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EXECUTIVE SUMMARY

The following report provides an independent evduation of the USAID’'s Office of Foreign
Dissster Assgance in the Lain America and the Caribbean region (USAID/OFDA/LAC)
activities in risk management and other sectors implemented via the cortract with the
Internationd Resources Group (IRG) in the LAC region from 1998 to the present. This
evduation focuses on documenting and assessng overal program and country coverage,
program _management, client/OFDA relations and coordination, effects and impact. It reflects
the work of a two-person team of outside professonas who examined OFDA’s and IRG's ahility
to deliver on drategic objectives, have discernable impact, demondrate efficiency in reaching its
target audiences in the region, coordinagte complex activiies with multiple key players, and
redlize an dement of sustainability through its interventions.

During the course of the fidd-work for this report, the team was able to vist USAID/OFDA/W
for initid interviews and debriefing and the USAID/OFDA/LAC office in San Josg, Costa Rica
for a period of gpproximatey ten days. During that time the team interviewed both the OFDA
team and the resdent IRG team in subgtantid depth. In addition, a number of teleconference
interviews were held with one Regiond Advisor (Caribbean), IRG consultants and Nationd
Disaster Coordinators in Per(l, &. Lucia, St. Kitts and Nevis and the Bahamas).. The team dso
conducted interviews with principd OFDA dients in Cogta Rica, both public and nort
governmentd. A fourth source of information for this report conssts of documentation gathered
in the OFDA and IRG offices Findly, the team caried out an extensgve st of fidd vigts to
Jamaica, Perl, Guatemaa and Nicaragua over a period of three weeks. Persons interviewed and
offices vigted are liged in Annex A.

The following conclusons and recommendations for future direction are & the heart of this
evauation. While we present generdized conclusions, the reader must bear in mind that the
redity of countries and the OFDA/LAC-IRG approach place great emphasis on different country
contexts.

o Evolution. The ovedl experience of OFDA’s engagement in Latin Ameica and the
Caibbean has been a highly podtive one. The “modd” for OFDA’s engagement
throughout the region has evolved over the past two decades in response to very practical
and grounded perception of needs and opportunities. This evolving gpproach clearly is the
reult of the overarcching influence of Mr. Paul Bel until his unfortunate demise in 2003.
The approach is unique, contextud, and higtorical in its evolution, and this may affect its
replicability.

o From the early days (mid to late 1980s) through the present we see at least three
crtical junctures. In the period from 1986 through the middle of the 1990s, the
goproach was characterized by highly persona reationships, an emphass on firs
respponse, a somewha reactive and gsporadic effort to drengthen individud
dakeholder response <Kkill-sets, and a limited sense of accountability in a
programmatic or budget sense.

o A second period or juncture (mid-to-late 1990's) is characterized by a deepening of
the network through nationd long-term fidd consultants, a stronger emphass on
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refining course offerings, deeper reationships with naiond inditutions (not just
individuds), and some integration of course content into client-indtitutiond practices.
However, course ddivery remained the essence, while inter-agency coordingtion
remained along way away.

o A third juncture or period (19992000 until very recently) brings order and
management to a rdatively loose inditutiona structure, both in OFDA/LAC centrd
and in the IRG consultant network. Programmeatic and budget accountability, regular
and sydematic client contact toward stronger inditutiona reaionships, and an
incipient thrust toward linking TA to the OFDA/IRG “in-house’ process is evident,
dthough response and training remained (remains) the bread and butter of the
approach.

o FHndly, we ae a another criticd juncture  Many of the observations and
recommendations that follow address what might be done and wha should or could
be new horizons for the program and the modd.

o Program Development. The past four years have seen the emergence of a criticd
integrating tool for the RMP. the Plan Pais. From its inception in 2000 as a means for
bringing increesing order to the training and technical assgance functions, Plan Pais has
become the key insrument for dlient-country planning, programming, and budgeting, and
improving inhouse communication and coordingtion with the USAID missons and
OFDA/W. The success of the development of this tool is recognized in the 2003 contract
itsdf. Two key findings merit attention:

o Sgnificant advances have been made in utilizing Plan Pais as an evauation tool;
there is a need to drengthen these ongoing efforts.  While the TTS and training
reporting, aong with the quarterly reports, provide a basis for M&E, there is greater
need to move from process indicators to those that might pint to tangible results, and
more importantly, tangible impact. It is often difficult to separate results from training
and technical assstance because they are both part of an integrated process of the
trandfer of risk management capacity. In the second year of the contract there has
been ggnificant internd discusson in this direction, and in some cases initid impact
indicators have been developed (e.g., impact measuresin forest fires)

o lronicdly, the tool has a subdantive inditutionad vulnerability diagnostic component,
but as a bass for drategic interventions, it is not shared with nationad counterparts, or
with the MDRO a the Misson levd in a least one fiedd case. Clearly, the PP has
sengdtive content. However, with some editoria work, this insrument could serve as
a basis for nationa didogue, and not just as an IRG interna tool. It needs to be
shared with countries.

o Inasense, OFDA/LAC is a victim of its own success. This is intended as a postive sgn,
because red trandfer has taken place. The inditutiond maturation of a number of countries
in the region has resulted in less need for OFDA involvement in course/lbased training. The
multiplier effects of initid efforts through the network of nationd consultants have created
a Subgtantid cadre of nationa dlients trained in OFDA techniques, and nationa ingtructors
to impart this training to other stakeholder groups.  While this is not true for al countries,
in a least two of the countries visted (Peru and Guatemda, and possibly Cogsta Rica) this is
clearly the case.
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Q

Q

However, the course content of most of the training remains response oriented. In dl of the
country vidts, the emphads on the need for a dronger presence in risk mitigation and
prevention was proffered by client respondents. A shift toward risk reduction is evident in
some of the country programs, but by far the inditutiond framework - and OFDA training
— remains response driven. While this is in kegping with OFDA’s principd role (SO) as
risk response, ironicdly the <hift from two draegic objectives (response and
mitigation/risk management) to a single response oriented SO by OFDA is short-sighted.

In some cases, there was concern expressed about course content updating to current
redities and the need for new response moddlities (eg., chemica disasters). In addition,
there is a greater need for OFDA to play a role in technicd assstance beyond its current
scope, and in areas where to date patid efforts exig (legd framework, regulatory
dructure, land use planning, etc.). Evidence of movement in this direction can be seen in
the support provided for the 2001 Hemispheric Summit on Risk Reduction, support for
CAPRADE, the Caribe Risk Management Inventory project.

In addition to upgrading and adapting of course content, a common concern expressed
among clients was the need to dter the gpproach to inditutional coverage and target
groups. Traditiondly, the key inditutions of client interaction have been the lead nationd
govenment inditutions (CNE, INDECI, SINAPED, CONRED, ODPEM, NEMAs) and
first response organizations (firefighters, and to a lesser extent, Red Cross). The need to
extend both TA (mitigation, vulnerability) and (dmplified) response and assessment
courses to the red first responders (those directly affected) is paramount. “OFDA/IRG
undergdands that risk reduction and mitigation ectivities reduce potentid losses from
disasters and reduces the impact on the response systems in place. Therefore, OFDA/IRG
should continue to vigoroudy pursue dl possble dient groups in its risk prevention
activities, with added focus on community-based organizations.  While the multiplier role
of nationd indructor training, in part, addresses this issue, OFDA should continue to
explore new technicad assdance functions, specificdly new roles and methods for
conqultants to introduce risk prevention priorities into exising inditutiona programs and
outreech to community-based organizations” Community organizations, parish councls,
parent-run school boards dready have substantial organization at the local leve, and are
prime candidates for incluson in mitigation, prevention, grester response, and even
asessment.  For example, in Centrd America, school rdated community and parent
organizations are extremely wel organized (juntas escolares in Honduras, Guatemaa and
Nicaragua, PRONADE in Guaemaa, EDUCO in El Sdvador, etc.) and closdy linked to
localized NGOs.

The impact of Hurricane Mitch on the entire OFDA (and nationd) portfolio of activities
canot be underestimated. The “sorm of the century” provided a laboratory for
understanding (&) the need for deepening the response capabilities of nationd inditutions;
and (b) the need to shift emphases increasingly toward mitigation and risk management. The
Centrd American Mitigation Initistive (CAMI) not only provided a subgtantial funding base

for nationd governments to respond, but it informed the foci for the initid IRG contract

(albeit the contract preceded the event). These emphases included:
o A needto focus greater attention on risk assessment and vulnerabilities.

o The need to address weskness (vulnerability) in inditutions and the absence of inter-
agency coordination.
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o The CAMI initigtive led to the devdlopment of the Plan Pais, OFDA/IRG's more
comprehengve and (inter-)inditutiondly focused risk management effort.

o The need to focus on various actors and jurisdictiona levels in response, and not just
key nationd indtitutions.

o An increased focus on more comprehensve vulnerability andyses that did not exist
prior to this time, with a better understanding of economic, socid, and physcd
relationships before, during, and after adisaster.

o Coordination with USAID Missons. The early decison (1988) to move activities from
USAID MDROs as a cumbersome mechanism was probably correct, but one result is a
continuing image of OFDA/LAC as a loner within the USAID dructure. In the case of
OFDA/IRG, this image is aso evident and consultant relaions with MDROs is a mixed bag,
and is a function of both the consultant and the MDRO perception of ther roles. In some
cases (Jamaica) the relation is strong and interaction is congtant. In others (Peru), the IRG
consultant has had little interaction directly. In part, this is dso a function of the MDRO as
primarily a response mechaniam, not one involved deeply in risk management or mitigation.
In addition, it is through the OFDA Regiond Advisors tha this reationship is most evident.
The RA dructure provides the OFDA/IRG consultants with grester access to USAID, is
important well beyond the IRG contractua role in areas more related to policy and politica
interaction, reflects the authority of OFDA, and provides a needed liaison role to other USG
agencies and internationa organizations. In addition, MDROs often are not OFDA trained.
Further, the interest

o Management. The ovedl management moddity or dyle that has evolved works
reasonably well and provides a more effective and accountable ingtitutional mechanism for
the “modd” thet did not exist in the earlier years of OFDA engagement in the region.
However, there is some concern tha the <hift from the initid flexible contractud
arangement (Smilar to an 1QC in the rembursable nature of costs) to a fixed sum contract
may have reduced the flexibility of action on the ground in response to country level needs.

o The “seamless’ nature of the IRG/OFDA partnership is evident in the relaionship between
consultants and OFDA daff, in gngular draegies, and in the lack of an OFDA/IRG
diginction among dlient nationds. Seamlessness seems to be a function of the long-term
relationships, but does not pertain to management functions as it does to operations.
However, that is a podtive outcome of the contractua relationship, because t has brought a
clear sense of management accountability, something absent in earlier years (pre-2000).

o  However, there is some concern that IRG has stepped into dtrategic programmatic decisons
that are the appropriate purview of OFDA management. This @ncern has been expressed
in particular in relation to drategic decisons with regard to areas to be cut initiated by IRG
as a result of budget shortfals in 2003 and beyond (discussed in detail below). In this case,
the “tal wagging the dog” may have interrupted some of the seamless nature of the
relationship

o Inthe current (2003+) period of the new contract with IRG, there has been a problem and a
concern about the reason for, and consequences of what appears to be a lack of funding
commensurate with a pre-designed work plan and program. It is not the role of the
evaduation team to enter the question of why this occurred. However, it important to
understand the consequences for Year 1 of the new contract, and the perspective for Year 2
(dready in implementation).
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Q

There have been consequences that relate to cutbacks in programmed activities, particularly
those involving travd for nationd conqultants The result? Subgtantidly fewer training
exercises conducted when compared to initid programming; reduction in the transmisson
of some new course meteria that has been desgned; some reduction in the face-to-face
interaction among consultants to plan and impart experiences, postponement to Year 2 of
activities planned in Yer 1. However, even with budget reductions from work plan
prescriptions, much of the initid work plan has been carried out. The question becomes
how to incorporate lessons learned from this period of budget tightening to assure
continued financid and programmatic accountability.

In addition, two particular circumstances have exacerbated the funding for key activities of the
program: the termination of the participation of Miami-Dade County and related start-up costs
for the new contracts with Fairfax and Los Angdes, and the absence of (expected) contributions
for traning to the training portfolio. Both the evaudion team and OFDA/IRGrecognize that
changes in drategy and client relationships are pat of the cost of doing busness. In order to
lower this cost as much as possble, OFDA/IRG is inveding time and money in edablishing
these new contract relationships which may not yidd tangible results well into the next contract

year.

Q

All aspects of the program have been affected, and it is the evduation team’s edimation
that the program cannot operate fully at the current levels of funding. While we have a
number of observations about the what and the how of line items and activities, it is clear
that insufficient funds are available.

Specific recommendations in the text relate to severd themes emerging to the budget criss
of 2003-2004.

o Travel cuts. The increase in travel over the past severa years needs to be reconciled
with the nature of the decentrdized modd: if nationa consultants are to be used, if
nationd indructors increesangly replace conaultants, and if sdf-rdiance is evident in
some countries, why should the travel budgets increase rather than decrease? The
evadudion team is cognizant of the increased cogts of travedl and that in South
America distances are great. However, per diem costs have doubled between 2001/02
and 2003/04 while the LOE has increased by 50% and the number of consultants by
3.

o Move to Increasingly Full-Time Consultants. The LOE for nationd IRG
consultants has increased to virtud full-time in most cases (from 135 days in 2000/01
to 173 in 2001/02 to 203 in 2003/04). Participation of IRG consultants in training is
increasingly less cod-effective as the drength of trandfer improves, and ther
participation in traning should reflect this decreased reliance. However, the increased
LOE reflects in pat a shift to TA and inditutiond drengthening, an area mush more
difficult to measure in cogt effectiveness tems Trander of respongbilities and
funding to nationds implies a changed IRG role, and a shift to other activities, or an
overall decrease in presence. Success means shift in strategy and/or shift in resources.

o It is important to note is tha, didinct from the vast mgority of course offerings,
BREC and ICS require far more extensve LOE and funding to reinforce existing
client capacity, and expand coverage into new dlient groups. OFDA/IRG mugt
continue to closdy examine its cod-efficiencies as a function of the up-front costs
required to shift the RMP from training toward increased “ program building”.
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o Training. While overd| traning was cut by a subgantid amount from the origind
WP, the eventud $737,420 was not fully executed and funds were transferred to
cover a portion of travel expenditures not alocated in the budget. Only 58% of the
origind WP, and only 78% of the revised WP, were actudly expended. Limits on
travel may have contributed to this shortfal, but clearly other factors are a work. As
we note earlier, the effectiveness of the use of funds is clear because while 58% of the
funds origindly proposed in the Work Plan were executed, 71% of the activities were
executed. This cost-€effectiveness needs to be viewed in light of these figures.

o Decentralization and IRG/W Participation. While the amounts are not particularly
ggnificant, it is not clear substantivdly why IRG/W should increese its travel as part
of the contract. IRG/SJO has been and is sdf-aufficient and reporting requirements
are the thrugt of interaction with IRG/W.

o Small Grants and INSARAG. It is not clear why the IRG contract is the appropriate
venue for these items.  In the former case, the impact is minima and the mechanism
is cumbersome. In the latter case, these were funds not alocated nor reimbursed, but
the activity was requested by OFDA/W.

o Monitoring and Evaluation. One of the areas that Hill requires substantial effort is that of
monitoring and evdudion (M&E). The Plan Pais provides an excdlent framework for
M&E, but more can be done. OFDA/IRG is sretching the bounds of how to measure results
and impacts. This is an enormous and innovative undertaking that has never been attempted
before in the LAC’. This is egpeddly true given the difficulties in identifying tangible
measures of vulnerability reduction through a program of this scope. Also, it is important to
teke into account the disaster management professond community’s historica difficulties
with interpreting risk management concepts, OFDA’s evolving processes are inherently
qudlitative in terms of measuring effectiveness.

o Therearefour levds of evaduation evident and in various stages of devel opment:

o During the courses in classoom evaudions. From discussons with those trained and
Ingtructors in the field, there is a sense that the tool needs strengthening. This is less
a criticism of IRG and perhaps more rdevant as a comment on how OFDA evauates
classroom performance.

o Internd to the program itsdf (training package, program as awhole)

o Inditutiond Evauaions (how trained perform in the job, performance evauation, use
of course in work). In part, the Inditutional Diagnoss of the PP fills this role, but
again amore systematic set of evauation ingtruments need to be devel oped.

o Organizationd culture and vaues, organizationd change (hes a culture of response
been superceded by a focus on mitigation, degree of intra and inter-inditutiond focus
on the broader context of risk reduction and response)

To date, the RMP/IRG PP primarily dedl a levels one and two, and to some degree a leve
three in the diagnogtics  Indeed, contractudly IRG is fulfilling its M&E mandae (levels 1
and 2) and perhaps beyond as it moves specificaly into the area of establishing new basdline
data, the tremendous effort in integrating training and outcome through SCI which & a means
for evauding impact, the prdiminay impact measures in forest fires, and some country
gpecific inditution strengthening measures.  Again, the issue is not IRG performance; rather
it reflects the limits of OFDA"s drategic objective.
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0 Replicability. The issue of the replicability of the LAC “modd” or approach is a difficult

one to answer in the abstract. The essence of the gpproach can be divided into four key areas
— Planing, Training, Technicd Assgance, and Management, and includes the following
key dements.

o The exigence of a set of contextudly developed course materids, primarily oriented
toward response, and increasingly, as an integrated set of materids, pat of a risk
management process,

o A network of nationd “consultants’ who have developed close bonds to OFDA, and
in most cases to the origina st of the OFDA team. In most cases these consultants
were paticipants in the origind course and training program. The “seamless’ nature
of the IRG/OFDA rédaionship is an outgrowth of this close knit group of consultants;

o Nationa consultants and OFDA Regionad Advisors play a key role in firs response,
providing immediate asssance and damage assessment from a  wedl-nurtured
relationship with nationd inditutions of fird response and a link to USAID and
embassy response;

o An evolutionary and demand driven gpproach to responding to nationd training
needs,

o An inditutiond multiplier effect as the origind sets of trainees have become a set of
traners, both nationdly and regiondly, reducing the need and role for direct training
through the OFDA/IRG consultants who take on a stronger role as quality control,
supervison, and technica assistance on the ground;

o A requirement of some minimd inditutiona development on the pat of the nationd
government in disaster response and preparedness.

The approach is clearly contextud and evolutionary, and in this sense may be difficult to
replicate.  The long-ganding relaionship among consultants and the OFDA team is unique,
and may be difficult to replicaste without Smilar interpersond dynamics and collegidity
built up over time. The exisence of the origind OFDA team, oftentimes referred to as the
“four horsemen” is purdy contextud, and probably not replicsble  However, some
eements of the modd can and should be adopted by other regions.

Future Directions

Q

A common theme among client organizations is a need for OFDA to extend its grasp
toward organizations and groups a the locd and commmunity level. The cosest associate
or cient of OFDA is and will reman the lead nationd inditution and NDC within
countries. However, a both the first response and mitigation leve, these is a felt need that
much more can be done. As is described in the text of this report, several clear needs and
efforts in this direction emerge the shortcomings of the Jamaican Parish response to
Hurricane Ivan; the successful and impressve coheson that has emerged in the case of
Piuras Disaster Network; the strong relationship of CONRED with some 17 NGOs in
Guatemda

The Piura Regiond Government and disaster network provides a potentid modd for new
directions and an understanding of red trade-offs in risk management. Recent coordination
efforts build upon risk mitigation opportunities and their cost-benefit with respect to the
region's history of economic losses from disasters. However, economic loss has caused a
sdective acceptance of risk with respect to zoning and residentid condruction in the city of
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Piura, because the cogt to build in less lisky zones is reported to be four times higher than
in risky ones. In addition, a growing population has led to public demand for affordable
housng, a rdated governmenta willingness to Sde-step hazard mapping, building code
enforcement standards, and the dlowance of building in flood and fluvid soil (earthquake)
zones. In communities throughout the region, this same scenario is repeding itsdf.
OFDA/IRG is wdl-pogtioned to use its existing base of resources and rdationships to
build arisk prevention mindset a the community level.

o  Linked to the above is a need for OFDA to form closer dliances with the NGO community.
OFDA/LAC has matured in its inditutiond reaionship with countries both in training and
in technicd assstance. So too has the NGO community moved from a “first generation” of
foregn rdief and direct humanitarian assstance to a “second generdtion” of more
indtitutional  relationships with nationa personnd, to a “third generation” of NGOs with
sudtainable developmenta partnerships within  countries linking governmenta  inditutions
and the community. These third generation NGOs provide clear opportunities to deepen
not only fird regponse, but drengthen deveopment-oriented efforts a  risk and
vulnerability reduction. OFDA needs to drengthen the involvement of these NGOs in their
program. (The cases of Piura and Guatemala suggest these new opportunities.)

o The evaudion team would like to suggest another innovative area for activity, one that
goes wdl beyond the purview of the OFDA/IRG contract, but is important as new
drategies emerge. Nationd inditutions amed a risk management, relief and recondruction
find themsdves searching for funding in a world of dwindling resources. A common
complaint among naional agencies is that programmetic budgets are virtualy non-existent,
and even nationd counterpart funding for training and workshops is minima. A smilar
recognition is part of USAID’s development strategy and dtrategic objectives. One answer
is an increasing recognition of the need to form drategic “Public/Private Alliances’ in the
face of dwindling resourcess A sSmilar recognition is pat of USAID’'s development
drategy and drategic objectives (SO). A recent pilot project in Kingston, Jamaica
highlights some of these posshbilities where vulnerability assessment and mapping could be
linked to private sector development, property insurance and re-insurance interests.
Involvement of universty sudents in vulnerability assessment and training is an important
part of this pilot exerciser A recent USAID project initiative in Guatemada with public
private dliances in the socid sectors (hedth, education) dso suggests the possbility of
incorporating risk management and assessment efforts to devel opmenta purposes.

Findly, it is the opinion of the team tha the “sarvice deivery” modd and the current
OFDA/IRG rdationship bring a great ded of vaue added to OFDA’s capacity to accomplish a
great ded in a very cod effective manner. The “bang for the buck” is evident. Whether one
measures OFDA’'s impact from a process perspective (numbers trained, courses delivered, etc.),
from the perception of the client (“OFDA has created the nationd inditutional cgpacity,”), from
an impact perspective (nationd ingtitutions and programs bear the OFDA stamp in virtudly dl of
their training program, response time has been reduced and coordination increased, overdl
vulnerability has been reduced and bears some relationship to the presence of OFDA), there is a
cler message: it works and works quite well.  While some improvement dong lines suggested
above will make the model better, asit currently stands, it works and well.
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EVALUATION:
USAID/OFDA/LAC RISK MANAGEMENT PROGRAM

[ Scope of Work of OFDA/LAC RMP Program

This report provides an independent evduation of the USAID's Office of Foreign Disagter
Assgance in the Latin America and the Caribbean region (USAID/OFDA/LAC) adtivities in
risk management and other sectors implemented via the contract with the Internationa Resources
Group (IRG) in the LAC from 1998 to the present. This evaluation focuses on documenting and
asessing overdl program and country coverage, program _management and coordination,
client/OFDA redions, effects and impact. It reflects the work of a two-person team of outsde
professonads who examined OFDA’s and IRG's ability to deliver on drategic objectives, have
discernable impact, demondrate efficiency in reaching its target audiences in the region,
coordinate complex activities with multiple key players, and redize an dement of sustainability
through itsinterventions.

In pursuit of its global mandate to save lives, dleviate suffering, and reduce the economic impact
of disasters, OFDA has a contract with Internationa Resources Group (IRG) to provide various
programmatic and adminidrative services in the LAC region. This set of two contracts, which
began in June 1998, was origindly used primarily to conduct disaster response-reated activities,
and especidly training. In May 2003, OFDA shifted its overdl approach in the LAC region, now
placing a grester emphads on risk management. An examinaion of the Operaiond Plan reveds
an important change of direction, dthough the overdl OFDA drategic objective is focused
primerily on response.t

The focus of the IRG contract changed accordingly (minimdly), with its activities increesngly
focused on reducing regiond vulnerabiliies while smultaneoudy building locd capacity to
respond to disasters. IRG support contract activities continue to be traning and evauation
focused in keeping with the thrus of OFDA/W but now emphasze technicd assgance and
training, although response remains the primary contract focus.

Overdl, the IRG support contract offers training, technica assstance, disaster mitigation, and
disaster response support to twenty sx countries in the LAC region. Activities carried out under
the contract are tailored to the particular needs of each country. This report focuses on IRG, but
in the context of an approach that has emerged in the period that is OFDA/LAC/IRG. The effort
documents the types of assstance provided under the IRG support contract, assesses the
effectiveness and sudtainability of the activities undertaken, identifies areas of drength and
potentid improvement, and offers recommendations on new directions and the scope of a future
indtitutional support contract in the LAC region.

1 A review of the Operational Plan for OFDALAC, the IRG 2003 contract and overall OFDA SO and IRsreveals
some important distinctionsin scope.
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[I. Evaluation Methodology

This evdudtion is a bit different from traditiona Project or Program Evduations. Tha is
because the OFDALAC program is not a typicdl USAID program. The evaluation team has
opted for a more grounded approach, possibly anthropologica in tone at times, given the nature
of the program.

During the course of the fidd-work for tis report, the team was able to vist USAID/OFDA/W
for initid interviews and debriefing and the USAID/OFDA/LAC office in San Jos, Coda Rica
for a period of gpproximady ten days. During that time the team interviewed both the OFDA
team and the reddent IRG team in substantid depth. In addition, a number of teeconference
interviews were hdd with one Regiond Advisor, IRG consultants and Nationd Disager
Coordinators in Perd and various countries in the Caribbean.. The team aso conducted
interviews with principd OFDA clients in Costa Rica, both public and non-governmentd. A
fourth source of information for this report conssts of documentation gathered in the OFDA and
IRG offices.

Findly, the team caried out an extendve st of fidd vidts to Jamaica, Perl, Guatemda and
Nicaragua over a period of three weeks. The joint (IRG, OFDA/LAC, Evduation team) decison
as to what countries would be visited as part of the field research was guided by severd criteria,
athough an eement of subjectivity isaso evident:

0 Budget limitations that required a limit to three and possbly four countries in
addition to CostaRica;

0 Rddivelevesof complexity of coordination among inditutions and country size;

0 Rdative degree of success or failure of operations;

0 Rdatve levds of participation of loca actors and (senior, in paticular) IRG
consultants for better scope or view of operations.

Personsinterviewed and offices vidted are listed in Annex A. Interview Protocols that served as
guides to informetion gathering are provided in Annex D. Itinerary of vistsare provided in
Annex C.

Of importance as wdll is a debriefing exercise held with both OFDALAC and IRG daff where
the effort wasto dicit a better understanding of avery complex and unique USAID program.

The evaduaion is aleto draw conclusions on the impact of the RMTP in the LAC by framing
and directly relating impact to the strengths and weaknesses in OFDA/IRG' s identification of

key stakeholder organizations (clients), assessment of client needs and vulnerabilities, ddivery

of course content and technical assstance, and client management. Impacts identified in this
report are tangible products, tangible measures and outcomes, and indicators of risk management
processes or “process indicators’.

[Il.  The Evolution of the OFDA/LAC Approach: Understanding the
“Model”

While the essence of this evaludion is in the period from 1998 to the present and the initition of
the IRG contract with OFDA, it is impossble to view the more recent period without reference
to an emerging paradigm that began prior to the current contractud relaionship. Indeed, the
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“modd” itsdf is the result of evolution, trid-and-error, and a growing internal sense of lessons
learned from the past.

The overdl experience of OFDA’s engagement in Latin America and the Caribbean has been a
highly postive one. The “modd” for OFDA’s engagement throughout the region has evolved
over the past two decades in response to very practicad and grounded perception of needs and
opportunities.  This evolving approach clearly is the result of the overarching influence of Mr.
Paul Bell until his unfortunate demise in 2003

The approach is unique, contextud, and higoricd in its evolution, and this may affect its
replicability. From the early days (mid to late 1980s) through the present we see at least three
critical junctures.

In the period from 1986 through the middle of the 1990s, the approach was characterized by
highly persona rdationships, an emphass on firsd response, a somewhat reactive and sporadic
effort to drengthen individua dekeholder response skill-sets, and a limited sense  of
accountability in a programmatic or budget sense. It is in this period that the initid informa
network of national colleagues (now, many of the nationd consultants) began.® However, even
a this early dage, inditutional presence and action began. In Coda Rica, the CNE credits Mr.
Bdl and USAID/OFDA for efforts to move out of smple recondruction efforts and for
promoting the creation of the Directorate for Mitigation and Prevention in the early 1990s. Other
nationd lead inditutions reflect the same emeqging rdaionship with naiond expets (laer
consultants), OFDA and the inditutions. Similarly, initid contacts between nationd firefighters
and training and the physcd contact with Miami-Dade County Firefighters began for a number
of Latin American countries.

Because the approach was disaster reief, the role of USAID and the MDRO were more
gonificant. In 1987, that was manifet as dmost pure disaster response and interaction and
through the MDRO in AID missons tha they supported. That relationship would change quickly
as the redization that the inditutiond reaionship with USAID missons was too cumbersome,
wrapped in red tape and bureaucracy and that an dternative quick response had to be set up. The
decision to use a contractor for training emerged (Partners of the Americas).

The early efforts in the Eastern Caribbean (EC) began somewhat later but with a smilar pattern.
In 1989, training was conducted directly by OFDA/W (through U.S. consultants) and courses
were primaily in TF, dissster program management and relief, later in shelter management, and
gtill later other courses were added. But a program did not exist

A second period or juncture (mid-to-late 1990's) is characterized by a degpening of the network
through nationd long-term fidd consultants, a stronger emphasis on refining course offerings,
deeper rdationships with nationd inditutions (not just individuds), and some integration of
course content into client-indtitutional  practices. However, course ddivery remained the
essence, while inter-agency coordination remained a long way away. Perhagps more importantly,
the management style under the rather open-ended (grant) contract with Partners of the Americas
left a ggnificant gap in adminidration and management practices, and in any red sense of

2 Thereis/was astrong cult of personality in the persona of Paul Bell, Ricardo Bermudez, Alejandro James and René
Carrillo, the “four horsemen” as more than one interview suggested. The links to the International Red Crossin
those early yearsisalso evident.

3 All but five of the current consultants were already part of the network prior to the arrival of IRG and the 1998
contract.
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financid and cod-effective accountability. In the words of one of the participants, “It worked so
well we became victims of our own success. We became overwhemed by the demand for
traning to which we couldn't yet respond.” The growth of demand overwhdmed the meeger
adminidraive cgpabilities and number of the persond and active leedership and even the amadl
network.

A third juncture or period (1999/2000 until very recently) is perhgps the most Sgnificant shift.
The impact of Hurricane Mitch on the entire OFDA (and nationd) portfolio of activities cannot
be underestimated. The “storm of the century” provided a laboratory for understanding (a) the
need for deepening the response capabilities of nationd inditutions, and (b) the need to shift
emphases increasingly toward mitigation and risk management. It is here where OFDA begins
to bring order and management to a relaively loose inditutionad dructure, both in OFDA/LAC
centrd and in the (new) IRG consultant network. Programmatic and budget accountability,
regular and sysemdic client contact toward stronger inditutiona relationships, and an incipient
thrust toward linking TA to the OFDA/IRG “in-house” process is evident, athough response and
training remained (remains) the bread and butter of the approach.

The Centrd American Mitigation Initigtive (CAMI) not only provided a substantid funding base
for nationd governments to respond, but it informed the foci for the initid IRG contract (abeit
the contract preceded the event). These emphases included:

A need to focus greater atention on risk assessment and vulnerabilities.
The need to address weekness (vulnerability) in inditutions and the absence of inter-
agency coordination.

o The CAMI initigive led to the deveopment of the Plan Pais, OFDA/IRG's more
comprehensve and (inter-)ingtitutionally focused risk management effort.

o The need to focus on various actors and jurisdictiona levels in response, and not just
key nationd indtitutions.

o An increased focus on more comprehensve vulnerability andyses that did not exist
prior to this time, with a better understanding of economic, sociad, and physicd
relaionships before, during, and after adisaster.

This period adso brought the most ggnificant change in management and adminisration. Among
the mogt significant changes were:
0 A busnesslike gpproach to service ddivery (eg., the incorporation of IRG South as
a legd entity, daff-management relaions, new legd parameters introduced in Costa
Rica)
0 Strengthening of the financid management, budget and control sysems with the
advent of afinancia manager with strong USAID experience
0 The dear separation of management from technica service delivery (the arivd of a
permanent Senior Technical Manager)
0 A program gpproach to the design of activities (work plans, and eventudly the Plan
Pais)

Findly, we are a another critical juncture. In part, this is driven by OFDA concerns with new
contract relations and the condraints imposed by the current contract. In part, this juncture is
one where one might question the rdative emphases in the overal program (eg., among
response, mitigation, traning and TA). And, findly, the current milieu provides an opportunity
to reflect on future directions. Many of the observaions and recommendations that follow
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address what might be done and what should or could be new horizons for the program and the
modd.

IV. Principal Evaluation Themesand Country Case Examples

Four principa themes emerge from the eva uation:

A. Wha has been the coverage of risk management activities under the IRG/OFDALAC
contract in terms of types of activities, country coverage, and the client targeted
indtitutions and populations?

B. How has IRG/OFDALAC contributed to building nationa capacity and strengthening
nationd inditutions in response and risk reduction, and how has coordination evolved
among national ingtitutions, other donors, USAID, and NGOs?

C. What has been the overal impact of IRG/OFDA’s program?

D. How has the management and adminidration of the IRG contract evolved and what
isues remain to address in management and adminidration as thee reae to
operationa outcomes of the program?

In each theme, the report begins with an overview of mgor observations and findings and
follows with a discusson of key observaions in each of the country dte vigts of the evauation
team.

A. Coverage of Programsand Country Target Populationg/Actors

The IRG country portfolio has grown subgtantidly over the course of the past five years, and
now includes 26 countries in the LAC region, and operates through a network of 19 fidd
consultants. Until recently, the program in the Eastern Caribbean has received less attention,
following a lull in activities in the late 1990's, and into early 2000. However, the East Caribbean
represents the largest growth area for the RMP.  The number of trained personnd in the client
countries has grown deadily over the life of the IRG/OFDALAC rddionship, athough
determining the number of participants dill active is less clear. As can be seen in the following
graphic, the numbers of participants and indructors trained under the program has grown, abeit
with some vaidion among yeas. From a modest level of participantsingructors in 1998 of
some 1300, the program has grown to a consistent average of more than 3100 participants and
ingructors over the remaining years of the program to date.

Relationship Participants/I nstructorsby Year

1998 1999 2000 2001 2002 2003
Participants 1200 1896 2952 3642 2604 2745
% 0.92 0.95 0.87 0.80 0.82 0.86
Instructors 100 100 440 937 582 446
% 0.08 0.05 0.13 0.20 0.18 0.14
Total 1300 1996 3392 4579 3186 3191

The dominance of the Latin American presence in the program is evident. But in recent years,
and as the program deepens, the emphasis on the Eastern Caribbean is clear. The numbers are
andl to dae, but the growing adaptation of the course content to emerging Englishspesking
Caribbean needs is apparent. From an initia course (TFI) in 1998, and 8 participantsingtructors,
in 2003 there were 11 courses and 233 participants. Much more needs to be done in this region,
paticulaly as some Lain American countries “graduae’ from direct paticipation of IRG
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conqultants in course ddivery. In particular, the problem of the need for more ingructors is clear
in the face of problems of retention. One other important lesson that emerges from the
Caribbean case is the answer to the question of replicability. Th past severd years appear dmost
as a new beginning after a subgtantiad lull in OFDA/LAC relations and the presence of OFDA/W
directly. But the gpplication of the Lain American experience to the EC shows eements of the
replicability OFDA/W islooking for.

Courseshy Year and Type: Caribbean

Course Year 1 | Year 2 Year 3 Year 4 Year 5 Year 6 Total
TFI 1 2 0 0 1 0 4
DANA 0 0 4 2 0 2 8
SSM 0 0 0 1 7 4 12
IDA 0 0 4 6 2 5 17
Taotal 1 2 8 9 10 11 41
# Participanty/

Instructors 48 24 192 216 201 233

Course Content and Changing Strategy. The second IRG contract coincides with a dramatic
shift in drategy away from the exising emphasis on courses and response. However, the course
content of much of the training remans response oriented. This is in keeping with OFDA’s
drategic objective. As can be seen in the following graphic, first response and forest fires ill
represent the mgority of training. In al of the country vists, the emphasis on the need for a
sronger presence in risk mitigation and prevention was proffered by client respondents. While a
shift toward risk reduction is evident in some of the country programs and in the graphic, by far
the inditutiond framework - and OFDA training — remains response driven. In some cases,
there was concern expressed about course content updating to current redities and the need for
new response moddities (eg., chemicd disasers).  Technicd asssance has become an
increesngly evident pat of the drategic portfolio. However, there is a greater need for
OFDA/IRG to play a role in technica assstance beyond its current scope, and in areas where to
date little has been done (legdl framework, regulatory structure, land use planning, etc.).

A further area of some discussion in the fidd and with IRG and OFDALAC daff has been the
need for management and programmatic decisions about the “success’ of trandfer of technology
and the passng of responghilities to naiond inditutions and daff. Some countries (in the Latin
American ca2) may have maured to the point of “graduation,” particularly in terms of course
indruction Two of the five country vigts reflect this issue.  In both Peru and Guatemda, the
level of inditutiond maturation is very high, and one might question the role of IRG consultants
in terms of the level of effort nationdly and in terms of the kinds of activities pursued. This is
not the case in the Caribbean countries, dthough in the short period of “re-engagement”
substantial advances have been made.

In traning, the role for senior consultants in a least these two countries has diminished
subgantidly: even with problems of rates of retention of ingructors both countries have
graduated with qudified nationa ingructors. But, the implication dso is that new emphases and
roles should be emphasized (and to some degree these are becoming evident in drategy): new
courses responding to new technologies and events, grester inditutiondly focused TA, more
intense work with entities outsde the nationd inditutiond framework (NGOs, locd community
organizations). And, perhaps, alower leve of effort nationaly.
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Targeting RMP Clients in the LAC. Key to IRG attivities in every country is the nationa
emergency organization, and the firefighter organization(s) as fird response inditutions. From
the IRG perspective, the Plan Pais and its diagnogtic tool provides the key input to determining
inditutionad  srengths and wesknesses, and potential  programmatic objectives. The work plan
and programming exercises are conducted by each consultant, and the program review is
conducted in unison with other IRG consultants and management. Because the country
diagnogtic must take into account numerous postive and negative factors, OFDA/IRG seeks to
identify the broadest possble audience. For example, it is sometimes the case that politica
sengtivities to intervention training make it preferable for IRG to work a the functiond or
operationd levels. Other times, it is preferable to court upper-leve decison makers and politica
leaders in order to establish a sustainable program.

Specificaly, the criteria used to sdect clients and assess program needs relae to organizationd
wesknessss found throughout the LAC region: smal dlient budgets, lack of continuity/high rate
of dtrition among recipients of traning, inditutiond turn-over, inditutiond and geographic
territoridian, and little inditutiond or externd support for risk prevention and mitigation
programs. These factors should be consdered “contextuad condraints’ to the RMP's overdl
effectiveness and impact.

In response to these limitations or obgtacles, IRG consultants have difficulty monitoring not only
course traning, but dso the utilization of the information itsdf. To counter the difficulties in
capacity monitoring, IRG conaultants rely on each other and share experiences with client
sdection and country diagnogtics through annua regiond medings.  The inditutiondizetion of
this foom of internd communicetion is criticd for programming individudly and collectivey.
This approach enables consultants to collaborate in problemsolving and targeting new dient
organizetions as candidates for course indruction toward building additiona risk management

capecity inthe LAC.

There are severd of “interna condrants’ (OFDA/IRG) that affect the reach of the country
diagnodtic, identification of clients, and client needs assessment activities  Fird, the shift from
an emphasis on response to risk management is a recent one. Given OFDALAC's 20-year legecy
of response-oriented fidd-work, operationdizing risk management principles will teke more
time to achieve. Second, OFDA/IRG engages the LAC region through 19 consultants covering
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26 countries, and produces strong results as measured in absolute terms or in cost-benefit term;
however, the resources are dtretched. The focus on key stakeholders a the naiond and
ingitutiond leve is — and will remain - a priority for program continuity. As a result, the RMP
has had less opportunity to reach out to locd leve inditutions such as community leadership,
action committees, and parent groups. These populations and groups make up the firg-impact
and firg-responder landscape and require greater attention in the program.

In the fidd vidts by the evauation team, some of these factors are gpparent. In the following
sections, these country contexts are highlighted. One of the more poignant findings of this
evduation has been the overwhdmingly postive perception of IRG fidd consultants, and ther
role in egablishing drong client reaions and program content in conjunction with nationa
inditutions. A clear lesson from the model emerges: being on the ground counts.

Costa Rica. Coda Rica is somewha unique in its risk management cgpacity profile because of
comparatively few disader events and its podtion as the long-standing centerpiece and
headquarters for OFDALAC's risk reduction and response program. Today, OFDA/IRG has a
andler opeationd role in its dlient's activities, but is greatly vaued by cdlients for its high
credibility in furthering the country’s dissster management interests with nationd, regiond, and
internationad devdlopment entities OFDA’s man dlient, the Naiond Emergency Commisson
(CNE), is dle to meet a variety of risk management chalenges. Ironicdly, the relationship with
CNE is drong but intermittent. While the CNE actively develops (inter) inditutiona programs
and coordination competencies, it is the firefighters who gppear to be the active recipients of
OFDA activity in recent years. The presence of direct OFDA activity in training is less apparent
today because in many ways Codta Rica has dso “graduated’: sdf-aufficiency is evident. The
drong inditutional capacity here is a function of ealier OFDA work, and in particular the
presence and participation of firefighters from the Miami-Dade County contract.

In the case of the nationd Red Cross, OFDA interaction has waned dramaticdly from earlier
years. The loss of a strong higoricd persona reationship has changed the interaction with
OFDA. Rdationship with OFDA seems to be limited to the provison of equipment, logistics
during relief efforts but not as srong in training today. Since 2003 (and the arriva of the IRG
consultant for the country) there has been some renewed training (SCI, BREC) but more often
with didactic materids rather than courses.

Jamaica. OFDA'’s approach to client sdection and coverage for Jamaica focuses on its nationa
dissster authority, the Office of Disaster Preparedness and Emergency Management (ODPEM).
OFDA/IRG presence is srengthened immeasurably by the presence of a very active senior IRG
consultant who has developed drong relations with both nationa inditutions and USAID.
OFDA works with ODPEM to conduct profiles of ODPEM partners in emergency management,
like the Red Cross. For Jamaca the drength of the RMP is limited, in large part, by the
contextual weeknesses found throughout the Caribbean: Cabinet-levd and dient budget
condraints, lack of continuity/high rate of atrition among traning recipients, a highly
centrdized (ODPEM) dissster management dructure, and little indtitutiond, legidative, or
externd support for risk prevention and mitigation programs. Respondents indicate that attrition
rates are likely owing to the fact that between 1991 and 1994, OFDA offered ingtructor training
but no courses, and from 1995-2000 offered courses, but no indructor traning. Qudified
pesonnd dmply move on. Only snce 2000 has OFDA provided both capacity building
products. The gppropriate “clients’ for action emerge here clearly. In response to Hurricane
Ivan, the level of disaster preparedness and damage assessment capability appeared limited at the
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level of locd inditutions, the parish councils were not as successful as expected either in
assessment or in communication.

Peru. While the gze of the country, its geographic chalenges, culturd variations, and range of
hazards (earthquakes, floods, landdides, forest fires, drought, and EI Nino) seem daunting, the
chdlenges are wdll matched by Peru’'s inditutional resources. Peru has a dynamic and effective
rsk management profile. OFDA/IRG RMP country diagnostic and dient needs assessment
divides northern, centra and southern regions according to the unique contextud factors
particular to each. In Lima, dient groups who have benefited most from the RMP are INDECI,
the Minisry of Hedth, Ministry of Education, Ministry of the Interior, and the Volunteer Fire
Department.  Secondary beneficiaries are the Nationd Police, the Peruvian Army, and
International Red Cross.

Ovedl, Paru's legacy of militay command and control over civil defense issues, and over the
public sector, is evident. In the south (Lima), the military’s tendency toward a sdf- insulation
and df-protection is paticularly strong. IRG has tried to circumvent such forces by promoting
its consultative process of assessing client needs as “an opportunity to improve its own methods
and course content.” The IRG senior consultant indicates that this tactic has met with limited
Success.

One message that emerges from the Peru context is that client responsveness requires new
efforts with changing partners. There is a need to sSrengthen drategic dliances for the longer
teem. For example, opportunities present themsdves to solidify ties with universties to
drengthen formation for risk management in a more forma way. IRG consultants aso point to
the need to create a more integrated and forward looking training program with the private sector
and NGOs, something that these groups have asked for. Peru's NGO community exhibits
paticularly strong organizationd meaturity, and provides an ided partner for future OFDA/IRG
activity. Municipd devdopment and decentrdization, or regiondizaion are mgor thrusts of the
government and OFDA can and should move to support these efforts. Today, we see this effort
in the case of regiond effortsin Piura, and to alesser degree, in Cuzco.

The case of regiond efforts in Piura were visted by the evauation team as a possble modd for
promoting interaction among various types on actors in risk management and response. In Piurg,
the RMPs diagnostic and needs assessments differ from those in Lima because of the
complexity and extensveness of risk vulnerability, that is, exposure to five types of risk on a
continuous bads, and frequent impacts from combined hazards including El Nifio, earthquakes,
floods, drought, and landdides As such, Piurds risk management community and its citizenry
have a conscious and heightened perception of risk which, according to respondents, “permestes
daly thinking and concerns” However, the geography/hazard complex crestes great differences
in community risk management capabilities, and OFDA and its dients sruggle to build equd
capacity across communities far from the regionad cepitd. Moreover, Piura, with an agro-
indudrid (cotton) and fishing economy, is impacted by flood and drought damage in the near-
term, and economically depressed by flood, drought, and El Nifio in the long-term term. Findly,
the prevalence of flooding has brought about frequent outbresks of dengue throughout the
region. Client groups mos benefiting from the RMP are the Piura Regiond Government (PRG)
the Minigry of Hedth, Minidry of Education, Minisry of Agriculture, INDECI’'s regiond
divison, Pan Pura (formely HMan Internationd, localy-based disaster management NGO),
CARE, and the Universty of Pura Secondary beneficiaies include municipad (sector)
commissions, and loca (mayora and citizen) committees.
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Guatemala. Guatemaa agppears to be another country close to “graduation.” In sdecting
appropriate RMP clients and terms of engagement, OFDA/IRG takes into account numerous
factors. its coastd and mountain landscapes, its risks to earthquakes, floods, landdides, forest
fires, and hurricanes, differences in risk perception and culturd practices among its numerous
Mayan communities, Guatemda's long higory of military command and control influences on
the public sector, and the fact that, as of 1999, its naiond disaster management authority
(CONRED), is civilianrled. The country diagnogic is paticulaly informative in the
identification of key socio-culturd and inditutiona factors. Assumed in the country diagnogtic
and dient needs assessments are the ubiquitous chdlenges to mantaining inditutiond capacity,
such as inditutiond turn-over, shifting priorities, inter-agency politicd gamesmanship, and
funding congraints.

The key to Guatemaa's success has been the intense development of CONRED and a very wdll
seasoned and trained firefighting team (public and voluntary), in pat due to the earlier and
continued presence of OFDA and now IRG. The RMP has built capacity built within CONRED
(National Disaster Response Council), Minidtries of Hedth and Education, and among both
Volunteer and Municipd Fire Departments.  Secondary beneficiaries are he Nationd Police and
the Guatemdan Army traned by OFDA-certified client ingructors. Finaly, because CONRED
has built srong reationships with 17 municipd and community-based NGO's, OFDA/IRG is
well pogtioned to build new rdationships and RMP capacity among fird-impact populations.
Discussons with members of the NGO community point agan to the need to drengthen
OFDA/IRG rdations with dternative dients and inditutions to the traditiond nationd
inditutions. This thrugt is important in Guatemala because of the maturity of NGOs such as
CARE, Caritas, and others.

Nicaragua.  Nicaragua recently (2000) trandtioned from a Civil Defense led emergency
response authority to a nationa risk management coordinating authority (SINAPRED), driven by
an Executive Secretariat and an Opeaiond Commisson. Overdl, OFDA/IRG dlients are
plessed with the hift, indicating that OFDA has been indrumentd in ganing inditutiona
support. In particular, client organizations point to a growing role tha OFDA/IRG has played in
providing technicd assgance for sectord planning and even legidation. However, the effort
remans principaly response focused on the pat of OFDA/IRG interventions (courses).
OFDA/IRG's man dient inditutions (SINAPRED, Minidries of Hedth and Educatiion) are
drong a the nationd levd (Managua), but little capacity a the depatmental or community
levels exigs. In the sector minigtries and in government efforts to decentrdize, the opportunity to
reech beyond traditiona clients is evident. OFDA is well-postioned to continue to work with
SINAPRED to develop drategies for extending the RMP to Nicaragua's rura community-based
organizations. Groups benefiting most from the RMP are SINAPRED, Volunteer and Municipa
Fire Depatments, Minidries of Education and Hedth, and Civil Defense. Secondary
beneficiaries include the Nationd Police and the Nicaraguan Army.

B. OFDA’sRolein Building National Capacity and Coordination

A primary objective of the RMP is to empower national risk management dtakeholders with
disaster preparedness and response capacity (sdf-auffidency). The secondary objective is to
endble “graduated” dissster organizations to meet the next set of chalenges, namdy risk
prevention and mitigation programs that link risk management practices to national development
plans. Building nationd capecity is the essence of the program. Regardless of the frequency of
criss events, decentralized client (response) capacity enables OFDA/IRG to move a client and/or
a country toward reduced vulnerability. In generd, the Incident Command System (ICS) course
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and the Facilitation Skills course embody OFDA’s skills and services package for building risk
management capacity both within and across organizations repectively.

Capacity Building among National Ingtitutions. The OFDA/IRG team has produced a high
level of sarvice ddivery in the countries targeted by the evauation. OFDA/IRG has the greatest
success huilding capacity within nationd disaster authority and firg-responder indtitutions at the
nationd levd. Certified dient-ingtructors are rdied upon to reach out to regiona and municipd
divisons. Because of the endemic inditutiond problems with retention and turn-over, the RMP
drategy is to reinforce capacity a the nationd level where retention is less of a problem To a
lesser degree, the RMP has built capacity with locd-level governments and community groups
based on its current resource-use priorities. Activity a this levd is increasng, is dealy the
direction to move, and is based on interaction with the NGO community.

Technical Assistance and Responsiveness to Client Capacity Needs. OFDA-IRG is perceived
generdly as effective in building capacity through technical asssance as wdl as courses A
teling indicator of this responsveness and culturd affinity to dients is seen in Guatemda's
CONRED where choices between a “FEMA approach” and an “OFDA approach” divide the
traning of a number of daff members (see bdow in Guatemda). With respect to technica
assgance, IRG consultants persondly monitor client programs, though, for example, the damage
and needs assessment (DANA) program’ s effectiveness requires an emergency to evaluate.

While conaultants interact with clients on program desgn (disaster program adminigtration,
damage and needs assessment, and shelter management), they rardly jointly desgn training
course-content, and only minimaly conduct follow-up needs assessments. Client groups indicate
a need for OFDA/IRG to increase the continuity of consultant contact with clients, and extend
the RMPs conaultative methods for technicd assstance into its course design process.
Respondents perceive this move as a way for OFDA to become more flexible and responsive to
client needs, and for trained clients need to better equip themsdves to apply these skill-sets to
changing demands and conditions within organizetions. Two areas in paticular have been
noted: courses and training in chemicd and biologicd materid and smplified courses and
materidsfor loca levd training.

Findly, given its current human and financid resources, OFDA/IRG builds inter-agency
coordination by identifying and cregting opportunities for inditutional clients to communicate
with each other and coordinate through forums, workshops, conferences, and planning cels
within countries, and replicate or regiondize the deveopmentd process of inter-agency
coordination in other countries. As such, OFDA/IRG's true vaue-added in the LAC region is
found in the range of close rdationships it mantans with key decison-makers across
dekeholder inditutions. This evauation team beieves that OFDA/IRG is wel podgtioned to
increese paliticd liason activities, and deveop a platform for linking nationd development and
disaster management authorities at the Minigterid and Cabinet levels. It is the key to any interest
it might have in building the rdief-to- development linkage.

One area that has seen increasing support for capacity has been in forext fire prevention and
support. OFDA/IRG's forest fire prevention traning has been extended to stakeholders
throughout the LAC. Although country officids often differ with OFDA on course content,
timing of implementation, and dollars needed, with limited funds, OFDA proactivdy follows up
on course planning, and monitors launched programs, which has led to a postive impact on
cgpacity building. There are some 170 volunteer, community-based educators and 750 volunteer
firdfighters in the LAC. The Forest Service (OFDA) couse content and objectives are
integrated into the policies that guide the Nationd Deveopment Plan (CNE), which integrates dl
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risk management stakeholder organizations. Today, BREC courses are standardized in 17
Centrd and South American countries.

OFDA and Coordination. OFDA/IRG's role in coordination takes a number of forms. Fird,
OFDA has played an important role in drengthening inter-agency coordination within nationa
contexts. This role has a long higory in some of the case countries (Peru, Guatemda, Coda
Rica), and is more incipient in the case of the EC. The move toward TA activities in the recent
past provides dgnificant opportunities for expanding that role to more than smply inter-
inditutional coordination in the forma sense.  Activities in the legidativelregulatory sphere,
adtivities in drengthening linkages with nonrgovernmenta and locd organizaions, activities in
the sub-nationd levels of government, and even with privaie sector organizations in both
regpone and mitigation are windows of opportunity. In addition, recent course development
(SCl, for example, or “light” courses in response) provide red opportunities to both strengthen
inter-ingtitutiona relationships and to reach to new partners.

One of the areas of concern and interest is the need to Strengthen regiona (cross-nationd) and
internationa coordination efforts.  In each LAC sub-region (South America, Centrd America
and the Caribbean) there are ongoing OFDA/IRG efforts in courses and in communications. The
drengthening of rdaions with CAPRADE in the Andean region has been very effective in
giving gregter regiond flavor to risk management activities. In the Caribbean, the incipient
relations with nationd disaster organizations and the Caribbean Development Bank (CDB)
provide improved mitigation and response capabilities, dthough drained redations with CDERA
give some room for pause. However, severe financid limitations hinder these regiond efforts,
epecidly on the pat of naionds. The cases in Centrd America of both the forest fire and
firefighters atempts to coordinate regiondly deserve mention. Closer interaction with exiding
regional organizations is a priority and should be strengthened. Current interactions through UN
INSARAG, CAPRADE, UNDAC, PAHO and others are important for OFDALAC and IRG,
dbeit it is not clear that they are a pat of the IRG contractua relation but go beyond forma
obligations.

Coordination with USAID Missons. While the team’'s contact with missons was limited,
severd observations are warranted. The early decison (1988) to move activities from USAID
MDROs as a cumbersome mechanism was probably correct, but one result is a continuing image
of OFDA/LAC as a loner. In the case of OFDA/IRG this image is aso evident and consultant
relaions with MDROs is a mixed bag, and is a function of both the consultant and the MDRO
perception of therr roles. In some cases (Jamaicd) the reation is strong and interaction is
congtant. In others (Peru), the IRG consultant has had little interaction directly. In part, this is
adso a function of the MDRO as primarily a response mechanism, not one involved deeply in risk
management or mitigation. In addition, it is through the OFDA Regiona Advisors that this
relationship is most evident. The RA sructure provides the OFDA/IRG consultants with greater
access to USAID, is important well beyond the IRG contractud role in areas more related to
policy and politicad interaction, reflects the authority of OFDA, and provides a needed liaison
role to other USG agencies and international organizations. In addition, MDROs often are not
OFDA trained. Further, the interest of MDROs in this added role to an aready full work agenda
is dependent upon individuds.

With respect to measuring institutional capacity and inter-agency coordination, one find
observation should be taken into account toward improving client relations and capacity building
efforts. while nearly 34,000 people in the LAC have been trained, it has proven difficult for
OFDA/IRG to track the exigence and the use of such cgpacity within countries, though new
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tracking programs ae under development. In spite of advances in the TTS, there reman
difficulti4es in determining the numbers of active and inactive course recipients actudly on the
ground.

Costa Rica. OFDA/IRG's man cdlient, the Naiond Emergency Commisson (CNE) has
“graduated” to manage emergency preparedness and response activities without much need for
externd support. In part, this is a function of earlier OFDA support for the inditution. However,
much of that earlier interaction was of a highly persona nature, a rdaionship that is only now
beginning to reemerge with the gppointment of the IRG consultant. OFDA'’s reduced role aso
reflects a reduction in the nation's inditutiona vulnerability to naturd hazards.  Through the
Nationd Emergency Commisson, OFDA/IRG has built a solid and decentrdized risk
management profile for Costa Rica and reduced the need for OFDA/IRG's vigilant
renforcement and expandon of dient capacity. Clients act independently, and OFDA/IRG
personnd  provide mosgtly politicdl and some programmatic support to clients as needed and
determined by the clients themsdves.

The Red Cross exhibits a high levd of risk management cgpacity, achieved through OFDA
traning, and conagent interaction with the CNE. The Red Cross public goprovd raing is
97.5%. The Ministry of Education oversees its course (DANA, ICS, TFI) certification needs, and
was empowered by OFDA to perform these functions. As such, OFDA has not directly built the
overdl capacity of the Red Cross, especidly when compared to OFDA’s ongoing commitment to
building capecity for the Fire Depatment. Red Cross leadership expressed a grest dedl of
frudration in describing its interaction with OFDA, saying that frequent requests for training
have not been met. But, because the Fire Depatment is a legidaivdy mandated first-responder,
priority is placed on addressng its traning needs. Another potential source of weskness in
OFDA-Red Cross rdétions, ironicaly, may be due to the success of the Red Cross. The Red
Cross has interndly condructed a network of some 6,000 volunteers through its community
outreach programs — volunteers range from members of rurd communities to doctors, assembled
across the country through 120 committees

The Fire Department exhibits the highest degree of capacity among dl fire departments studied
in this evduation and has benefited from long-standing reations with OFDA.. This unique Saus
is the result of a strong and permanent flow of funds to te department, a product of its “gting”
within the public monopoly of the INS, the Nationd Insurance Inditute. In addition, this
location has pushed the firefighters in the direction of mitigation and risk management more
rapidy. Because it is the most “advanced’ fire depatment in the LAC, there is little current
need for traditionad traning and TA. OFDA/IRG focuses dmost exclusvely on cdlient rdations
and management, and less on capecity building. In fact, both volunteers and pad firefighters
have undergone the APAA, SCI, HAZMAT, BREC, and EDAN courses and serve as regiond
trainers. Prevention efforts have grown since 1999, especidly through advances in chemica
andyss and fire detection systems. Specificdly, its engineering department links fire prevention
and preparedness, and 0 firefighters directly reduce the potentid need for crids response
gtuations. The Fire Depatment has 400 full-time firefighters and 1000 volunteers located in 71
gtations throughout Costa Rica. Here, graduation has occurred.

The Fre Depatment, with many postive lessons learned from its contract with the Miami-Dade
Fire Department, recently (2002) expanded its collaborative agreements to work with Fairfax
County, VA and Los Angeles County, CA. Impacts on capacity building and coordination have

*The TTShasan impressive list of over 5,800 participantsin the variety of training activities, by gender by country
by training and whether active of inactive.

Evaluation: USAID/OFDA/LAC 13 December 2004
Risk Management Program



CHECCHI AND COMPANY CONSULTING, INC The Louis Berger Group, INC

been extremely postive by dl accounts, both in teems of progran deveopment and
management.

The year 2003 marked a milestone for inter-agency coordination between OFDA and the
department with efforts toward regiondization in Centrd America With momentum from
cooperative agreements, the Bomberos and OFDA began an effort to increase communication
and coordination between fire depatments in Centrd America and the Caribbean. The
Confederation of Centrd American and Caribbean Firefighters communicates and coordinates
capacity building through conferences, workshops, web pages, and publications like the OFDA-
funded Internationd Firefighter quarterly periodica, published in Miami, FL.

For the Forest Service, the ICS and BREC courses, first offered in Costa Rica in 1998, have been
the key to its interna capacity, and to its efforts to build forest fire response capacity within the
Fire Depatment, and within municipd and locd-levd governments and volunteers Strong
volunteer response has led to the development of a forest-fire response network comprised of
more than 300 citizens from a variety of backgrounds and communities throughout Costa Rica
Additiondly, many (unknown number) citizens are indructed in the basics of forest fire
awareness, which also supports emergency response and capacity.

Retention, Continuity and Followrup. But, IRG consultants estimate that while 70% of people
within key dient organizations who have recelved course training do not use the information on
a regular bass it has little to no impact on inditutiond capacity. However, while emphasizing
client independence, they conclude that the heavy work-load for client functionaries makes
IRG's response to dlients changing priorities and coordination with tasking difficult as a metter
of clients needs versus wants. Clearly, the RMP's success should be closdly guarded. If thisis a
trend within this client sector, it runs contrary to what we know about the rdationship of «ill
retention and utilization. In addition, it is vitd for the RMP to mantain vigilance over past
successes, if, in the future, it chooses to develop further its risk prevention and mitigation
programs.

The RMP has supported strong inter-agency coordination in Costa Rica. The Nationd
Emergency Commission independently manages a comprehensve st of multi-hazard, multi-
sector risk management activities. In preparedness and responsg, it leads planning and operations
with the Fire Department, Forest Service, Ministry Officids, Embassies, Red Cross, and others.
Its prevention and mitigation activities integrate meteorological scientists on flood and hurricane
risk prevention, (universty) earthquake researchers on GIS mapping on a-risk populations,
Ministry of Education on hazards awareness in primary and secondary education, and fortifying
the two largest hospitalsin San Jose.

Jamaica. Among the countries of the Eastern Caribbean, Jamaica exhibits the most advanced
levds of inditutiond capacity and inter-agency coordination. But, like most of the EC,
OFDA/IRG has lagged behind the LA region.> OFDA/IRG have provided Jamaica's Office of
Disagter Preparedness and Emergency Management (ODPEM) with the inditutional capacity to
ddiver traning to inditutiond dakeholders throughout the country.  Because ODPEM is
relatively new as the lead inditution, cgpacity building and coordination reman principd

® In teleconferences with other IRG consultants and NDCs, the recognition that there is some “ catching up” in both
course and TA work with less devel oped institutionsis clear. A significant lull in activity until the end of 2002, and
an apparent loss of some credibility for OFDA for atime period, have made catching up even more important.
National Emergency Management Organizations and Agencies (NEMO and NEMA) arerelatively new in several
countries, asign of the need for capacity building activities. St. Luciaappears to have substantial advance, but
issues such as sufficient trainers locally and regionally remain prevalent.
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concerns, and the relative politicization of disaster response activities has hampered some action.
OFDA/IRG has consgently engaged ODPEM to develop shelter management and damage and
needs assessment programs, and ingtructor training. In terms of ongoing RMP support, the IRG
Senior Consultant, condgtently interacts with ODPEM toward RMP improvements, and is cdled
upon to serve in a variety of advisory roles, including sarving as a pand member on the
upcoming Nationd Progran Review. ODPEM has two individuads with the capacity to train
throughout the Caribbean, but do so very infrequently. ODPEM’s regiona coordinators (4
regions) exhibit a moderate degree of variation in ther responsveness, commitment, and
trangparency with OFDA/IRG.

Inter-Agency Coordination and Retention of Ingructors. While ODPEM cdealy has the
reponghbility for motiveting and managing its regiond and paidtlevd personnd, they
frequently look to IRG for such improvements. However, retaining qudified indructors in-house
is a serious difficulty: only about 2 out of 24 individuds who undergo training will qudify to
become traners. As a result, proper implementation of drategic objectives for damage
asessment and shelter management programs is greetly hindered. The aftermath of Hurricane
Ilvan made these shortcomings evident, as damage assessment data was never recelved by
ODPEM or the AID Misson Disader Reief Officer. But, “contextud condrants’ greetly
undermine  OFDA/IRG's efforts to build additiona capacity: ODPEM’s limited ability to
oversee its regiond and parishtlevd personnd, high turn-over of trained personnd a the parish
levd; difficulties identifying new indructors & the paish leve; Paish Councl members
individudly represent Minidry sectors, and, therefore, compete for funding sector-specific
ISSuUes.

The sngle grestest obstacle to building internd, sustainable capacity to assume many of OFDA’s
reponse functions is lack of adequate funding. ODPEM cannot internaly fund basic program
activities, induding didactic materids. ODPEM is dructured to interact with Minidries, firg-
responders, and the Red Cross on emergency preparedness and response planning and
operdions. But, as in the rest of the Caribbean, limited interaction with regiond <takeholders
takes place, as little to no funding exigs within ODPEM or OFDA for regiona coordination
activities, regiond response exercises, or follow-up training. Moreover Jamaicas Cabinet will
not fund regiond coordination activities for ODPEM, as line-item funds are withheld for sector
emergency response.

An aea for improved possbilities of coordination with non-traditiond actors is pat of an
informa agenda expressed by some members of the ODPEM team. Private sector participation,
gregter drengthening of municipd or parish councils, work with the university, and other locd
groups could provide a venue for increased OFDA/IRG action. The NGO community generdly
isnot srong in the EC.

The Red Cross has been a long time actor, especidly in the absence of a nationd coordinating
inditution, and continues to interact with OFDA in setting priorities for its damage and needs
asessment  program.  Shelter management is dso a core aea of joint program planning,
implementation, and post-event program evaudtion. Retaining indructors a the levd of parish
committees (made up of community-based first responder agency personne) and community
(atizen) coundls is difficult. Traned personnel often move away or into other fidds. Also,
changes in risk perception affect levels of continued interest: immediady after lvan the Red
Cross was inundated with requests for training, but as time passed, the level of interest in training
and the sense of urgency faded. Red Cross sees OFDA as invested in the concept of risk
management and for developing increased risk management cgpacity in its naiond counterpart
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inditutions. OFDA has assided in identifying vulnerabiliies and mitigation opportunities,
however, no funding exigs dther within Red Cross, OFDA, or ODPEM for implementing
projects such as land-use and flood-plan management, and retrofitting criticd facilities or
schools.

Peru. Peu's inditutiond capacity and level of coordination among nationd, regiond, loca and
non-governmental inditutions is extremely wel developed. The aray of organizations involved,
the depth of OFDA interaction with these organizations over a number of years, and the high
degree of in-house traning and TA capecity. Peru has “graduated” in an inditutiond capacity
sense, which has implications for OFDA/IRG and IRG consultant roles. The exigence of a
senior and two “junior” IRG consultants may seem to be “overkill.”

The Nationd Inditute for Civil Defense (INDECI), by legidative mandate, integrates disaster
preparedness and response activities through al sector ministries and firg-responder groups,
including the Nationd Police, the Peruvian Army, and, of course, the Fire Depatment. OFDA
has played a key role not only in drengthening INDECI, but has been credited with legitimating
its activities. According to INDECI’s Executive Director, OFDA’s course content, including its
methods for coordinating dl stakeholders, from Embasses to firg-responders, directly shapes its
(planning) commisson and committee dructures, its (response) operaiond dructure, and its
program adminigtration practices.

OFDA has guided INDECI toward the establishment of multi-sector (Minigerid) commissons,
charged with integreting its working groups from national to municipa levels. Working groups
ae based on subject areass mayorad governance, communications, education and capacity
building, public hedth, law/order/technicd ingpections, science and technology, planning, and
inter-departmental coordination.  The commissons reflect the multi-sector Civil Defense
Committee Structure at nationd and regiond levels. However, in spite of the forma mechanisms
for coordination and integration, INDECI is not seen as an effective mechaniam for fulfilling this
role by some inditutiond members of the dissster mitigation and relief effort.. In part, thisis a
result of a continuing (military oriented) response mentdity, and an effort to centralize control.

The issue of inter-inditutiond jedousies, and the reaction to INDECI's long-ganding military
posture, has hampered the role of OFDA. During the 1990s, and until 1999, INDECI bascdly
shut the door on OFDA and claimed “national security” as the reason, and USAID generdly did
not play a role. Ironicaly, CARE and CARITAS played a more dgnificant liason role in those
years, in spite of deegp suspicions about NGOs in government (especidly military) circles.

In response terms, INDECI has expanded its interaction with severd inditutions, agan
suggesting the depth of inditutional cgpacity and coordination In 2004, INDECI, in conjunction
with the Minigry of the Interior (MININTER), initisted a training cell with the Army in order to
multiply damage and needs assessment (DANA) capabilities. In building on the military’'s
training in force protection (civil unrest), the project will train 2000 personnel over the next 2
years. The Minidgry of the Interior consults with INDECI through a multi-sector panel to
determine annuad budget requirements. Budget focuses on CPI, APD, and EDAN traning in
regions throughout Peru. Because of limited human and financid resources, EDAN training is
conducted on a continuous basis because of indtitutional turn-over, and on a rotating basis based
on seasond shifts in the country’s risk profiles (floods, forest fires). Disaster response
smulaions are formal components of EDAN training after completion of coursework.

Volunteer Fire Depatment. OFDA has hbuilt great capacity within Limas Volunteer Fire
Depatment over a number of years, and the image of this reationship and its contribution to
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evident capacity is srong. There are approximately 1300 OFDA course-trained members, and
concrete plansto expand the number to 2500 by 2008 reflect this commitment. In most cases,
the trander is quite complete and sdf-aufficdency is evident. Courses include TH, APAA,
APAA-A, BREC, EDAN, APD, and PRIMAP. The department’s commitment to cepacity is
obviousin light of limited resources characteristic of volunteer departments.

In spite of very drong inditutiona presence in Lima, the inter-ingtitutiond coordination among
key actors is affected by contention between INDECI and the firefighters. OFDA/IRG
consultants have not been able to assuage these jedoudes, in spite of dtrong relations with both
inditutions, yet it is a role that they can play. This contertion stems from two factors or reasons.
Firgt, as a volunteer department, they are perceived by INDECI as an employee rather than a
vaued patner.  Second, the Fire Department alegedly does the vast mgority of disaster-related
work on a daly basis, responding to “every concelvable type of event”. INDECI, by contrast,
goes into action only during catastrophic events, is “undisciplined, and “poorly managed”
(according to the firefighters and others). In response, INDECI and MININTER officids indicae
that the Fire Department has crested the conflict by refusing to provide ingructor training for the
PRIMAP (levd 3) course. Given the civil protection, Ste containment, and forensc andyss
priorities addressed by PRIMAP (chemicd ill events), and, that adequate response requires
input from Fre Fighters, as well as Police and others, INDECI believes tha the Fire
Depatments  unwillingness to share its cgpacity in this area is detrimentd to the entire risk
management system.  In some sense, the IRG consultant needs to address these inter-inditutiond
contentious relations to assure the flow of action and information.

Inter-minigterid  coordination is dso reflected in the sometime participation of the Minigry of
Hedth (MINSA) in fird responder activities and samulaions. Again, OFDA/IRG have been
indrumental  especidly in course traning (CPl, APD) in line with the growing concern in
MINSA in extending its training capabilities. Turn-over among trained individuds and trainers
is a recurring obstacle to capacity building continuity within MINSA. Nevertheless, MINSA has
been able to “contextudize® the CPI and APD courses according to Limas current risk
management trends and conditions.

Fndly, the maturity of inditutiona cepacity is reflected in the exidence of specidization in
disaster mediicine at the post-graduate level at the Universty of San Marcos, School of Medicine.
The program integrates elements of emergency medicad response, traumalemergency surgery and
triage kills, and OFDA'’s Incident Command System. The program is developing long-term
hedth risk management understanding, by combining current foci with epidemiological course
work. In addition, through a sgned MOU, the universty meets three times per year with the
Minigtry of Hedlth and INDECI to share developments in risk management practices.

Piura agan presents an excting advance in inter-inditutiond coordination and capacity
building, and in programmatic terms for this year, represents a sgnificant invesment for the IRG
consultant. This coordination is even more relevant because it is decentrdized, involves the
NGO community, and builds on community recognition of extreme disaster vulnerability in the
region. OFDA began to achieve capacity building success in Piura in 1996, through the Piura
Regiond Government (PRG). EDAN and APD continue to be the centerpiece of the PRG's in-
house risk management efforts. But, the PRG ‘s Disaser Management Divison recently formed
the Dissster Management Group (RMG), linking the Minidry of Hedth, Ministry of Education,
Ministry of Agriculture, INDECI's regiond office, the PRG's Planning Depatment, Plan Piura
(formerly Pan Internationd, a locdly-based disaster management NGO), CARE, and the
Universty of Piura
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OFDA/IRG's reinforcement of its capacity building activities has grown deedily within regiond
inditutions, and through increased efforts to expand cepacity into rurd communities Minidries
of Hedth and Education, Plan Internationd, and the PRG receive ongoing technical assstance
from the IRG consultant, who serves as an advisors and RMG members.  OFDA/IRG and the
PRG initisted an Information, Education, and Coordinaion campaign with locd municipdities
to reach out to citizens on the risk of dengue; In 2004, OFDA and the PRG began community-
based smulations and response exercises, As of August, 2004, OFDA and the PRG completed a
pilot-project, multi-community disaster preparedness and response plans between Piura, Tambo
Grande, and Curamori. OFDA and the PRG are beginning the next pilot in 2005.

The RMP's success a building capacity has led to increased inter-organizationa coordination
beyond inditutiond frameworks. Plan Internationa leadership has expanded OFDA’s core
efforts through an “action committeg’ for addressng internd chalenges to capacity building,
and to enhance the OFDA curriculum — politicad, technicd/technologicd, inditutiond, and
financid. The evaduation team conggtently found that the “sub-text” within each of these in sues
is both the greatest threet to, and opportunity for risk management improvements, which shows
clear ingght on the pat of Pan Internationa. Five action committee members are OFDA-
certified ingructors, and teach both courses and CPI (indructor training) in regions throughout
Peru, induding Lima Findly, it should be noted that participation in the Risk Management
Group is entirdly voluntary and informal, and no one recelves any compensation or incentive to
participate, asgn of commitment..

Guatemala. The drength of OFDALAC in improving interna capacity within the inditutions of
a country is more than apparent in the case of the centrd indtitution for emergency preparedness
and risk management. the Nationd Commission for Disaster Reduction (CONRED). But the
success of OFDALAC and IRG goes much deeper, other principd inditutions for first response
have been beneficiaries and ther deep capacity and coordination reflect well on the overdl
program. In addition, OFDA and IRG have played a key role in providing a core around which
other international agencies (OPS, for example) have revolved. As is true in al of the countries
vigted, therole of the IRG senior consultant in providing continuing support has been critica.

The Director of the CONRED refers to CONRED as the house that OFDA built.  As noted
earlier, CONRED has a complete and graduated capacity profile, a long-standing relaionship
with OFDA, is equipped with OFDA’s complete range of core capacities, and is the foca point
for OFDA’s capacity reinforcement and expanson across inditutions, including fire departments
and 17 NGO's. Its work with FEMA, NOAA, USAID, and the USGS is a dear indicaion of its
maturity, and reflects its interest in expanding its risk prevention and mitigation efforts. It has led
regiond smulaion exercises for severd years, with the next smulation scheduled for December
6-10, 2004. CONRED’s executive committee provided four suggestions for OFDA/IRG to
improve the RMP: (1) asss CONRED to establish leadership on regulatory issues, (2) improve
dandardization of inter-agency coordination methods, (3) provide additiona technica assstance
with gructurd  vulnerability andyss and risk prevention activitiess and (4) move more
intensvely to other areas of TA, such as the legd/regulatory framework, greater emphasis on
integrated mitigation, a clearer focus on development and mitigation, and a focus on cause. Each
of these areas are seen as incipient on the OFDA/IRG drategy, but more is needed. To these
ends, CONRED sees OFDA’s current task is to stimulate demand at the minigiry leve.

Anecdotal evidence from CONRED suggests the depth of the influence  Saff is jokingly
referred to as “Femites’ or “Ofdites’ based upon training received. During the past four years,
the former Director of CONRED opted for close association with FEMA and as a result, much of
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the technology utilized in CONRED bears a FEMA gamp. Current management suggests that
opting for high technology rather than grounded technology will come to haunt the inditution in
the future (high maintenance codts, etc.). The credibility of OFDA resdes in this groundedness
in cgpacity building. It is seen as culture and region senditive in away that FEMA is not.

The depth of inditutiond ceapacity and coordination does not stop with CONRED. The
Municipd Fire Depatment has been a long time partner, and course materid such as APAA is
reported to be the most effective tool for meeting dailly demands. As a result, this training
module is prevdent throughout the sysem: the department’s Commander estimates that 10% of
al fire fighters in Guatemda have APAA traning. The department has not receved traning in
SCI, but is aware of it, and interested in participating. Introducing SCI is essentid, snce daff
indicate that no standardized command and control sysem exigs for fird-responders, each
organization uses its own system, and dl the systems ae different. The TFl course is well-
integrated, though staff expresses a need for “new blood” among trainers. Graduation, with a
new agendafor OFDA/IRG participation, is clear again in the case of Guatemda

The depatment has 56 members trained in BREC. Staff indicates that it is the only BREC-
traned fird-responder, so it responds to BREC-based events independently. The department
indicates a strong need for OFDA to increese PRIMAP training: No regulatory enforcement
exigs for chemicd (especidly fud) trangport, and pill incidents are frequent. Especidly
troubling is the assertion that the department’s frequent requests to discuss chemicd hazard
issues with private (transport) companies are ignored. Findly, it should be mentioned that the
department credits OFDA/IRG with bringing together Municipd and Volunteer departments
through joint traning, which has rexolved traditiond tensons. The depatment offered the
following suggedions for improving the RMP. (@) increese BREC coverage, (b) increase
PRIMAP coverage, and darify its taget audience (regulatory); and, findly, (C) increase
HAZMAT training.

OFDA/IRG is credited with adding a high levd of professondisn to the Volunteer Fire
Depatment as wdl. APAA, BREC, and some PRIMAP training and capacity is at the center of
this effort. 26 members have been re-cetified in APAA. The department is providing follow-up
traning for fire fighters in other depatments throughout the country, athough they express a
need for OFDA/IRG guidance and funding. The depatment offered the following suggestions
for improving the RMP. (a) additiona didactic materias and audio-visud equipment; (b) update
course content in line with client experiences as some of the materid is somewhat outdated; ()
rurd fire depatment training in PRIMAP customized to locd department needs, (d) increased
funding and geographic coverage for BREC; and, (€) create a HAZMAT course geared toward
identifying risk.

The National Institute of Forestry (INAB) is another beneficiary of OFDA/IRG training and
support, not only for national support but for regiona support as wel. However, as is true in
other country contexts, there is a perception of “favoritism”: OFDA works more closdy and pays
more attention to firefighters than the forest protection. Because of the extreme difficulties
resulting from (particularly Peten) forest fires in the late 1990s, forest fire training and improved
response have been critica for al of Centrd America. In the Guatemaa case, 300 staff members
have been trained in the CBF course. INAB has 34 TFI-cetified indructors for the COPS
course, and 10 regiona indructors are cetified. INAB has trained 100 fire fighters as (TFI)
ingructors for the CBF course, and 100 military personnd in CBF. INAB regularly
communicates with the regional IRG consultant in forest fire traning directly, whose presence is
seen as critica for the success of the program on forest-specific issues, and indicates that OFDA
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traning and technicd asssance is methodologicaly drong. INAB daff aso indicates that
OFDA/IRG has assged with community outreach toward identifying vulnerabilities, an area that
this evduation team supports strongly in dl areas of preparedness and risk management in a
much more intendve effort. INAB offered suggestions for further improving the RMP. (a)
decentrdize course adminigration to the country level (as found in Cogta Rica and Nicaragua);
(b) customize courses per locd needs’community-based training; (c) produce a smplified, one-
day CBF course (from 2.5 days); and (d) add one INAB support speciaist for IRG consultant.

Findly, the support of the OFDA/IRG program is seen in the role that it has played to some
degree with the NGO community. The team’'s experience with Catholic Rdief Services (CRS)
in Guatemda reved that pat of the success in capacity building has been flexibility, particularly
in the interactions with the resdent IRG senior consultant who Fes been most responsive to inter-
agency coordination needs, and CRS need to target funding sources. OFDA’s funding and
flexible technicad asssance during the CAMI initistive (post-Mitch) continues today. An
increased role in inter/agency coordinatiion for OFDA/IRG was expressed by CRS, where there is
a perceived need to play a role in resolving to resolve its tensons with CONRED; dlegedly
CONRED is unwilling to asss CRS with the ingdlation and mantenance of flood early
warning sysems. CRS sees OFDA as the key to fadilitating politicd tensons in generd, a role
best evidenced through CRS recent loss of dollars from the NOAA due to inter-agency
(committee) conflicts over the use of funds.

Nicaragua. Overdl, Nicaragua is a rdaive new-comer to the RMP, and mog activities have
come as a result of Hurricane Mitch. Here, OFDA is credited with playing a key role in the
inditutiondization of a naional sysem and in providing incipient Srengthening to create the
nationd “sysem’. The nationd disaster authority, the Nationd System for Disaster Prevention,
Mitigation, and Response - SINAPRED - was formed in 2000, and is legidaively mandaed
(Law 337) to act as the lead coordination body among 10 Minigtries. The new organizationd
framework is a criticd advance toward risk management and not just response.  This shift,
supported srongly by OFDA/IRG has resulted in a shift to remove lead coordination
respongbility from Civil Defense (response). The country’s stakeholders have taken OFDA’s
lead to sgnificantly improved preparedness and response, although funding remains an obgtecle
to further advances. Findly, the stakeholders have implemented a comparaivey high levd of
risk prevention activities, going beyond OFDA core training initictives. Here, OFDA/IRG has,
and can increasingly, play afundamenta TA role.

The agency indicates that OFDA’s biggest contribution to capecity building and inter-agency
coordination has been, and continues to be its successful influence on the Minigtries to accept the
leadership of SINAPRED’s Executive Secretariat. In addition, OFDA asssted SINAPRED with
the drafting of the National Response Plan (2001), Minigtry (sectord) response plan revisons
(2003), forest fire (technicd assstance) prevention planning workshop (2004), and a basdine
needs assessment for ICS training (2004).

With respect to OFDA/IRG's dient management functions, and ongoing opportunities to
improve the RMP, SINAPRED offered severd suggesions: (1) work with SINAPRED to
identify a risk prevention pilot project at the community level. Because Nicaraguas affected
(disaster) aeas ae lagedy rurd, with a subsgence agricultura economy, SINAPRED
emphasized that a prevention pilot should operate through non-tradition (loca) stakeholder
groups, (2) the need to drengthen early dert capabilities a the loca leve; (3) closer reations
and cgpacity building at the municipd leve.
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Asis true in dl of the case country andyses, OFDA and IRG are seen as red partners with the
firefighters in fird regponse and capacity building. The Municipd Fire Depatment recognized
the contribution of OFDA/IRG's capacity buildingftraining and follow-up  technical
assigance/cdlient management activitiess BREC and ICS training is most central to their capacity,
with 103 fire fighters trained through SINAPRED/directed OFDA courses today. While
commitment to advances is evident, the depatment shares a common dilemma with other
response and preparedness inditutions. an extreme lack of resources both for equipment and for
firefighters themsdves. Although this fals wel beyond the purview of OFDA/IRG, fire fighters
are the lowest pad in dl of Centrd America ($70.00/mo. compared to $600.00/mo. in Costa
Rica), and dl of ther equipment is donated from other countries (Spain, Germany, Russa, US,
etc.). Staff members offered 5 suggestions for improving the RMP: (1) provide liaison functions
to idetify dolars or manpower to reach rura fire depatments. Building nationd capecity
requires traveling to, or bringing in, trainees. The process is dow and cog-prohibitive; (2)
community-based risk prevention programs which reduces the potentid burden to response
capacity; (3) amulatiion exercises to enhance ICS training (an activity that clearly is at the core
of new OFDA/IRG initigtives, (4) added emphass on PRIMAP and HAZMAT training; (5) the
provison of audiovisud and hibliographic materids.

The Volunteer Fire Department is even more effusve in its support for the contributions made
through the OFDA/IRG rdationship and the earlier OFDALAC partnership as wel. The 300
member department credits OFDA with improving professondism and effectiveness it has 124
trained members across Nicaragua's 10 didtricts. However, 78 are located in Managua (53) and
Masaya (25). Emphadzed is training tha has drengthened cepacity in APAA, PRIMAP, and
MACOE, with 10 TFl ingructors nation-wide. The volunteer firefighters point to important roles
played by OFDA/IRG in recent years in moving into nonttraditiona entities to strengthen locd
capacity.  In 2004, the OFDA consultants led an effort to educate children in rura schools
(Egei) on fire prevention. However, more inter-agency coordination is needed, and OFDA can
play a role  While the volunteer firefighters interact with the municipd firefighters on an “as
needed bads’, there is a separatist attitude, which may cdl for incressed OFDA/IRG liaisng
toward improved fire fighting capacity nationdly.

In the case of both Municipa and Volunteer Fire Departments, strong relations with Miami Dade
County had been edtablished. There is a perceved sense of loss in the abisence of this
relationship. To date, there is no sense of dternative to this hands-on relaionship.

The evaudion team dso vigted the Nationa Inditute of Forestry (INAFOR) where capacity
building has been a key for OFDA/IRG. Over the last three years, 2000 personnd throughout
the country have undergone COPSIF training. Forest fires occur most often from December -
April, and in rurd aress. INAFOR has trained (COPSIF) 1500 multi-sector field operatives to
handle the high hazard period with OFDA/IRG assstance. OFDA has provided follow-up
guidance (technica assgtance) on INAFOR's coordination with the Army. INAFOR offered
two suggestions to improve the RMP: increase public education campaigns in rurd aress and
outsde of traditiond inditutions with a focus on locd populations practicing subsstence
agriculture (dash and burn); emphasize the CDF course over COPSIF. CDF is “more practical
and relevant a the community level”, and costs $200.00 vs. $6,000.00.

Findly, OFDA/IRG presence is fdt in the Minisry of Education (CUSE). Since 1999, OFDA
has provided course materids and technicd assgance for introducing hazards issues into
primary and secondary schools, and training for education and housing adminigtrative personndl.
In 2003-2004, follow-up training has been “minimd”, but is planned for 2005. The Minisry dtaff
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offered one suggestion to enhance RMP activities: build bridges to dternative (AID, grant)
funding sources.

C. Overall Program I mpact

In the previous sections of this chapter the evaluation team has focused attention on the internd
workings and actions of the OFDA/IRG rddions with client countries and inditutions.
However, key to this evaduation is the overdl theme of impact. What is the overdl impact of
OFDA/IRG programsin the LAC?

1. What types of impacts have been produced through client programs?

2. Wha isthe (perceived) degree of vulnerability reduction overdl?

However, the evduaion of the theme of impact must be related both the contractud relations of
IRG with OFDA, and as a consequence of the drategic objectives (SO) expressed in overdl
OFDA drategy. The reduction of two broad SOs (response and mitigation) to a single SO
(focused ill on response for the 2004-2009 period has a direct bearing on OFDA/IRG. Further,
limits in the contract bear on what can be expected.

The OFDA Strategic Objective (SO), or impact god, remans principaly driven by response:
Criticd needs met of targeted vulnerable groups in emergency Stuations. This SO incorporates
four intermediate results (IR), of which one goes beyond the principa response objective:

IR 1.1. Emergency assgtance, mesting recognized dsandards, receved by disaster
victimsin atimdy manner;

IR 1.2. Improved targeting of emergency assistance to the most vulnerable groups,
IR 1.3. Capacitiesfor livelihoods protected or restored; and,

IR 1.4. Increased adoption of risk management measures in countries at greatest risk to
naturd and human-caused disasters.

As seen from the perspective of the IRG contract, the principa activities focus on adminidrative
support to OFDALAC, sarvice and commodity procurement and smal grants during disasters,
short term response assstance, but more importantly and principdly training, TA and an M&E
gystem. In each of these areas, the performance of OFDA/IRG has provided critical support to
the overal objective of OFDA/LAC, and the overdl impact has been very postive. We have
noted these impacts in various sections of this report, and here we smply summarize by
caegory.

Adminisgtrative support. Beyond the obvious day-to-day adminisrative support that IRG
provides through the contract, a number of recent (new contract) events point to the efficacy of
this aspect of the overal contract. It is clear that IRG provides a means for OFDALAC to carry
out its overdl mandate through this support, and rdieves OFDALAC of “in-houss
adminigration.  But, support through the contract for such eactivities as the INSARAG
conference (not rembursed by OFDA) and the adminigtration and oversight of security upgrades
clearly impact directly on OFDALAC performance.

Procurement and Grants Activity. In the former, IRG provison or facilitation (for example,
of donatiions of forex fire equipment) has been effective, especidly in response mode. In the
cae of the latter (and as described dsewhere in this report), it is not clear why this contract is an
appropriate venue nor how effective this activity is.
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Short Term Response Support. IRG consultants have been extremey successful and have had
a mgor initid impact because they are located on the ground. This has been true throughout the
association with IRG and prior to it, but a number of recent (2003-2004) events point again to the
efficacy of this role Hooding in Peru, Mexico, Nicaragua, the Dominican Republic; earthquake
reponses in Mexico in 2003; forest fire responses in Guatemda, the dramatic mdl fire in
Uruguay; any number of additiond less dramatic examples dl point to the effectiveness of the
immediacy of the IRG presence and coordination with USG persomd. But nowhere is this more
evident than in the recent hurricane season in the Caribbean. From dl on the ground accounts
and discussons with NDCs and USG personnd, the critica role of the IRG team and the OFDA
RA team has been effective in both initid communication and assessment of needs® Immediate
and short term provison of funds to organizations, such as the Red Cross, has strengthened these
organizations capacity to reduce immediate consequences of risk vulnerability.

Training and TA. This category is the bread and butter of the historical and ongoing activities
of the IRG rdationship with OFDALAC, and the evauation team’'s comments throughout point
to its effectiveness and impact. In recent years, the maturation of the LA program and the
potential “graduation” of some countries is evidence of impact. The drong, dbeit Hill incipient,
efforts throughout the Caribbean region to adapt the current training program to their needs have
dready begun to bear fruit. More importantly, perhaps, this Caribbean “push” provides OFDA
with cear evidence of the replicability of many dements of the training and networking of the
mode. While time is needed to reflect more fully on this impact, the mere creation of NEMOS,
sronger roles for NDCs, postive perceptions of courses and the role of IRG-trained ingtructors,
the demand for new and improved course materid dl point to impact.

Agan, it is a bit early to evduate the impact, the very recent development and pilot exercises in
two new traning courses are evidence of the culminaion of much of the integration of the
traning and TA program: the Incident Command Course (SCI) and the Facilitation Skills course.
In both cases, and especidly in the former, OFDALAC and OFDA/W will be able to evauate the
integration of the overdl traning program. PFlot exercises and initigtion of indructor and
participant courses in SCI should be carefully monitored for the immediacy of the impact they
will reved in overdl traning and TA. SCI integrates he entire OFDALAC portfolio and ams at
fird response for the combined inditutional forces, both public and private.  Ironicdly, in
Guatemda a coordinated nationa effort to carry out an exercise in smulated response (based on
much of the OFDA/IRG portfolio) is scheduled for the first week of December and will provide
nationa and regiond authorities with ingght on future needs and impact.

Monitoring and Evaluation. Throughout this report the evauation team has pointed to the
need to drengthen impact evaduation and a move beyond measurement of inputs and process, or
even intermediate results.  This is not meant to suggest that evaduation is wesk. Rather, it is
because the drength of exiding evaduaion methodologies in Plan Pais, TTS, annud reviews, and
course indruction in process and results measures have paved the way for more sophisticated
impact measurement.  We smply highlight this area as work to strengthen for the near term.
Impact is difficult to measure under any circumstances.  As the contract notes, in training impact
measures provide the view to the future in terms of training investments. Impact measurement is

® During the two-month period of this evaluation (October-December) there were at |east three continuing or new
eventsthat point to the role and the effectiveness of thisimmediate capacity to respond. The evaluation team visit to
Jamaica coincided wit continuing efforts to respond to Ivan, where the IRG consultant was praised for his
contributions. The severe consequences in Haiti have occupied several of the RAs on an extended and repetitive
basis. Finally, the most recent events in Dominica prompted the RA to become an immediate responder to provide
evaluation of needs. Without these supports, consequences clearly would have been more severe.
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adso difficult, but necessary, in terms of vulnerabilities to dissster. How much reduced is the risk
or how much lower is the vulnerahility in actua events is the essence of risk management as well
as immediate response. OFDAJ/IRG is totaly cognizant of this need, especidly as the entire
program deepens mitigation and management components of the portfolio. In discussons with
IRG personnd (and in paticular with the Technicd Manager), evidence of proposed impact
indicators - and not just process and efficacy measures - for course indruction is being
developed. In a least nine areas of training, initid impact indicators are being developed and
indituted. More difficult perhaps is the chdlenge of introducing impact indicators in TA
activities not directly related to training.

In the following pages we refer to saverd overal agpects of OFDA/IRG impact, but more
importantly we attempt to view impact in the grounded cases of countries visited.

How does the process of building inter-agency coordination lead to vulnerability
reduction? The Rik Management Program, in the absence of massve financid investment
(infrastructure retrofitting and modernization), must rely on intdlectud capitd, and the efficacy
of  inter-organizationad  coordination  for  disester  preparedness,  response,  and
preventio/mitigation programs.  And, integrating human capitd hinges on asessng and
understanding stekeholder differences in organizationa dructure, activities, methods and godls.
(Some physicd hardening projects have taken place in Costa Rica (schools, hospitals), and low-
technology prevention (roof strgps for wind damage) measures exist in the Caribbean, but these
seem to be tangentia to the RMP s developmental process.

In order to achieve postive impacts, the RMP focuses on inditutiond vulnerability, moving
from client assessment activities, to building capacity, to inditutiond dtrengthening amed a
inter-indtitutiona  coordination and regiondization across the LAC. In so doing the RMP targets
the following objectives Incorporaion of risk management issues into legidation and into
nationd deveopment plans dSandardization of key concepts, activities, gods, and methods
consgent across dekeholder organizations, Formation of networks among stakeholder
organizations, and, introduction of development issues into risk management practices and plans.
As such, OFDA/IRG measures the RMP's achievement in these areas according to “process
indicators’ (new dlient activities resulting from the RMP) “effect indicators’ (changes dient
behavior and processes directly resulting from RMP activities), and “Impact Indicators’ (changes
in the condition of life in target populations resulting from changes in dient behavior).

In generd, “contextua condrants’ to the Risk Management Program’s impact include smal
cient budgets, lack of continuity/high rate of dtrition among recipients of traning, inditutiona
turn-over, inditutiond teritoridism, and little indtitutiond or externd support for risk
prevention and mitigation programs. These factors hinder the RMP's ability to place grester
weight on community- based emergency preparedness, response, and risk prevention activities.

The largest internd condraint to measuring impact is found in the RMP's educationd programs
tendency toward “long-term developmenta processes that do not yied hard data today”.
According to OFDA/IRG conaultants and dlient-respondents, by its nature, (OFDA’S)
introduction of hazards issues into standard course content in primary and secondary schools is
expected to gradualy increase perception of risk, and, dowly lead to a “culturd mindset of ik
prevention”. Toward this end, OFDA/IRG consultants report that certain “process indicators’
exemplify progress. consensus on program goas, methods, and content; consensus on necessary
changes, and, political legidation or mandates prioritizing risk management initiatives.
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The god of the RMP in the LAC is to pogtively impact vulnerability reduction by framing, and
directly relating its impact to its core functions identification of key <Stakeholder organizations
(clients), assessment of client needs and vulnerabilities, delivery of course content and technica
assgance, and client management. Impacts identified in this report are tangible products,
tangible measures (indructors), tangible outcomes (legidation), and indicators of risk
management  processes in motion or “process indicators’. A smdl number of dructurd
retrofitting projects have taken place, but due to cost, coverage is minima. Hardening projects
do not fall under the RMP for OFDALAC.

Costa Rica. The CNE has graduated to move toward developing prevention and mitigation
programs. OFDA, through the RMFP's influence, has asssted the CNE with four key mitigation
programsin four different contexts:

1. Meeorologicd science has produced a GIS mapping sysem applied to community
vulnerability prediction modds for flooding and hurricanes.

2. Univerdty of Codta Rica conducted an earthquake sudy in Guanacaste province
(Northwest part of the country) on event probability of occurrence, intendty, and duration
with associated risks, i.e., impact (socid, physicd) prediction models.

3. OFDA and the Minigtry of Education partnered on course content and format to include
hazard preparedness issues within standard coursawork in primary education.

4. The Minigry of Hedth has physcdly fortified 2 hospitds Hospitd Mexicano and
Children’sHospitdl.

With respect to OFDA’s direct impact on the Fire Department’s cridis response cagpacity and its
investment in people and resources, the Fire Department has 400 full-time firefighters and 1000
volunteers located in 71 dations throughout Costa Rica.  In 2002, it expanded its collaborative
agreements to work with Fairfax County, VA and Los Angdes County, CA. 2003 marked a
milestone for OFDA’s rdationship with the department — regionalization. The department is a
founding member of the Confederation of Centra American and Caribbean Frefighters, which
enables depatments to communicate through conferences, workshops, web pages, and
publications like the OFDA-funded Internationd Firefighter quarterly periodica, published in
Miami, FL. But, the most long-term and profound impact of OFDA’s influence on the Fire
Depatment is found in its depatmental Structure: in order to produce budgetary and operationa
efficiency and improvements, the depatment operates a 2 levels of risk management: the
engineering divison conducts maeridschemicad ressarch, and dructurd  building  plan
asesaments in order to address fire prevention issues, adminigtration, while operations and
volunteer programs address fire rescue and forest fire response.

The Forest Service's (OFDA) course content and objectives are integrated into the policies that
guide Costa Ricds Nationd Deveopment Plan. As such, OFDA (course) methods for
coordinated preparedness and response guides how the Plan integrates risk management
stakeholder organizations.

Jamaica: With a limited budget, ODPEM'’s relationship to the RMP is mostly preparedness and
response based. The limited budget negetively impacts exiding priorities, and largely prevents
ODPEM from exploring risk prevention and mitigation opportunities with  OFDA/IRG. Risk
management roughly equates to preparedness and response training.  Despite its problems,
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ODPEM has worked closdly with OFDA to innovate and recent efforts point to a rowing impact
overdl of OFDA/IRG presence. Because of the rgpid damage assessment manpower and
coordination gaps that emerged post-lvan, ODPEM decided to create a rapid response smulation
mirroring lvan's impact characterigics 8 universty dudents volunteered to serve as the
assessment team. Students attended a one-day traning module, and immediately began fidd-
work. The results were podtive and three-fold: Students conggently provided ample and
rdevant dataz ODPEM verified that its rgpid training modd is viablee ODPEM’s volunteer
traning empowes locds with sill-sets, vertical reationships with disaster and development
professonds, and encourages generdiond interest in disaster management and development
iSSues.

Because of the success of the sudent project, OFDA is now working closey with ODPEM to
use the methodology of the Initid Damage Assessment (IDA) as an operationd framework for
developing ODPEM’s new Rapid Damage Assessment training, designed to gather data within
48 hours to 1 week post-disaster. With volunteer citizens trained through loca workshops to
rapidly gather information on types of damages, ODPEM can prioritize recondruction and cost
edimates. Basdine data is channded to Parish Councils equipped with DANA (needs
assessment) capabilities. In addition, ODPEM is beginning to qudify certain members of loca
disaster response committees to recelve DANA training in order to act as a filter and conduit for
what is mogt relevant for the Parish Councils to consider. While promising, the rapid assessment

cgpability isdill initsinfancy.

Red Cross daff provides two examples of the postive impact of OFDA-course traning:
Hurricane Ivan evacuation planning and operations was far superior to Gilbert (1988); Public
participation in preparedness and response planning: in 2003, the 8 mogt at-risk  communities
participated in drafting and implementing disaster preparedness and response plans.

Peru. One preeminent sign of impeact is that in 2004, EDAN was legidated to be the standard
for dissster response information flow, equipment mobilization, and coordination led by
INDECI. INDECI and the Minigtry of the Interior developed a training cdl with the Army in
order to multiply damage and needs assessment (DANA) capabilities. In building on the
military’s training in force protection (civil unrest), the project will train 2000 personnd over the
next 2 years. Smilar evidence of impacts in MINSA where the completion of a database
integrating natural hazard risks, environmental resources, and demographics has occurred. Based
on EDAN, the database is a decison-making tool which empowers decison-makers to set
priorities for risk prevention, mitigation, response, and recondruction. The tool is implemented
a ndaiond and regiond levels. Staff training in the Fire Department suggests impact as well: he
department estimates that over 90% of dsaff has OFDA skills in BREC, EDAN, PRIMAP, APD,
and APAA. The Depatment has 6 people TFI-certified to tran other departments in EDAN,
BREC, and APD. Indructors have conducted training in Colombia, Ecuador, Bolivia, Paraguay,
and Chile.

Other evidence of the tremendous impact in the case of Peru has been the success in Piura in
integrating, coordinating, extending and deepening risk response and Mmanagement capacity
through the assstance of IRG conaultants and the use of the OFDA/IRG portfolio beyond the
response led moddity. Here, IRG consultant TA has been criticd in terms of impact. Severd
examples are relevant.
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0 In 1999, the Minidry of Agriculture and OFDA jointly developed a disaster
prevention plan focusng on the combined impact of floods and drought. EI Nino
cyclicdly exacerbates the threats to cotton production, and, in 2001-2002, OFDA
helped to edtablish risk management committees made up of cotton producers and
other large land-owners, educated to assist OFDA in risk diagnostics. Today, these
highly motivated committees have expanded their prevention efforts into disaster
response, mitigation, and recovery.

0 OFDA and the PRG have edtablished 8 community-based commissions based on
ubject areas mayoral governance, communications, education and capacity building,
public hedth, law/order/technicad inspections, science and technology, planning, and
inter-departmental  coordination.  The commissons reflect the multi-sector  Civil
Defense Committee dructure a the naiond and regiond leves Most importantly,
the commissons have prioritized risk factors linking them with natura resource and
environmental  concerns.  Positive results include “barrier zones for production zones’
(cotton), and incdluson of multi-hazard risk factors in the new Regiona Economic
Devdopment Plan. The multi-sector, multi-hazard commissons operationa structure
and hazards- development linkage is unique in Peru.

o0 In 2003-2004, OFDA and the Universty of Pura examined the ability of 6
communities to conduct damage and needs assessments. The mgority exhibits a low
levd of capacity. Community first responders are key to improving the RMP, and
have proven to be an interested and captive audience for OFDA to expand its client
base.

0 The Risk Management Group is completing a multi-hazard risk map and contingency
plan to teke to INDECI, in order to energize improvements in Puras land-use
planning practices, and to inform the devdopment of a formd land-use plan: due to
recent population pressure (beginning in 2001), housing development projects have
taken place in fluvid soil and flood high hazard zones agangt the recommendations
of OFDA, INDECI, and the RMG.. While the hazard map and contingency plan are
essentid tools for reducing risk, OFDA/IRG's chdlenge is to influence the region's
stakeholders to adopt land-use practices that will supersede the financid and culturd
disncentives.

Guatemala. OFDA/IRG impact in Guatemda is evident in the depth of traning, inditutiona
capacity, inter-agency coordination and the overal level of dissser response and risk
management. Again, TA in recent years has been the key to a renewed impact on pre-response,
has achieved adminidrative, financid, and legidative support from Guatemdas public sectors,
However, traning and the multiplier effect further demondrate impact. In this case,
recertification has been very important. In 2003-2004, approximately 24 Minidry personnd
underwent follow-up/ re-certification traning in APAA, and the Minidry recently made APAA
traning an offidd in-house requirement. APAA is a requirement for departmental certification
as a “technicd expert”, and over 90% of personned ae trained in APAA. Additiond APAA-
based certification in emergency medicad response (paramedics) has been developed through a
partnership with the Minidry of Hedth and the hospital sysem. The three-way accord has a
four-year plan to cetify fire fighters throughout the country, and establish a re-cetification
protocol. The RMP's impact on the department is evident through the following 6 activities and
programs. a partnership with the University of San Carlos to update APAA course materids, a
partnership with the universty to didribute the APAA course via the internet to univerdties
throughout the LAC region; a patnership to develop an emergency medicine program a the
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universty; BREC-based smulation exercises twice a year with 4 other departments sdected for
geographic coverage, customization of the BREC course for the Army; course traning for
departments in El Salvador, Honduras, and Nicaragua

CONRED’s increesng sophigtication and reach in the nationd inditutiona system is in large
pat a result of many years of OFDLAC and OFDA/IRG participation. The CNE is moving the
RMP beyond preparedness and response through three innovative risk reduction programs:

0 In conjunction with the Red Cross and Catholic Relief Services, CONRED is educating
local community groups on ways to reduce risk exposure in homes and schoals,

0 CONRED has patnered with the Univerdty of San Carlos to develop a disaster
management 4- course curriculum through Engineering and Earth Sciences departments;

0 CONRED and OFDA ae assessing dructurd  vulnerabiliies within - communities
through risk management profiling (community resources, past event data). Twenty
earthquake scenarios are applied to the design of a smulation modd to predict impacts,
and target necessary changes in preparedness and response strategies.

These ae dl examples of a new generaion of activities beyond the more traditiond role that
OFDA has played. Findly, CONRED daff indicates a future growth area for OFDA lies in
assessments of risk perception as related to culturd (agricultural, homestead) practices among
the Maya, toward identifying prevention opportunities.

Nicaragua. The chdlenge in Nicaragua has been nationa coordination and expanson beyond
Managua to other municipdities and to important target groups outsde the first response
community. Agan, innovation in OFDA/IRG interventions has been the key to new impacts in
pre-response actions, and evidence of direct response impact is also clear.

o With OFDA technicd and course assistance, SINAPRED quickly has made its mark,
epecidly in prevention and mitigation.  In 2003, OFDA provided technica assistance to
SINAPRED to develop Masters-level courses “Naturd Hazard Risk Prevention”, and
“Naturd Hazard Management” with the Autonomous Universty of Nicaragua (UNAN),
and has introduced hazard prevention into exising course content in primay and
secondary schools in Managua.

0 SINAPRED's god is to creste a “culture of prevention”: dtaff report that the RMP
“ingoired” SINAPRED to ar a weekly, 30-minute radio show on risk prevention,
broadcast nationdly, and designed to make people consder their contribution to
improving quality of life through individua risk prevention measures a home and work.

0 During the floods of 2004, OFDA training directly produced more efficient and more
rgpid evacuation. Ministry of Education staff indicated that no loss of life occurred, and
attributed the successful evacudion to OFDA training. Related, the Minigtry established
“teacher auxiliary response brigades’, in conjunction with, and trained by SINAPRED,
and patnered with the OFDA/IRG education consultant on the introduction of risk
prevention issues into Managua' s primary and secondary school courses.

o Fndly, in the cae of INAFOR, exiging cgpacity is the result of ealier srong
OFDALAC presence. Ironicdly, INAFOR daff note that from 2000-2002, contact with
the OFDA/IRG forest fire consultant was less evident than earlier, yet exiding instructor
cgpacity with OFD training dlowed them expand traning to some 1500 field operatives,
including 700 military personnd. More importantly, INAFOR reports that from 1998-
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2000, Nicaragua had 500 forest fire events, compared to 2001-2003, when forest fire
events were reduced to 86. INAFOR credits OFDA completdly.

While this st of contextud examples in the countries visted is not a sysematic datement on
impact, the message for the evaduation team is clear. OFDA/IRG has had a profound impact
whether measured in process, result and more importantly, rea world impact terms.  Shifts to
greater presence and innovation in the entire risk management cycle through training (SCI, etc),
TA, and increased - dbat Hill incipient - efforts to reach to new actors and targeted populations
al point in the right direction.

D. Program M anagement | ssues

As noted earlier, one of the mgor successes of the IRG contract with OFDA/LAC has been the
emergent adminigrative and financdd management snce 2000 and its separation from the
technicad management of the program. While it is difficult to separate programmatic content
from management dyle in some cases, the gains for both are clear. The overdl management
moddity or syle tha has evolved works well and provides a more effective and accountable
inditutiona mechanism for the “modd” that did not exis earlier. IRG and OFDA/LAC should
be commended for this increased transgparency, management, order, accounting and
accountability. The very fact that planning, budgeting, programming and execution data exists in
an orderly fashion permits this portion of this evauation.

There are a number of sub-themes to explore in the area of program management and drategic
management decisions on program content.

Seamlessness in Operational and Management Relationships. The “seamless’ nature of the
IRG/OFDA partnership is evident in the relationship between consultants and OFDA g&ff, in the
fied, in angular drategies, and in the lack of an OFDA/IRG didinction among client nationds.
In every fidd vigt, the answer to the question of whether nationd consultants were IRG or
OFDA employees invariably was that they were OFDA employees. In some cases, the IRG
name was not even known! Tha has sarved the program well, especidly due to the high
credibility that OFDA shares in the fidd. Seamlessness seems to be a function of the long-term
relaionships, but does not pertain to management functions as it does to operations. In generd,
that is a pogtive outcome of the contractud reationship, because it has brought a clear sense of
management accountability, something absent in earlier years (pre-2000). However, there is
some concern that IRG has stepped into strategic programmatic decisions that are the appropriate
purview of OFDA management. This concern has been expressed in particular in reaion to
drategic decisons with regard to aress to be cut initiated by IRG as a result of budget shortfals
in 2003 and beyond (discussed in detall below). In this case, the “tall wagging the dog” may
have interrupted some of the seamless nature of the relationship.

Trade-offs. Administrative Strengthening and Field Flexibility. This dhift in management
and adminigrative style and content has not come without some costs. There is some concern
tha the <hift from the initid flexible contractud arangement (dmilar to an IQC in the
rembursable nature of costs) to a fixed sum (CPFF) contract may have reduced the flexibility of
action on the ground in response to country level needs. Severa consultants referred to the need
to assure that management improvements do not come at the cost of field flexibility. There is a
need to retain greater contractua flexibility, abet with dear accountability, because of the very
nature of the objectives and misson of OFDA and the external contractor: disaster relief and risk
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reduction. These are uncertain areas, and innovative gpproaches to contract finance mechanisms
need to be explored without violating USAID rules. The circumstances of the current contract
exemplify the need for clearer and more flexible rdationships.

Plan Pais. The past four years have seen the emergence of this critica integrating tool for the
RMP. From its inception in 2000 as a means for bringing increasing order to the training and
technica assgance functions, Plan Pas has become the key ingrument for client-country
planning, programming, and budgeting, and to a lesser extent, monitoring and evauation. The
information is updated quaterly, and it contans detalled programmatic activities (plans and
execution), diagnodiic information on demography, socio-economic factors, political redlities,
the history of disasters responded to by IRG/OFDA, and an evaduation of inditutiona capacity in
risk management. The PP incorporates the OFDALAC Strategic Plan for 2001/2006, and
presents objectives and results expected for each of the objectives (preparednessresponse,
ingitution strengthening and coordination, training and information).” Two key findings merit
atention:

o Significant advances have been made in utilizing Plan Pais as an evadudion tool;
there is a need to drengthen these ongoing efforts.  While the TTS and training
reporting, aong with the quarterly reports, provide a basis for M&E, there is greater
need to move from process indicators to tose that might point to tangible results, and
more importantly, tangible impact. It is often difficult to separaie results from training
and technica assstance because they are both part of an integrated process of the
transfer of risk management cepacity. In the second year of the contract there has
been ggnificant internd discusson in this direction, and in some cases initid impact
indicators have been developed (eg., impact measures in forest fires), and initid
proposds for disinctions among process, result and impact messures® This
drengthening has been discussed thoroughly with IRG, and there is every indication
that thisis the direction in which they are headed.

o lronicdly, the tool has a subdantive inditutiona vulnerability diagnostic component,
but as a basis for drategic interventions, it is not shared with national counterparts, or
with the MDRO at the Misson leve in a least one fied case. Clearly, the PP has
sendtive content. However, with some editoria work, this instrument could serve as
a bass for nationd didogue, and not just as an IRG internd tool. It needs to be
shared with countries.

Operational Efficiency and Cost Effectiveness.  There is no question that the operationd
moded is codt-effective because of the rdiance on nationad consultants and increasing passng of
ingructional roles to nationa ingdructors. The improved administrative capacity has had a direct
impact on the capacity to measure and improve operationa efficiency. Nowhere is this more
evident than in the dramatic reductions that have occurred in the IRG codts of fidd training
activities as counterparts pick up larger portions of totd codts and tota respongbilities. This
“changing of the operationd guard’ has implications not only for costs per activity, but aso for
the need for the intengty of consultant participation in training-related activities.

" A more recent update of the Strategic Plan for FY 2004-2009 providesinsight into the increasing move from
response to risk management, although it remainsasone IR (1.4) in the single overall SO of response: “critical

needs met of targeted vulnerable groupsin emergency situations”.

8 In several internal documents these efforts can be seen, and are intended to be incorporated in course material: J.P.

Sarmiento, “ Propuesta de Indicadores: Maria Luisa Alfaro, “Propuesta de Indicadores para Programa de Incendios
Forestales OFDA/LAC".

Evaluation: USAID/OFDA/LAC 30 December 2004
Risk Management Program



CHECCHI AND COMPANY CONSULTING, INC The Louis Berger Group, INC

As can be seen in the following graphic, the average cost for the most prominent training courses
has declined over the firg five years of the program. Data for 2003-2004 support this generd
trend, with average daly costs in these five courses remaining much the same.  Approximate
vaues for 2003-2004 are. COPCIF ($880, dightly higher); CPl ($950, substartidly higher);
EDAN ($345); APD ($350); APAA $500, lower).

Average cost per day (5 courses)
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Monitoring and Evaluation. One of the areas that Hill requires subgtantid effort is that of
monitoring and evduation (M&E). The Plan Pais provides an excdlent framework for M&E,
but more can be done. OFDA/IRG is dretching the bounds of how to measure results and
impacts. This is an enormous and innovative undertaking that has never been atempted before in
the LAC’. This is espeddly true given the difficulties in identifying tangible meassures of
vulnerability reduction through a program of this scope. Also, it is important to teke into account
the dissster management professond community’s historical  difficulties with interpreting  risk
management concepts, OFDA’s evolving processes are inherently quditative in terms  of
measuring effectiveness.

There are four levels of evauation evident and in various stages of development:

o During the courses in classoom evaudions. From discussons with those trained and
Ingructors in the fidd, there is a sense that the tool needs drengthening. This is less
a criticism of IRG and perhaps more rdevant as a comment on how OFDA evauates
classroom performance.

o Internd to the program itsdf (training package, program as awhole)

o Inditutiond Evaduations (how trained perform in the job, performance evduation, use
of course in work). In part, the Inditutional Diagnoss of the PP fills this role, but
again amore systematic set of evauation insruments need to be devel oped.

o Organizationd culture ad vaues, organizationd change (has a culture of response
been superceded by a focus on mitigation, degree of intra and inter-inditutiond focus
on the broader context of risk reduction and response)

To date, the RMP/IRG PP primarily ded at levels one and two, and to some degree at leve three
in the diagnogtics.  Indeed, contractudly IRG is fulfilling its M&E mandate (levels 1 and 2) and
perhaps beyond as it moves specificdly into the area of establishing new basdine data, the

® The costs associated with TA/Workshops and Instructor Training tends to be substantially higher, in part because
of the greater number of regional courseswhich involves greater travel and per diem costs.
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tremendous effort in integrating training and outcome through SCI which is a means for
evduating impact, the prdiminay impact measures in forest fires and some country specific
inditution strengthening messures.  Again, the issue is not IRG performance; rather it reflects he
limits of OFDA"s Strategic objective.

Regional Advisors and Senior IRG Consultants. An aea tha remans unclear to the
evaduation team is the role and reationship of OFDA’s Regiond Advisors (RAs) and the IRG
(senior) consultants.  Nationa (and especdly senior) consultants seem to fulfill many roles
except that of liason and funding with the naiond Missons, especidly in times of response. In
addition to response and coordination roles, RAs are aso charged with broader political and
policy roles that fal wel outsde the purview of IRG consultants In addition, RAs have officid
government datus which broadens their authority to interact with government and regiond and
international  organizations!® The recent addition of new Regiond Advisors provides a red
opportunity to examine this relationship. The evauation team sees a role for each, but it is
incumbent upon OFDALAC to take this opportunity to further clarify the roles of each.

Funding Levels and the Second IRG Contract. In the current (2003+) period of the new
contract with IRG, there has been a problem and a concern about the reason for, and
consequences of what appears to be a lack of funding commensurate with a pre-designed work
plan and program. It is not the role of the evduation team to enter the question of why this
occurred. However, it important to understand the consequences for Year 1 of the new contract,
and the perspective for Year 2 (dready in implementation). There have been consequences that
relate to cutbacks in progranmed activities, paticulaly those involving travd for nationd
consultants.  The result? Substantidly fewer training exercises conducted when compared to
initid programming; reduction in the transmisson of some new course materid that has been
designed; some reduction in the face-to-face interaction among consultants to plan and impart
experiences, postponement to Year 2 of activities planned in Year 1 However, even with budget
reductions from work plan prescriptions, much of the initid work plan has been carried out. The
question becomes how to incorporate lessons learned from this period of budget tightening to
assure continued financia and programmetic accountaility.

While this evduation is not intended to be a financid or management audit, because of the
concerns surrounding the circumstances of the first year budget in the new IRG contract (2003
2004), its impact on the program, and the continuing uncertainty as to amount of the second year
contract, the evauation team feds it incumbent to offer some guidance and observations. The
following obsarvations are based upon interviews/conversations with San Jose IRG  senior
management, San Jose OFDA management and daff, IRG work plan and budget and quarterly
reports, and interviews with fid consultants.

There are subgtantid disparities between the origind IRG Work Plan, the eventud WP, the firg
year budget and the contract. The modified Work Plan (WP) of July, 2003 incorporates
decisons teken to accommodate the eventua contract for Year 1 with OFDA. An examination
of the WP suggests a number of criticd decisons made that have both current and future impact
on the outcomes of IRG and OFDA/LAC work in the region. In addition, a review of the July
(2003) WP and July (2004) Quarterly Report reved severd drategic characteridics that may
well affect present and future activities under the contract.!* Findly, a review of Years 1 and
Year 2 of the Plan Pas CD and discussons add to a formidable amount of transparent and
indicative informetion for this andyss.

10 See OFDALAC s operational plan for 2004-2009 for a discussion of RA rolesin response.
1 These tables are not included but are readily availablein IRG documentation.
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The nature of cutbacks or adjustments to contract requirements. The mgor decison in
adjusting budgets was to cut back of both the travdl and the training to be delivered under the
contract.  One clear area affected by the differentid has been the overdl leve of training and
TA ativities. The following WP and eventua expenditures reflect the pattern for Year 2003
2004 in terms of program activities. Training and TA are at the core of the program. From an
inid programming of 197 activities, the execution for Year 1 reflects 140 activities a
diminution of 29% of training and 32% of TA activities, and a budget diminution of amost 43%.

Activity and Budget Execution: Year 1

Activities Work Plan Budget 2/29 % of 5/31 % of
2003 First Year | Executed WP Executed WP
Training: # 150 72 48% 109 71%
TA: # 47 24 51% 31 68%
Total ($000) $988 $737 $375 38% $568 58%
Total # Activities | 197 96 49% 140 71%

Sources: Quarterly Reports, Work Plan Year 1, TTS

In addition, two particular circumstances have exacerbated the funding for key activities of the
program: the termination of the participation of Miami-Dade County and related start-up costs
for the new contracts with Fairfax and Los Angeles, and the absence of (expected) contributions
for training to the training portfolio. In the case of the former, the result has been the need to
bring the new firefighter agencies “up to speed” on how and what OFDA and IRG do in the
context of different culturd milieus This represents an initid cost to IRG, dthough the longer
term benefit of the contribution that these agencies can make to OFDA and client countries is
undeniable.

In the case of the second, the opportunity cost is evident: no longer are funds avalable from
CAMI, the American Red Cross nor the Southern Command. During the lagt five years of IRG
participation, the proportion of OFDA financing (co-financing with nationd contributions) of
activities has increased steadily. In Year one, dl (55) activities were financed directly by OFDA.
In Years two and three the contribution of the American Red Cross was sgnificant; in Year four
and five, the Southern Command funding was relevant. However, in 2003 and 2004 dl funding
for traning and technical assstance has been financed through the IRG contract, in spite of
expected funding from Southern Command. The following graphic provides evidence of these
changes.

Participation in Training Activities (%)

Year IRG ARC SC
1998-1999 100 0 0
1999-2000 58 42 0
2000-2001 62 38 0
2001-2002 67 5 28
2002-2003 92 0 8
2003-2004 100 0 0

All aspects of the program have been affected, and it is the evduation team’'s esimation that the
program cannot operate fully & the current levedls of funding. While we have a number of
obsarvations about the what and the how of line items and activities, it is clear that insufficient
fundsare avalable.
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In response to these changing budgetary circumstances, specific decisons and actions were taken
in the revised Work Plan for Year 1:

0 Travd in the budget particularly for IRG consultants was cut to a minimum, abet
in terms of expendituresit remained subgantid;
o0 As noted aove traning and TA were cut. In some cases this meant the
postponement of courses under development (SCI, revised English language IDA
and DANA) were postponed for delivery until Year 2,
o0 The principd travel and training activities for the year were cut to a 10 month
period,
0 Some activities were reprogrammed for Year 2 of the contract.
However, a number of questions remain in the view of the evauation team about the Work Plans
for Years 1 and 2 in terms of potentid savings and efficiencies that may be obtained'? We share
these here in the spirit of condructive criticiams.

Travel Budget. In the (July) WP for Year 1, there was no dlocation for travel, athough
in the budget some $39,000 was dlocated. In the EOY budget report, a substantia deficit
is reported ($475 thousand) and in Year 2, a request for $600 thousand is presented.
Travel for the program is essentid: for senior consultants with multiple countries, for
regiond TA and training, for group meetings. However, the increese in travel over the
past severd years needs to be reconciled with the nature of the decentralized modd: if
naional conaultants ae to be wused, if naionad indructors increasngly replace
conaultants, and if sdf-reliance is evident in some countries, why should the trave
budgets increase rather than decrease? The increase in travel over the past severa years
needs to be reconciled with the nature of the decentrdized modd: if nationa consultants
are to be usad, if naiond indructors increasingly replace consultants, and if sdf-rdiance
is evident in some countries, why should the travel budgets increase rather than decrease?
The evduation team is cognizant of the increased cods of travel and that in South
America distances are great. However, per diem costs have doubled between 2001/02 and
2003/04 while the LOE has increased by 50% and the number of consultants by 3.

Move to Increasngly Full-Time Consultants. In a Smilar vein, an examination of the
Pan Pais documentation reveds that the LOE for nationd IRG consultants has increased
to virtud full-time in mogt cases. (from 135 days in 2000/01 to 173 in 2001/02 to 203in
2003/04). Paticipation of IRG conaultants in traditiond traning is increesngly less cod-
effective as the drength of transfer improves, and their participatiion in training should
reflect this decreased reliance. However, the increased LOE reflects in part a shift to TA
and inditutional drengthening, an aea mush more difficult to messure in cost
effectiveness teems. Trander of respongbiliies and funding to nationds implies a
changed IRG role, Trander of responghilities and funding to nationds implies less IRG
role, and a shift to other activities, or an overal decrease in presence. Success means
shift in srategy and/or shift in resources.

It is important to note is that, distinct from the vast mgority of course offerings, BREC
and ICS require far more extensve LOE and funding to reinforce existing client capacity,
and expand coverage into new client groups. OFDA/IRG mugt continue to closdy

12 The evaluation team is a bit confused with the reported G& A for Year 1. The reported sum of $1,132,996
(Quarterly Report for April-May, 2004) is not reflective of the flat rate (24.5%), nor does it show as an element in
the overall calculation of expenditures.
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examine its cod-efficiencies as a function of the up-front costs required to shift the RMP
fromtraining toward increased “program building”.

Training. While overdl traning was cut by a subgantid amount from the origind WP,
the eventua $737,420 was not fully executed. Only 58% of the origind WP, but only
78% of the revised WP, were actudly expended. Limits on travedl may have contributed
to this shortfdl, but clearly other factors are a work. As we note ealier, the
effectiveness of the use of funds is clear because while 58% of the funds origindly
proposed in the Work Plan were executed, 71% of the activities were executed. This
cost- effectiveness needs to be viewed in light of these figures.

Decentralization and IRG/W Participation. While the amounts are not particularly
ggnificant, it is not cear subdantivdy why IRG/W should increase its travel as part of
the contract. IRG/SJO has been and is sdf-sufficient and reporting requirements are the
thrugt of interaction with IRG/\W.

Small Grants and INSARAG. It is not clear why the IRG contract is the appropriate
venue for these items. Agan, while the amounts are amdl, they complicate the
contractua relaionship of IRG with OFDA and raise funding levels. In the case of
grants, IRG itsdf has opined that it may no be appropriaie little flexibility of use in
disagters, cumbersome rules and regulaions make them less timely, Sze is too smdl. Our
understanding is that these funds have been placed under the commodity line (correctly).
In the case of INSARAG it Smply isTt dear why this is the appropriate venue. In this
case, these were funds not alocated nor reimbursed, but the activity was requested by
OFDA/W.

V.  Principal Conclusions

o Coverage. The IRG country portfolio has grown subgtantidly over the course of the past
five years, and now includes 26 countries in the LAC region, and operates through a network
of 19 fidd conaultants. Until recently, the program in the Eastern Caribbean has recelved less
atention, following a lull in activities in the late 1990's, and into early 2000. However, the
East Caribbean represents the largest growth area for the RMP.

o The second IRG contract coincides with a dramatic shift in Strategy away from the existing
emphass on courses and response. However, the course content of much of the training
remains response oriented. This is in keeping with OFDA’s drategic objective.  First
response and forest fires dill represent the mgority of training. In dl of the country vigts,
the emphass on the need for a stronger presence in risk mitigation and prevention was
proffered by client respondents. The recent emergence of SCI as the culmination of the
training package is a very postive addition to the OFDA/IRG portfalio.

o The focus on key stakeholders at the nationd and inditutiond leve is — and will reman - a
priority for program continuity. As a result, the RMP has had less opportunity to reach out to
locd leve inditutions such as community leadership, action committees, and parent groups.
These populations and groups make up the fird-impact and fird-responder landscape and
require greater attention in the program

o A further area of some discusson in the fidd and with IRG and OFDALAC daff has been
the need for management and programmatic decisons about the “success’ of transfer of
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technology and the passng of responshilities to nationd inditutions and daff.  Some
countries (in the Latin American ca®) may have maured to the point of “graduation,”
paticularly in terms of course indruction Two of the five ountry vigts reflect this. In both
Peru and Guatemda, the level of inditutiond maturaion is very high, and one might
guestion the role of IRG consultants (in training) in terms of the leve of effort naiondly and
in teems of the kinds of activities pursued. Gradudion in course traning roles means
pursuiing increesng TA and coordingtion roles.  This is not the case in the Caribbean
countries, dthough in the short period of “re-engagement” subgtantid advances have been
made.

o The implication aso is that new emphases and roles should be emphasized (and to some
degree these are becoming evident in drategy): new courses responding to new technologies
and events, greater indtitutiondly focused TA, more intense work with entities outsde the
nationd inditutional framework (NGOs, locd community organizations). And, perhaps, a
lower leve of effort netiondly.

o  Building National Capacity and Coordination. The OFDA/IRG team has produced a
high levd of service ddivery in the countries targeted by the evduation. OFDA/IRG has
the greatest success building capacity within nationd disester authority and firdt-responder
inditutions a the nationd leve. Cetified dient-ingtructors are relied upon to reach out to
regiond and municpd divisons. Because of the endemic inditutiond problems with
retention and tun-over, the RMP drategy is to reinforce cgpacity a the nationd leve
where retention is less of a problem. To a lesser degree, the RMP has built capacity with
loca-level governments and community groups based on its current resource-use priorities.,
Activity a this levd is increesng, is clealy the direction to move, and is based on
interaction with the NGO community.

o OFDA/IRG has been successful in promoting internd inditutiond coordination and in
drengthening regiond and internationd linkages in disaster response.  In al three regions,
regiond organizations have been a principd focus for OFDA/IRG activities.  Coordination
with USG (USAID) has been a principd role for RA actions, and in a number of country
cases the role of IRG consultants in providing immediate communication and coordingtion
through the MDRO has been successtul.

o Management. The overdl management moddity or dyle that has evolved works
reasonably wel and provides a more effective and accountable ingitutiond mechaniam for
the “modd” that did not exig in the earlier years of OFDA engagement in the region.
However, there is some concan tha the <hift from the initid flexible contractud
arrangement (Smilar to an 1QC in the rembursable nature of cogts) to a fixed sum contract
may have reduced the flexibility of action on the ground in response to country level needs.

o The “seamless’ nature of the IRG/OFDA partnership is evident in the relaionship between
conaultants and OFDA daff, in sngular drategies, and in the lack of an OFDA/IRG
diginction among client naionas. Seamlessness seems to be a function of the long-term
relationships, but does not pertain to management functions as it does to operations.
However, that is a podtive outcome of the contractud relationship, because it has brought a
clear sense of management accountability, something absent in earlier years (pre-2000).

o  However, there is some concern that IRG has stepped into strategic programmatic decisons
that are the appropriate purview of OFDA manegement. This concern has been expressed
in particular in reation to drategic decisons with regard to areas to be cut initiated by IRG
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as a result of budget shortfals in 2003 and beyond (discussed in detail below). In this case,
the “tal wagging the dog” may have interrupted some of the seamless naure of the
relaionship

o Inthe current (2003+) period of the new contract with IRG, there has been a problem and a
concern about the reason for, and consequences of what appears to be a lack of funding
commensurate with a pre-designed work plan and program. It is not the role of the
evaduation team to enter the question of why this occurred. However, it important to
understand the consequences for Year 1 of the new contract, and the perspective for Year 2
(aready in implementation).

o  There have been consequences that relate to cutbacks in programmed activities, particularly
those involving trave for nationd consultants ~— Subdantidly fewer traning exercises
conducted when compared to initid programming; reduction in the trangmisson of some
new course materia that has been designed; some reduction in the face-to-face interaction
among consultants to plan and impart experiences, postponement to Year 2 of activities
planned in Year 1. However, even with budget reductions from work plan prescriptions,
much of the initid work plan has been caried out. The question becomes how to
incorporate  lessons learned from this period of budget tightening to assure continued
financid and programmetic accountability.

o In addition, two particular circumstances have exacerbated the funding for key activities of
the program: the termination of the participaiion of Miami-Dade County and related Sart-
up codts for the new contracts with Fairfax and Los Angeles, and the absence of (expected)
contributions for training to the training portfalio.

o  All aspects of the program have been affected, and it is the evauation team’'s estimation
that the program cannot operate fully a the current levels of funding. While we have a
number of observations about the what and the how of line items and activities, it is clear
thet insufficient funds are avallable.

0 Replicability. The issue of the replicability of the LAC “modd” or approach is a difficult
one to answer in the abdtract. The essence of the approach can be divided into four key
areas — Planing, Traning, Technicd Assgance, and Management, and incudes the
following key dements

o The exigence of a set of contextudly developed course materids, primarily oriented
toward response, and increasngly, as an integrated set of materids, pat of a risk
management Process,

o A network of nationd “consultants’ who have developed close bonds to OFDA, and
in most cases to the origina set of the OFDA team. In mogt cases these @nsultants
were paticipants in the origind course and training program. The “seamless’ nature
of the IRG/OFDA rdationship is an outgrowth of this close knit group of consultants;

o Nationa consultants and OFDA Regiond Advisors play a key role in first response,
providing immediate asssance and damage assessment from a  wadl-nurtured
relationship with national inditutions of firsd resgponse and a link to USAID and

embassy response,
o An evolutionary and demand driven agpproach to responding to nationd traning
needs,
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o An inditutiond multiplier effect as the origind sets of trainees have become a set of
traners, both nationdly and regiondly, reducing the need and role for direct training
through the OFDA/IRG consultants who take on a stronger role as qudity control,
supervison, and technica assistance on the ground;

o A requirement of some minimd inditutiond development on the pat of the nationd
government in disaster response and preparedness.

The approach is clearly contextud and evolutionary, and in this sense may be difficult to
replicate.  The long-ganding relaionship among consultants and the OFDA team is unique,
and may be difficult to replicae without smilar interpersonad dynamics and collegidity
built up over time.. The existence of he origind OFDA team, oftentimes referred to as the
“four horsemen” is purdy contextud, and probably not replicsble  However, some
elements of the modd can and should be adopted by other regions. Proof of replicability
comes in the form of the recent “re-emergence” of OFDALAC and IRG in the Caribbean.
The adaptation of the “modd”, course materid and TA is teking root, abet with a time
lag. But this time lag is sgnificantly shorter than the two decades over which the modd
has been built! While not the same as the Lain American experience, the EC shares many
of the characteridtics.

VI. Future Directions and New Horizons. Innovative Opportunities for
OFDA/LAC and Possible Strengthening of OFDA/IRG

Catadtrophes, by definition, exceed human investment and efforts to reduce risk. In this sense,
the cost effectiveness or cost-benefit of risk management programs does not center on a postive
net effect financidly, but focuses on reducing the leve of potentid loss It is not without surprise
that the losses from Mitch disheartened many, to the extent that new opportunities to mitigate
risk are overshadowed by the awareness that origind efforts to do so were easily overwhelmed.
Given that preparedness and response will remain the centerpiece of the OFDA misson, the
evauation team, neverthdess, has identified new risk management opportunities, centering on
risk reduction and hazard mitigation, and designed to complement OFDALAC's misson and its
current level of human and financid resources. Some of these new directions fal beyond the
scope of the IRG contractud relationship.

The following statements are based on OFDA’s mandates and experience with catastrophes in
the region, and are designed to give context to the New Directions discussed bel ow:

= The commitment to response is the foundationd role,

» Frequent events force an emphasis on response, which disspates mitigation
activities and the attention given to concepts like relief-to- devel opment.

= Mitigation and other forward-thinking programs tend to gain priority in
countries/regions/locals with less catasirophic losses.

=  Commitment to mitigation and other expanded OFDA roles is conditiond;
thereis athreshold to risk reduction efforts (risk acceptance).

o The Organization of American States (OAS) funded the Caribbean Hazard Mitigation
Initistive, a comparaively low-cost mitigation project that produced flood mapping and
vulnerability indexing for Kingston, Jamaica Though successful, no funds have been found
to implement the data through engineering projects for reducing flood wvulnerabilities.
Given the funding limits within ODPEM (and virtudly dl nationd disssder agencies), the
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budget priorities within Ministries and Cabinets, Jamaica’'s naiond gsakeholders bodies,
OFDA/IRG  should condder assding Jamaicas dakeholders in targeting demongtration
projects by using the vulnerability data from the OAS Initigtive. With a data-base on flood
vulnerability, engineering firms are equipped to conduct a design-specific and Site-specific
cost-bendfit anadlysis of its interventions. Prior to this initidive, the insurance indudry has
not been equipped with this data traditiondly used in risk underwriting procedures. In
addition, Cabinet and Minigry-leve personnd ae with quantitative data to perform the
following project-support  functions.  target funding sources for projects prioritized
according vulnerability and criticd needs use flood-plan daa on Ste-gpecific
vulnerabilities to negotiate terms and conditions for insurance coverage from insurance
and/or re-insurance industries.

o A common theme among client organizations is a need for OFDA to extend its grasp
toward organizations and groups a the loca and commmunity level. The closest associate
or client of OFDA is and will reman the lead naiond inditution and NDC within
countries. However, a both the firg response and mitigation leve, these is a fdt need that
much more can be done. As is described in the text of this report, severd clear needs and
efforts in this direction emerge the shortcomings of the Jamaican Parish response to
Hurricane lvan; the successful and impressve coheson that has emerged in the case of
Furas Disaster Network; the strong relaionship of CONRED with some 17 NGOs in
Guatemda

o Linked to the above is a need for OFDA/LAC to form closer dliances with the NGO
community. OFDA/LAC has maured in its inditutiond relationship with countries both in
traning and in technica assstance. So too has the NGO community moved from a “first
generation” of foreign relief and direct humanitarian assstance to a “second generation” of
more inditutiond reaionships with nationa personne, to a “third generation” of NGOs
with sudainable devdopmentd patnerships within - countries  linking  governmentd
inditutions and the community. These third generation NGOs provide clear opportunities
to degpen not only fird response, but strengthen development-oriented efforts at risk and
vulnerability reduction. OFDALAC and IRG need to drengthen the involvement of these
NGOs in their program. (The cases of Piura in Peru and Guatemaa suggest these new
opportunities.)

o  The Pura Regiond Government and disaster network provides a potential model for new
directions and an understanding of rea trade-offs in risk management.. Recent coordination
efforts build upon risk mitigation opportunities and their cost-benefit with respect to the
region’s hisgory of economic losses from disasters. However, economic loss has caused a
selective acceptance of risk with respect to zoning and esidentid congtruction in the city of
Fiura, because the cost to build in less risky zones is reported to be four times higher than
in risky ones. In addition, a growing population has led to public demand for affordable
housng, a rdaed governmentd willingness to dde-sep hazard mapping, building code
enforcement standards, and the dlowance of building in flood and fluvid soil (earthquake)
ZOnes.

o In communities throughout the region, this same scenario is repeeting itsdf. OFDA/IRG is
wdl-postioned to use its exising base of resources and relaionships to build a risk
prevention mindset a the community levd. The following OFDA/IRG activities will not
only improve the RMP, but will enhance the rdief-to-development linkage by empowering
communities to reduce ther risk profiles Identify funding sources to bring locd, regiond,
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nationa sakeholders together for workshops, and planning cels, establish consstent
contact with communities by leading the devedopment of (OFDA/PRG) vulnerability
assessment and risk reduction work plans with the PRG and community commissons,
incduding providing guidance and methods for community-based monitoring  and
evadudion; increese pilot projects in communities, with a focus on building code
“minimum  dandards’ and the provison of “minimum equipment” to cary out
preparedness and hazard response efforts; increase efforts to involve the PRG's Scientific
Advisory Group in the region’s formal risk prevention and crisis response activities.

o  Naiond inditutions aimed a risk management, relief and recondruction find themsdves
searching for funding in a world of dwindling resources A common complaint among
nationd agencies is that programmatic budgets are virtudly nonrexigent, and even nationd
counterpart funding for training and workshops is minimd. A smilar recognition is part of
USAID’s deveopment drategy and drategic objectives. One answer is an increasing
recognition of the need to form drategic “Public/Private Alliances’ in the face of dwindling
resources. A dmilar recognition is pat of USAID’'s development drategy and drategic
objectives (SO). A recent pilot project in Kinggton, Jamaica highlights some of these
posshilities where vulnerability assessment and mapping could be linked to private sector
development, property insurance and re-insurance intereds. Involvement of universty
dudents in vulnerability assessment and training is an important part of this pilot exercise
A recent USAID project initigtive in Guatemaa with public private dliances in the socid
sectors (hedth, education) dso suggests the possibility of incorporating risk management
and assessment efforts to devel opmental purposes.

Findly, it is the opinion of the team that the “sarvice ddivery” modd and the curret
OFDA/IRG rdationship bring a great ded of vaue added to OFDA’s capacity to accomplish a
great ded in a very cost effective manner. The “bang for the buck” is evident. Whether one
measures OFDA’s impact from a process perspective (numbers trained, courses delivered, etc.),
from the perception of the client (“OFDA has cregted the nationd inditutional capacity,”), from
an impact perspective (nationa inditutions and programs bear the OFDA samp in virtudly dl of
their training program, response time has been reduced and coordination incressed, overal
vulnerability has been reduced and bears some relationship to the presence of OFDA), there is a
clear message: it works and works quite well.  While some improvement dong lines suggested
above will meke the modd better, asit currently stands, it works and well.
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ANNEX A: CONTACT LIST

The following names form a patid liging of interviews undeteken by the evauaion

team. Theligt isdivided by geographic locale.

USAID/OEDA, Washington, D.C.

Rob Thayer
Regiona Coordinator for Asa Latin
Americaand Caribbean

Gilbert Callins
Team Leader, Panning and Evaduation

Marcdla Michaud
Program Operations Assstant

Barbara Howald
Training Advisor

James Heming
Disagter Operations Specialist

Greg Gottlelb
Deputy Director

Michadl Marx
Disaster Response Team Leader
OFDA

Stephanie Savolaine
OFDA

Eileen Smoes
OFDA

Milena Popp
OFDA

Caraol Chan
OFDA

Washington, IRG

Katherine McNell
Senior Manager

Rdief and Recongtruction Division
IRG

Timothy Knight
Corporate Vice President
IRG

USAID/OFDA/LACI/IRG Costa Rica

Tim Cdlaghan
Senior Regiona Advisor
OFDA CostaRica

Rene Carrillo
Regiond Advisor
OFDA

Phil Gdlmen
Regiona Advisor
OFDA

John Taylor
Chief of Party
IRG

Juan Pablo Sarmiento
Sefior Technica Manager
IRG

Fernando Calderén
IRG Consultant, Costa Rica

Nelly Segura
IRG Training Specidist

MariaLuisaAlfaro
IRG Consultant in Forestry

Manud Ramirez
IRG Consultant in Education
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Costa Rica

Sr. Luis Diego Moraes
Presidente,
Comision Neciond de Emergencia

Sr. Hector Chavez
Director Naciond
Cuerpo de Bomberos

Sr. Luis Fernando Salas
Subjefe, Departamento de Operaciones
Cuerpo de Bomberos

S. Migud Carmona
Presdente

Consgjo Naciona
Cruz Roja, CR

.. Guillermo Arroyo
Director Naciona
Socorros 'y Operaciones
Cruz Roja, CR

Sr. Jorge Rovira
SubDirector

Socorros 'y Operaciones
Cruz Roja, CR

Jamaica and Eastern Caribbean

Carl Herbert
<. Kittsand Nevis
National Disaster Coordinator

Dr. Kevin Rushing
MDRO

and Deputy Director
USAID - Jamaica

Howard Basset
Asssant MDRO
USAID-Jamaica

Alan Ross

IRG Conaultant- Jamaica

Dawn French
National Disaster Coordinator
Sant Lucia

Beryl Armbrister
IRG Consultant
Bahamas

Dr. Barbara Carby
Director
ODPEM - Jamaica

Ron Jackson
Deputy Director
ODPEM - Jamaica

Julie Leonard
Regiona Advisor, OFDA
Barbados

Yvonne Clark
Director, Red Cross
Jamaica

Ruth Chisholm
Assistant Director, Red Cross
Jamaica

Pert

Carlos Cordova
IRG Senior Consultant
Lima

Dante Torres

IRG Consultant

Lima

Dr. Jorge Grande

IRG Senior Consultant, Southern Cone

Contralmirante Juan Luis Podesta Llosa
Ingituto Naciond de Deensa  Civil
(INDECI)
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Dr. Algjandro Ledn Paxes

Secretario Permanente de los Consgos
Consultivos

INDECI

Tulio Nicalini, Comandant General
Cuerpo Genera de Bomberos
Voluntarios del Pert

(CGBVP)

Jose Aguirre, Vice Comandante
Cuerpo Genera de Bomberos
Voluntariosdd Pert

(CGBVP)

Julio Méndez
Director de Capacitacion e Instruccion
(DIGECIN)

Cuerpo Generd de Bomberos

Director Generd, Dividén de Desastres
Minigterio de Sdud (MINSA)

Luis Honorio
Director de Operaciones
MINSA

Lic. Abd Aliaga
Director de Planificacion
MINSA

Dr. Jose Réez

Universidad Naciona Mayor de San
Marcos

UNMSM

Ing. Roberto Segura
Director Generd
Minigerio dd Interior (MINTER)

Voluntarios del Pert Santiago Vaero
Coordinador de  Capacitecion  y
Augusto Zegarra Movilizacion
Secretario Técnico ddl Gobierno Oficina de Defensa Naciond
Regiond de Piura MINTER
Norma Ordinola
Concgd delaMunicipdidad de Piura Guatemala
Ricardo Berganza
Manue Javier Moizer IRG Senior Consultant
INDECI-Piura Guatemda
Rolando Sosa Alzamora Oficid Mayor
Minigterio Regiond de Saud Jorge GarciaMalina
Comandante Ejecutivo
German Coreza Durand Cuerpo de Bomberos Municipaes
Gobierno Regiona Piura Guaemda
Lucy Harmam Ing. Migud Ldpez,
CARE Piura Coordinador Naciona de Proteccidn
Forestal
Ing Hugo Ruiz Ingtituto Naciona de Bosgues (INAB)
Director de Operaciones
| Region de Defensa Civil Lic. Jessica Solano
Departamento de Cooperacion
Dr. Celso Banbarem CONRED
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Lic. Hugo Herndndez,
Secretario Ejecutivo
CONRED

Ing. Migud Cotero
SubSecretario Ejecutivo
CONRED

Lic. Walter Wintzer
Gerente de Organizacion y Capacitacion
CONRED

Lic. Manud Pindo
Asesor
CONRED

Lic. Eber Garcia,
Departamento de Educacion.
CONRED

Ing. Ovidio Garcia,
Gerente de Mang o de Emergencias.
CONRED

Lic. César Gonzdez,
Comandante Primer Jefe.
Cuerpo Voluntario de Bomberos

Oficid Juan Jos2 Ruiz
Cuerpo Voluntario de Bomberos

Oficid Mario Quintanilla
Cuerpo Voluntario de Bomberos

Mayor Marco Antonio Ramos
2ndo Comandante
Cuerpo Voluntario de Bomberos

Mayor Cesar Augusto Gonzdez
ler Comandante
Cuerpo Voluntario de Bomberos

Oficid Danidl Antonio Méndez
Cuerpo Voluntario de Bomberos

Oficid Héctor Mauricio Sicaza

Sub Jefe, Patrulla de Rescate
Cuerpo Voluntario de Bomberos

Mayor Fulgencio Marceonio Angedl
Lopez
Cuerpo Voluntario de Bomberos

Mayor José Carlos Sierra
Vocd Il Directorio Naciona
Cuerpo Voluntario de Bomberos

Mayor Juan Carlos Cortés
Voca IV Directorio Naciona
Cuerpo Voluntario de Bomberos

Mayor Rolando Ruiz
Vocd | Directorio Naciond
Cuerpo Voluntario de Bomberos

Dr. Pablo Estacuy
Cirujano Genera
Cuerpo de Bomberos Municipales

Ing. Jos2 Luis Loarca
Asesor Regiond de Emergencias
LACHO, CRS

Nicar agua
Sergio David Gutiérrez
IRG Consultant

Ingeniero Cristdba (Tito) Sequeira
Secretario Ejecutivo de SINAPRED

Ingenieralvonne Ve asquez
Directora Sectoria, SSINAPRED

Licenciada Leshia Centeno/Silvia Ulloa
Directora Gestion dd Riesgo
Ministerio de Educacion

Ing. Migud Aleman
Sub Director
Direcciéon General de Bomberos

Ingeniero Ricardo Selva
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Director Nacional

Federacion de Bomberos Voluntarios Coronel Mario Pérez Cassar
ler. Jefe Defensa Civil
Ingeniera Zaida Zuhiga Estado Mayor Defensa Civil

Ingtituto Naciond Forestal (INAFOR)
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ANNEX B: COUNTRIESVISITED AND ITINERARY

Washington, D.C.: OFDA/W: October 12-16

San Jose, Costa Rica: OFDA/LAC, IRG and Costa Rican governmenta and non-governmentd
ingitutions: October 17-31

Kingston, Jamaica: IRG, USAID and governmentad and nongovernmenta inditutions
November 1-5

Limaand Piura, Peru: November 6-11
Guatemala City, Guatemala: November 12-16
Managua, Nicaragua: November 17-20

San Jose, Costa Rica: November 21-30
Washington, D.C.: December 6-8
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ANNEX C: INTERVIEW PROTOCOLS

As pat of the preparation and conduct of this evauation the evauation team has established a st
of interview indruments or protocols that serve as a semi-structured methodology for gathering
information from different groups of actors. While these indruments are formaized, in most
cases they were utilized smply as a guide to a more conversationd interview aimed at diciting
gpecific information, but not limiting commentary of relevance. In the cases of the two regions —
LAC and the Eastern Caribbean — interviews were conducted in the language appropriate to the
interviewee, dthough the protocols as presented reflect only one of the two languages utilized.
In the cases of the Senior OFDA Regiond Advisor and IRG Technicd Manager no such
protocols were developed because of the multiple interactions necessary, the need to procure
documentation as wdl as information and impressions, and the overdl need to reinforce images
and impressons of the evauation team throughout this exercise. These different protocols apply
to the following:

Chief of Party for IRG

Regiona Advisorsfor OFDA

Feld Consultants for IRG (teleconference interviews in particular)

Country Client Organizations (Firefighters, Nationd Emergency Inditutions, Red Cross,
etc.) and Nationa Disaster Coordinators

E. Ranking Quegtionnaire for Nationd Inditutions

oCow>

Below we provide these protocols.

A. Interview Protocol for Chief of Party IRG
1. History:  Arriving in February 2000, what did you find from a management and
adminigrative Sde.
2. How did the adminigtrative and technica sdesinteract? What changed?
3. Data from the firsd two years seems to have been recongtructed ex-post. How

were you and yowr predecessor able to measure efficiency, effectiveness,
cost/benefit etc. at that stage?

4, How does the Plan Pais work as a management and adminigrative tool, not just a
program tool?

5. Effect of the period of extensons in 2002-2003 on work program? Shift from
grants to reimbursable 1QC to a compsetitive fixed cost contract. How does the
change affect the work program from both a technicd and adminidtrative
perspective? Hexibility?

6. What advantages and disadvantages for folding this more directly into the USAID
Mission portfolio?
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7. How do you see reationships on the ground (CR) between OFDA and IRG.
Concept of a “seamless’ organization has often been mentioned.  Are there
advantages and disadvantages to that?

B. Interview Protocol for Regional Advisors

What are the principa roles for Regiond Advisors today?
How has that changed over three periods: pre-1998; 1999-2003; 2003 — today?

Has the changed adminidrative and management style changed the way in which
OFDA operates? For example, Paul Bell and the RA system and the consultants
versus post-Paul Bell and the RA and IRG and consultant system.

4, Is there some conflict between the roles of the RAs and IRG leadership in reation
to consultants?

5. Ddlicate but important question: why does OFDA need both a support contract
and the RA gtructure? If not both necessary, which ought to go?

6. What about OFDA-AID? Can the seamlessness in IRG/OFDA/LAC be said of
OFDA/LAC and USAID Missons? Can the role of the MDRO as the point
person in the Misson be srengthened and need it be? How, if a dl? Can
OFDA/USAID relationships be atered and need they be? How?

7. Other  thoughts  rdating to both programmeatic ~ content and
management/adminidrative structure?

C. Interview Protocol for IRG Consultants and National
Disaster Coordinators (Teleconference in countries
not visited)

1 ¢QUE es la higoria de la rdlacion entre OFDA/IRG y sus clientes en € pais? ¢Qué
son Fuerzas y/o debilidades con lardacion??

2. ¢Que son los programeas principaes de OFDA/IRG?

3. ¢COmo se comparten las prioridades de planificacion, gestion, y/o evauacidn de
los programas con sus clientes?

4. ¢Que son las contribuciones de OFDA/IRG hecia la capacitacion de sus clientes?
¢Hay gemplos de impacto positivo?

5. ¢e puede distinguir |as actividades de OFDA y las de IRG?

6. En generd, ¢se puede caracterizar € impacto de los programas de OFDA/IRG?
¢Hay gemplos tangibles de una reduccién de vulnerabilidad en @ pais?
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7. ¢Cree UD. que e puede replicar elementos o0  modelo de OFDALAC/IRG en
otras regiones?

D. Interviews Protocol for Country Client
Organizations and (potentially) National Disaster
Coordinators

1 Coverage:

a

Un poco de la higoria de la rdacién con € programa de OFDA/IRG:
cuando comenzd, que actividadess, como llegaon a identificar
necesdades, que indituciones han participado, quienes han ddo los
beneficiarios del programa

The nationd indtitution: what is the scope of its role? How does it interact
with other inditutions? Public/privaie? Level of coordination among
nationd inditutions and isit aresult of OFDA?

2. Per ceptions of OFDA/IRG and OFDA/IRG Impact

a

Perceptions of OFDA/IRG Activities: ¢Como ven Uds. la contribucion de
la presencia de OFDA/IRG y como han afectado € comportamiento de su
agencidinditucion? ¢Fortdezas y debilidades en la rdacion? ¢Que se
puede mejorar?
Como ha dafectado € establecimiento de sus prioridades la presencia de
OFDA? Que criterio? ¢Compartido €l proceso?
¢Puede describir una o varias ingtancias donde € efecto de la capacitacion,
TA, u otras actividades de OFDA es evidente? Describe.
¢Que pasaxa 9 d contrato o la intervencion de OFDA terminara mafiana?
¢Las actividades son sogtenibles en téminos e las actividades de las
indtituciones naciondes?
Que rol ha tomado persona de OFDA-IRG en la respuesta a desastres
aqui, tanto antes como despues.
Como digtinguen entre actividades de OFDA y actividades de IRG?
Que ha sdo € énfasis de las actividades de OFDA/IRG con Uds? ¢H
ciclo ponderado de 1-5? ¢Que nivel de impacto ha alcanzado en estas
areas? ¢En ciertas &reas ha sdo mayor d impacto que en otros?
i. Panificacion:
ii. Capacitacion
iii. Mitigacion/prevencion
iv. AgdgenciaTécnica
V. Respuesta
vi. Monitoreoy evauacion
vii. Gedion deriesgo
Ha habido un énfasis en la integracion de las varias actividedes en una
forma holigica? O sea, ¢contribuye a la coordinacion e integracion de
esfuerzos nacionaes?
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3.

i. Que impacto ha habido de las actividades de OFDA/IRG? ¢Como se
puede medir este impacto?

J. Ha habido mucha gente entrenado o capacitado en @ programa.  ¢Que es
U percepcion dd impacto a nive individud? ¢Retencion de persond
capacitado? ¢Efectos en su desempefio?

Problems/Opportunities
a. ¢Ha habido problemas en la capacidad de OFDA/IRG de responder a las

necesidades de Uds.? ¢O en la coordinacion de acciones o en prioridades?
b. ¢Como han resuelto estos problemas en términos ingditucionaes?

E. Subsequent Questionnaire of Ranking for Client
Institutions and Organizations

Favor de responder alas frases siguientes con @ nivel que corresponde a su opinion: 1 (no
acuerdo); 2 (acuerdo minimo); 3 (acuerdo moderado); 4 (acuerdo fuerte); 5 (acuerdo

excepciond).

1.

Los programas de OFDA son efectivos porque satisfacen las necesi dades de su
organizacion.

OFDA inici6 un proceso consultivo con su organizacion para establecer € contenido
y formato de los programas y prioridades.

Los programas de OFDA son efectivos porgque han capacitado a persona de su
organizacion.

Los programas de OFDA han producido impactos positivos que son tangibles.
OFDA exhibe un proceso suficiente en € seguimiento de sus programeas.

Se encuentra debilidades en |os programas através del proceso de evauacidén. Como
se puede mgjorar la retroalimentacion de sus programes.

OFDA exhibe una metodologia sostenible y transferible.

En generd, los programas de OFDA han logrado una reduccion de la vulnerabilided
en su pais.

En generd, OFDA continuaraa ser a centro de la gestion de riesgo porque es una
organizacion que responde a cambio de asuntos.

Comentario: Hay otros asuntos o programas que deban ser considerados debagjo de la mison
de OFDA?
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ANNEX D: SCOPE OF WORK: EVALUATION OF
USAID/OFDA/LAC RISK MANAGEMENT PROGRAM

Evaluation of USAID/OFDA Risk Management Program for
Latin America and the Caribbean

Overview

The US Agency for Internationad Devdopment's Office of U.S. Foreign Disagter
Assgance (USAID/OFDA) seeks to evduate activities in risk management and other
sectors implemented via contract with the International Resources Group (IRG) in Latin
America and the Caribbean from 1998 to the present. This evauaion will focus on
documenting and assessing overdl achievement, program management, effects and
impact. OFDA seeks a team of two experienced professonals to conduct research in the
field and Washington over an estimated period of 47 days.

Background

In pursuit of its globa mandate to save lives, dleviate suffering, and reduce the economic
impact of disasters, OFDA has a contract with Internationad Resources Group (IRG) to
provide various programmatic and adminidrative services in the LAC region. This
contract, which began in June 1998, was origindly used primarily to conduct disaster
response-related activities. In May 2003, OFDA shifted its overdl approach in the LAC
region, now placing a primary emphass on risk management. The focus of the IRG
contract changed accordingly, with its activities increasingly focused on reducing
regiond vulnerabilities while smultaneoudy building loca capacity to respond to
disssters.  IRG support contract activities now emphasize technicad assstance and
training, though response remains of sgnificant importance.

Overdl, the IRG support contract offers training, technica assgance, disaster mitigation,
and dissster response support to twenty dx countries in the LAC region. Activities
carried out under the contract are tailored to the particular needs of each country.

OFDA is now looking to learn lessons from its experience with the IRG support contract.
OFDA seeks to document the types of assistance provided under the IRG support
contract, assess the effectiveness and sudtainability of the activities undertaken, identify
aress of drength and potentia improvement, and obtain recommendations on the future
shape and scope of afuture ingitutiona support contract in the LAC region.

Evaluation Questions
The evauation will address the following series of questions.
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Overview & Coverage

What types of risk management activities and projects have been carried out in the Latin
America& Caribbean region by OFDA under the IRG contract?

Which groups have benefited from activities under the IRG contract? Were the
demographic groups with greastest needs targeted by contract activities? Subjectively,
how are OFDA'’s risk management contributions in the LAC region generdly percelved
by the intended beneficiaries?

What process was used by OFDA and/or IRG to determine the sectors to be targeted by
contract activities? What process was used to determine the geographic aress targeted by
contract activities?

What were the causes of any sectora, geographic, or demogrgphic differences in
coverage? Were they externd or aproduct of program design and implementation?

Outcomes and Impacts

Wha ae the most sgnificant outcomes and impacts of activities undertaken by OFDA
through the IRG contract on beneficiaries over the duration of the contract? How do the
various types of risk management activities undertaken differ in impact?

Do OFDA’s interventions through the IRG contract contribute to enhancing the
coordination capacity of regiond, national, and loca authorities and organizations?

Will the effects of IRG's ongoing contract activities be sudtainable without continued
externd financid input? What factors will contribute to this possible sustainability?

Is the range of risk management activities undertaken by OFDA through the IRG contract
generdly cog-efficient? Are some types of activities more cogt- efficient than others?

Have there been any dgnificant problems in the design or implementation of activities
under the IRG contract?

Are there any examples of risk management projects carried out under the IRG contract
which can be demonstrated to have a measurable postive impact on communities?

Are there any ingances where IRG-implemented risk management activities did not pay
dividends as expected?

Coordination

How did OFDA risk management priorities and subsequent activities implemented under
the IRG contract affect dtrategies developed by other donors and implementers? Did
other actors meet critica risk management needs that were unmet by OFDA?

In what ways were OFDA-supported risk management activities coordinated with
USAID Missons in the LAC region? Looking ahead, wha are the prospects for
increased OFDA-Misson risk management program integration, and for possble handoff
of OFDA-sponsored risk management programsto USAID Missons?

What role has IRG contract staff played in coordinating various rdief actors, both before
and during crises? In coordinaing with USAID Missons?

Program Management

Is the IRG contract budget sufficient to meet OFDA’s operationa requirements? If not,
what are the causes of any budgetary shortfalls?

Describe the responsveness of IRG contract daff to action requests from OFDA
Regiond Advisors.
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Is there enough programmatic flexibility within the contract scope of work to dlow IRG
to carry out al of the tasks required by OFDA?

Do regiond authorities, rdief organizations and beneficiaries tend to aitribute IRG
contract activitiesto OFDA or to IRG?

Do OFDA-funded IRG consultant daff tend to view themsdves as dfiliaed primarily
with OFDA or with IRG?

Looking Forward

Are there additiond risk management activities that could be undertaken under a future
risk management ingtitutional support contract?

Is it preferable to have a broad or narrow sectoral focus for risk management activities
under an operationad drategy for the LAC region? Geographic focus? Demographic
focus?

Should certain types of risk management activities (training, technical assgtance, efc.) be
emphasized to a greater extent in a future LAC regiond support contract? Should any be
de-emphasized?

Are there any other issues OFDA should condder in planning for a future support
contract?

Evaluation Team & Estimated Leve of Effort

The two-person evaduation team will consst of a team leader and one project specidist.
To provide a broader perspective and better facilitate data collection, prospective
evauation teams are drongly encouraged to include a least one current or former
national from a country in the LAC region, and dso to include a mix of genders. OFDA
daff will asss as necessay with the fadlitation of meetings and procurement of
documents. The team should collectively possess the following set of skills:

Experience carying out two or more humanitarian evauations for a maor donor,
internationd NGO, or internationa organization, experience managing and/or
implementing disaster risk management activities (including preparedness, training, and
other capacity building initigtives) in various geographic regions aound the world,
preferably from severa perspectives - United Naions (UN), internationa organization
(10), non-governmenta organization (NGO), and/or donor.

Familiarity with the politicd and humanitarian context in Latin Ameica and the
Caribbean.

Proficiency in Spanish is preferred.

The team leader will be a Senior Levd Inditutiond Andys. The second team member
will be a Mid-Levd Humanitarian and Criss Andys. Both members will participate for
the entire duration of the evduaion. The primary point of contact for the evaduation
team will be the OFDA Senior Regiond Advisor in San Jose, Costa Rica

Methodology and Estimated Timeline
The evduaion team will conduct the evdudion and complete the report in
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approximately 47 days.

Key informant interviews and document review in Washington, DC and San Jose, Codta
Rica (7 days). The team will meet with gaff from OFDA, including the OFDA Senior
Management Team and Training Advisor in Washington, and the OFDA/LAC Regiond
Team in San Jose. The team will review drategic assessments, contract files, and other
relevant documents. OFDA daff will assg with fadlitation of medtings and
procurement of documents as necessary.

Feld work and data collection in LAC Region (24 days). The team will conduct research
throughout the LAC region, megting with IRG daff, government representatives a dl
levels (as appropriate), donors, beneficiaries, regional coordinatiion bodies, internationa
and locad NGOs, UN organizations, U.S. Embassy saff, and other relevant groups and
individuds. OFDA dgaff in the region will assg with facilitetion as necessary, but the
evauation team is expected to be as independent as possible.

Writing report (10 days). The team will draft the report over 10 days in San Jose, Costa
Rica

Briefing daff (3 days not incuding travel). The team brief OFDA daff in San Josg,
Coda Rica, and will then travel to Washington to brief OFDA and IRG daff on findings
and obtain feedback.

Fina report revisons and printing (3 days). Following the find ora brigfings and taking
into account any new information obtained, the evduation team will prepare and publish
afind verson of the evduation report.

Deliverables
The evauation team will produce the following ddliverables:

Work Plan: Prior to departure to the field from San Jose, Costa Rica, the evauation team
will produce (with OFDA input) a 2-3 page written Srategy detalling how the evauation
will be completed. The work plan will include a list of countries and locations to be
vidted, potentid interviewees, a draft ligt of interview questions, and a description of any
other data collection ingruments (eg., surveys) to be used. The questions and
indruments should be talored to individua categories of respondents such as
implementing partners, beneficiaries, government officids, and other donors. This plan
will be submitted to the OFDA Senior Regiond Advisor in San Jose, Costa Rica for
approval.

Written Report: The team shdl write and present for review a firgt draft of the evduation
report a least one week prior to the find ord briefings (bdlow). The report will include
an executive summary, brief overview of the humanitarian context in the LAC region the
focus period (as pertains to preparedness and response), description of methodology, and
a detaled destription of the evduation's findings and recommendations.  Additiond
informetion including team itinerary, interviewee ligds, questionnaires, surveys, and
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bibliography should be included in annexes. The report should be no more than 40
pages, excluding annexess. No more than ten busness days following the find ord
briefings and teking into account any new information obtained, the evaduaion team will
prepare and print a find verson of the evauaion report, with the number of printed
copiesto be determined.

Final Oral Briefings. At least one week after distribution of the written report to OFDA,
the full evduation team will conduct four ord debriefs to present findings, one to OFDA
g&ff in San Jose, Cogta Rica, one with OFDA senior management in Washington, DC,
one to a broader audience of OFDA aff, and one to a joint meeting of IRG daff and
select OFDA representatives, to present study findings and obtain feedback.
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