A key issue rn terms O F  the model s susta~nabllrty has to do w~th  the local government s 

possrbll~t~es of generat~ng own resourcts or obtarnlng more resources fro111 the central 

government Based on rts two components --small infra~trucluie projects and tratn~ng-, 

the model offers posslbr lrtres for a s~sta~nable  model but 11 ha5 rntr~nsrc llmltatlons 

because of restricted munlcrpal competence and scant resources as well as the short term 

of office of the authorrties In other words, there IS a problem ~Frnst~tut~onal cont~nu~ty 

Addrtlonally, the evaluat~on team has observed that the model has an ~ncremental character, 

rn the sense that the roles assumed by the mun~clpal~ty increase accord~ng to comrnunrty 

demands, rn~tially dealing wtth bqsrc infrastructure work, then w~ th  more complex projects, 

and finallv wrth munrc~pal wpport to develop small product~ve projects, whlch requlre 

train~ng In prepanng feastbllrty projects for small and micro-enterprises cred~t, and 

technical ass~stance In other words they demand the expansion of the scope o r  municipal 

author~ty T h ~ s  IS where the model may face a growth crws I hrs problem may be solved 

In part by the munlclpalrt~es, but  there IS urgent need of greater support from the central 

government In the mrd-term the model 17 rurtatnable2 and c o ~ ~ l d  be developed and 

generalrzed by mplementing an erfectlve fiscal decentral~zat~on or efficient coordlnat~on 

between local governments and the central government through its local agencies We shall 

return on t h ~ s  subject later 

The LGDP IS a model of tnst~tut~onal development that contrrbutes to create adequate 

condrtlons for the struggle agalnst Illegal productron of coca leaves and traffickmg of 

rllegal drugs as for mstance bu~ld~ng a ~trong and efficient local government and a 

population wrlllng to partrcipate act~vefy rn local government But the LGDP IS not the 

best design for th~s  purpoqe In sp~te  df rts proven etlectrvencss rn terms of promoting 

democrattc partlapatron In local govefnments, thts model has lim~tatrons tn terms of 



generat~ng an ahernatwe for develop~netd In the ' coca sector " for three reasons a) the 

reduced funct~ons or competence of mun~clpalr t~e~ both prownc~al and d~st r~ct  

rnun~c~pal~tres w l l ~ ~ l i  are correlated with the~r reduced financ~al and ~nco~iie-generat~ng 

capaclt~eq An effectwe decentral~zat~on process would be a key aspect for the model, b) 

the lack of niun~c~pal techn~cal capac~ty espec~ally In very mal l  m u n ~ c ~ p a l ~ t ~ e ~  and c) the 

lmlted terr~tor~al lurisdiction of each munic~pal~ty wh~ch reduces poss~bllit~es of 

investment on larger ~cales and terrttorlal coverage --beyond munrc~pal l m t ?  unless 

p r o l e ~ t ~  s u ~ h  ac AMRESAM (a~ronym tor tlic prnle~t c'lrrled nut by the A w c ~ ~ ~ ~ l o n  de 

Munmpal~dades de la Reg~on San Martln) prove to be efficrerit and effectwe 

An ~mportant l~m~ta t~on  of the model IS that i t  is ,I standard proposal for a I~t~erogtneous 

unlverse of mun~c~pal~t~es ,  wh~ch v q  In s v e  and for be~ng prov~nc~al or d~st r~ct  

mun~c~pal~ties urban or rural or for belongmg to r~ch or poor areas Some of the 

components ot the model must bt  adlusted at least In tenns ol large or small r n u n ~ ~ ~ p a l ~ t ~ e s  

For example, the provlnc~al mun~cipaht~ of San Martm (Tarapoto) carr~ed out 58 

lnfrastructure projects In 1996, of wli~ch only SIX were made w~thrn the LGDP that IS, ~ t s  

Impact IS relatwely small On the other hand, the two Infrastructure projects ~lnplemented 

w~th  the LGDP support by the small mtln~crpahty of Matacoto (Ancash) whlch operates 

w~th only one employee, represtnl half of tht works ~ a r r ~ e d  out s m c  1996 a d  have not 

only had great Impact but also generated h~gh  expectations The ~mplicatlon ~onta~ned In 

these two extreme examples 1s that t t a~n~ng  IS relatrvely inore important for large 

rnun~c~pal~ties wh~le infrastructure 1s more relevant for small ones Consequently, a greater 

flex~b~hty In the combinat~on of ~nfrastructure-tra~n~ng-tecli~i~cal assrstance IS des~rable 

The LGDP model implemented slnce 1995, has a great potentla1 for the development of 

mun~cipal capaclt~es, local governance and comrnunlty partrclpatlon Replicat~on of t h~s  

model ~hould be one of the goals For the test of the term of the Project 

- -- 
2 In the cense expressed In the reference terms lhat IS that loc~l  governments are 3ble to finance 
manage and carry out lnfrastructure works wth comrnun~ty partmpat~on 
3 Coca sector refers to all agrlculr~~ral agro-~ndumal lndustnal actlvitles and servlcey based on 
coca crops and cocalne product~on and comrnerc~dizat~on 



From 1998 on, and only rn San Martin the model wtll undergo a var~atlon USAID funds 

for infrastructure prolects will he channeled by the Awc~acion de Municlpaltdades de la 

Regron San Martin (AMRESAM) ~nsteed dh INAD1 which ended its particlpat~on in the 

project in  1997 Th~q w~ll const~tute a pilot decentral17ation experience that wlll force 

AMRLSAM lo tdabl~sh resource-,dlocat~ori crrtcrla lor ~nfraslruclu~e ~nvest~nent\ through 

democratic and decentrallzed mechanirlns in the region The LGDP model w~ll vary in 

terms of allocation of  rerourcey ,ind ~~nplementatlon of inrrastructure work lechnical 

assirtance In  t h ~ r  arca was provided formetly by I N  AD13 Now the muntcipal~ticr of San 

Mart~n w~ll  be ftdly in  charge o r  the euecdtron (both technical and admrnistrat~ve) of the 

works In consequence, potenttal problems may arlse In the areas OF techntcal assistance, 

global implementat~on of the works md  adi~iini~tratton of donations 1111s obvrously 

constitutes a promlsmg erperlment of what rnunlctpal~t~es are capable of doing if the 

decisron-making and lnanageincnt processeq lor dcv~lop~ncnt 111frdqlru~turc arc 

decentraltzed If AMRESAM is, successful, then the posslbil~tles of replicating a 

decentral~zed IXDP model will be very strong 

3 Decen tral~zat~on 

Tor the purpose of contrtbutlng to the decentral~zatlon process, the LGDP establ~shed three 

main hnes of action a) support the Peruvlan Congressronal Committee on Decentrallzat~on 

and Local Governments ( Comrston de Descentral~zac~on y Goblernos Locales del 

Congreso de la Republlca), b) support the Assoc1atlon of Peruvian Munic~pallt~es 

(Asociaclon de Mun~clpal~dades del Peru) and some of ~ t r  regtonal associations, and c) 

strengthen -through dlrect work- the lnst1tutional and democrat~c capacrt~es of the 

mun~cipalttres 



Between luly 1996-July 1997 t h ~ s  Comm~ttee was headed by Congressman Samuel 

Matsuda, a member of the congressronal majorrty I he Coinmrttee d~scussed rru proposals 

for the Frame Decentral~zatlon Act, wh~ch were subm~tted by different pol~t~cal sectors In 

t h ~ s  context several regronal events were organi7ed to present and d~scuss these proposals 

in older to takt ~ n t o   count the opltllons of t l r t  popul,\tlon tspccially oP local roc~~l l  and 

politrcal leaders 

The LGDI' supported the Commrtttt s work rnak~~ig suggeslrons and pro pod^ 'urned dt 

rmprovrng the legislative b~l ls  Ltkew~se, i t  act~vely supported the organrzat~on of the 

Reg~onal Mctt~ng, wh~cli was licld In l ardpoto (Scltl Mart~n) for 1111s purposc I IK. ~ncetmg 

had a very broad partrc~patlon of regronal leader7 and was covered by the marn local medra 

The draft law subm~tted by the Congressronal majorrty through Congrewman Matsuda was 

approved by the Commrttee dur~ng the first seme~ter of 1997, and later rat~fied by 

Congress The d~frerent oppos~tron sectors made observat~ons arid voted aga~nst 11, 

conslderrng that rt was not an efftct~ve dekentrallzat~on proposal T hc law war rejected by 

the President of the Republrc rn luly 1997 %rice the appotntment ofthe new cha~rman of 

the Decentralization Commrttee -Carmen Lozada de Gamboa, In July 1997- the ties 

between the LtiDI' and this ~on~ressrona!  Comm~ttee were weakened 

Congresswoman Lozada presented a brlf rn September 1997 for the purpose of strrctly 

lrrn~trng the scope of the Interm Reg~onat Adm~nrstratron Councils (created In 1992 to 

replace Regional Governments) to depathental terntories The Congress of the Republic 

approved a new Frame Decentraluatro m January 1998, whrch had nothrng to do wrth 

the law prevrously approved And re, e Pres~dent The new law, of marked 

centralirt onentation, essent~al \~  embo p o ~ a l  ol Congresswoman Lozada ) 



In short, derp~te LGDP efforts the central~st onentation of the current Peruvran 

admrnrstratlon has blocked a natlonal decentralist proposal 

The LGDP partrcipated In the natlonal congresses sponsored by AMPE In the last two years 

(in Ayacucho, Calamarca and Cusco) through ESAN, and drrectl y through USA I l l  Uurlng 

the preparat~on of the last congress held In Cu7co 111 December 1997, the LGDP 

contr~buted to the formulation of a number of central agenda rtems, such a5 mechan~rms for 

the creatlon of regions, fiscal decentrallzatlon and others 

The LGDP's relatlon w~th AMPE has been fluent arid pos~lrve over the last two years In 

the Project work area, an especially frultful relatlon has been establ~shed w~th the 

Assocrat~on of Regtonal Munrcrpalrtles rn San Martrn, presently headed by the mayor of the 

provrnce of Bellavlsla 

The rnstltut~onal strengthenmg oT local  government^ workmg wrth the LGDP shows that a 

greater decentralrzat~on and delegatron of functrons and resources from the central 

government to the mun~crpalltres, I S  not only poss~ble but pos~tive as well 

The Increased part~crpatlon of the people, enhancement of instltutlonal capaclt~es and skrlls 

of authorities and officers, draflrng of work programs and strategrc plans In d~strrcts and 

provmces, show In the practlce that despr te admrnrstratrve and financial I rm~ tattons, 

Peruvran munrc~palrtres are able to a5sume new functions In areas such as health and 

educatron Munrcrpal author~ty IS stronger, and, in the eyes of the populatron, ~t has 

become an meplaceable arm of the state 



It should be noted here that the work ol the I GIIP lr carrred out rn a conteut ol centralnt 

orientatron promoted by the Euecutlve whrch does not reflect the wrll of the malorlty of the 

populat~on In terms of strengthening the regrons and conrolrdatrng decentral~zed 

organ~mtlons such ar mun~crpal~t~es and regronal governments headed by democratrcally 

elected authorltres 

As an example of thrs, we can mentron 

Between 1990, when I'res~de~it Alberto ruj~~iiort took oflicc and larc 111 1906 the 

Executive and the Peruvran Congres promulgated 45 Pres~dentlal decrees legirlattve 

decrees and laws d~rectly afrectrng the constrtutlonal autonomy and powerr of the 

tnunrcipalities under thelr organlc law These statutory provisrons have affected areas 

such as incomes transportatron, munlc~pal credrt, taxe? management of parks and 

physrcal-legal clear~ng of proper& t~tles In human settlement? 

I here has been a breach of the mandilte set out In the I'olltrcal Comtrtutlon of Peru 

(1993), Erghth Final Interim Provlsron, which reads "Const~tutional provisrons are the 

sublect matter ot const~tut~onal development laws I he order of prlorrty IS  I 

Decentralrzatron rules, and, among them, those that w~l l  permrt to have new elected 

authorrtres by 1995 ' I hrs conrt~tutronal mandate ha9 not been fulfilled to present, and, 

moreovcr, w~th the new Frame Decentral~zatron Act the democratic creatron of regrons 

and the electton of thelr pres~dents by dlrect votmg has been definitively postponed 

The Natlonal Budget also reflects the central~st pol~tical or~entat~on Under the 1998 

budget the rnunlcipal~t~es receive 1 080 mlllron soles for the Munrcipal Compensation 

Fund (rondo de Compensacro~i Munlctpal), 264 m~llron soles for the "Vaw de I eche 

Program and 270 mrihon soles fr0rt.l charge., and surcharges on or1 and mmng 

actrvitles Dlrect transfers of funds from the central government to the munrcrpal~tres 

total 1 6 14 million soles, which represent approx~malely 5 5% of the total Budget 



After two and a half years of the LGIIP, it rs st111 not possrble to say whether or not the 

model IS susta~nable Some ~nd~cators are favorable others unfavorable, and some 

uncertam, therefore, ~t 1s not possrble to make a global balance However, i t  1s poss~ble to 

shed some hght on the elements requ~red to remforce sustarnab~l~ty on the basrs of the 

experiences of the munrc~pal~t~es that were vrs~ted 

in terms of the Project, sustamab~lity Ir defined as the mun~crpal~trt~ c~bil~ty to self-linance 

and execute on therr own therr development projecls and tramng requlrernenls An 

addlt~onal cr~ter~on to attam susta~nab~llty ts the development of a system for cominun~ty 

partmpatlon ~nst~tut~onal  zed through the munrcrpah t~es  In other words sustar nab~lrty 

depends on the munlc~pal~t~es capab~l~ty to d~velop soc~al work w~th conimun~ty 

part~c~pat~on and to prov~de tralnrng with own recources, by hwng 1:SAN or sornL rtg~onal 

~nst~tutron, such as ITDG rn San Martin Tor thrs purpose munic~palitres should have 

ach~eved a certaln level of managerial effic~ency, adjusted the~r prrorlt~es, and Improved 

therr organmatton Moreover, communlty part~c~patlon -In the desrgn of strategrc plans, 

~mplementat~on of mfrastructure work and the accountab~l~ty of local governments- 

should be a rule, that IS, 11 should be ~nst~tut~ondrzed so thal, even I T  the rnun~c~pal 

author~ties change, the pract~ce would continue The LGDP seems to be advancmg In th~s  

d~rectron, rn splte of the Executrve s centralist or~entdtron 

In short, four elements of susta~nab~hty have been evaluated the economlc capacity of the 

munmpalrt~es and thew poss~b~l~ty to ralse more munrcrpal funds, rnternallzat~on of the 

need for trarn~ng, quality improvement of mun~cipal bureaucracy and lnst~tut~onal 

mechan~sms to promote communlty partmpation 

4 I Munrcrpal Furzdrng 

The mun~cipallt~es that were vrsrted vary In slze and, therefore, have d~fferent financ~al 

resources for thetr expend~tures However, all have a very small expend~ture capac~ty, 



since the vrsrted mun~crpalrtres spend an annual average of S/ 66 per ~nhab~tant (US$ 24), 

whtch by all account? IS insufficient to promote development 

7 he main source of funds IS the Munrc~pal Co~npensat~on rund (Fondo de Compencacron 

Munic~pal), wh~ch provrdes 64,5% of the total average rncome rn all municlpal~t~es v~srted, 

80% of whrch must be used In mvestments Own resources account for an average 19,8% 

of the total Income, but there IS a huge drspersron in some commun~ties own resources 

represent only I % of the total Income -usually, co~nmunitres located In rural areas (see 

table 3)-, whrle In urban communltles own resourcts may account for 60%, espec~ally In 

caprtals of departments Thrs drsperslon rs partrally due to the charge on orl actlvrt~es wh~ch 

benefits the rnun~c~pal~t~es of Loreto and Ucayalr In  rural areas, due to the11 smaller size 

and dtspersion of the populatron, tax collect~ons are l~m~ted Moreover many of these 

districts suffer from extreme poverty, and the Income of the people IS not enough to pay, 

say, real-estate taxes I f  the possrb~lrty of self-generatrng at least 30% ot total resources IS 
\ 

used as a sustainabrlrty rndlcator only 16% of the evaluated munrcrpal~ties could be 

sustamable In other words, the Project IS less sustamable In munrcrpal~t~es located In poor 

rural areac 



Table 3 Infornabon on provlnclal and d~stnct mwuc~pahes vls~ted by the LGDP evaluatton team 1997 

MUNICIPALITY Type Total pop Urban No of mun W of MCF Own Vaso de Total Own resour/ Own res / MCFI Annual per 
popdabon agents employees resources leche incomes MCF m % Total mc % Total mc % cap expense 

1 Chazuta 
2 Chapaja 
3 San M m  
4 Shamboyacu 
5 Tmgo de Ponaza 
6 Plcota 
7 Pucaca 
8 San Rafael 
9 Bellavlsta 

10 San Pablo 
11 San Jose de Sna 
12 Santa Rosa 
13 Agua Blanca 
14 Cuiiumb~que 
15 Lamas 
16 Sontor 
17 Moyobamba 
18 RIoJ~ 
19 Nueva Cajarnarca 

ANCASH 
20 Nuevo Chlmbote 
21 Santa 
22 Sarnanco 
23 Mancos 
24 Matacoto 
25 Yungay 
26 Tanca 
27 Huaraz 
28 Olleros 

T-UMBES 
29 San Juan de la V~rgen 
3C Z d l a  
31 Tumbes 

(connnues) 



MUNICIPALITY Type Total pop Urban No of mun No of MCF Own Vaso de Total 0 - n  resow1 Onn res / MCFI Annual pel 
populat~on agents employees resources leche lncornes MCF ~n O/u Total inc %Total lnc % cap expenst 

APURIMAC 
32 Pacucha 
3 3 Kaqulabamba 
34 San Jeron~mo 
3 5 Andahuaylas 
36 Talavera 
3 7 Chmcheros 
3 8 Anco Huallo 
39 Uran Marca 

AY ACUCHO 
40 Plchan 
41 Kimbin 
42 Slvia 
43 Huanta 
44 Ayna San Franc~sco 
45 Santa Rosa 

UC AY ALI 
46 Campo Verde 
47 Nueva Requena 
48 Aguatla 
49 Pucallpa 

LORETO 
50 Nauta 
5 1 Fernando Lores 
52 Indlana 
53 Pebas 
54 Caballococha 
55 Yavan 
56 Punchana 

540000 120000 120000 
996000 24000 204000 
1620000 6000 240000 
2640000 780000 300000 
504000 36000 , I08000 
624000 36000 132000 

(includ~ng 011 canon) 
716000 449000 157536 
372000 150000 76332 
1200000 1200000 235164 

(mcludmg 011 canon) 
1940000 2411000 366000 
1200000 888000 240000 
840000 667200 
970000 672000 1 15000 
1400000 1330000 222000 
650000 700000 72000 
l62OOOO l82OOOO 



I-lowever, the I,GUP has contributed to 11n6rove tax revenues in several mun~c~palitres as 

In Zarumrlla San Pablo, Mancos and Yanlanco Here, technical ass~stance and distance 

education play a key role in  allowrng to define arid to learn the dttails of munic~pal 

management and expansron of the income base or the municipalrties Several municipalit~er 

self-generate more resources from two ijctivitres electr~c~ty generatron arid rental ol 

machinery but electric~ty generation often reports losses, slnce in many cases the urers do 

not pay Tor t h~s  servrce Given the current legdl frame thrs means that the pors~brl~ty or 

self-generating more resources depcnds on upgrading the municrpalities technical 

capabilrt~ec, e g through the establ~shmtnt of red-estate regl\ters or developinelit of ~ertarn 

entrepreneur~al act~vitres strongly conditioned to leadershrp on the part of the mayors In 

some places, a? in Nueva Ca~arnar~a 7 urnbes, P~cota Sor~tor to mention a few [lie inayors 

have been able to generate more revenues on the bas~s of such activities 

In there circumstancts inost rnun~hpal~ttes -espec~ally sinali ones, located rri thc rural 

and poorer areas- have no real possibil~ties of Increasing the~r incomes I herefore, 

sustarnab~lity of the LGDP model depends on obta~ning more funds erther as a result ol 

local inrtrat~ves, transfers of resources by the Executrve, or donations I his means 

increasing rece~pts froin General Salts Tax and other taxes that are poured into the 

Munlc1p.11 Co~npcn\,lt~on r und, Inore fisc~l powcrr, or 111terl'rifi~~I1011 0 1  11lt1tli~1prlI 

business activ~tres, and, consequently, reassignment of resources from prograins such ar the 

" Fondo de Com pensacion y Desa~ rol lo (FONCODbS ) [Coin pensat ion and Developinent 

Fund], the National Food Assistance Program (PRONAA), of the National lnstrtute for 

Educalronal and Health infrastructure ( ~ F E S )  These institut~ons make the same 

investments and perform the same acttvltles cuirently made and perforincd by the 

mun~crpal~t~es w th  scant resources , wh~ch could be carr~ed out more effic~ently by the 

latter than by the central government 

4 2 Need und uwfirli?ew o f  lrurnmg und eduutron 

In 95% of the mun~crpalit~es -that 15, ~ ~ c e p t  lor the municlpalrt~e\ of Ind~ana ( 1  ortto), and 

Pucallpa (Ucayali) at the level of officers-, respondents were very sat~sfied wrth the 



courses and workshops organ~zed and coiidtlcted by 1:SAN 111 gen~rdl trarn~~ig I \  scen as 

fundamental, vnce there IS an lnueastng humber of tndependent partic~pants (with no 

pol~ttcal background or technrcal eupert~se) In local governments, and slnce career tratning 

as c ~ v ~ l  wvants 1s not ava~lable for muii~c~pal officers or employees 

The varlous course packages and rnater~ak provrded by kSAN are accord~ng to the 

tnterv~ewees, very useful for muri~crpal strengthening forty percent w d  that tratnlng 

contnbutes to strengthen local governmerits, not only because 11 Improve5 mun~cipal 

management but also because rt provtdec clear information on the role O F  rnuiiicrpalrt~es, 

thew legal SI tuat~on, competence and potent~als T h ~ s  1s partrcularly important for new 

authorrt~es and communrty leaders who partlcrpate for the first tlme In mun~crpal office 

The workshops for rnun~c~pal author~t~es (mayors and counc~lmen) officcrci arid cmployeeq, 

and cotnmun~ty leaders have alqo beetl very rmportant because they offered an 

opportun~ty-tor the Iirst tune rn most cases- for eucharigmg dl f lerent views on the same 

problems 1 h15 generates the rdea of a "local common set of problems", in whrch each 

socral actor has to assume hdher  role, but now equ~pped w~th broader and dearer 

tnformat~on than any partlclpant had prlor to the workshop For Instance, when asked about 

the cotnpos~t~on of mun~c~pal rempts dnd  kupendrtures, no one seemed surpr~sed and no 

author~ty trted to h~de  or drstort the rnfo~mat~on, since these data were generally known In 

those places where the mayor had committed trregularrt~es -as In Imgo de Ponaza, 

Shapaja (San Martm)- or where the mayor could not be mtervlewed -as 111 Fernando 

Lores (Maynas-Loreto)-, there was less rdormat~on ava~lable and therefore, partrctpatton 

by councrlmen, leaders and the community at large was lmted  In thrs sense, trd~nrng 

contributes to more mformat~on, this promotes hrgher partlctpatlon, and th~s  rn turn 

contnbutes to accountabrhty 

Although trarnmg has generally worked well, there are three weak aspects that could affect 

the sustatnabrlrty of the LGDP model 



a) In m o ~ t  cases, trarnrng course? for ~nunlcrpal aut hor~ tre? last three year5 A perinanent 

tra~nrng system armed at potent~al ncw authorltits is requ~red to ensure ?ubs~qtence of 

the model, otherwise ~t 15 very lrkely that the progress achleved will not cont~nue 

espec~allv ~f the new mayor has drfferent rdeas on the role of local government or i f  the 

mayors are removed from ofice, a5 In Shapaja, Agua Blanca (San Martrn) and Santa 

Maria de Chrcmo (Apurimac), 

b) a posq~ble mean? of  lendrng contrnuty to mun~c~pal management IS by trmrng key 

officers and employees In each munrcrpalrty To th~s  end the trarnrng program should 

be addressed at permanent employees In terested rn munic~pal work Ilowever t h ~ e  

requrres materral lncentrves for officers who partrcrpate In the trainrng courses (eriher 

d~rect or drstance educat~on courses) and apply that knowledge to ~iiun~crpal 

management and 
. 

c) the tralnlng of corninun~ty leaders poses a problem In that the leader? who part~crpate rn 

tram mg workshops are n e ~  ther necessarily future authorrt ~ e s  nor even future candidates 

to inunrcipal office, especrally undtr the current system whereby these partwpants are 

appornted by the mayor A way of solving thrs problem would be to organize 

workshops Tor cand~dates to rnunrc~pal ofice (mayors arid counc~l~nen) before the 1998 

electrons, a5 suggested rn several inun~cipal~tres 

An rmportant Issue detected during the fieldwork 1s that the mayor's leadersh~p IS 

fundamental for sustarnab~l~ty of the LGDP model The Peruvian munic~pal system tends to 

concentrate many prerogat~ves on the mayor and assigns less we~ght to the body of 

councilmen I herefore, a mayor may e~thet dynam~ze or paralyze a local government An 

assoclat~on of provrnc~al or departmental munrcrpai~tres can play an important role In 

' pullmg back or "pushmg forward ' mayor& who have no personal rnrt~atrve 

LGDP s a b ~  11 ty to turn  out expert? in local development and munic~pal management andlor 

to producc agreements wrth local ~n?t~lrrtrons for tran~ferr~ng knowledge 19 a crucral aqpect 

towards sustarnabtl~ty I n  th~s reqpect ESAN's role and strategy have been adequate ~n 



tenns ~Tdrrectron, but rnsufficient In terms of result$ Startrng from a centralist model OF 

tralnlng and technical assrstance durrng the first year (1996), ESAN later had to correct the 

excesswe and perhaps unavordable "Lima-based orrentatlon ' of its rnstructors and lecturers 

rn 1997 In the San Martrn reglon, cub-contract~ng ITDG as a local trarnrng organizatron 

gave very good rewl ts, especrally rn small rural di~trrct inunrc~pall ties The same happened 

with SER In othcr department? ESAN 5 model, wrth lecturers from Lrma, was hlghly 

apprecrdted In large and urban rliunrcrpal~tles, where the educat~onal level of the author~tres 

and munmpal officers is quite higher that i n  the distr~cts and, therefore, there 1s @eater 

language affinrty between them and these lecturers 7 heoretically, local speakers could be 

used In d~qtr~ct and rural munlcrpallties, while speakers from Lima could be used In 

provlncral and urban munrcrpal~trec The problem arrsmg here 1s the d~fference rn co~ t s  A 

workshop organized by ITDG costs approxrmately US$ 3 000 The same workchop 

organ~zed by Llma-based experts or rnstltut~ons costs srgnrficantly more, on account not 

only of hrgher fees, but also of transportatlon and accommodatron expense7 

4 3 Qualrty of inunmpal bureaucracy 

To malntaln and rmprove the level of tralnrng of oficers and employees IS a rrne qua non 

condltlon for sustarnabrlity of the model lntervlewees Informed the evaluation team that 

the LGDP has had an rmportant ~nrt~al  rmpact on the trarnmg of municipal worker7 

Moreover, In most municrpalrtles of San Martin, workshops were supplemented wth 

d~stance educat~on courses, thls was not the case In the mun~c~palltres of Ancash, Tumbes 

and Apur~mac Dlrect and distance trainlng are meparable, smce two or three day-long 

workshops serve as a basis for motrvation and learning of general aspects of each subject or 

toplc, but dlstance educatron courses provlde ~n-depth and speclahzed Eiinrng requ~red by 

workers or officers 

The evaluat~on team was not able to assess the actual impact of the contents of the tra~nmg 

courses on the dally work of employees and officers or the quallty of the~r servrces 

Opinions vary, dependrng on the source According to munrcipal authorrtres and 

employees, the Impact 1s posrtrve, whrle the general publ~c and users of munrclpal servlces 



have not nottces a marked change In the qUa11ly of alterit~on to the publ~c or of the servlces 

furnrshed, as stated In the next sectlon 

What IS certatn 1s that spec~al attentloll and closer mon~tortng or the tra~n~ng olfered to 

officers and employees are requ~red to achieve t ra~n~ng goal9 not only in terms of one, but 

or every mun~cipalr ty w~thr n a depart~ntnl, or group of ~nun~ctpal ~tres tn  several provtnces 

That Is, the tra~nlng goal should be set by a "cr~trcal mass' of mun~crpal officers In each 

department, so as to create an employment market that may 111 turn contribute to rarse 

salarres rn conwtency with new abrl~tles, skrlls and expert~se In thrs way, munlcrpal 

officers and employees would be able to enjoy work stahlrty and/or develop careers In 

civil servlce 

Commun~ty partlclpat~on IS cructal for the model s susta~nab~l~ty Untd now the LGDP 

partlc~pat~on model has rel~ed on the ~ncent~ve of construct~on ol basic intrastructure, and 

could contlnue to operate rn th~s  way due to the need for basic rnfrach-ucture In many areas 

as well as to the rule mandatmg that 80% of the Mun~clpal Co~npensat~on fund must be 

ass~bmed to Investments, that is, to rnfrastructure In other words, even wrth no USAID 

support, b a w  infrastructure works wtll cohtlnile to be carr~ed oul by local governments or 

central government agencres, such as FONCODbS or INFES wh~ch prov~de support to the 

mun~c~pal~t~es In th~s area 

However, two problcms may affect th~s  procesq 

a) In those places where the works are larger, and no longer conslst rn baslc ~nfrastructure, 

there IS less Interest rn the partrc~pabon of unsk~lled voluntary workers slnce the 

marginal cost of parttclpatron may be higher than the marg~nal benefit received from the 

works Thts problem hay been obwrved during the field work partwpat~on was htgher 

In the dlstrrcts, hdmlels or poorer artas where puhhc servlces are Id~k~ng, wli~lc 111 urban 

areas part~c~patron occurs In 11 m~ted spec~fic areas, and non-exlstent rn other cases In 



short, ~t IS necessary to take ~nto account the incrmental charact~r ol tht, works ~d heir 

lrmrted appeal as an tncentwe for communrty part~clpat~on I he works can not be 

central to communtty part~c~patton, espec~ally when they are based In voluntary and they 

involve opportumty costs for the people 

b) In the model ~mplemented by FONCODES and other government agencies, the people 

who contribute wrth work are compensated t h ~ s  creates compet~tron wrth the LGDP, 

whtch concerves community part~crpatron as voluntary work The destre to earn money 

IS understandable In the d~strrcts, hamlets or poorer areas where there are not many 

poss~brl~t~es of employment and earnlngs The evaluat~on team found that In several 

disir~cts covered by the LGDP, the munrclpahty had had to compensate the people In 

cash or rn food to get them to partlcrpate In construction works, as they had to compete 

w~th agenclec such as FONCODES which set the rules for communrty parl~clpat~on by 

paymg salaries 
. 

In many munrc~palit~es, the evaluat~on team was rnformed that local governments were 

expected to promote small and micro-enterprises through bumess tra~nrng access to 

cred~ts and technrcal ass~stance Thls 1s a veln that could be explored as an alternatrve 

means of comn~unity partmpat~on In munic~pal actwt~es 

The lack of a jo~nt execut~ve board or three ~nst~tut~ons, USAID-INADE-ESAN, w~th the 

eventual partlcrpation of mayors representmg each reglon, has caused several problems for 

the LGDP, tncludmg the sudden wtthdrawal of INADE from qeveral areas, parallel trarnlng 

by ESAN and INADE (although not on the same subjects, but sometimes wth the same 

trainees) detictent communlcat~ons (only tn January 1998, several rnun~c~pal~t~es rece~ved 

letters from ESAN ~nformlng them of the cancellation of tra~nlng courses, but never 

recerved notice In wr~t~ng from INADE) 



The procesc of ~mplementat~on of the Project waq faster In INAIIE-where lhty developed 

an rnterventron model srmrlar to 1,GI)f'- ihan tn ESAN, whrch had to redraft 11s work plan 

four trmes In 19% and was only apploved In May I his aspect was ~ r r t~ca l  for monrtoring 

of the Project by each lnstrtutlon 

Durrng the two ytars covered by the evaluation a set of lndrcators was developed to 

measure the evolut~on of the Project objectives ESAN has carrled out a baseline study, 

whrcli has only been rmplemented Tlnce May 1997, that 1s wrth certarn delay An 

rntermedrate monltortng system and a s m e y  of potentla1 tmpacts o f  the 1,GI)P were also 

~mplemented The rdea IS to establrsh a monrtorrng and evaluatron system (MAES) based 

on the necessary lnforrnatron I n  addrtron, the Unrvers~dad Nacronal Agrarra was entrusted 

to do the rnterrnedrczte monrtorrng 

Both rnstltutrons --INADb and I3AN- have laid dowrl annual goal5 and h ~ r ~ d  necessary 

perwnnel rn each area for adequate monitoring of the Project Instrtut~onal performance 

has been uneven On one yrde, 1NAL)Ei has delegated rrnplementat~on of the Prolect on local 

experts, several engmeers and other specialrsts, very eager to perform development work 

but madequately equ~pped by INADE, especrally rn the areas of Iurnbes Apurrmac, 

Ancash, Loreto and Ucayal~ In San Martin, support was good arid elfectrve and personnel 

were quallfled On the other hand &AN IS the instltutron that has achreved better 

monrtormg of rts programs, wrth better planning i t  also has in place an automated system 

for the follow-up of trarnrng actrvltles 

When the evaluatron team I nqurred aboht regronnl coordr natron among US AID, INADE 

and ESAN, intervrewees In nearly fifty munrcipalrt~es (except in the case of Ucayalr) sard 

that coord~natton between ESAN and tNADE was adequate, USAID was seen as the 

sponsor rnstttutron and all respondents remembered the names of UYAID ofricers, as they 

had seen them at some point 

The results ot rnstrtutronal rntervrews were not the same Each of the three rnstltut~ons 

involved has cr~t~cal  views on the other two Apparently those problems have not been 



a~red, detractmg lrom the Project Appat-ently, ESAN felt d ~ ~ a u ~ h o r ~ r e d  by INAlII, and 

USAID dur~ng the ftrst semester of 1996 and in October 1997 later 1NAI)L w~thdrew 

from I unibes, Ancash and Apur~mac w~thout notrfy~ng LSAN 1 here wa? also overlapprng 

of trarn~ng actlvlt~es carned out by 1 SAN and INADE and there is no longer steady 

d~alogue between USAID and INADL 

The b~ggest probletn of INADF seems to have been the turnover of Project leaders (there 

were even three clianges), the ~ncorporatlon OF a tralnlng component w~tlioul consultmg 

ESAN and, add~tronally, d~fficultles In manageme~it (due lo the absence of the d~rector), 

wh~ch alfected the ~nst~tut~onal vlslon of development 

In turn, ESAN exper~enced d~fficult~es the first year to offer courses that were acceptable 

by all the munrc~pa l~ t~e~  For the largt urban or coastal rnunrc~pal~t~e~, the courses and 

lecturers prov~ded by ESAN wert l int  but In the small mun~c~paltt~e\ In rural artas, In the 

h~ghlands, and In the jungle reyon there were problems w~th  t h t  rnstructors and the 

language 1 hese problems seern to have been solved, as In San Martm w~th the hlr~ng of 

ITDG, and In other departments w~th SER, both of wh~ch use local ~nstructors who have 

been generally been well commented upon Moreover, ESAN d ~ d  not adjust its oblect~ves 

to those of rts counterpart, USAII), due to d~fferences In them conceptron5 of the Project 

USAID has two problems The first 1s that it IS wbject to certam cond~trons arlslng from the 

fund~ng source, wh~ch intertw~nes the Alternat~ve Development Program w~th the LGDP 

T h ~ s  comb~nat~on creates a problem that tnust be resolved As effic~ent as they may be, 

local government lack the power, coMpetence and resource? to promolt allernatwe 

development, even though they can taht part In a reg~onal or nat~onal developmtnt strategy 

Consequently, this IS a bottleneck that should be resolved In the future The second 

problem 1s that, gwen the first problem, there IS confl~ct between those who belreve that 

development IS ach~eved through concrete works, and those who belleve that development 

IS achreved by qtrengthenmg thc ~nst~tut~ons that are nearer lo the poor such as local 

governmenls 



Desp te these internal coordtnat~o~i m d  mon~lor~ng problems of thew ~n\t~tulrons, the 

specific object~ve? -of work? by I N A ~ E  and tla~nlng by ESAN-- have been achieved 

The evaluation team consrders that w~th better coord~natlon among the ~nst~tutlons ~nvolved 

In the Project, there would have been more cooperative and effective mon~tonng and the 

results would have ~mproved the prospects of susta~nab~lity of the LGDP 



A CONCLlJSIONS 

I Global Conclusion 

The LGDP has met ~ t s  scheduled goals It IS strengthen~ng de~nocrat~c riiuntc~pal 

governance and commun~ty partlcipat~on 11 has great potential, beyond the term of the 

Project itself, and therefore deserves to be berfected bearlng In mind the reconiinendations 

set forth 111 th~c evaluation, if they are deemed helpful 

The pr~nc~pal Impact5 acknowledged by the person5 who were ~nterviewed are ~ncreased 

comrnun~ty part~c~pat~on and reinlorce~n~nt of tnun~c~pal manage~nenl Moreovtr most of . 
the mun~clpal~t~es that were vls~ted apprec~ated the advantages of education on the subject 

of civil r~ghts, combmed wlth voluntary community partlc~pation in  the construct~on of 

basrc fac~l itles 

2 I he LGDP Model 

2 1 The LGDP contrrbuted to the creal~on of a v~rluous c~rcle for reinforcing 

democracy, laymg the foundations for development, and reducmg the possib~l~tles of 

sustamance of a drug-based economy, bS; means of rnstitutronai strengthen~ng of local 

governments and commun~ty partwpat~on In development and management through 

community work and tnliance~iien~ ol civil ttght~ 

2 2 However, the LGDP alone is not suffic~ent to achieve the general goal of 

consoiidat~ng democracy and erad~cating the "coca sector The evaluat~on has ver~fied 

that, desp~te certam Iimltat~ons, the Project has contrlbuted to strengthen the State and the 

economy agalnqt the menace 01 Illegal drugs and mternal warfare, as the ac t~v~ t~es  

performed thereunder have helped to consol~date the underlymg structure of the State 

apparatus wlthout which ~t IS not possible to create a referent oflegalitv for the population 



2 3 It has been verrfied that the mbnrcipal~t~es -part~clpants In the Project- are 

subject to growng pressures ac the population demands not only community works but 

also the promotron and implementation df product~ve prolects credlt7 and more technical 

assrstance 

2 4 The model has to overcome challenges, because ~t represents, w~th respect to 

tra~nlng and vol~~ntary part~c~pat~on In the works a standard proposal for a very 

heterogenous unrverse of m u n ~ c ~ p a l i t ~ t ~  and populatrons w~th very d~fferent demands and 

needs 

3 General Results (halfway through the Project) 

3 1 The LGDP has made every effort to develop a good relat~onshtp wrth the 

Congressronal Commitee on Decentrali7atlon and Local Governments, partrcularly during 

the per~od of July 96-July 97 when the Frame Decentral~zatron b~l l  was debated In 

Congress and regional assetnbliec 

3 2 The government s centralrst pol~cy has prevented the sanctron~ng and enactment of 

a law that wll effect~vely promote natiori-wrde pol~tical and fiscal decentrahzation T h ~ s  IS 

evrdent from the recent sanctioning of  a Frame Law that perpetuates the M~nrstry of the 

Presidency and the Interim Reg~onal Admin~stration Councrls Low fundmg from the 

central government to the munic~palit~es also hrnder the consolidation of this sphere of the 

State 

3 3 The LGDP unfolds rn a natronal eontext that 1s not conducive to decentral~zat~on 

Therefore, the efforts to bring to lrglit posltrve examples of good management of local 

governments have become the core objeci of our work 



3 4 I he relat~onshrp between the 1,GDP and the Peruvran Assoc~at~on of Mun~c~pallt~es 

has been smooth, especially under the new evecutwe board headed by the engineer Luir 

Guerrero Thrs has allowed the Project to collaborate In the tffort to derrgn draft 

decentralization bt 11s 

3 5 As rndirectly set Torth rn the gene~al goals, and consrdered - albert without 

suffic~ent emphas~s - In the workplm\ the marn mpact ol  the I'rojd has ~ L L H  11por1 local 

prov~nc~al governments that are not departmental cap~tals and In  drstr~ctq wrthtn these 

provmces r h ~ s  can be confirmed rn the monrtor~ng surveys Lamed out by LSAN I he 

impact was lesser upon local governments based In departmental cap~tals and In drstr~cts 

WI thm the cap1 tal provlnce Cxpenences WI th certa~ n !nun ICI pall t~es  located In 

departmental caprtds were unsalisfac~ory or negatrvc I hrte u r n  to be the maln reasons 

therefor the convrct~on of so-called large mun~cipalrtres that they are not In urgent need of 

the tralnlng offered by the LGDI', the small volume of works proposed, and thelr 

disconformity wtth the model of community parttcipation proposed for thelr 

~mplementat~on 

3 6 I he Immense major~ty of mun~c~pal agent7 - mun~c~pal representat~ves In hamlets 

and communrtles- are democratrcally desrgnated by the populatron md~v~dually or from a 

group of three cand~dates, and later ratrfied by the drstrrct of provrnc~al mayor 

3 7 In most of the city or town halls that were vlsrted, women were present, as e~ther 

mayors, deputy mayors, councllwolnetl or employees But the female populat~on IS 

represented marnly by grassroots leaders The pol~tlcal or professional parttcrpation of the 

women does not match yet the spec~lic we~ght of the female population in soclety 



3 8 The number of representative5 from rnd~genous populatrons IS reduced by the 

general impact of the blend of races In San Martrn (Lama5 and R I O J ~ ) ,  In the Apur~mac 

R~ver Valley (P~chan and K~mbir~),  arid In Loreto and Ucayalr, ~t wac reported that there 

were groups of native communrtles In wal l  population centtry but they have no qpec~fic 

werght 111 the rnun~pallt~es that were vrq~ttd 

3 9 1 he grnsrrooh leader5 who part~clpated 111 the Project - as seen durlng the 

~nterv~ews- are repreyentat~ves of "Corhites del Vaso de Le~he (milk d~stribution 

programs for chrldren), Mothers' Club or Soup K~tcl~ens T h i ~  ha5 had all ~~nportant 

repercussron on the erforts to dernocratve and make local government., more open I t  was 

also seen that due to the mode of assembly or the politrcal weight of mayors w t t i r n  therr 

~urisdrct~ons, many leaders are l~nked to the munrcrpal management, whrch deprives them 

of rndependence So-called "grawoots leaders' 111 the Project are not necesqarlly the 

princ~pal alternatrve leadersh~p viva-v15 the current munrcrpal managements, and do not 

necessar~ly lorm part ot the local central cont~olllng nucleus 

3 10 I here are no parttcrpant$ In the Project from the productrve sectors, both urban as 

well as rural merchants, buslnessrnen and fanners' ~ssoclatrons No appeal has been made 

to the Chambers of Commerce or Assoc~at~ons of Small and Mrcro-entrepreneurs, or therr 

farmmg counterparts, despite the rntere\t shown by some of them and the unrque role of 

prrvate rnrtratrve towards alternatrve development and einploymenl generatwn in each 

reg1 on 

3 1 1 Of the drrect benefic~aries, 86% answered dunng the field work that the LGDP 

helps thelr municrpalrties and the cotninuntt~es No negatrve oprnton was heard, even 

though 13,6% do not have a clear oplnron of the Project The drrect beneficraries see the 

two marn components, works and tra~nrngs, as belng greatly Important In therr oplnron, 

the most important Impacts have been enhanced communrty partlcipat~on and the 

strengthenrng of rnun~c~palrt~es Other aspects mentioned were personnel tra~nrng, 



construct~on of works, enhanced awareness ot the cr tlzens, ant!-poverty efforts, and, finally, 

the reduction of drug traffickmg and employment generation 

3 12 The oprnron of the populatron In the Project area, rellected rn the surveys made by 

ESAN In 1996 and 1997 as part of the Monitoring System, reveals recogmtlon of the fact 

that muntcrpalrt~es are giving better servlce to the populat~on, although a growlng number 

cr~tlclze? the lack of democrat~c part~c~patlon and consultatron wth the people oFmunlc~paI 

plans and projects, part~cularly In departmental capltals 

3 13 7 lie surveys prepared by Apoyo (1996) and later by the rundac~on para el 

Desarrollo Agrar~o (1997), commrwoned by ESAN show a very srgrulicant phenomenon 

whrle the grassroots leaders who were questioned rncreasmgly approve the work of mayors 

and the capacrty of the mun~c~pal~ty to wltre problems and reel hctter rnformed, thc gcneral 

populat~on has a l e s ~  favorable opinron 

3 14 1 he decrslon and mvolvernent of the mayors IS crrtrcal for the success of the Project 

When the mayor IS reluctant and shows l~ttle ~nterest, does not partlc~pate In the workshops, 

concentrates the lnforrnatron and act? drscr~m~natingl y In favor ol  those who surround hr m, 

there are almost unsurmountable d~fficulties for the success of the Project 

3 15 For the success of the Project, or In some cases, to balance the aloofness of the 

mayor, the quallty of the munrclpal teatn - part~cularly the deputy mayor - IS of utmost 

Importance W~thout a good mayor, or else a good mun~crpal government team, the Project 

can not evolve succesfully 

3 I6 I t  IS remarked that there IS a new wave of young munrc~pal authorrt~es -between 25 

and 40 years of age- wh~ch mean? that there are new generations of cadres after the war 

years, wrth great evpectat~on of renewal of therr mandates rn the comlng electrons 



4 Rewlts of the Communrty ~ e v e l o ~ r n e n t  component 

works and partmpatlon 

4 1 The most important ach~evements of the LGDP have bee11 the conqtruct~on of works 

wth  the participatron of the neighbors and the instrtutional strengthening of inunrcipalitres 

through training, especially drrect trd~ntng INADE supported the construction of 216 

work5 during 1995 As the nat~onal counterpart responsible Tor the works component 

INADE cooperated wrth 171 works durlng 1996 That same year, the highest Investments 

in works under the Project Budget were concentrated rn the San Martm reglor1 wth 22,1% 

Of the 122 works planned In 1997 INADE had completed 1 18 We h~ghl~ght the high 

level of voluntary community partwpatron in construct~on oF the works, especially tn 

districts and In provinces other than departmental caprtals 

4 2 ?he model of participatiqn by the communrty w~th voluntary work in the work9 

sponsored by the LGDP (unl~ke FONCODES, for example, wh~ch pays a salary) IS 

posltlve to mobilize the efforts of the people, but ~t has not been equally successful 

everywhere From what we have seen, the population -especrally in  departmental capitals 

and some provincial cap~tals- has been reluctant to partlc~pate w~th voluntary work This 

model has been more successtul in most d~str~cts, and e~pec~ally In hamlets or rural 

comrnunltles The main reason is that the latter have a more pressing need of the type of 

works butlt by the LGDP 

5 Results of the lnst~tutional Strengthen~ng Component 

5 1 ESAN held 146 workshops in 1996 and 104 the follow~ng year Global attendance 

at these workshops was 5,158 and 5,442, respectively The particrpants included municipal 

authoritres, ofGcers, employees and grassroots leaders ESAN has lully met the goals of 

drrect tratnmg wtth respect to the number of workshops, the contents ot the seminars, and 

the number of partlpants trained In the processs 



5 2 The mayors and councilmen who were ~ntervlewed recogn~zed the quality and 

importance of the training for therr work During the interviews, most sa~d that the two 

marn benefits had been the acqursrt~on of more elements for instltutlonal strengthenmg of 

rnun~c~palrtIes and recognltlon of the Importance of commun~ty particlpatron 

5 3 Most munlclpal officers were apprecratlv~ of the works carrred out w~th  community 

partlcrpatlon and of the dlrect and drstance tra~nrng Many demanded workshops dealmg 

more precrsely on wtyect~ ofdrrect Interest to them Haste rn preparatron of the agenda led 

to some cornplamts It ~hould be noted that a large number of mun~cipal officers hold trust 

posrtrons, and are therefore removable by a new rnunrcrpal admrnlstratron The absence of 

a munrcipal career IS a brg handicap 

* 

5 4 The Interest In the lnterwews expressed by provlnclal authontles outslde capital 

cttles, as well as by drstnct authorrtles, therr partictpat~on In dlrect tralnrng and drstance 

education, as well ad the commitment of those mayors wth the LGDP, are ev~dence of the 

greater Impact of the Project on those local jurrsdlctions 

Balance ofdrreci irammg and drrtance educatron 

5 5 We found a posrtlve opmon among the persons who were intervrewed concernmg 

the ments of the workshops, wth very pointed exceptions We also recelved favorable 

comments on three methodological aspects of these workshops the decwon to Implement 

them on a terntorial, not sectoral, bas~s, the effort to decentralize the workshops to perm~t 

greater access by part~crpants from provrnces and drstrrcts, and the hrnng of local 

counterparts by ESAN, such as lTDG In San Martm, or SER in other departments 

5 6 The munlc~pal authontles dld not have unlfonn oprnlons regardrng the need of 

continuous partlclpation by councilmen, munrcrpaI officers and local leaders in Project 
I 

workshops In some caseq, ~t was deemed convenmt to "rotate" participation to permit 



access by everybody, but th~s  has caused gaps the creation or heterogenous groups, and 

weakenmg of accumulative knowledge 

5 7 The hwng of local counterpart5 was h~ghly benefic~al, not only because of the~r 

better knowledge of the regon and easler flow of communicat~on wrth the beneficlanes, but 

also became ~t impl~ed the mob~hzat~on of qualified human resources orthe sanie area 

5 8 The ~nterv~ewed persons often emphasrzed the need ol a speclal program for 

candrdates rn rnun~c~pal elect~ons, or elqt ~ntens~ve courses for newly elected author~t~es 

5 9 D~stance education IS highly valued by most of the benericmies who were 

questioned however, ~n~ t~a l ly  l t  was offered only In one-thlrd of mun~c~pal~t~es In some 

provlncec and dtstr~cts the o~ticers 111volved have rnct the t~melablcs and 4vxhlcd goah 

In others, there were delays and evtdent deliclenc~t\ 1 hree reasonc qcem to tvplam these 

defic~encres lack of smooth commun~catlon between the coordmator and the trarnees, 

unclear messages and/or low w~llrngness to work on the part of the same beneficlanes 

5 10 Techn~cal asslstance, where ~t was offered selectwely was welcomed and enabled 

the Project to collaborate d~rectly In the conduct of the mun~clpal~ty Certaln complamts 

were recelved on account of unfulfilled promlses or defic~ent ass~stance 

5 1 1 However, rt was seen that the technical ass~stance supphed by ESAN IS stdl lrm~ted 

Only 18,2% of the municrpal~tles questioned sa~d they had received ass~stance, wh~le 

56,8% affirmed that they had not, and the other 25% "was not rnformed of the program" 

School M u r ~ ~ c ~ p a i r ~ i e ~  

5 12 In the opinlon of the Intervtewees, school rnunic~pal~tles play an ~mportant role In 

burldlng CIVIC awareness among h~gh-school youths, and in the consolidat~on of the 

experiences of local government The llm~ted experience acqu~red In the promotion of 



school rnunlc~palrt~es - these exist 111 23% of the rnutlrc~palrt~es that were v~y~ t td  - shows 

that there IS ample scope for the partmpat~on of teachers and h~gh-school students In 

places llke Andahuaylas, we rece~ved report? ol excellent pol~t~cal-teaching evperrences 

dur~ng 1997 

5 13 The aspect of dlssernrnat~on o f  the Project was llrnrted Inlt~atrves In thls drrect~on 

were found to exlst In Prcota, T'ardpoto and 1-luanta The A~socratlon of Socral 

Cornmun~cators called "Calandrra way h~red for t h ~ s  purpoqe Aslde from preparat~on of 

publ~c plans and erforts to des~gn an Image for the future, the evaluators do not have a clear 

rdea of the purpose of the d~ssemtnatron work, nor o r  the role thts must play rn rnstrtutronal 

strengthenmg and rncreasrng cotnmunlty partrcrpatron 
. 

6 Oblect~ves and General Conduct of the Project 

6 1 The field ~nterv~ews, converyatlons wrth Projects managers revlew of the 

documentation perm~t to dssute thclt progrev has been made, rn the eswlt~al aspects, 

towards achrevmg the marn object ol the LGDP, taklng as a basrs the objectwe outllned In 

the Donatlon Agreement between the Republ~c or  Peru and the Unlted States of Amer~ca 

"Strengthen the democratic ~nst~tutlons that promote community partrclpatlon, 

support the rlghts and freedom of people, are open and respond to the needs of then 

constl tuents The purpose 15 to relnrorce the ~nst~tutronal capac~ ty of local 

governments and to develop partrc~pat~on mechanrsm~ that foster sustamable 

democracy, both natlon-w~de and locally 1" (Agreement between the Republlc of 

Peru and the Un~ted States of Amer~ca for the LGDP, 9/30/94) 

6 2 The orlgmal agreement between the Republ~c of Peru and the Government of the 

Unl ted States of A~ner~ca  affirms that the Project 



"w~ll  contr~bute to the anti-ncircot~cs strdlcgy of the Government of the United 

States of Amenca by promotmg economlc growth, led by the prlvate sector, through 

dn dctlve md ekiic~ent locdl government, responsive to the needs of 11s members, 

through the provision of basic services requ~red by the Law [ ] As the communities 

partlclpdte democrdt~cally i n  local government aftdm and the level of c ~ l  

parliupdtlon incrmses to understand Ihe hdrmful effects ol- coca production and 

ndrcotlcs trcifficl\~ng, compounded w~th  a more effectwe local government, the 

cltl~enb w~ll  seek lawtul economic alternatives to the producbon of coca leaves ' I  

The evaluat~on reveals that not all the inanagrng instltutlons have combrned both purposes 

w~th  enough clearness strengthen~ng of democracy and anti-drug strategy T h ~ s  is due to 

the amb~gu~ty of the Pro~ect, whlch during most of 1996 and until mid-1997 could have 
% 

appeared as a proposal 01 national dimens~on, not neceganly related to coca product~on 

areas One practmly expression ot t h ~ s  ambivalence was the expdnswn ot the work area to 

non coca areas, and later re-constrrct~on to the coca sector" reglons T h ~ s  was due, among 

other reasons, lo budgetdry restnct~ons ot the LGDP 

6 3 One ot the maln consequences of thls ambigu~ty IS reflected in the different 

emphdsls pldced by Projecl mdnaglng rnstitullons upon definmg thelr objectives 

I h~ I ~ ~ C I I L I L L  d~ A ~ M I I I I S ~ ~ ~ C I O ~  d~ NL~OCIQS para gradiiados (ESAN) in 11s Work Plan and 

Budget for 1996 (January 1997), quot~ng the Log~cal Frame End, Purposes, Products and 

Ind~cators ot the Mon~tor~ng and Evaluat~on of the LGDP, 1996, annex No I", states that 

the Project goal is to 

" 'expand the pdrtlclpat~on of the c~tizens in democrat~c processes' In local 

governments, expressed In the purpose of reinforcing the institutional capacity of 

local governments and develop~ng part~cipant mechan~sms that will promote a 

sustamable development, both locally and nation-wde, to Improve the quality of 

l~ fe  ot the c~t~zens' " 



The abovequoted text of ESAN refers only secondly lo drug traflickmg and io the objectwe 

of developing the Project as part of the anti-narcotics strategy In annex No 3 of s a~d  

document, where ~t defines the seven crlterla for select~on 01 the mun~c~pdl~t~es ,  the 

"presence of- ndrcotlcs traffichlng" IS listed next to the last place "In the selection of 

munlcipdl~t~es, d percenldge 01 ilie selected d~str~cts shdl have '1s chdrdclerlsllc features a 

combmatlon of exlreme poverty, narcotics trafficking, and sltuatlons that reveal a sequence 

01 tenorlst dc11v1ly" 

Thls ldch of clar~ty In Ilnk~ng the ~nstitut~ondl strenghenmg of local governments wth  the 

struggle agalnst illegal narcotics traffichmg is also reflected In the "lnd~cators for Follow- 

up and Evaluat~on ot Actlvltles under the LGDP 1995- 1999" (September 1996, INADE, 

ESAN, USAID), a document that defines r~gorously the rnd~cators of the ends, purposes, 

and the products ot goals ot the Project 

6 4 The Project has lacked organlc and homogeneous conduction There was no 

executive board or s ~ m ~ l a r  body to glve gu~del~nes and make corrections, observing the 

appropriate formal~ties However, each participatmg lnstilut~on had clear operating 

standards, which perm~tled the global operation of the Project and the achwement of very 

lmportdnt gmls One consequence ol the dbovementloned defic~ency was very poor 

co~nlnunlcdtion between INADh m d  ESAN, the dgencies respons~ble for the two central 

components 01 the Project constructlon of works wllh communlty participation and 

trd~nlng Two central dspects 01 communlty partlclpatlon were not coordinated by these 

two lnstitutlons INADL pldced emphasls on the parllcipation of the popi~l~ltron In the 

constructlon dnd maintenance of the worhs, whde ESAN focused on communlty 

particlpatlon In munlc~pal decis~ons as a whole These two fru~tful experiences were not 

potentiated because they were not comblned or systematized 

6 5 We found evdence ot reg~onal coordlnattons der~ved from the need to serve the 

same populdlons and to cope w~th  slm~lar problems However, we also found that In 

certain cases the ndfronal Inslrtutwns, like INADE, blocked essentidl coinmunlcatlons 



6 6 Up to two des~gns for the conduct~on and ~mplernentat~on of the Project were drawn 

up The first d e c ~ g  had ESAN arid lNADE ar rmplementators, supportmg the 

~nunrc~pal~t~es, wtth USAID and the Peruv~an Government act~ng as promoters Th~s  

design, espec~ally srnce INADE's presence was weakened tn 1997, reinforced the presence 

of ESAN, creatmg 111 some work areas a second deslgn ESAN-munic~pal~t~es ~ [ I I I S  year 

1998 the design ESAN-AMRESAM-mun~c~pallt~es way rnst~tutionalized in the department 

of San Mart~n, and reportedly III other departments INADE would be replaced by 

representatwes of ~ t s  Special Projectc rn each area (Prch~s-Palca7u In lunin, Napo- 

Putulnayo In Loreto and Central-South '31erra en Aydcucho) 

7 1 I he sel or lnd~cators for lollsw-up and evalu,tl~on approvcd by INAIX,  I 3 A N  and 

USAID In September 1996 IS a h~ghly valuable tool for ~mpltmentmg the mon~tor~ng 

system of the LGDP 

7 2 I he monltor~ng systeni prepared by ESAN wh~cli ~ncluded the preparallon of a 

"basel ~nel' and lntermed~ate mom tor1 ng (a new survey) IS an Important tool Tor evaluating 

the progress and weaknesses of the LGDP, which qhould Yerve for the final des~gn of a 

monitormg and evaluat~on system (MAFS) 

8 1 The key to susta~nab~l~ty of the Project lies In having the munrcrpalrt~es bu~ld the 

capacity to self-finance ~ t ,  asslgn prror~ty to the objectrves or the LDGP, and strengthen 

thetr technrcal skrlls Th~s  ~mpl~es creat~ng the cond~ttons for subst~tutmg INADE, USAID 

and ESAN 

8 2 The effort to strengthen the susta~nabiltty of the Project should focus on progress rn 

four central areas expand mun~c~pal recources, Increase the use fulners and use or trarnrng, 



mprove the qualrty of munrc~pal employees arid consol~date co~n~nun~ty partlc~patlon 

mechammq by in~t~tut~onal~z~ng them 

8 3 The mayors, counctlmen and n~un~c~pal  offi~ers may be removed as a natural result 

of elections The creatlon of a publ~c munlclpal career and the consoltdat~on of grassroots 

leadershlps would offer better prospects of sustarnab~l~ty The effort to consolidate the 

lnstitutlonahtv or local governments and the democratic exercise of c~t~zenshlp r~ghts IS 

cr~t~cal Due to 11s slow matur~tv the Project can not obta~n sustainable results In only two 

years 

8 4 7 he des~re to bu~ld a culture of peace among the groups and populatrons w ~ t h ~ n  the 

"coca sector and/or mutually confronted until recently, contributes d~rectly to the exerclse 

of democracy by the c~tlzens through the local governments In those areas and to enhance 

the posslb~llt~es of sustalnablllty ofthe Project 

8 5 In part th~s  sustamab~l~ty depends on the wlll~ngness of the central government to 

increase the transfers of funds from the Municipal Compensation Fund and to strengthen 

the pol~t~cal and admln~strat~ve autonomy of local governments 

B RICC OM MEN DATPONS 

1 On the Overall Plan 

The general onentation of the Project should be ma~ntarned To llnprove the 

lmplementat~on of the Project, the followrng recommendat~ons should be followed 

2 On the LGDP Model 

2 1 The model faced two great l~rn~tat~ons shortage of munlclpal resources and 

ambiguity on and/or lack of autonomy for dec~s~ons The effort, therefore, to expand 

resources and consol~date the autonomy of local governments becomes a permanent 



challenge of the Project Th~s  efrort re closely lrnked to the recommendations oP the sectron 

on Decentral ~zation 

2 2 In accordance wlth ~ t s  resources and ob~ect~ves, the Project should clearly set and 

define the terms of 11s relat~onshrp wrth the mun~crpalrtles, to avold inordrnate expectations 

and demands It should also place specla1 emphaw on ~ l s  relatronq and work wrth local 

governments at the level of drstncts and provlnceq that are not departmental capitals, wh~ch 

on account or the~r size, resources, poverty levels, and weak management have shown 

specral rnterest in the LGDP 

2 3 The LGDP should try to take mto account, partrcularly In connect~on w~th tralnlng, 

not only reglonal spec~ficrties, but also the d~versity of demands and levels of requirements 

It 17 neceseary to draw gcrieral g u ~ d c l ~ ~ i e ~  that mcly bc adaptcd to t l i ~  ~nultrpl~c~ty of thc 

demandq 1 he agreements wrth lhcdl counterpar(\ become essential e~pecrally now that 

INADE's presence has weakened 

3 On the General Outcomes 

3 1 Desp~te llm~ted results, the Project should pursue the work wrth the Congressronal 

Committee on Decenlrallzatlon 

3 2 The Project should cont~nue to awgn prrorrty, at thrs stage, to work w~lh AMPE, and 

particularly wth the AMRES, especrally if ~t wlqhes to duplicate the experience In San 

Martrn In other departments withrn the Project area 

3 3 I t  IS also urgent to expla~n to leaders and author~tles the reasons for the rmportance of 

a decentralizat~on proceqs, mamly becauqe many or them have a str~ctly local understand~ng 

of the process 



3 4 On account of the volume of rerources of (he Project and the exrst~ng requ~rements, 

~t IS conven~ent to concentrate efforts In d~stricts and provinces other the departmental 

caprtals The response of the beneficrarres IS better and the  nipa act IS  greater 

3 5 I t  IS essentral to rrivesttgdte and to explore 111 g~eater depth why the populdtron In the 

Project area has a crrtlcal oplnlon of certain central aspects O F  munrcrpal management, 

espec~ally In connectron wrth the low part~crpat~on orthe crtrzens 

3 6 A core aspect that should be substant~vcly improved by the Project refers to 

relatrons between the tnunlc~palrtres and the populat~ori more elnplidsrs should be placed 

by them In social commun~catrons to Increase the particrpat~on of the crtrzens In municipal 

management 

3 7 It would be useful to wpplenient regularly the evaluation of the progres or 

d~fficult~es of the I'roject carrred out w~th the d~rtct  pcirl~c~pant\ (author~t~es officers and 

leaders), wrth the oprnlons of the mhabrtants of the provlnce? and d~strrcts covered by the 

LGDP Mechan~sms should be sought for tli~s purpose partlcipat~on of Project personnel 

In local assemblres, smaller local surveys, f icm gloup~  with local people, and drscuss~on 

of the results w~th the author~t~es, munlc~pal officer% and grassroots leaders 

3 8 In order that the Project may succeed, 11 is corivenlent to work specrally wtth the 

majors Thelr weight In the mun~c~palrt~es calls for a treatment that permlts to combme 

their partmpat~on as one more author~ty In the workshops or other Project act~v~tres, wrth 

the contact, informat~on, and direct work w~th them Spec~fic meetrngs may be requ~red to 

evaluate the progress of the Project, 11s ach~evements and setbacks as well as to define 



responsibrlrties arid lrsten to therr views 'I he polrtrcal and local responsrbil~ty rnherent to 

their office can not be forgotten 

3 9 The Pro~ect leaders need to find all~es among the deputy-mayor3 and councrlmen, to 
- 

support the mayor In his work ~f the latter is absent or shows only scant interest in the 

Project rhere IS need for certarn lohhyrr~g which rs only possrble wrth the continuous 

presence on the srte of the Project staff 

4 Oil the Conimu~nty Development Cornporient 

One concern to be dealt wth in the short term is the w~thdrawal of INADE from certarn 

areas, because rt affects the Image of the Project vis-a-vr? the authorilrcs arid the populatiori 

The new rclationshrp to be establ~slitd by IJSAII) w~th INAD14 through its Special 

Projects, should take care not t6 aflect the smooth exchange achieved with most 

munrcrpal~ties (the work areas or the LGDP do not necessarily corncide with the scope of 

the aforementroned Special Projects ) 

5 On the Inst~tut~onal Strengthen~ng Component 

5 1 The workshops should strlve not to cover too many ~ u b j e c l ~  in each session Th~s  

would avoid lapsing Into generaltties and lack of precrsion, especially In the case of 

municipal officers, who are the ones who demand precise mformatron 

5 2 The trend toward decentralizat~on of the overall training and technical assistance 

program, makmg more and better use of local human resources, should be promoted Both 

in San Martin and in Ayacucho, un~versrty authorities expresqed the~r Interest in 

contributmg to the formation of munmpal cadres in their respectwe localrties Regionally- 

based non governmental organizations are also very rnterested in  regional training courses 



5 3 It 1s necessary to find a plural way to ~nvolve representative leaders In the 

workshops, to avold havmg most of the partmpants subordinated to the munrc~pal author~ty 

in office It is convenient to emphasize the need of part~cipation by representatwes of 

parent-teacher assoclatlons, farmers, merchants, and professional assoc~ations Efforts 

must be made to expand the range of partlc~pation by representatives of civtllan soc~ety, as 

a holistrcal approach to work wth the local elites 

5 4 The work w~th muntc~pal officers must have a certarn degree or speclficrty as 

opposed to mayors and g6w-oots leaders, the former are mterested In training as c1v11 

servants or special lsts in  thew areas' of employment The collective workshops should not 

lose sight of th~s  fact It 1s necessary to make every effort not to lose touch w~th those who 

are farther ahead, are more knowledgeable and more eager, so as to prov~de the best 

poss~ble tra~ning 

For example, top~cs such as I'lann~ng and Budget, ~ncluding accountmg and audit, real- 

estate registratwn and tax collection, requlre an analysis based on local realitres whrle 

toplcs such as Ad~nlnistratron and Management, ~nclud~ng strateg~c planning, human 

resources and munic~pal services, soc~al communicatrons, require concrete appl~cat~ons 

5 5 Distance educat~on must be structured in the form of tutorsh~ps and must be as 

decentral~zed as poss~ble It is necessary to depend less on comlnunrcat~ons and to provrde 

effective tutoring capacity p 

+' 
r t 

I 

5 6 It is convenient to increasit tech&d~&6istance7 bearing in mind its pos~t~ve and 
c;,, * " 

st t4C exemplary impact Local governmknth fecfi.de dot bnly workshops - as Important as these 

may be -but side-by-s~de ass~stance and pract~cal colln~ellmg In their dally act~vtlits As ~t 

has already been done In some departments, technical aswtance should be provrded by 



small groups of well-qualrfied technicrans, assrgned for a relatrvely long term (not less than 

one month) to a certa~n area 

School Mztrt~crpul~frer 

5 7 Upon ver~fication of the results the Project should str~ve harder to promote school 

rnun~cipal~tres, because they encourage the part~c~patron by, and the democrat~c education 

of, teachers and h~gh-school students School rnu~irc~pal~tres can become excellent schools 

for the tramng of new democratic leaders One poss~ble way of collaboration between the 

municrpal~ty and school mun~crpalrties IS the execuhon of brlateral agreements defin~ng 

their relat~on and their commitment to promote a fa~r  exchange and to avo~d paternalist 

att~tudes on the part of both the author~ties and the students 

5 8 Extension actlvlties are a v~tal component to obta~n recognltlon tor the Project and, 

above all, to galn the apprectatron of the community for the work performed by the 

participants However, rn accordance w~th our observatrons, the extensron work must 

contribute particularly to Improve corninun~ty parl1c1patlon, grve wder ~nformation on the 

rnun~c~pal actlvlt~es, dlid incredse the conlrol of the populalron over tlie~r aulhorrtres In 

additron to the foregomg, and as part of a system of lncentlves for the authorities, ~nunlc~pal 

oflicers, grassroots leaders and the people In general, awards and prlzes should be granted 

to the most outstanding pa&cipants in recognit~on of then- efforts 

6 Project Objectrves and Management 

6 1 USAlD and INADE -or the agency that represents the government of the Republlc 

of Peru- should define clearly and explic~tly the relat~onsh~p between the objectives of the 

LGDP and anti-drug efforts and/or the Alternative Development Program It is necessary 

to define the margins of autonomy of the Project and 11s role In the frame of the ant!-drug 

strategy 



6 2 7 he Prolect managers must reach a defin~tive agreement regardrng the objectrves 

and emphasis In the desrgn and ~mplementat~on of the LGDP Since the outset of the 

Project, srgntficant strides have been made In th~s d~rectron but rt is worthwhile to al~gn 

vtews further to enhance effictency, 

6 3 I t  IS necescary to find a colut~on to the lack of a centralrzed regular rnstitutronal 

d~rectton for the Project In order to determtne the short-term and med~u~n-term objectrves tn 

a formal, cooperative and respons~ble mariner, ac wtll ac any iiecessaiy a~nendrnenls that 

w~ll  permlt the Project to progress correctly 

6 4 A clear strategy (or strategres) should be defined to drrect and ~mplement the 

Project The experience launched thrs years in San Marhn by USAID and AMIIFSAM, I T  

successful, could be used as a prlot ljroject to be dupl~cated rn other departments Thrs new 

system of admmstrat~on of the project should be as formal as possrble organvat~on, 

functions and respons~b~lrtres of the partres The services to be prov~ded under this new 

drrectron should also include legal and techn~cal assrstance Lo the rnunic~palrtres (espec~ally 

the smallest), not merely In connectton wrth the works 

7 1 I t  IS convenient to consoirdate a ~ystein oC permanent consultations between the 

varrous Project admrntstrators as a space for the evaluat~on of progress and level of 

acluevement of the objectives set out in the Annual Work Plans 

7 2 I t  would be posttrve to consohdate the monrtoring work of ESAN and to create a 

lnon~tortng and evaluatron System (MAES), as planned, as well as to check per~odrcally 

the ~ndlcators for the follow-up and evaluat~on of the actlv~ties of the LGDP, and their 

vertficat~on methods, approved In September 1996, so that they may be assrmrlated, 

srmplrfied and perfected, and applred on a practtcal and dally basrs 



7 3 It IS recommended to lnvolve the systemat~c partmpat~on of the benefic~arles and 

reglonal teams of INADE and ESAN In the mon~toring and evaluatton process, as well as In 

the debate on the conclus~ons and proposals, as 111 the case of the results of the surveys 

made by ESAN 

8 t To obtam more ~nun~c~pal  funds, make better use of tralnmg, make crv~l servants 

more effic~ent, and encourage community part~cipat~on, the Project must persuade the 

muntc~pal~t~es to adjust their prror~tles, Improve therr manager~al and organtzat~onal 

capacity, and ~nstltut~onal~ze com~nunlty particrpat~on not only to bu~ld works, but also to 

des~gn annual programs and strategic plans, and develop accountabd~ty 

8 2 One fundamental factor 1s to bu~ld own resource9 and make collect~ve efIbrts to 

have the central government red~stnbute fiscal resources equitably and democrat~cally, 

taking into account the fact that local governments are fundamental spheres of the State and 

models of governance 



ANNEXES 



Work Plan for the Evaluation of the 1,ocal Government Development Project 

Evaluat~on Guldes 

Is the project, wrth the programs that have been considered, sufficrent to generate a 

vrrtuous crrcle (sustarnable alternatrve development wlthln democracy) In the 

selected areas? 

Are the general and specrfic objectives set f o ~  th rn the GOP-USG agreetnent be~ng 

met7 

What IS the level of coordrnat~on and cons~stency of purpose of the promotrng 

rnstrtutlons, INADE, USAID and FSAN, and how 1s that coord~natron reflected rn 

the drrectron of the project7 Are the bod~es created 111 each oftlie5e rnstrtutlon.; 

effect1 ve for thrs purpose? 

Are the Project strategy and components adequate and vrable for achrevrng its 

object1 ves? 
% 

What IS the level of acceptance and sat~slactron of the target populat~on, at varrous 

levels a Indrvrduals and enttties In charge of the project local governments, 

mayors, councrlmen, munlcrpal officers, b Dlrect beneficrarres, crtizens, grassroots 

leaders, the poor, women, and students? 

What elements of the project allow the project to be replrcated rn other localltres and 

what elements prevent this? What should be rmprvved so that the project may be 

easr 1 y rep1 rcated elsewhere? 

Mow much progress has been made regardmg project susta~nabilrty mechanrsms and 

what are the~r maln I~mltatlons? 

Is the model of sustamable legal alternative development adequate to offset tllegal 

coca-based development, for the poorest benefic~arres? 

How much real power do local governments wield, before and after the project, vrs- 

a-vrs the power of the central government (INADE, polrtrcal-m~lrtary authorrtles, 

m~nrslr~es), to play a decrslve role In the model of partrcrpant development wth the 

commun~ty? 

What could be the role of the prrvate sector (busrness sectors and prolessronal 

assoc~ations), absent In the present deslgn of the project? 

What other popular rnltratrves exrd, asrde from the project 7 Who promotes them7 



I1 Evaluat~on Methodology 

The evaluatron team wrll proceed to 

a revlew Project-related materials 

-USAID 

-1NADE 

-ESAN 

-APOYO 

b review supplementary and reference materrals 

-legal texts 

-munic~pal plans and budgets 

-academ~c papers 

-evaluations of s~m~lar  exper;ences 

-0 t hers 

c contents of final document 

1 Executwe Summary 

2 Core Document 

- Purpose of evaluat~on 

- Background 

- General context 

- Analysis and results 

- Conclusrons and recommendations 

3 Annexes 

- Scope of work 

- Methodology 

- Compos~ t~on of team 

- Llst of rewewed documents 

- L~st of persons and ~nstitutrons vis~ted 



d rntervtews with representatlves of ~nst~tutlons In charge of drrectlon and 

rtnplementatlon of project 

- offic~al agencies, USAID and INADE, In charge of the LGDP, 

- natlonal consultant, ESAN, In charge of tramng and technrcal assrstance, 

- regtonal and topic consultants ITDG, Calandr~a, SbR, CEAPAZ 

- reglonal bases of AMPE 

Gutdelrnes for mst~tutronal mterv~ews 

Evaluation of current ~mpact of Project rn two baslc areas 
- transparency rn management by local government 
- democratic particrpat~on ~n comrnun~ty projects 

1 What are the achtevement; thus far ~n connectton wtth 

- scheduled goals (qualrtatrve and quant~tatrve data) 

- final products obtarned 

- tools applied by beneficrarres mayors and councrlmen 
- 

munrcipal officers and employees 

grassroolc leaders and populahn 

teachers and students? 

2 What comments have been received from nelghbormg non-beneficrary sectors or 

local pr~vate and publrc instrtutlons? 

- groups of people not related to the projsct 
- drstncts and provinces outside the project area 
- rellgrous, mtlitary, pol~ce and judic~al rnstrtutrons? 

3 What criteria have prevailed for decld~ng to reduce the ongtnal area of acttvltles? 

Are any t~es  rnarntarned with abandoned areas? 

What is the balance of project results In those areas? 



For the evaluation of defic~encies In ~mplemenlation of the I'roject 

4 What d~fficulties were encountered ~n the course of activit~es? 

5 What correct~ons were proposed to overcome them? 

For the evaluation of the role of each mstitution mvolved 

G How does mstltutlonal cooperat~on work 

- at country level, 

- at zonal level? 

7 How does the monitoring system work for the follow-up and evaluat~on of 

a c t ~ v ~  t~es? 

For the evaluation of vrabihty after the' Project 

8 What IS the prospect of cont~nuity, ~n the benetic~ary areas, atter the Project? 

9 What is the posslbil~ty of reproducing thrs type of I'roject, natron-w~de? 

10 What comments have been recewed from the target populatron7 

For completmg the suggestions and comments In order to opt~m~ze the resources of the 

LGDP at the levels of 

Local, 

Regional, and 

Nat~onal real~t~es 

1 1 Personal observat~ons of interviewed person regard~ng the following 

- lnst~tutional framework, 

- human resources, 

- technical resources, 

- financ~al resources, 

- legal proposals 



e lntervrews wrth mayors, councilmen, rnunrcr pal ol licer~, employees and grasvoots 

leader? 

7 he followrng gurdes will be used for the rntervrews 

1 General Data 

- Name 

- Place and date of birth 

- Professron/occupat~on 

- Trtie (and/or pos~t~on in the commun~tv) 

- Current or former polrt~cal affihat~on 

Independent 

Party member 
x 

2 Descriptron of relation to project 

- I-low d ~ d  helshe lear of the projecl? 

- Smce when is helshe acquatnted wlth the project? 

- Srnce when does helshe partlc~pate In or coordinate the project? 

- What acttvtt~es has he/she performed wrth or as part of the project works, 

courses, workshops, co~nlnun~ ty organlzatlon? 

- Can he/she drstlngu~sh drfferent perrods or phases in h~slher relatlon wrth the 

project? 

3 General valuation of the project 

- Does the project seem posltrve or negattve? Why? 

- What project components are considered to be or have been posltlve? 

- What project components are consrdered to be or have been negative? 



4 Assessment of lmpact ~n hlslher local~ty 

- Do you thlnk the project haq had a poWve ~mpact In your drstrlct or 

province? 

- In what areas has your comniun~ty benefited most from the project 

reduction of poverty? Partlclpatlon 7 Strengthening of mun~c~pal~ty? Enhaced 

CI tlzen awareness? Antt-drug efforts7 Employment7 ( I  1st in  order, from 

h~ghest to lowest ~mpact) 
- 

5 Personal oplnlon on project adrn~n~qtrat~on 

- Wh~ch inst~tut~on In charge of project (INADE, AID E9AN) IS closest to 

you? 

1 low do you see coordrnatlon between them? 

- W~th w h ~ h  of the threk ~nsirtut~ons do  your work bettcrj 

6 O p ~ n ~ o n  on ~nstltut~ons outsrde the project 

- What IS the att~tude of the pol~t~cal-m~l~tary command towards the project? 

- What 15 the att~tude of the Cathollc Cliurch -and other cliurclies- towards the 

project? 

- What IS the att~tude of other mayorc; (or leaden) towards the project? 

- What IS the att~tude of bus~ness people and merchants towards the project? 

7 Op~nron on democracy, decentrallzatlon and development 

- Flow would you deline democracy? (arrange opt~ons In order) 

- Mow would you define decentral~zat~on? 

- Do you thmk the government supports centralrzation or decentrallzatlon7 

- Is the current government more or less centralist than the former? 

- How would you define development? 



8 Suggestions 

- How could admrnistratron of the project be ~rnproved? 

- What aspects should be more emphasized? Why7 

- What aspects should be el~m~nated? Why 7 

111 Sample and routes for vwtr to mun~c~pal~trer  rn each department 

lomt v~srt of all the team to test the evalual~on ~nslruments 

Department of San Martin (along the Margird htghway ), from 1 5-2 1 lanuary 

interviews wrth 

- pol~tlcal-m~l~tary commander of the North-Taslern rrotit 1t1 the Marafion, 

- local counterpart ONG, ITDG 

- zonal coordmator or INADE 

- AMRESAM 

- Nat~onal Unwers~ty aulhor~tles 

- Blshop 

- Chamber of Commerce 

Provlnce of San Mart~n 

Drstr~cts of 

- Tarapoto 

- Morales 

- Chazuta 

- Shapaja 

Provlnce of Plcota 

D~strlcts of 

- P~cota 

- Buenos Arres 

- Pucacaca 

- Trey Un~dos 



Provrnce of Lams 

D~str~cts of 

- Lam as 

- Cununbuque 

Provmce of Moyobamba 

Drstrtcts of 

- Moyobam ba 

- Sorttor 

- f iabana 

- Calzada 

- 

Provmce of Rloja 
\ 

Dtstr~cts of 

- R~oja 

- Nuevo Capmarca 



Separate programs in  other departments 

Persons In charge 

Sant~ago Pedragl~o - Loreto, Ucayal~ and Tumbes 

Department of LORETO Department of TUMBEs 

Provmce of Maynas Provrnce of 1 umbes 

D~str~cts of I'ernando Lores D~str~cts of San lacrnto 

lnd~ana San Juan de la V~rgen 

l'unchana 

Province of I oreto 

D~s t r~c t  of Nauta 

Provrnce of Zarum~IIa 

D~stricts of Papayal 

Matapalo 

Department of UCAYALI 
\ 

Prov~nce of Coronel Port1110 

Dlstr~cts of Campo Verde 

Nueva Requena 

Person In Charge E Gonzales - lunrn and Ancash 

Department ol J U N I N  Department of ANCASI I 

Province OF Sat~po Prov~nce of 1 luaraz 

D~sstr~cts of Sat~po D~str~cts of Olleros 

Mazamar~ I arlca 

Provmce of Chanchamayo Prov~nce of Yungay 

D~str~cts of San Ramon D~strlcts of Mancos 

San LUIS de Shuaro Matacoto 

Provmce of Tanna Provmce of Santa 

Distr~cts of Farma D~~trrc ts  of Samanco 

Acobamba Nuevo Chrmbote 

Prov~nce ol Jcwja 

D~strict of Molinos 



Persons In Charge 

Et Durt - Ayacucho and Apuriinac 

Department of AYACIJCHO 

Provlnce of Huanta 

D~strrcts of f Iuanta 

Srwa 

I'rovrnce of La Mar 

Districts of Ayna 

Santa Rosa 

Provlnce of I-Iuamanga 

D~~tnctr,  of Qu~nua . 
Carmen Alto 

Department of APURIMAC 

Provrnce of Andahuaylas 

D~strlcts of Pacucha 

Talavera 

San Jeron~lno 

Santa Roqa de Ch~cmo 

Prov~nce of Chlncheros 

D~strlct of Anccohuayl lo 



In each department, intervrews wrll be held wrth the actors lnvolved rn the project wrth all 

the members of the municipal councll and most dlc;trrct representatives rn prov~ncral 

caprtals, as well as with a rnajonty of grassroots and school leaders rn each drstnct, 

beginnrng with the mun~cipal council In all the niunrcipal~tles that are v~slted, rntervlews 

will be held with munrcrpaI officers and representatrves of the workers Other rnterviews 

will be held with representative ind~vldual~ and lnstitutins not ~nvolved in the prolect 

The selected drstrrctq are located In urban marg~nal areas or rural areas Each evaluator 

may decide based on hrs own crrteria, to vrsit other provrnces or diqtr~cts In add~tion to 

those selected as beneficiarles under the Project, as well as to rntroduce any modrficatrons 

In the proposed sample, accord1 ng to crrcumstances 

'I 

IMPORTANT NOTE 

Accord~ng to the proposal approved by each department, the USAID office must des~gnate 

who w11 be responsible for coordination between the evaluation team, the authorit~es and 

local persons rn charge Thrs wr l l  perm t coordr nat~on for trarisportatron (vehrcles and/or 

drwers) to ensure optimal contacts and ratronal use of time, as long as the budget works 

well 

Thrs IS vltal to achreve results w~thrn the scheduled term 

Evaluation team 

Etrenne Durt, team leader, 

Efrain Gonzales de Olarte, 

Santr ago Pedragl ro 



ANNEX 3 

LGDP Evaluat~on Team 

Etlenne DURT V - team leader 

Soclologlst 

Vlsrt~ng professor at the Unrversrdad Nac~onal Agrar~a La Mollna, 

Consultant on reg~onal development, adult educatmn, and Iran~fer of projects 

Efram GONZALES DE OLARTE 

Econom~st 
\ 

Senlor researcher at the lnstrtuto de Estudros Peruanos 

Professor at the Pontlficra Un~versrdad Catolrca del Peru 

Expert i n  regronal development, decentralrzatlon, and rnst~tul~onal analys~s 

Soclologlst 

Executrve Coordmator of Grupo Propuesta C~udadana 

Ed~torrallst 

Polrtrcal analyst, expert In grassroots organ~zat~ons, reg~onal and ~nst~tut~onal development 
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Programa de derarrollo alternutwo y apoyo u los gobrernos locales 
b ~ tado  y uvance del PIIGL, December, 1997 



MUNICPALIDAD PROVINClAL DE LORETO-NAUTA 

Plan eJtrategrco Nautu a1 2007 Loreto, octubre 1997 

USAIL) 1)evelopment A S J Z  stunce YrogrumJor Per u t. 1 1997 - l+ Y 2001 
abndged verslon, April 1996 

USAIDPERU Ilernocrac~) - Szrrnnzan) of uctz~ ztm Strategzc objectzve No 1 
Broader clfzzen purtl~ ~patzon zn democrutzc procec rey September 1997 

Overvlew and factor$ affectrng performance (s/f) 

Project Identlficatlon Document (PID) 

Project Grant Agreemen'f 

Project Paper 

AUDIO-VISUAL MATERIALS 

VIDEOS 

Mzrando a1 fuluro una upue~ta del YL1G.L ( E S A N )  

Prcota de mrs ~uefios (ESAN) 

larapoto znforme del PDGL ( E S A N )  

CASSETTES 

Tarapoto, paralso ecologzco Campaiia del medio amblente Edltores Concejo 
Provincial de San Martin, CEPMA y ESAN 

Huanta, cuenta conmzgo Campaiia de concertaclon local Concejo Provlnclal de 
Huanta y ESAN 

Picota de mrs sueAos Concejo Provlnclal de Picota y ESAN 

Planrfrcacron de Desarrollo Linea de dlfuslon, ESAN 



ANNEX 5 

LIST OF IN 1 ERVIEWS 

A Inst~tut~onal Inlerv~ews 

USAID 

M~chael Maxey 

Beatriz Cob~an 

Esau I-Ildal go 

Hal Lippman (Washington) 

Myrram Choy 

Margaret Sharlees (Washrngton) 

INADE 

Eng LUIS Nma (Llma) 
% 

Eng Alelandro Vasquez (Tarapoto) 

Eng Carlos Rojas (Tarapoto) 

Prof Consuelo Rovero (Tarapoto, 

Currently at AMRESAN) 

Eng J-lugo Sanchez (I arapoto, currently 

At AMRESAN) 

ESAN 

Ana Marla Rolnero 

Jul~o Diaz Palaclos 

Marula Bogg~o 

reder~co Dejo 

Alejandro Ortega 

Ruben La Serna (Andahuayias) 

Alberto Kloc Oarro ( I  luara7) 

Irene Zapata ( I u~nbes) 

TARAPOTO CHAMBER OF COMMERCE 

Juan Carlos del Agu~la (President) 

Jhonny Grleve 

Emrllano Reategu~ 

Oscar Orbegoso Motalva 

Ms Sllvla Ushrfiahua (Tarapoto, currently Qulnto Cardenas 

At AMRESAN) 

UNIVERSITIES 

ITDG (Tarapoto) Prof Leonc~o V~llar (San Mart~n) 

Carlos rrias - Dr Enrlque Gonzalez Carre (Rector UNSCH 

Eduardo Neyra Ayacucho) 

Isaac Arce 

Jose LUIS Carranza (CISCAP) PERSONALITIES 

Humberto Rodriguez (Paqtoral) Alberto Chlr~T (Anthropolog~ct, Iqultos) 

Irma Htdalgo Joaqurn Garc~a (Pr~est, CETA - Iqu~tos) 

Carlos Vasquez 




