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t 
ABSTRACT 

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

The goal of the m ~ d  term evaluat~on of the Rural Equ~table Economlc Growth (CRECER) actlvlty IS to determ~ne the project s effectiveness 
towards ~ t s  purpose and to rdent~fy actions that could be taken durlng the remalnlng per~od of the project to Improve performance and 
Increase the Intended lmpact on project beneflc~ar~es The evaluat~on team consisted of three persons each of whom was respons~ble for one 
project component I e pollcy analysls (POL) rural frnanc~al enterprlses (RFE) and rural enterprlses (RE) The Intended aud~ence of thls 
evaluat~on IS USAlDlEl Salvador the prlme contractor and subcontractors CRECER staff and major partners In the Government of El 
Salvador The major flndlngs and conclus~ons are 

The evaluat~on team has found that slnce the lnceptlon of the CRECER actlvlty all three project components have y~elded posltlve results 
w~thrn the framework of the project des~gn The demand for the servlces that are prov~ded by each one of the project components 1s vlslble 
glven the strong poslt~ons and expressions of support from thew beneflc~ar~es The team feels that the project 1s reachlng the Intended sector 
the rural poor and that s~gn~flcant lmpact has been achteved In both tang~ble and lntang~ble terms 

Desp~te ~ t s  success CRECER continues to be a project challenged by ~ t s  or~glnal three component des~gn Each subcontractor seems to have 
brought its own perceptions and model to the project, and due to the way the project 1s managed w~thln USAlD and outslde ~t, the overall 
concept for the project IS weak 

1 From the point of vlew of lntegratlon the destgn of the or~glnal project along the llnes of three dlstlnct components and the way it 1s 
managed at USAlD and at the CRECER offlce emphas~ze the dlv~s~ons and do not promote lntegrat~on of the lndlv~dual components The two 
optlons for lntegratlon are that the components be malntalned together under the umbrella of one lmplementlng agency or project, CRECER 
or that they be separated Although ~t would be d~fflcult to just~fy malntalntng the components together based on the concept of lntegratlon 
there should not be any doubts about the useful synergy taklng place under the current arrangement There are also economies of scale and 
log~st~cal cost savlng advantages by funct~on~ng as one project rather several separate ones In add~t~on ~t IS also reasonable to expect that 
some need for lnteractlon among components m~ght arlse as the lndlv~dual components get closer to meetlng the~r objectives Also of great 
cons~derat~on IS the poss~ble chaos and dernoral~zat~on of staff that would l~kely arlse as a result of spl~ttlng the project at this stage In tlme 

The evaluat~on team recommends that the three components be malntalned under the current structure through the project complet~on date 
glven that (1 I all three components are maklng progress and generattng good results (2) the benef~ts already ach~eved by a glven 
component could be reduced or el~mlnated ~f the component IS el~mlnated (3) fundlng 1s st111 available In the overall project for each 
component 

The over-arch~ng recommendat~on for the CRECER project 1s that an Integrated lnformat~on system be ~mplemented to measure the impact of 
project results and the mrcro level uslng enterprise level data The evaluat~on team also recommends that the programmed actlvltles be 
continued to update the baselme household survey slnce those results w ~ l l  prov~de data on the macro lmpact of CRECER actlvltles The 
~nformat~on system should address needs at two levels The flrst IS the operat~onal level where deta~ls should be gathered on both the 
quant~tatlve and qualltatlve Impacts of each project component and be used to evaluate and monltor progress made to date and to  plan for 
future actlvrtles The second level lnvolves reporting the results to USAlD and to CRECER staff whlch should be accompl~shed m a clear and 
conclse manner Slnce the reportrng system needs complete redes~gn the evaluat~on team recommends that a facll~tator from Chemonlcs be 
charged w ~ t h  the responslbll~ty and work In tandem w ~ t h  the CRECER Ch~ef of Party and component coord~nators 
For the POL component CRECER should strengthen pollcy analys~s capaclty In prlvate sector entitles through short term techn~cal 
lnterventlons and tralnlng and CRECER should focus the key actlvlty areas for the pollcy advlsors to reflect prlorltles and real~st~c targets 
plus glve cons~derat~on to contlnulng the coordinator s technical asststance (This Issue will be addressed by Chemonlcs In a separate 
manner) 

For the RFE component, the major recommendat~on IS that the CRECER actlvltles be transferred to FEDECACES and that thls transfer be 
~ n ~ t ~ a t e d  ~mmed~ately [USAID and CRECER d ~ d  not agree wlth thls recommendat~on no follow-up will take place) For the RE component the 
team recommends that the informat~on system descr~bed above be Implemented 

COSTS 

I Evaluat~on Costs 

1 Evaluat~on Team 

Name Aff~lrat~on 

Greta Boye Ch~ef of Party Carglll Techn~cal Serv~ces 
& RE Component Evaluator 
Jeffrey Nash POL Carglll Techn~cal Sew~ces 
Component Evaluator 
Gustavo Gomez, RFE Carg~ll Techn~cal Servlces 
Component Evaluator 

2 M~ss~onlOff~ce Profess~onal Staff 6 days 
Person Days (Est~mate) 

Contract Number OR 

TDY Person Days 

27 

Contract Cost OR 

TDY Cost (U S $1 

$74,840 

Source of Funds 

Project funds 

3 BorrowerIGrantee Profess~onal 
Staff Person Days (Est~mate) 30 days 
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A I D EVALUATION SUMMARY - PART I1 

I 
-~~ p~ -- - p~ -- - -- ~ 

SUMMARY I 
J Summary of Evaluation Ftndings Conclus~ons and Recommendations [Try not to exceed the three (3) pages provided) 

Address the followtng Items 
I Purpose of evaluation and methodology used 1 Prtncipal recommendations 

Purpose of actmty(tes) evaluated 1 Lessons learned 
Findlngs and conclustons (relate to  quest~ons) 

The goal of thts m ~ d  term evaluatton is to determine the effectiveness and efficiency of the CRECER actlvtty implementat~on towards the 
achievement of the project purpose At the same time the evaluation alms to tdentify actlons that could be taken durlng the rematntng period 
of the project to improve performance and increase the intended impact on project beneftc~ar~es The intended aud~ence is USAlDlEl Salvador 
the prlme contractor and subcontractors CRECER staff and major partners In the Government of El Salvador 

M~ssion or Offtce Strategic 
Object~ve No 1, Econom~c 
Growth 

1 Evolut~on of CRECER Ortginal Project Design Presented Challenges and Opportunmes I 
I The CRECER acttvtty was origtnally destgned and tmplemented In 1995 when USAlDlEl Salvador was managing one large portfol~o and 

without knowledge of the extensive reengtneering process that was to take place w~thln USAlD one year later Once reorganization was 
complete a smaller portfolio was introduced and new strategic objectives were established The effect of USAlD s strategy was that the 
CRECER activtty had to  reorlent its activities to comply with new results packages' since its original des~gn was based on Inputs rather than 
outputs Consequently two sets of tndicators came tnto effect whtch appear more confustng to persons outs~de the project than to those 
tnvolved In ~ t s  dally actlvtties The policy component of the CRECER acttvity seems to have benefited stgn~ftcantly from the change In focus 
since the new indicators shrfted the efforts of thls component away from poltcy dralogue and towards institut~onal strengthening 

Introduction Evaluation of CRECER Acttvlty to Determtne Achievements Made to Date 
To assist the Government of El Salvador (GOES) in reducing rural poverty and encouragtng economlc growth In the agricultural sector In 
1995 the United States Agency for International Development (USAID) implemented a 5 year $20 mtll~on grant agreement ($1 5 mlllton 
financed by USAID, $5 million from GOES counterpart contr~but~on) to implement the Rural Equ~table Econom~c Growth (CRECER) activlty 
The actlvlty 1s div~ded into three datlnct, yet Inter related components pol~cy (POL) rural enterprises (RE) and rural flnanclal enterprises 
(RFE) Chemonlcs International was chosen as the prlme contractor charged w ~ t h  overall project management Three subcontractors were 
selected by Chemonics lnternat~onal to carry out the indlv~dual project components the Natronal Cooperative Bus~ness Assoclatlon (NCBA) to 
execute rural enterprlse related acttvittes the World Council of Credit Untons (WOCCU) to implement financial enterprtse related acttvities 
and the lnstttuto lnteramertcano para la Cooperacidn de la Agricultura IIICA) to carry out poltcy related acttvtties 

Date This Summary Prepared 
March 24, 1999 

The RFE and POL components were tmplemented as scheduled but the RE component was delayed by about nine months due to  staffing 
difftculties and overlap wtth a USAlD funded NCBA project The delay was also due to the tnabiltty by outside consultants to identify legally- 
formed enterprtses to be included In the project component Finally new project outputs were developed to reflect the new type and number 
of beneflclary enterprtses and those changes were Included in the only stgnificant project amendment made to date The design of the 
CRECER acttvlty is also unlque because it sttpulated that one contractor would undertake both the destgn and implementat~on of the project 
rather than two d~fferent contractors Thts arrangement was somewhat experimental and has resulted tn confl~cting views On the one hand 
~t allowed contractors to devote more ttme to the project since they were involved In both phases In contrast it created the possibtl~ty of a 
confllct of Interest 

Title And Date Of Full Evaluatton Report Mld Term 
Evaluation of the Rural Equitable Econom~c Growth 
iCRECER) Acttv~ty September October 1998 

Methodology Used In Evaluatton Raptd Appra~sal Method 

To undertake the evaluat~on the so called rap~d appratsal method was chosen over formal survey methods whlch are usually characterized 
as belng highly structured and those that generate quantltattve data and Informal survey methods which usually follow no established 
procedures yet rely on common sense and experience Rapid appraisal methods were considered the most appropriate method to conduct the 
evaluation slnce they fall somewhere between formal and tnformal methods Key informant tntervlews focus group discussions and dtrect 
observation were used to conduct the evaluation 

Overall Recommendat~ons Integrated lnforrnat~on System Needed to Evaluate Monitor and Plan Future Acttvittes 

The over-arch~ng recommendation for the CRECER project IS that an integrated informatton system be tmplemented to measure the tmpact of 
project results at the micro level using enterprlse level data and at the macro level using results from pollcy analys~s The evaluation team 
also recommends that the programmed acttvitles be conttnued to update the baseline household survey stnce those results will provide data 
on the tmpact of CRECER actlvtttes at the household level The information system should address the project needs at two levels The flrst 
i s  the operattonal level where details should be gathered on both the quantttative and qualitative impacts of each project component and be 
used to evaluate and monitor progress made to date and to plan for future activit~es The second level involves reportlng the results to USAlD 
and to CRECER staff which should be accompl~shed in a clear and concise manner Slnce the reportlng system needs complete redesign the 
evaluation team recommends that a facilttator from Chemonics be charged with the responsibility and work in tandem w ~ t h  the CRECER 
Chtef of Party and component coordinators Detalls on the evaluatton team s conclusions and recommendattons for each component follow 
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r SUMMARY (Contrnued)  

I PoI~cy Component lnst~tut~onal Strengthenng a Success but W I  it be Sustainable Into ZOO17 I 
The CRECER project staff In thls component are well qual~fred experienced and effectlve They have exerclsed Important technlcal support 
and trarning actlvltles especlally wlthln the Pollcy Analys~s Unlt (OAPA) of the Mlnrstry of Agriculture (MAG) but wlth signlflcant Input into 
other publlc and private sector entlties Although OAPA has qual~f~ed personnel they will be hampered by the departure In the near future 
(July 1999) of the component coordlnator especlally In relat~on to  the areas of macroeconomlc and trade pollcy The General Directorate of 
Agricultural Econom~cs (DGEA) will need a stronger commitment by MAG to contlnue the lnformatlon gatherrng and d~ssem~nat~on functlon 
that the project currently IS provldlng Both the project and the pollcy component have been actlvely lnvolved In Issues that dlrectly affect 
the rural poor and there are numerous examples of actlvltlss that have had tanglble Impact on this target population Furthermore the 
project has been rnstrumental In partlclpatlng In the numerous publrc fora and analyzing thew Inputs Into determining a consensual strategy 
for addressing rural poverty whrch will assist the GOES In ldentrfylng pol~cy Issues and structurrng ~ t s  general focus durrng the foreseeable 
future Through In servlce tralnlng technlcal analyses broad based pollcy advocacy, preparation of numerous technlcal documents (many 
wlth lrnmedlate and practrcal appllcatlon) and partlcrpatron In establlshlng longer term strategles and In decls~on maklng a serres of actlons 
have been accomplrshed with Impact on general pollcres and lnstrtutlons w l th~n  the agr~cultural sector, and on the prrmary actors lnvolved 
the producers and often the smallholders 

The sustalnablllty of a pollcy analys~s capaclty after the project ends IS doubtful due to hlgh staff turnover and low salar~es In the Mlnistry 
even though substantial results are obv~ous concerning ~ns t~ tu t~ona l  strengthenrng The unanswered questlon remalns about how these 
strategles and activltles will be continued In the future 

The recommendat~ons related to  the pollcy component can be summarlzed as CRECER should strengthen polrcy analys~s capaclty In pr~vate 
sector entltres through short term technlcal lnterventlons and tralnlng and CRECER should focus the key actlvlty areas for the pollcy advlsors 
to  reflect prlorltles and real~st~c targets plus grve conslderatlon to  continuing the coordlnator s technical assistance (CRECER will address 
the issue of extending thls contract In a separate manner therefore ~t was ellmlnated as a recommendatlon from the mld term evaluatronl 

Rural Financial Enterprises Component Excellent Start for FEDECACES Future Role I 
The Rural Financial Enterpr~se component of the project shows good quantitative and qualitative ach~evements rn the two  years it has 
delivered techn~cal support t o  Credlt Un~ons (CUs) The progress made durlng thls perlod by CUs In lmprovlng therr flnanc~al pollcres and 
management systems stands above other projects of a slmllar nature evaluated by the team FEDECACES general manager belleves that 
wlthout CRECER ~t would not have been posslble to have strengthened the CU's lnstitutronal capabrl~ty to  the extent that ~t has 

Desplte slgnlficant progress Improvements are needed In several Important areas ranglng from governance to  decapltallzatlon of savlngs 
cap~tal (aportaclones) The hlgh turnover of membership and the need to  put In place a more efficient and relevant project management 
system should be addressed Strengthenlng CUs IS a gradual long term process 

Currently the evaluat~on team recommends that CRECER put together a strategy for the final t w o  years of the project and update ~ t s  annual 
work plan The strategy should be based on transferring CRECERts functions and technolog~es t o  FEDECACES whlch should take overall 
technlcal leadershlp at  an earher date than the PACD Thrs would reduce the risk of CU s falllng into a technolog~cal vacuum at the end of the 
CRECER project (USAID and CRECER d ~ d  not agree w ~ t h  thls recomendatlon so no follow up will take place) 

I Rural Enterprises Component lmpressrve Progress Although lnforrnatlon System Needs Improvement I 
The evaluat~on team found that the actlvltles of the RE component have made a slgnlflcant Impact on reducing rural poverty The RE 
component has positively affected the ~nst~tut~onal  development of the benefrclary enterprises Thls IS due to  the excellent organ~zatlon and 
leadershlp of RE component staff who have lnrtiated a fundamental shlft In vlslon of agr~cultural and non agricultural entrepreneurs The 
evaluat~on team found the fleldwork t o  be conducted In an adequate manner and was impressed w ~ t h  the lnnovatlve methodology used by  
CRECER technlc~ans and the content of therr advlsory servlces The evaluat~on team emphas~zes that the project has had an Important impact 
o n  the dally llves o f  beneficlarles as evidenced through anecdotes provrded by a representatlve sample of project beneflciar~es a review o f  
financial statements o f  partlclpatlng enterprises and the calculation of flnancral rates of return that suggest the project IS cost effective It 
was also found that the RE coordlnator has a unique understanding of the challenges facrng the agr~cultural sector and has the ablllty to  
make a slgnrflcant Impact In El Salvador The major recommendat~on for fleldwork IS that CRECER contrnue wlth ~ t s  methodology that 
provldes general business admln~strat~on servlces supported by speclflc tralning In spec~al~zed areas of buslness and crop production A t  the 
same trme the evaluat~on team recommends that CRECER contlnue to  focus on the rmprovement of flnanclal performance and the shlft In 
vlslon of project beneflcrarles 

The recommendat~ons of the evaluation team for lmprovlng the RE component focus on project management and communlcatlon between 
the  CRECER offlce and USAlD It IS recommended that the component coordrnator be dlrectly lnvolved In preparing reports to  USAlD 
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ATTACHMENTS 

K Attachments (List attachments subm~tted w ~ t h  this Evaluation summary always attach copy of full evaluat~on report even ~f one was submitted earher attach studles 
surveys etc from on golng evaluat~on ~f relevant to the evaluatron report I 
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