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EXECUTIVE SUMMARY
 

Introduction 

Ecuador's role as a transit point for narcotics has led to its increased involvement in 
the trafficking and consumption cycle in the Andean region. While not a major producer country,
Ecuador has become an increasingly more important actor in the mov,-:-ent of narcotics, and narcotics 
profits throughout the region. Additionaliy, surveys on domestic drug abuse show growing 
consumption of cocaine and marijuana in major urban areas. 

As part of its country strategy, USAID/Ecuador has been providing financial support to both 
PVOs involved in narcotics awareness, prevention and education as well as to the Ministry of 
Education and Culture (MEC) through ESF support mechanism. 

In July 1987, USAID/Ecuador provided the Fundaci6n Nuestros J6venes (FNJ) with an 
Operational Program Grant (OPG) to implement a "Drug Information and Public Awareness" 
program. Through this Grant USAID/Ecuador provided the FNJ with US$1,600,000 for the 
development of the project, which was completed in March 1990. The grant incorporated two key 
components: institutional strengthening of the FNJ and research and information dissemination 
activities. 

In April 1990, a new agreement was signed between FNJ and USAID/Ecuador. Through this 
Cooperative Agreement No, 518-0064-A-00-0088-00, "Drug Information and Public Awareness -
Phase iI," USAID/Ecuador is providing $1,250,000 for a four year period to fund institutional core 
costs and programmatic activities of the FNJ. The Project purpose is to significantly increase public 
awareness about the problem of drugs and prevention of drug abuse by increasing understanding of 
the negative effects of drug production, trafficking and abuse. 

Between April 1990 and April 1992, USAID/Ecuador is providing an OPG in the amount of 
US$89,000 to Fundaci6n Guayaquil (FG), a private organization working with micro-entrepreneurs
in Guayaquil. The purpose of the project (No. 518-0083-G-O0-0080-0) is to develop a training 
system which will enable members of the Guayaquil informal sector to identify the social, cultural, 
and economic threats posed by the incursion of narcotics trafficking and abuse in their city and to 
develop a preventive culture to combat these problems. Through this Grant the FG will study and 
determine the drug-related knowledge and attitudes of about 500 small entrepreneurs served by the 
Foundation in the city's slum areas. Based on this research the Foundation will also develop training
modules to be included in the normal training courses for micro-entrepreneurs, including printed and 
video materials. The modules will be tested and evaluated to determine their effectiveness in 
reinforcing anti-drug attitudes and practices among the Foundation's clients, their families and 
employees. 

From mid-1989 to April 1991, USAID/Ecuador provided up to US$500,000 worth of local 
currency to the Ministry of Education (MEC) through ESR Grant No. ESR-58-031 which was 
managed by the Ministry of Finance (MOF) to help support a national drug prevention education 
program in the nation's public schools. 

In September 1990, the Government of Ecuador (GOE) enacted new anti-drug legislation and 
in March, 1991 developed implementing regulations and mechanisms. The law establishes a 
ministerial-level National Drug Council (CONSEP) which has among its mandates the responsibility 
to formulate a national drug control plan which is to deal in a comprehensive manner with all drug
related demand and supply issues. 



In light of the growing number of diverse public and private sector efforts now underway in 
narcotics awareness, education and prevention, the Mission is undertaking a sectoral assessment of 
its anti-narcotics strategy and efforts to determine possible areas for future cooperation with public
and private sector organizations in Ecuador and to assess those programs which it current supports 
to see whether they have been effective in strengthening overall anti-narcotics attitudes and in meeting 
their individual objectives. 

The Scope of Development Associates' Evaluation 

In order to assist USAID/Ecuador in achieving its narcotics awareness program goals,
Development Associates, Inc. a private management and governmental consulting firm, was 
contracted by the Agency for international Development to conduct a narcotics sectoral assessment. 
In particular, Development Associates was asked to: 

a) conduct an in-depth interim evaluation of Phase II of the Fundaci6n Nuestros J6venes
 
Project considering both the institutional components as well as the programmatic components
 
of the project;
 
b) measure the achievement of the major objectives of the Fundaci6n Guayaquil project and
 
ts potential to expand this project nationwide;
 

c) measure the achievements of the major objects of the Ministry of Education's National
 
Drug Education Program supported by USAID/Ecuador;
 
d) conduct an institutional reviev of Ecuadorian governmental and non-governmental
 
organizations active in narcotics prevention, awareness and education;
 
e) conduct a review and description of the status of the National Drug Council (CONSEP);
 
and
 
f)recommend a strategic objective in the narcotics field and contribute implementation options
 
for the USAID/Ecuador narcotics strategy.
 

In order to conduct this sectoral assessment Development Associates sent a two-person 
team to Ecuador during the period of July 27 - August 31, 1991. In addition, Development 
Associates subcontracted Fundaci6n Simon Bolivar, a non-profit organization, to form part of the 
evaluation team. 

Major Findings. Conclusions and Recommendations 

While Fundaci6n Nuestros J6venes has made considerable progress in institutional 
strengthening at the micro level, two problems have appeared at the macro level which are sufficiently
serious to raise significant doubts about the continued viability of this organization. Accordingly, it 
is recommended that continuation of AID support for the Foundation be contingent upon their 
compliance with the recommendations on these two points. The purchase of a headquarters building
in late 1990 without a realistic appraisal of where funds were to be obtained to pay off the mortgage 
appears to have put the Foundation into a position of great financial jeopardy. Accordingly, an urgent
study of this matter is recommended. The growth of the Foundation from a small, all-volunteer 
organization to one of considerable size and complexity has put a severe strain on its over-all 
management capabilities. A complicating factor is that, while demands on top-level management have 
increased greatly, management power has become concentrated in the hands of one individual. This 
report recommends training for the Board of Directors which will lead to increased understanding of 
what relative roles and duties of the Executive President and the Board should be. It also is 
anticipated that the training recommended for various officials will enable the Executive President to 
draw up a plan for improved day-to-day management of the Foundation which will be acceptable to 
AID. Appropriate recommendations have also been made with regard to the other financial and 
administrative issues and the various program areas. 

Fundaci6n Guayaquil has shown itself to be fully capable of managing its programs and 



meeting the commitments it undertakes. It is too early to say whether Fundaci6n Guayaquil can 
successfully expand its efforts nationwide as it wishes through the proposal it has submitted to AID. 
The proposed project appears too ambitious in view of the lack of impact evaluation to date, die 
extensive site specific formative research requirements, methodological pre-testing and video 
production demands. However, the evaluation team believes that sufficient evidence exists to show 
that Fundaci6n Guayaquil has developed a carefully conceived and executed experimental project.
It is an innovative approach in the anti-narcotics field and there is good reason to hope that it will 
yield positive results. For these reasons the evaluation team recommends that AID support and 
expanded pilot project involving three non-governmental organizations with different mission 
statements and concerns in distinct socio-cultural situations and geographical locations. 

The National Program of Preventive Education (NPEP) at the Ministry of Education (MEC)
has been placed directly under the supervision of the Under Secretary of Education. This fact makes 
political considerations important at any given moment when decisions regarding the Program are to 
be made and lessen the decision-making authority of the Executive Director of the Program. From 
the beginning this program was poorly managed in MEC. Preparation of the drug prevention 
curriculum was not completed, although draft materials for the complete curriculum do exist. Drug 
abuse preventive education is now required by law in all Ecuadorian public schools and the present 
Under Secretary of Education is supporting completion of the materials prepared under the project.
The National Teachers Union (UNE) will not oppose this project if it appears as a genuine Ecuadorian 
initiative without foreign intervention. UNE will also not oppose a pilot application of the program
which would, in any case, be needed to pretest the materials. It is recommended release of the 
remaining funds be conditioned upon changes within MEC to provide the Executive Director of the 
project with appropriate authority and a commitment from MEC to get die funds needed to carry out 
its part of the proposed revised program, i.e. training teachers in the implementation of the 
curriculum as well as the absorbing the administrative costs for completion and implementation of the 
program. The program should be pretested through a pilot stage in selected schools. 

CONSEP is still in the initial stages of institutional development. Although given a broad 
range of attributes and jurisdiction in the 1990 anti-narcotics law and the 1991 regulations to that law, 
it does not yet have a clearly defined mission statement. Considerable doubt exists as to how much 
of a coordinating versus an implementing role it will have in drug prevention activities. A permanent
Executive Director has not yet been appointed, and CONSEP is politically dependent upon the 
Attorney General's Office. Its internal operating regulations have not yet been approved. It is 
recommended that AID not provide CONSEP with financial assistance at this time. The team does 
recommend that, perhaps in cooperation with NAS, technical assistance in program planning and 
design be provided CONSEP and that such technical assistance be viewed as providing a catalyst to 
CONSEP in promoting active coordination and cooperation with the various GOE agencies which 
form part of CONSEP. 

The evaluation team has developed a global strategy for narcotics prevention in Ecuador 
aimed at two principle sub-objectives: (1)to substantially reduce demand for drugs through programs 
targeted on at-risk population groups; and (2) to build public support for effective government action 
against narcotics production, processing and trafficking. A series of indicators are recommended for 
both sub-objectives including those to be obtained through national prevalence and opinion surveys 
and data collection among special target groups. It is recommended that emphasis be placed on the 
identification of at-risk groups and the specific risk factors against which narcotics andawareness 
education programs should be targeted. To a great extent this strategy may be carried out through 
programs with the FNJ, MEC and Fundaci6n Guayaquil. Alternative suggestions are made if the 
program with FNJ is terminated 
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EXECUTIVE SUMMARY 

Introduction 

In July, 1987, USAID/Ecuadoi provided the Fundaci6n Nuestros Jovenes (FNJ) an Operational 

Program Grant of US$ 1,600,000 to implement a "Drug Information and Public Awareness" program. 

The grant project, which was completed in March 1990, contained two key elements: (1) institutional 

strengthening and (2) research and information dissemination activities. 

In April 1990 a new agreement was signed between the FNJ and USAID/Ecuador, called "Drug 

Information and Public Awareness - Phase II. This grant, which is the subject of this mid-term 

evaluation, provides US$ 1,250,000 over a four year period to fund institutional core costs and program 

activities of the Foundation. The project purpose is to significantly increase public awareness about the 

problem of drugs and the prevention of drug abuse by increasing understanding of the negative effects 

of drug production, trafficking and abuse. 

Program ElementL 

Institutional strengthening continues to be a central concern of the project. It was hoped, at the 

end of the project, to have a significantly strengthened institution which was covering 30% of its core 

costs from non-AID sources. 

Specific programs are aimed at building support, among opinion leaders, for passage and 

implementation of a new law on narcotics (Legal Reform), reaching young people with narcotics 

awareness messages designed by young volunteers (Radio Juvenil) and more general programs aimed at 

public awareness of narcotics problems and solutions (Prevenive Information). Considerable emphasis 

also is placed on research, particularly that designed to provide baseline and trend data around which 

present programs can be refined and future programs designed and to provide a better understanding of 

trends in drug abuse in Ecuador. 

The Foundation's activities are carried out through its central office in Quito, a sub-office in 

Guayaquil, four (previously six) provincial operating units (Unidades Operationales) and a series of local

level all-volunteer Support Groups (Grupos de Apoyo). 

Principle Findings. Conclusions and Recommendations 

While considerable progress has been made in institutional strengthening at the micro level, two 

problems have appeared at the macro level which are sufficiently serious to raise significant doubts about 

the continued viability of the FNJ. Accordingly, it is recommended that continuation of AID support for 

the Foundation be contingent upon their compliance with the recommendations on these two points. 

- The purchase of a headquarters building in late 1990 without a realistic appraisal of where 

funds were to be obtained to pay off the mortgage appears to have put the Foundation into a position of 



ii 
great financial jeopardy. Although financial analysis is beyond the scope of this evaluation (and the 

expertise of the evaluators) an urgent study of this matter is recommended. 

- The growth of the Foundation from a small, all-volunteer organization to one of 

considerable size and complexity has put a severe strain on its over-all management capabilities. A 

complicating factor isthat, while demands on top-level management have increased greatly, management 

power has been concentrated in the hands of one individual. This report recommends training for the 

Board of Directors which will lead to increased understanding of what the roles and duties of the 

Executive President and the Board should be. It also is recommended that the Executive President draw 

up a plan for improved day-to-day management of the Foundation which will be acceptable to AID. 

The Legal Reform project which lobbied actively and effectively for the new Anti-Narcotics Law 

has been an outstanding success. 

In an effort to improve Foundation income a plan has been instituted to urge program departments 

into money-raising activities. Many of these, however, have nothing to do with the objectives of the 

program. It is recommended that this practice be stopped. 

At least partly because of its participation in the self-financing scheme, the Research Department 

is behind schedule on at least one important study. It also is now refusing to carry out another important 

study agreed to in the Cooperative Agreement. The appropriate recommendations have been made. 

The Foundation has gotten away from its earlier emphasis on organizing grass roots support 
groups as a means of mobilizing wide-spread public opinion in support of its narcotics prevention 

messages. This report recommends the program be redesigned to reincorporate that cost-effective 

element. 

Despite its agreement to do so, the Foundation has not yet developed overhead (indirect) cost 

factors to be charged against outside contracts and agreements with international agencies. Also, there 

is no system to check individual program costs against budgeted amounts on a current basis. The report 

recommends that both of these items be remedied. 



I. 	 Itroductio 

In July 1987, USAID/Ecuador provided the Fundaci6n Nuestros J6venes (FNJ) with an 

Operational Program Grant (OPG) to implement a "Drug Information and Public Awareness" program. 

Through this Grant USAID/Ecuador provided the FNJ with US$1,600,000 for the development of the 

project, which was completed in March 1990. The grant incorporated two key components: institutional 

strengthening of the FNJ and research and information dissemination activities. 

In April 1990, a new agreement was signed between FNJ and USAID/Ecuador. Through this 

Cooperative Agreement No. 518-0064-A-00-0088-W0, "Drig Information and Public Awareness - Phase 

II," USAID/Ecuador is providing $1,250,000 for a four year period (until March 1993) to fund 

institutional core costs and programmatic activities. The project purpose is to significantly increase public 

awareness about the problem of drugs and prevention of drug abuse by increasing understanding of the 

negative effects of drug production, trafficking and consumption. 

Under the Cooperative Agreement during the life of the project the Foundation will provide a 

total of $532,000 (equivalent) as its counterpart contribution. Of this total, the equivalent amount of 

US$250,000 is to come from the value of volunteer time contributed to all FNJ outreach and other 

activities throughout the country. In addition, the Foundation is to provide the equivalent of US$282,000 

to the project from public donations, income from supplying materials and services, and from corporate 

and other national and 

international donations. 

A. 	 Scope of the Evaluation 

In order to determine the progress made by the Foundation in achieving its institutional 

development and programmatic objectives, AID contracted with Development Associates, Inc. to conduct 

an in-depth interim evaluation of the project. The evaluation was intended to focus on the following key 

areas: 

* progress in the institutional strengthening aspects of the Foundation including managerial, 

board and volunteer development leading to a stage of organizational maturity which will 

ensure the sustainability of the Foundation; 

* progress of the Foundation to become a financially self-sufficient organization including 

its capability to develop and implement appropriate fund raising plans, its ability to repay 

the mortgage taken out by the Foundation to purchase its new headquarters building, and 

how the level of effort of FNJ staff compares between activities funded by other donor's 

and those funded by AID. 

0 progress in carrying out its program activities, including their impact to date on target 

\
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groups, the Foundation's evaluation systems, and the cost-effectiveness of the 

Foundation's activities. 

Basically, the mid-term evaluation was designed to determine indicators of current levels of 

perfomance under the project and problems and constraints in the implementation of the project with 
corresponding recommendations on any mid-course corrections in the project activities, products and 
inputs. 	 In addition, according to the Cooperative Agreement other potential donors such as the Inter-
American Development Bank and the European Economic Community (EEC) have indicated an interest 

in reviewing the evaluation of AID's program with the Foundation to help guide their own decisions 

about assistance to the FNJ. 

B. 	 Mehdlgy 
A two-person team from Development Associates conducted the mid-term evalaution during the 

period from July 29 - August 31, 1991. The Development Associates team employed a wide range of 
information gathering methods to respond to the questions posed in the scope of work. Data gathering 
included site visits to the Foundation's office and project activity sites in Quito, its sub-center in 

Guayaquil, and its provincial units in Portoviejo and Milagro. Document analysis techniques were 
applied to a complete review of internal files and project documents, and analysis of the minutes of all 
FNJ board and general assembly meetings for the sixteen-month period preceeding the evaluation. 

Information was with to different associated theobtained respect the elements with irstitutionai 

strengthening of the Foundation including its administrative, financial and management systems. The 
project agreements with the Inter-American Bank and the EEC were analyzed. Studies and publications 

produced by the Foundation including Phase I of the project were examined. Manuscript and draft 

material including artwork of products not yet completed were also reviewed. Audio and visual materials 

employed in current FNJ activities were examined. Focused interviews were used with members of the 

board of directors, Foundation management, program directors, staff and volunteers. 

II. 	 Institutional Stren*hening 

Under the Cooperative Agreement setting out Phase II of the project, two lines of action are 

delineated to achieve the project purpose. Institutional strengthening is the first of these. Institutional 

strengthening also is the first of the four project components and, as is apparent from the Cooperative 
Agreement in its totality, it is the most important aspect and, indeed, the sine au non of the project. 

For that reason a great percentage of the time of the evaluation team was spent on this element. 

Our general finding, discussed in greater detail below, is that the Fundaci6n Nuestros Jovenes 
has come a long way during the course of this project but that there still is a long way to go. There has 

1, 
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been a good deal of solid progress but, in some important respects, there appears to have been some 

retrogression as against earlier achievements. Good people are being hired (although turn-over has been 

a continuing and serious problem), working relationships are being worked out, and systems and manuals 

are being installed and implemented. In the details of day-to-day operations, the results of the institution 

strenghtening component of the project are apparent. 

Nevertheless, the Foundation is not a well-managed institution. The Board of Directors is a shell, 

the enthusiasm and impressive, relevant experience of its members going almost untapped. The 

institution, we believe, faces a very serious financial situation (detailed elsewhere) with no serious plan 

as to how to handle it. Talented project personnel are spending substantial amounts of their time on non

project-related money-raising activities, although this isn't the fault of the Foundation's management, 

while some legitimate fund-raising possibilities are being overlooked. (These findings also are detailed 

in other sections of this report, but we put them here because they are relevant to our findings on 

management.) Some key personnel needs are not being met, particularly in the administrative area. 

Overall we find a strong propensity to detailed, highly centralized management which puts a premium 

on control at the expense of individual initiative, creativity and even, to some extent, honest internal 

communications. The Foundation is very much a one-person show. 

A. Board of Directors 

At the time of this evaluation there were only seven directors, as against the eleven mandated by 

the Foundation's Charter. The Foundation lacked a Treasurer and a General Secretary. The former 

lacuna is considered to be particularly important given the problems we foresee in paying off the 

mortgage on the new building (see discussion elsewhere in this report) and the need for the Board to stay 

abreast of that situation and consider measures needed to resolve it. Since candidates for the positions 

of Treasurer and General Secretary must be nominated by the Executive President before they can be 

elected by the Board of Directors, we recommend that AID press the Executive President to make these 

nominations at the earliest possible date. 

The evaluation team spoke to five of the present seven members of the Board, including the 

President and Vice-President. We also spoke to a previous member who had resigned. The Board 

members we talked to were motivated, dynamic people, active in a range of public service institutions 

and most having experience of direct relevance to the work of the Foundation. Despite this, we came 

away with the sense of an overall feeling of malaise among the members of the Board and a definite sense 

that neither their strong motivation nor their eagerness to participate more fully nor their accumulated, 

relevant experience was being used to anything like its full potential. 

\I 
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Several things struck us about the Board of Directors, but the most striking thing we found - and 

the clearest confirmation of our impressions as recorded above - was the high turn-over in Board 

membership. Over the period of 16 months immediately prior to this evaluation, he average period of 

service on the Board was 10.9 months (see Appendix 1). If the continuous service of the President and 

Vice-President are not counted, this drops to 10. 1 months. Half of the members of the Board stayed 

on for less than 9 months; one out of three lasted no more than 5 months. Over this same period of 16 

months, there have been a total of 16 members of the Board (again, including the President and Vice 

President) as against 11 positions. (excluding the President and Vice President, &is is a total of 14 

members against 9 positions. The impact of this situation is even greater when one notes that not since 

January, 1991, have all IIpositions on the Board been occupied.) Six members have dropped off of the 

Board since February, 1991. This means, among other things, that only a very small number of long

term directors have a sufficiently deep understanding of Foundation policies and operations to fully carry 

out their functions. 

This conclusion was strengthened by conversations with the Directors themselves. Their 

expressed desire for training for Board members was universal. In the minds of several of the Board 

members, this was tied in with a desire to participate more fully in the work of the Board and the 

Foundation. 

There is, in preparation, a manual for Board members, an update of an earlier manual taking 

account of the changes made in the Statutes of the organization in 1990. This presently is in the hands 

of the Vice President for final revision. This should help, and we suggest it be completed and issued as 

quickly as possible. We also think, though, that a regular training program for incoming Board members 

should be designed and instituted. We have included a specific recommendation to this effect under our 

general recommendations on training. 

Most of the Board members went further in expressing their frustration at not being able to 

participate as fully as they wished in Board decisions. They felt that the background materials presented 

to them on decisions to be taken were insufficiently detailed to provide the basis for adequate decision 

making on their part. They also felt they were, in general, not adequately informed about the on-going 

programs of the Foundation. Countering this impression was the fact that one Board member we talked 

to was very well informed about the business of the Foundation in general and she did not have sources 

of information not available to the others. 

One other striking fact emerged from our conversations with the Board members. That involved 
their perceptions of the wisdom of having combined the positions of President of the Board and Executive 
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Director in the present single post of Executive President. Although, when the vote was taken on this 

change in the statutes only one Board member expressed opposition to it, in fact a startlingly high number 

of the Directors we talked to (far more than a majority) who were present when that vote was taken now 

say they thought it was a bad idea at the time. It must quickly be added that all of these remarks were 

aimed at the institional implications of that move; at the same time, every Director that we spoke to 

expressed admiration for the present Executive Presid,'nt and confidence in her knowledge and ability. 

We think it would be useful, and accordingly recommend, that the Board be provided with 

periodic, short-term technical assistance. This might start with a two week visit to analyze and then brief 

the Board on their powers and duties as Directors in addition to giving them a basic understanding of 

project planning, implementation and evaluation and of basic budgeting. This should enable them to carry 

out their oversight responsibilities more effectively. At the same time, the individual providing the 

technical msistance might work with the training office, if our recommendation is accepted that such an 

office be set up, to set out the outlines of a basic training program for new Directors. Several short 

(three day) follow up visits should be planned to see how the training is "taking". 

B. 	 Overview of Views and Ideas of Board Members 

The evaluation team found the views and ideas expressed by members of the Board to be 

particularly useful. Their expressed concerns and suggestions are important for designing the changes 

that must be undertaken in order to remedy the existing deficiencies in the overall management of the 

Foundation which threaten its long-term institutional viability: 

* 	 An overall feeling of malaise exists among members of the Board; there is a definite 

sense that neither their strong motivation nor their eagerness to participate more rally nor 

their impressive, relevant experience is being used to anything like its full potential; 

0 In great part due to the above and in order to stop further confrontation with the 

Executive President, the Board has experienced high turn-over and low attendance by 

many of its membei: 

0 Most of the Board members are frustrated at not being able to participate as fully as they 

wish in the formulation and taking of Board decisions. They feel that they are presented 

with insufficient background information and are not adequately and opportunely 

informed about program activities, operations, program expenditures, and financial status 

of the Foundation; 

* 	 Only a very small number of long-term directors have a sufficiently deep understanding 

of Foundation policies and operations to fully carry out their functions; all Board 
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members have expressed a desire for external technical assistance to help them carry out 

their oversighg. responsibilities more effectively through providing them with training on 

their powers and duties as Directors, project planning, implementation and evaluation and 

basic budgeting; 

The majority of Board members believe that from an institutional perspective, it is not 

good for the Foundation to have combined the positions of President of the Board and 

Executive Director in the present single post of Executive President. Respect for and 

fear of the Executive President were key factors in the passage of this change to the 

statutes of the Foundation. 

C. The Executive President 

Under a change in the Statutes of the Foundation promulgated in 1990, the positions of President 

(who functioned as Chairman of the Board of Directors) and Executive Director (the principal operating 

officer) were combined in the position of Executive President. The position exercises almost absolute 

control over all aspects of Foundation policy, operations and finances. Whatever counterbalancing or 

watchdog function that might be served by the Board of Directors is seriously attenuated, in theory and 

in practice, by the functions of the Executive President vis-a-vis the Board. 

An example of how this has worked to the detriment of the Foundation can be found in the story 

of the purchase of the Foundation's new building. The very serious financial implications of that decision 

for the future of the Foundation are set out elsewhere in this report. But the fact seems to be - based on 

our interviews - that the approval of the Board was based on the strong recommendation of the Executive 

President, backed up by a highly speculative financial projection, rather than being based on even a 

cursory study of the financial projection itself.' We are aware that the rationale for the building purchase 

was that ownership of its own building was viewed as contributing to the Foundation's stability and sense 

of permanence (including improving staff morale) as well as providing the captial base to attract more 

donor support. The "sales pitch" to the Board, in any event, appears to have been that the building to 

be purchased represented a very good deal in terms of price per square meter (which it was). The 

question of where the money was to come from to pay for it was relegated to a poor second place. 

Hardly discussed at all, and discarded early on, was the option of rental of an alternative site. 

' There is another question presented here on which we cannot speculate, although it is important. 
That is, did the Executive President not understand the dubious nature of the financial projection she 
presented to the Board, or did she understand that but feel confident - correctly as it turned out - that the 
Board would not deal with it seriously? 

00 
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What seems to have been operating here was, simultaneously, respect for and fear of the 
Executive President. (Both factors appeared clearly in our interviews with the Directors on the 
background of the vote to combine the two leadership functions.) As they played out in practice, these 
factors overrode any tendancy any members of the Board might have had to look more closely into the 
recommendation and its consequences. Be that as it may, the fact is that the combination of the Board 

of Directors and Executive Presidency, as both presently are constituted, did not work to save the 
Foundation from what the evaluation team regards as a very serious mistake. 

And that situation continues. The Board now isaware - at least to some extent - of the serious 
nature of the financial problem faced by the Foundation, due to the need to make monthly payments on 
the mortgage, and are meeting frequently in an attempt to come to grips with it. But they still are 
working on the basis of changing financial projections based on hopes and possibilities ratl. ,r than firm 

estimates of cash receipts. 
The present Executive President is an almost-religiously dedicated, highly intelligent individual 

with an outstanding professional background for the policy-related aspects of the position. (As an 

example, see the comments elsewhere in this report on the "Youth in Action" program she designed.) 
She isvery "well connected" socially and politically and in that respect, also, she is ideally suited to the 
position she occupies. Indeed, her connections enabled her and the Fouidation to play an important role 
in the passage last year of Ecuador's new narcotics law and undoubtedly have been instrumental in the 
Foundation's success in getting free air and television time and such donations as they have been able to 

glean. 

Counterbalancing all of this, however, isone very important shortcoming: the Executive President 

does not "speak the language" of management. This was rat a problem when the Foundation was a 
small, volunteer-action-oriented organization with a theme and a goal but with very little staff or money. 
Today the Foundation has a staff of over 50 people, an annual budget of some US $367,000 and has 

entered into agreements (or is about to) to manage some US $835,000 of funds from other donors. It 
is an organization that needs to be professionally managed. And - despite efforts by AID under the 
Institutional Strengthening Project and a good deal of progress that has been made - this still is not 
happening. Particularly given the extent to which power isconcentrated in the hands of one officer, the 
responsibility for management shortcomings inthe Foundation and the locus of any remedial action can 

only reside in the Executive President. 

Midway through the visit of the evaluation team the appointment of Mr. Gabriel Ludefia as FNJ's 
Project Manager for the USAIDIFNJ Project was approved by USAID. Mr. Ludefia has extensive high 
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level corporate management experience in the private (for profit) sector. However,he will need full 

delegation of authority to carry out his job. For this to work will require the Executive President to 

withdraw from iuvolvement in the day-to-day management of the Project. 

The Foundation's management style is authoritarian (as opposed to participatory), with delegation 

of functions as opposed to responsibility. Even minor decisions seem to move to the top. (At one point 

during a lengthy exit interview the evaluation team held with the Executive President she was interrupted 

by a phone call asking her where to leave the keys to the Foundation's vehicle.) Top levels of 

management are concerned with policy direction and moving things along. They have not focussed 

adequately on design and installation of systems and proceedures to be sure (for example) that proposed 

actions are well-grounded in basic analytical data. (See the comments herein on the background of 

Informa-T). Nor are there systems to assure that projeLts are producing the results desired. The 

Foundation has no evaluation - as opposed to monitoring - systems in place much less systems that would 

insure feed-back of evaluation findings into project planning. Inadequate attention is being paid to the 

functions and needs of the Departments of Finance and Administration. Despite requests from various 

levels in the organization (those from the Board of Directors has been noted) there is no systematic 

training function in the organization. The staff may be providing Top Management with "overly

optimistic" information What the Executive Director told uson this question. about the existence of 

training programs and what we were told by other people we talked to were quite discrepant. (Details 

to support these summary findings will be found below and elsewhere in this report.) Lack of adequate 

financial management (as opposed to day-to-day accounting and check-writing) has already been alluded 

to with respect to the purchase of the new building. This is also seen in the failure of the Foundation to 

have developed a real system of either cost accounting for projects or "an institutional overhead or 

indirect cost base to charges made for goods and services" as called for in the cooperative agreement.2 

One result of this, noted elsewhere, is that the Foundation is carrying the indirect costs of administering 

the IDB and EEC programs, rather than having those programs contribute to the core budget of the 

Foundation. 

The problem, we are convinced, is not a lack of will but rather a lack of knowledge. A number 

of the problems outlined above and elsewhere in this report would not have occurred had many of the 

excellent professionals i~i the organization been assigned responsibilities and the authority to car' them 

2 The evaluation team believes the Foundation has the capacity to undertake this kind of financial 

analysis, but that it is not being used. 
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out as their professional experience suggested, rather than simply being given orders. The manuals and 

position descriptions may say one thing, but the reality of day-to-day management style in the Foundation 

is quite different. 

Modem management methods and techniques must be brought into the Foundation not just in the 

form of procedural manuals for secretaries and accountants but through the top management. 

Recommendations already have been made for strengthening the Board of Directors. It is also 

recommended that the Executive President present to USAID an acceptable plan to correct the 

shortcomings in management - vis-a-vis both the Board of Directors and the staff of the Foundation 
outlined in this report. Unless such a plan, and clear directives for its implementation (specific changes 

in Board functioning and day-to-day management of the Foundation) are forthcoming, the evaluation team 

recommends that USAID terminate the funding of the project on the basis of serious deficiencies in the 
overall management of the Foundation which make it unlikely that that organization is or is likely to 

become institutionally viable. 

D. Administration 

The Department of Administration is run by one well-qualified professional who had been in the 

position for two months at the time of our initial interview with him. He has an assistant in charge of 

personnel (an industrial psychologist who came from the Legal Reform program) and one secretary. The 

position had been vacant for some time prior to the appointment of the incumbant; some functions had 

been picked up by the Department of Finance. 

In addition to their responsibility for personnel, this office also is responsible for "physical 

property", which includes purchasing and maintenance (inventory control is the responsibility of the 

Department of Finance) and for contracting. There is no position in the current Foundation staffing 

pattern to cover these latter functions. Purchasing currently is being done by - or at least in cooperation 

with - the Department of Finance. 

In the opinion of the evaluation team, the Department of Administration is inadequately staffed 

to carry out its functions. We recommend that a professional position be added to this department to 

cover purchasing, maintenance, contracting and other functions falling under the rubric of "physical 

property." 

The evaluation team notes, parenthetically, that present arrangements under which the Finance 

Department handles purchasing show both the strong and weak sides of the Foundation. On the plus side, 

it shows the willingness of people in the Foundation to take on added duties that need to be covered in 

the absence of whoever bears primary responsibility for them - the espirit de co= needed to "get the job 
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done". On the minus side, the Foundation apparently did not think through the implications of having 
the Finance Department, which should scrutinize and control purchase transactions, involved in carrying 

out those transactions. This observation lends particular urgency to the recommendation immediately 

above. 

As presently planned, the individual in charge of personnel will, at some point "in the future", 

also be given responsibility for training. At present, however, there are no formal training programs. 
This is not to say ihat no training is going on. A number of professionals are on training programs out 

of the country according to information given to us by the Executive President. Most programs have 

training programs for volunteers. But staff training is mostly of the "on-the-job' type. Manuals exist 

but incoming personnel do not get their own copies. The quality of volunteer training depends on the 

knowledge and attitudes of the program personnel who carry it out. As already indicated, there is no 

training for new members of the Board of Directors. 

The evaluation team believes that training at all levels is a vital function in any large organization. 
This would be true even without the turnover that has characterized the Foundation. Furthermore, we 

do not believe that this function can be carried out part-time by an official with a substantial primary 

responsibility, such as personnel. 

Accordingly the evaluation team recommends that an additional professional position in the 

Department of Administration be created for an Office of Training. The official in charge of this function 

should, at a minimum: 

1. Establish orientation programs for incoming personnel and work with employing 

offices to establish training programs for all new employees. 

2. Work with project offices to help them design training programs for new volunteers. 

Consideration also should be given to establishing follow-up training for volunteers after 

6 months or 1 year of service, bringing them up to date on the latest informai;,jn in 

narcotics prevention, new programs of the Foundation and related areas. 

3. Establish a training program for incoming members of the Board of Directors. This 

should cover not only the duties and responsibilities of Board members, but also enough 

material on program design, implementation, evaluation and budgeting to allow the Board 

to participate at an appropriate level in Foundation operations. (Technical assistance to 

assist in this matter already has been suggested.) 

Turn-over has been a particular problem for the Foundation although no statistics have been kept 

on this subject. It is believed that turn-over has been even higher in Guayaquil than in Quito; this is 
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believed to be due, at least in large part, to the higher cost of living in Guayaquil. This would seem to 

bolster the Foundation's argument that inadequate salaries, particularly at the mid- and lower-ranges of 

employees, is an important factor in causing the high turn-over rates. 

The evaluation team understands that USAID is reconsidering the salary policy of the Foundation. 

We believe this needs doing at this point and urge that the reconsideration be carried out as rapidly as 

possible and that the high turn-over rates in the Foundation, particularly at the middle and lower ranges, 

be considered importantly in this reconsideration. 

We were told that the personnel manuals produced by the Stern Company have been installed and 

those systems are in place. While time did not permit checking this out in detail, we did see evidence 

that this was the case. 

E. Finance 

The Department of Finance is headed by a highly qualified professional who has been in that 

position for about a year-and-a-half. The Department is fully staffed with five professionals plus support 

staff. In addition to carrying out the normal tasks of a finance office, the Department, as noted above, 

also handles purchasing. The purchasing system used is not very clear to us; apparently the Finance 

Department does some of the purchasing itself while some of the program departments do their own 

purchasing with the prior authorization of the Finance Department. In any event, while the 

recommendations of the Romero audit are "being installed", they have not been fully installed as yet. 

Although cost-information appears to exist on each program this information is not being used 

for budget control purposes either within the Foundation or by USAID. Such accounting/reporting is not 

required by USAID; financial reporting isdone on a line-item basis (salaries, travel, supplies, etc.) One 

result of this is that funds are readily shifted from one program use to another without any consideration 

of the impact of such shifts on overall priorities as set out in the annual action plans. Thus, for example, 

(as detailed elsewhere in this report), the bulk of the funds programmed for Campahas Masivas were 

actually used for the LIE MA-I and Legal Reform programs. Another example is found in the 
"subsidy" being provided to Arte America in the form of the considerable anount of the time of 

Alejandro Pinto being devoted to that enterprise - time paid for under the Institutional Strengthening 

project for his posiaion as Director of the Guayaquil Center. 

These are not "book-keeping niceties". They go to the fundamentals of management control of 

3 The Annual Plans show such information for the prior year and, on a projected basis, for the 
Plan year.
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program/budget compliance - that is, the extent to which an institution is adhering to the priorities 

estabiished by its policy makers - and to an institution's ability to measure the cost effectiveness of its 

program activities. (The case of Arte Am ric is particularly striking. It is critical that the Foundation 

know whether and when that enterprise can become self-supporting. However, the lack of real cost 

accounting data simply means that such a projection is impossible.) 

The evaluation team recommends that the Foundation quickly install a program-cost accounting 

system which will allow the Foundation Management and USAID to track program expenditures against 
annual work plans. Program cost reports for each program should be included as a part of each quarterly 

report to USAID required under the cooperative agreement. USAID might wish to reach an 

understanding with Foundation Management as to the extent to which expenditures for any program can 

deviate from the projected annual budget for that program without requiring prior USAID approval. 

Under the terms of the cooperative agreement, as part of its effort to become increasingly self
supporting, the Foundation agreed to "Development and application of an institutional overhead or 

indirect cost base to charges made for goods and services." It has not yet done so with the results set 

out elsewhere in this report. 

The evaluation team believes itwould be merely fatuous to recommend that the Foundation carry 

out a specific undertaking to which it agreed as part of the cooperative agreement. We do wish to 

underline the singular importance of this issue, however. 

III. Program Areas 

A. Legal Reform 

Under Phase I of the program and at the beginning of Phase II the FNJ was very active in 

encouraging the drafting and passage of Ecuador's new, tough anti-narcotics legislation. That legislation, 

and its implementing regulation, created CONSEP, (q.v.) the central coordinating body in charge of all 

anti-narcotics-related activities in both the public and the private sector. 

This represents a singular accomplishment for this entire program. 

The Legal Reform program now is engaged in an effort to publicize the provisions of the new 
law and to help focus public attention on the operations of CONSEP. The program is directed by an 

experienced lawyer who had been with the Foundation for only 3-4 months as of this writing. He has 

the help of six part-time volunteers, law students from Catholic University. They are engaged in an 

active program of speeches, seminars, TV appearances and promotion of newspaper coverage all of which 

4 Attachment 2, Section VII, p. 19, subparagraph 1. 



Fundaci6n Nuestros Jovene_ - 13
 

also serve to publicize the work of the Foundation itself. 

This work appears to be going well. Since Phase IIbegan the program has resulted in over 300 

print media articles and about 90 TV pick-ups (both news and features). Many of the appearances of 

project personnel result in requests for additional presentations to different groups. 

The Program Director would like to send some of the volunteers on short training visits to the 

United States to study changes in bank laws designed to discourage money laundering. The evaluation 

team believes this would be an excellent use of existing project funds. 

B. Research 

Building on the base of research carried out in the first phase of the project, the Foundaci6n 

agreed in the CA to undertake an action-oriented research program. That action research program, 

according to the CA, was to focus on two variables, drug consumption and the risks of consumption, and 

to include the following elements: 

0 a national epidemiological survey, to be completed in 1992, that will trace the evolution 

of drug consumption in Ecuador since the 1988 survey conducted by FNJ, and estimate 

the impact of FNJ program interventions; 
0 an opinon survey, implemented in conjunction with the epidemiological s.-dy, to track 

changes in public opinion since the 1988 opinion survey on the consequences of drug 

trafficking, abuse and other drug-related issues; 

0 two longitudinal studies of two population groups: drug consumers and groups at risk. 

1. Accomplishments to date 

As of the date of this evaluation, one research project has been completed, and 

two others are underway. In 1990 the Fouvdation carried out a study of "Illegal Drug Users in 

Ecuador". The study focused on marihuana, cocaine, and cocaine base use in Quito and Guayaquil. 

It sought to analyze the nature and extent of illegal drug use, and compare users and non-users regarding 

socio-demographic characteristics, the operation ofcertain risk factors (e.g. reaction to parental discipline, 

problems in school), and opinions regarding various aspects of drug trafficking and control. 

The survey was based on a closed questionnaire interview of a sample of individuals, ages 10-65, 

locate,' in their households. The sample was a probabilistic sample of the two cities. The sample 

overrepresents the 18-35 age group found in the 1988 epidemiological survey to be at higher risk in order 

to ensure sufficient numbers for in-depth analysis of this population segment. The questions included in 

the survey instrument depart from those in the 1988 epidemiological survey. Nonetheless, some 
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conclusions may be drawn with respect to trends in the use of illegal drugs in Quito and Guayaquil 

between 1988 and 1990. The results of such comparisions show a significant rise in the use of illegal 
drugs during this period among the male population. The study represents a professional contribution 

to the body of existing epidemiological and opinion data within Ecuador. It has not yet been published, 
however, nor have its results received diffusion through the Foundation's "Sintesis" collection. 

The longitudinal study of drug users in Quito focusses on 375 drug users stratified by social 

groups. It involves both a closed questionnaire and the use of ethnographic techniques to obtain in-depth 
information through case studies. All questionnaire data has been collected, has been coded and entered 
into the computer data base. Most of the field work for the case studies has been completed. Although 

the 1991 Action Plan calls for the study to have been completed in May 1991, the research team now 
expects the final report to be completed by December 1991. This study should be a valuable contribution 

for all Ecuadorian agencies working in the area of prevention. 

Over months of close contact with illegal drug users FNJ has managed to establish a relationship 

of trust sufficient so that documentary videos and T.V. capsules may be produced using the testimony 
of these key informants as well as giving unique insight into the "street culture" of illegal drugs with its 
individual and social costs and dangers. This video material is a direct result of the longitudinal study, 

and will serve to increase awareness and rejection of illicit drug use among target audiences. 

The major research component being planned for 1992 is the epidemiological survey. This is a 
national study of drug prevalence as well as of attitudes toward the drug problem. It will employ the 

same methodology, and sample as the 1988 survey. Work on this project to date has concentrated on 
refining the questionnaire and recruiting field workers. Initial field work is scheduled to begin in January 

1992. This is a very important project since it will provide the only reliable data for in-depth analysis 

of trends in drug use and attitudes which exist in Ecuador. The evaluation team, however, recommends 
that the population sample should be revised to limit it to individuals between 10-45 years of age. With 
appropriate adjustments in the 1988 tabulations, comparative data over the four year period can then be 
developed to bring into much sharper focus the nature and extent of drug use. 

The Cooperative Agreement also calls for a study on "Populations at Risk". This research project 

seeks to use a combination of quantitative and qualitative methods to examine the characteristics (risk and 
protective factors) of segments of the population who are at risk of using drugs. Work on this project 

was scheduled to begin in June 1991. The evaluation team was informed that this project is not funded 

by AID, but rather is "self-financed" by the Foundation. This may only be understood as being one of 
the counterpart contributions of the Foundation to the Cooperative Agreement. Properly conceived and 
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conducted, a study of risk factors certainly could be a valuable contribution to understanding and 

explaning drug use among youth. There are few empirically tested causal theoretical models of youth 
drug use to guide the development of effective prevention programs. This study has the potential to be 

a very important contribution to national drug prevention efforts in Ecuador. 

However, the evaluation team was informed that the Foundation has no resources to carry out 

this project, and does not plan to carry it out as described in the Cooperative Agreement. This 

programmatic change is a result of the time constraints on the research staff due to contractual 

requirenments undertaken to comply with autofinanciarniento and the now urgent need to generate 

resources to pay the mortgage on the new building. It is important to note that at least 30 percent of 

research staff time is spent on generating contracts and producing commercially deliverable studies. 

Many of these do not support narcotics awareness and education efforts. 

Under a contract with the GOE, the Director of Research, Evaluation and Self-Financing is 
conducting a study on women injail for drug dealing offences. He informed the evaluation team that 

he is considering using this study to meet the requirements of the "population at risk" study. Such a 

study would be conceptually biased and the conclusions misleading. The evaluation team recommends 

that AID not approve this surrogate for the original study. The team also recommends that this the 

original study be carried out on a longitudinal basis in conjunction with the "Youth inAction" outreach 

program developed by FNJ so that it may provide baseline data, and serve as a program planning guide 

and as an instrument of impact evaluation for this specific prevention program.' 

2. ADplication of Research to Program Activities 

In reviewing the design of the program activities the evaluation team found that 

many activities were based on the extensive body of research undertaken during Phase I of the Project. 

Public diffusion of the results of the research have taken place in seminars, conferences, articles published 

in newspapers and journals, and in TV and radio programs. The Legal Reform Project has used the 

5 A two wave panel study to be carried out in one or more selected schools over a two-year 
period is suggested. FNJ research staff are referred to the following articles for a more complete 
technical explanation of what is being proposed: Lawrence M. Scheier and Michael D. Newcomb, 
"Psychosocial Predictors of Drug Use Initiation and Escalation: An Expansion of the Multiple Risk 
Factors Hypothesis using Longitudinal Data" in Contemporary Drug Problems (Spring, 1991); Karol L. 
Kumpfer and Charles W. Turner, "The Social Ecology Model of Adolescent Substance Abuse: 
Implications for Prevention" in The International Journal of the Addictions 25:4A (February 1991); 
Carlos E. Climent, ard others, "Prediction of Risk for Drug Use in High School Students" in The 
International Journal of the Addictions 25:5 (1990); Jan Skirrow and Edward Sawka, "Alcohol and Drug 
Abuse Prevention Strategies - An Overview" Contemporagy Drug Problems (Summer, 1987). 
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findings of the 1988 Epidemiological Survey as well as "Street Children" in its work. The Director of 

INFORMA-T has informed the evaluation team that the selection of themes was based on the 1989 study 

on Urban Youth. Three of the six pamphets for youth (prepared but not yet printed) were based on two 

1989 studies - "Secondary Educational System and Risk: The Experience in Quito, Guayaquil and 

Cuenca", and "Drug Consumption in Ecuador" a Quantitative Approximation". 

No program, outside of the research department appears to have made use of "Illegal Drug Users 

in Ecuador" which is the only study completed to date under Phase H. 

3. Impact Evaluation 

When the evaluation team asked the Director of Research, Evaluation and Self-

Financing who is responsible for carrying out impact evaluations of the Foundation's activities, he 

replied: "We probably are, but there is no budget for this and it is a very complicated matter. We have 

left it for others to do, but all they do is process evaluation." 

The evaluation team can add very little more to this statement. Although the Cooperative 

Agreement calls for impact evaluations of its programs, in fact no impact evaluation is being carried out 

for any program activity undertaken by the Foundation. A herculean effort at designing the monitoring 

system was expended in 1990 and resulted in the preparation of a highly detailed manual entitled "The 

System of Planning, Follow-up, Evaluation and Measurement". Application of this system throughout 

all the Foundation's activities and locations has resulted in an almost overwhelming amount of attention 

being paid to monitoring program activity level of effort and preparing statistics on process. 

This is a serious deficiency and one that must be remedied in short order. Three programs lend 

themselves to specific impact evaluation which is within the capability of the research and evaluation 

staff. These are: a) pilot application of the Youth in Action program linked to the groups at risk research 

project as recommended above; b) radio juvenil; and c) mass media campaigns - both of which could be 

evaluated through simple marketing techniques of opportunistic sampling. FNJ volunteers could be 

trained and the evaluations conducted with a mininum of financial resource requirements. 

The question arises regarding the true yield of funds from the research contracts which the 

Foundation has entered into with other institutions such as Ciba-Geigy, Ecurouche, the Cjlgio 

Americano, the Ministry of Social Welfare, etc. When questioned as to how costs and "profit" for these 

contracts were calculated, the Director of Finance replied that all direct costs (salaries, fees, and 

materials) were included plus 30 percent "profit". But indirect costs are not included. Indirect costs for 

all these contracts are borne by the Foundation which constitute a subsidy to these activities rather than 

generating funds for self-financing and the payment of the mortgage. 
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In consideration of the above the evaluation team recommends that the Director of Research and
 

Evaluation be relieved of responsibilities for self-financing and that an acceptable impact evaluation plan
 

be presented to AID and put into practice before the end of the last quarter of 1991.
 

C. Information Centers 

1. Extent and Ouality of Holdins 

During Phase I of the Project Fundaci6n Nuestros J6venes set up Drug Prevention 

Information Centers in Quito and Guayaquil. These information centers were supposed to fill the existing 

void in information on drugs and drug-related matters for the general public, schools, universities, 

journalists, public-opinion leaders, government officials, and political leaders. In meating their objectives 

the centers were to undertake outreach activities, conduct programs in drug information and public 

awareness, and publish bibliographical and press clippings. 

The Centers have organized their materials in three general thematic areas: youth, society and 

drugs. In Quito the first two collections include books, articles, clippings, vidoes, and audio cassettes 

dealing with a range of topics in problems facing adolescents, history, geography, literature, current 

affairs, etc. that would be of interest to high school students. The collection dealing with the problem 

of drug abuse and related matters includes books, articles, newspaper clippings, audio cassettes and 

videos. 

The Information Center in Quito has a collection over 11,000 documents. The Center in 

Guayaquil has a much smaller collection of documents. Quito's holdings are primarily oriented to high 

school students. During Phase I of the Project it had a very active acquisitions program, but because of 

budget cutbacks, purchased acquisitions have been reduced to a bare minumum. Subscriptions exist for 

5 national newspapers, a few current affairs/general interest magazines such as Vistao, La Tuya, and 

Time, and a youth related periodical, Revista Juvenil Joven. No systematic acquisitions program exists; 

virtually all new acquisitions are received through donation or exchange. 

The Center has entered into agreements for the exchange of information with resource centers 

in the Andean Region such as CEDRO and SEAMOS. But few materials have been received and those 

do not appear to be forthcoming on a regular basis. Much of the drug related information in Spanish 

received from abroad came from Centros de Intergraci6n Juvenil in Mexico. But this source is not 

providing documents on a regular basis either. 

Considering that the Center was formed in 1987 and that it was one of the major activities of 

FNJ, its holdings in drug materials are now weak and outdated. Many materials which are available free 

of charge are not represented in the collection. These would include materials from such organizations 

I. 
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as: the U.S. National Clearinghouse for Alcohol and Drug Information, Substance Abuse Librarians and 
Information Specialists (an international professional association of information professionals dedicated 

to the management, exchange and dissemination of drug abuse information), the International Council of 
Alcohol and the Addictions (ICAA) and other European documentation centers, CICAD of the 
Organization of American States, the World Health Organization, the United Nations International Drug 
Control Program, etc. No knowledge exists as to how to acquire journals and periodical literature which 
may be had from other sources either without cost or at reduced rates for non-profit organizations such 

as FNJ. The Center does not access the latest bibliography on drug related topics available from all over 
the world through computerized information services such as DRUGINFO, MEDLINE, Research Alerts 

of the Institute for Scientific Information in Philadephia, or the Institute for the Study of Drug 

Dependence in London (ISDD), etc. 

2. Operational Analysis 

Both the Quito and Guayaquil Centers have computerized data bases of their 

collections. The systom used is MICROISIS which was developed by UNESCO and is utilized by various 
other resource centers working in the field of drug abuse including CEDRO and CICAD. For drug
related material, the Center uses the Thesaurus developed by the Institute for the Study of Drug 
Dependence (London) translated into Spanish by the South American Agreement on Drugs and 

Psychotropics (Buenos Aires). 

The system is good but, unfortunately it is of limited use at present. The reason for this is that 
changes were made in the classification of many books which were not entered into the computer. Thus, 
the catalog codes in the computer are different from the physical location of the documents. Staff knew 
how to operate the MICROISIS program to search for material but did not have sufficient training in its 

operation to introduce program changes. 

Until the arrival of the present librarian four months ago, the Quito Center appears to have been 
plagued by a number of problems. In addition to those mentioned above, the newspaper and magazine 

clipping file was a mass of papers piled into filing cabinets without any order. Quality control in 

bibliographical analysis, cataloging, and processing was irregular and the document processing was 
seriously delayed. To some extent this is due to the high turnover in staff. In great part, however, the 

explanation is that although the Center had an information specialist (although not trained in substance 

abuse), it lacked the services of a professionally trained librarian. 

In this regard the Quito Center is now in competent hands. The librarian has a degree in Library 
Science from the University of Chile and ten years of professional experience. A thorough evaluation 

'] 
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of the Center's condition has been undertaken and corrective measures are now underway. To meet the 

needs of the Center, however, the evaluation team recommends that the Foundation hire an information 

specialist. Staff should have adequate training in MICROISIS. In addimion the team recommends that 

technical assistance be provided in strengthening the Center's holdings in drug-related material. 

3. Outrepch 
The Information Centers have approached outreach through several mechanisms. 

General reading rooms containing each center's collections are accessible to the general public. The 

purpose of the reading rooms is to serve as a place where students can come and do their homework. 

The idea is to attract students to the centers and then to interest them in the topics of youth problems and 

drug abuse. This idea is also followed in the unidad operativa in Portoviejo and the rUDO de apo in 

Milagro, and prsummably in other unidades operativas and grupos de apy. The holdings of the local 

centers are much smaller, of course. Both reading rooms in Quito and Guayaquil are attractive, 

comfortable and inviting. The Quito Center has a video room, which although well equipped, needs to 

be separated from the reading room. Hours of operation are sufficient to make them available to 

students. During the first six months of 1991, 229 persons used the reading room of the Quito Center 

and 100 its video services. From site observations in Quayaquil and conversations with the Center's 

staff, smaller numbers of readers made use of that Center's reading room. In Portoviejo, the reading 

room also seemed to be popular. 

Both the Quito and Guayaquil Centers are proactive in sponsoring public information events in 

schools, civic associations and other organizations. During the first half of 1991, the Quito Center 

reached 1,189 persons. 

The 1991 Action Plan set a goal of 10,000 users of the Information Centers' services. This is 

clearly an overambitious goal and neods to be reconsidered. In order to increase the outreach capability 

of the Information Center, the evaluation team recommends that a volunteer group should be trained just 

as is done it community libraries throughout the United States and Canada. Since the installations are 

appropriate, more and a wider range of activities may be sponsored at both information centers to build 

constituenties and establish closer links to broader segments of their respective communities. Flyers, 

information sheets and other material should be developed, inexpensively reproduced and distributed 

through the Information Centers to promote both awareness of drug-related issues and the services of 

the Centers. This same kind of program would also be useful to the local units although to some extent 

some units are taken initiatives in this regard. 

Other forms of outreach conducted by the main Information Center at Quito were to include 
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several publications for distribution to journalists, public-opinion leaders, government authorities and 

politicians. The 1991 Action Plan calls for three major publications: Aleras, Revista Referativ, and 

Dossier. 

Aletas is a biweekly publication which has a mailing list of 300 individuals. It is published in 
a timely manner and provides synopses of articles on drugs, youth and society found primarily in the 

newspapers and magazines received by the Fundacidn. As such it provides a valuable service. Its 

coverage could be easily expanded, however, through the recommendations made above in the 
"operational analysis" section. 

Revista Referativa is a publication providing bibliographical citations (without abstracts) on the 

Foundation's three central topics: youth, society and drugs. Only one issue has appeared. Since its 

preparation depends upon greater proficiency in the use of MICROISIS, it will not be published until 

appropriate training has occurred. 

Dossier is an annual publication which reproduces clippings and reports from newspapers, 
magazines, T.V. and radio on selected topics. The 1990 issue was dedicated to the theme "Narco

economy". Approximately 100 copies of this publication are sent to institutions upon request. It is a 

useful service, but in order to ensure that information is timely, the evaluation team recommends that it 

be published with greater frequency, if possible, three times a year. 

D. Radio Juvenil 

Radio Juvenil has a three-fold purpose: (1) to transmit by radio a series of anti-drug use 

messages, through programs designed and run by young volunteers; (2) in doing so, to provide productive 

free-time activity to the volunteers ("to keep them off the street" as it were), and (3) to prepare this group 

of volunteers for possible careers in radio journalism. 

There are (as of mid-August, 1991) about 100 volunteers working in this program in seven 

provinces: Pichincha, Loja, Guayas, El Oro, Manabi', Zamora and Imbabura. Working with local radio 

stations which donate the air time, the volunteers now are producing 12 weekly and two daily radio 

programs. (There are 4 weekly programs in Loja and 3 in Guayas.) Three of the weekly programs are 

of 60 minute duration, one is 20 minutes and the rest run 30 minutes. Of the two daily programs, one 

runs for 15 minutes and the other for 30. 

The budget of the program for 1991 was projected at US$14,386 as against US$27,101 actually 

spent in 1990. The 1991 projections represent 4.10% of total project costs. Projected expenditures of 

US$11,000 for the procurement of radio equipment were cut from the budget as part of the readjustment 

necessitated by the purchase of the new building. Project personnel were told by higher level FNJ 

'p 
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officials that Radio Juvenij funding might be increased depending upon the outcome of this assessment. 

The professional staff consists of two people working out of Quito. A third professional, a 

Belgian volunteer serving his alternative military duty, was leaving shortly to work with the treatment 

center. The two Ecuadorean professionals both have solid backgrounds in radio journalism. The Chief 

of the project has a licenciatura in Social Communications. He has worked for CIESPAL and for Radio 

Nederland, in addition to other positions. He currently is the Director of Radio Municipal in Quito and 

teaches a course in radio journalism at the Central University. He has been with the Foundation for 6 

months. 

The Assistant Chief of the project, who has been with it for 4 months, is working on his thesis 

at the Catholic University. He has held a number of positions in various radio stations, including news 

director at Radio Tarqui. 

Volunteers are self-selected. They come in through contacts with the Unidades ODerativas 

(provincial or cantonal centers) or make contact directly with the Foundation in Quito. They are trained 

in radio production techniques in Quito, then sent out to work through the UO's. The project hopes 

eventually to set up training centers in each of the UO's. 

The target audience of Radio Junvenil is lower and lower-middle class urban youth. Both the 

Project Chief and his Deputy also are concerned with campesinos recently arrived in urban areas from 

the countryside; they feel that this group is particularly at risk, although they cannot point to any studies 

that indicate this. While we cannot disagree with their feelings on this matter (our own experience in 

Andean countries would indicate they're probably correct) we point this out as an example of the gap 

between program research and program operations. As far as we have been able to determine, no 

programs of Radio Juvenil, as yet, are addressed to this audience. 

The volunteers design and produce their own programs. This is felt by project staff to be 

important, in that it allows them to get their message across to their individual (young) audiences in ways 

most likely to be well received by those audiences. We agree with that point. What is not so clear is 

the control exercised by the staff over the content of the programs, i.e., to what extent ij narcotics 

awareness a or the central theme. Project staff say the programs do concentrate on narcotics awareness 

and that the volunteers are constantly being fed new information on that topic. We were told that they 

zeceive copies of Aleras every 15 days and also receive information from the Information Centers. 

While the project staff receive some of the taped programs, most are retained by the radio stations that 

broadcast them. We listened to a few minutes of several tapes that were in the possession of the project. 

Some dealt with narcotics awareness/avoidance topics and some did not appear to do so (although there 



Fundaci6n Nuestros Jovenes - 22
 

might have been segments on narcotics awareness that we didn't hear). 

Given the fact that project staff cannot den-nd on program tapes for follow up, they rely on 

monthly reporting forms sent in by each UO. Follow up also is accomplished by interviewing volunteers 
who come into Quito from time to time for additional training or, specifically, to talk to project staff 

about specific problems. 

In answer to our questions about measuring project impact, we were told that, in August, 1991 

the project intends to start runniig a series of listener surveys to see what percentage of the audience in 

each area is listening to Radio Juvenil during their specific time slots. That will be a good measure of 
the project's effectiveness in gaining audience but will not, of course, measure impact in terms of 
attitudes and practices. (See section III.B.3 of this report dealing with impact evaluation.) The project 

staff is aware of this but have no plans to deal with it. Nor are they aware of any plans the Fundacion 

has to measure broader program impact. 

The staff of Radio Juvenil is working on a project, which they told us had been approved, for 
a weekly Radio Magazine (Radio Revista) which will help the program get into areas not now covered 

by the programs working out of the UO's. This program, which is projected to cost S/.570,000 per half 
year, is now at the stage of negotiating agreements with local radio stations. (Given the 1991 budget cut 

for Radio Juvenil referred to above, it seems highly unlikely that this project could be started this year.) 
Another new program, also approved by the Foundation, is a series of six to seven minute spots called 

"Talks About Life" (Charlas de Vida), which would get into such topics as the role of youth in society, 
sexuality, etc. Tnese could be picked up and used in the local Radio Juvenil programs. Plans call for 

a series of up to 500 such spots. 

Radio Juvenil is, potentially, one of the most important direct outreach programs run by the FNJ. 

Its small staff is well-qualified and highly motivated. It seems to have had some success, at least, in 

attracting volunteers. Its success in attracting audience will start to be measured with the series of 

audience surveys which is supposed to start in late August of 1991. Its impact in terms of attitudes and 

practices, however, needs to be studied. That probably implies a series of local base-line studies on 

present attitudes and practices in the areas covered by the program, with follow-up studies to be carried 
out yearly. As indicated in the section on impact evaluation simple marketing techniques using intercept 

interviews at selected public locations could be used. 

Plans to expand first round training to provincial levels should be looked at carefully. Since this 

would require procurement of additional equipment for the provincial centers, the benefits to be derived 

from those additional costs should be studied. On the other hand, follow-up training (and general project 
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follow-up at the local level) should be expanded. This probably will take additional staff now and 

certainly will as the number of local programs grows. 

E. Preventive Information 
1. iNFORMA-

INFORMA-T is essentially a telephone information project aimed at the mass 

dissemination of preventive information. It ispresently operating in Quito and Guayaquil. Callers to the 

service have the option of choosing from a wide range of topics including: preventive education, drug 

abuse information, health, nutrition, family life, alcoholism, problems of adolescence, AIDs, ecology, 

civic education, Ecuadorian history, illiteracy and community service agencies. The ,ystem isorganized 

into 19 topic modules with approximately 650 messages, varying from four to six minutes in length. Of 

these messages, 30% deal with drug information and related matters. According to the Foundation's 

Executive President plans call for the development of an additional 1,400 messages over the coming year. 

It is expected that the costs of preparing new messages will be covered by "profits" on messages 

prepared for private enterprises which will pay for messages in their area of work. Ceba-Geigy has 

requested messages on health and epilepsy and the publishing house, Editorial Norma is contracting for 

messages on adolescence and family. The evaluation team was assured that no specific brand names or 

products will be mentioned inthe messages. 

To use the system, the client has to call a number and request a tape. A volunteer worker 

answers the call, and plays the desired message in a specially designed console with tape decks connected 

to the telephone lines. When using this service, the caller remains anonymous. 

The Ecuatorian Institute of Telecommuncations (IETEL) has contributed locals with aPBX system 

in Quito and Guayaquil for the system, four telephone lines in Quito and five inGuayaquil. Apparently 

some difficulty on this score isbeing experienced at the provincial level. For example the Coordinator 

of the unidad operativa in Portoviejo has been trying for some time to get some lines for this service in 

the Province of Manabf, but without success to date. 

Diffusion of the INFORMA-T messages isalso being done through Radio Juvenil. This probably 

is a better diffusion method since it reaches a potentially larger audience. The costs of the exisitng 

modules are "sunk costs" in any event. Plans exist to distribute the printed scripts in schools through an 

agreement with the Ministry of Education. The scripts also are being distributed to at least some 

unidades operativas. 

The head of the project is aprofessional psychologist who has been working for three years with 
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FNJ. In Quito the system is :peratcd by 61 volunteer workers, who work in shifts of two. Almost all 

of the volunteers are in their senior year at the Faculty of Social Programs at the Central University of 

Quito. Through providing this service, these volunteers also discharge one of their degree requirements 
involving professional practice. Each volunteer receives an operator's manual and 2-3 days training by 
experience workers. In Guayaquil the system is operated by 8 volunteers with another 10 scheduled to 

begin training within one week. 

Development of the system began in 1987 during Phase I of the FNJ/AID project, but did not 
become operational before the end of the project. FNJ entered into two agreements with the Ministry 

of Education and Culture (MEC) in July 1989 and January 1990, to incorporate INFORMA-T into 
MEC's National Program of Preventive Education. Disagreements regarding the mass media program 

for launching the system, changes in the priorities of MEC, and problems internal to the MEC/AID 
project led to a breakdown of these agreeements and further delays in initiation of the project. 

In August 1989, FNJ contracted CEDATOS, a marketing firm to evaluate the system as well as 
the T.V. and radio material which had been prepared. CEDATOS decided against conducting a pilot 

market test which had been suggested by AID, and instead carried out a series of focus groups including 

three with youth and one with adults in Quito and Ibarra. As a result of this exercise the T.V. spots and 

radio shorts were considered deficient and in September 1990, FNJ contracted Atelier Publicitaria, 

another marketing firm to produce the publicity campaign and other media products. 

INFORMA-T initiated operation as a pilot program in October 1989. This stage lasted twenty 

months, until June 1991. During this period FNJ monitored the system's performance and general 

acceptability. In January 1990, FNJ staff visited nine schools in Quito to describe the system to the 

students and promote its use. Within three days after these visits, 38% of the students used the service. 
FNJ monitored the technical aspects of the students' calls (waiting time, clarity, duration and interest of 

message content). No information is available on the topics requested or students' reaction to the drug
related messages. A second attempt was made to obtain more information through a questionnaire 

provided to eight schools. However, only 43 responses were received. 

Throughout this entire period, however, no attempt was made to evaluate the impact of 

INFORMA-T with respect to knowledge, attitudes and behavior concerning drug abuse. Nor for that 
matter, had any baseline data been collected against which to measure the success of this effort. 

Despite this monitoring process, confusion exists regarding the actual number of calls received 

by INFORMA-T in 1989 and 1990. In its 1991 Action Plan submitted to AID in January 1991, FNJ 
reported that 13,472 calls were made to INFORMA-T during 1990 with 90,000 calls projected for 1991. 

24 
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Then in an information sheet presented to national authorities, the media and public attending the official 

opening of the system on July 29, 1991, FNJ reported 3,000 calls received in Quito for 1989 and 8,000 

for 1990. 

But none of the figures reported to AID or presented at the official opening bear any relation to 

those contained in the report of the Foundation's ongoing monitoring of calls received between August 

1989 to June 1991.6 According to the data contained in that report in 1989 an average of 30-40 calls 

were made monthly and only 2,067 calls were received for all of 1990. For the first half of 1991, only 

1,443 calls were registered for Quito. 

From the above it is clear that no reliable data exist on the actual number of calls made to 
INFORMA-T during the entire period during which this monitoring process was taking place. As will 

be discussed shortly in relation to available cost information, this fact has serious implications for any 

attempt to measure the cost-effectiveness of the project. 

The evaluation team considers the general conclusions reached by FNJ in its evaluation report 

to be invalid. From the data collected between July 1990 and June 1991, no conclusions may be drawn, 

as are done in the report, regarding the number of drug related calls, satisfaction with information 

received on drugs, usefulness of the information provided, help received in introducing life style changes, 

or even intentions to use the system again. This is because: a) information on which topic was requested 

by callers was only collected for 15.7% of the calls (317 of 2020); b) of the 317 calls for which this 

information was gathered 70% did not request drug related messages and c) caller responses in to the 

questions above are missing for between 84 and 95 per cent of the 2020 calls registered. Data gathered 

for the 1,490 calls received between October 1989 and June 1990 provide no information to support the 

drug related conclusions of the report. Yet despite the paucity of reliable and relevant data, the report 

recommends that the system be "maintained, reinforced and extended." 

The facts strongly suggest that the decision to fully commit a major portion of FNJ's program 

resources had been made prior to the results of the evaluation, however flawed. Starting in September 

1990, the Foundation first contracted Atelier Publicitaria and then Interpublic to produce media products 

which were delivered to FNJ by the end of February, 1991. On March 5, 1991, the Foundation decided 

to contract FNJ's newly created public relations and video productions company, Arte America to develop 

a media diffusion plan and obtain donations of media air time and space. The Foundation agreed to pay 

6 Fundaci6n Nuestros J6venes, Informe de evaluaci6n del sistema INFORMA-T y sus 
comnonentes tdcnicos, pedag6gicos y promocionales agosto 1989 -iunio 1991, Quito: june, 1991 
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Sucres 4,500,000 to Arte America for these services. The mass media capaign began during the last 

week of July 1991, and is scheduled to run until the beginning of November 1991. Donations of air time 

and printed space are valued at S/. 100,000,000. 

In response to a request from AID in August 1991, to provide costs of INFORMA-T, FNJ's 

Finance Director initially provided figures which show expenditures of S1. 5,802,676 through 1990 and 

S/. 5,356,007 for the first half of 1991. However, when the 1991 figures were questioned, an additional 

amount of S/. 19,500,00 was included for "educational materials" and "consultant fees" bringing the total 

spent until June 30, 1991 to /.24,856,007. 

Still, these figures do not represent the total costs of the system. Expenses made for salaries, fees 

and material prior to 1990 are not included. Costs for the first mass media products produced during 

1990 are not accounted for. For the second semester of 1991, salary payments alone are projected to add 

another S/. 6,641,995 to costs and, according to its Director, Arte America will be paid another S/. 

15,000,000 to produce the T.V. spots, radio PSAs, and printed material for a two month "maintenance" 

publicity program. From what figures are available, it appears that total real costs for 1991 will exceed 

S/. 46,500,000. This represents approximately one-third of FNJ's total 1991 budget for programmatic 

activities, a portion far exceeding the 5.4% which appears in the 1991 Operational Plan budget presented 

to and approved by AID/Quito. 

The conclusion is that the Foundation really does not know what its real costs for INFORMA-T 

have been nor is it yet conducting any meaningful program cost analysis. Additionally, since no reliable 

data exist on the number of calls received (much less drug related calls), it is impossible to conduct a 

cost-effectiveness analysis. The evaluation team has been informed that, as a result of the mass media 

campaign, calls to INFORMA-T in Quito have been reaching 300 daily with a similar number in 

Guayaquil. But, experience with similar telephone information systems elsewhere shows that without a 

sustained mass media effort, user interest declines in a short period of time.7 

In its October 1988 mid-term evaluation of the first phase of FNJ's drug information and public 

awareness project, Development Associates warned that INFORMA-T required serious reconsideration 

before the system was put into full operation. The evaluation stressed that the Foundation move 

cautiously in investing in such an expensive program with limited impact and that particular attention 

7 For example, in Panama the drug information telephone service provided by Cruz Blanca 
Panamefla received 60,000 calls throughout 1990. In the first six months of 1991, only 7,000 calls were 
made. 
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should be paid to the cost/benefit ratio and the impact of the project. 

The evaluation team believes that the Foundation has not properly assessed the project since the 

Development Associates' mid-term evaluation of October, 1988. This is significant especially in view 

of the fact in the negotiation for Phase II of the project, the Foundation assured AID that an impact 

evaluation of the drug preventive aspect of INFORMA-T would be conducted. According to the 

AID/FNJ understanding if the results of the impact evaluation were positive, the project would receive 

AID financing for an additional year. Financing from other sources would be sought starting from the 

third year. 

INFORMA-T continues to be directed at a limited segment of the population - essentially 

individuals in the middle/upper strata of Quito and Guayaquil. As of December 31, 1990, the total 

number of residential telephones in the Province of Pichincha reached only 7.7% of the population; in 

the Province of Guayas this figure droped to 4.8%. In the case of Quito, residential telephones are 

available for 7.5 % of the city's population. The distribution of residential telephones in low income areas 
is low and almost none existent in marginal urban areas. Public telephones account for a small fraction 

of all telephones (between 2-4%) and many coin operated telephones are not in working condition.' 

Less than one-third of INFORMA-T messages deal with drugs and related issues. FNJ's present 

evaluation of INFORMA-T continues to provide only basic monitoring information of the process. In 

addition to lacking baseline information, the evaluation sheets which are currently filled in by operators 

will not yield any valid ex-post impact data. No data addressing impact issues - success or failure in 

promoting changes in knowledge, attitude and behavior concerning drugs is being collected. The eventual 

drug prevention impact of dissemination of INFORMA-T's broad range of messages through Radio 

Junvenil or schools is impossible to estimate at this point. 

The evaluation team feels that this project has suffered from serious deficiencies throughout its 

four year period of development. Serious concerns were raised regarding the ability of INFORMA-T 

to have a significant drug abuse prevention impact on a broad segment of Ecuadorian society. 

Nonetheless, the decision to commit major resources to the project were made without a firm basis upon 

which to support such a position. 

In view of the above the evaluation team r_,ommends that AID discontinue support of both of 

INFORMA-T as a telphone information project and its public relations campaign. This support might 

ISources for this information are: Instituto Ecuatoriano de Telecomunicaciones (IETEL), Instituto 
Nacional de Estadfstica y Censos (INEC), and El Comercio, Quito, August 18, 1991, p.B-10. 
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now be provided by IETEL. The continued use of the various casettes by Radio Juvenil - an essentially
 
no-cost operation - isa good idea and should be continued.
 

2. Mass Media CamDaigns 

This program, which is envisaged in the logical framework as a seperate sub
activity under the rubric of Preventive Information, appears infact to have become (1)a public relations 
effort in support of Informa-T and the Legal Reform project and (2) a source of funding and other 
support for Arte America (q.v.), the television production operation which was spun off as a private 

company. 

There is an item in the Foundation's 1991 action plan, under Preventive Information, sub-head 
Mass Media Campaigns, for a "Second Campaign of Preventive Education" but we have not been able 
to get much information on it. In response to our request for any documents reflecting the strategy or 
planning for this "Second Campaign of Preventive Education" the Foundation sent us the original, Phase 
II project proposal of October, 1989 and a March, 1991 document from Arte America which appears to 
be the start of a work-up of various videos. Although the information presented isvery sketchy, two of 
the videos contemplated seem to deal with general problems of drug use and appear to be based on the 
longitudinal study of drug users. Three appear to be in support of the Legal Reform project; whether 
these are the same as those contemplated under the Legal Reform sub-project is unclear. One appears 
to be general public relations for the Foundation. 

We were not able to arrange an appointment, either in Quito or inGuayaquil, with the Director 

of this activity who our information showed to be Lola M~rquez. Indeed, although in the budget detail 
accompanying the 1991 action plan the salary cost for this activity shows up under "Personal Quito", 
under the salary budget (Presupuesto de Salarios y Sueldos) attached to the same document her salary is 
charged to Guayaquil (where she actually works, according to information given to us ',y project 

personnel). However, to thicken the brew a bit, we also were told in Guayaquil that the position on the 
Presuguesto de Salarios y Sueldos and been eliminated and that position had been transferred to Arte 
America. And finally, subsequent inquiry on this matter after our return to Quito from Guayaquil 
developed the further information that the Director of Mass Media Campaigns now is Alejandro Pinto, 
the Director of the Guayaquil Sub-Center and the Executive Director of Arte America. We do not attach 
any particular sinister significance to these facts; rather, we take them to show that (1) Mass Media 
Campaigns, whatever it started off to be, has lost its initial purpose and become merged into other sub
programs and (2)that the Foundation, in some respects, still isoperating on a "catch-as-catch-can" basis 
without any real control on personnel placement, program direction or program/budgeting. 

C/ 
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We also find worth noting, and commenting on, the fact that these changes from the 1991 action 
plan in personnel and funding never have been formally communicated to USAID. 

A further indication of this phenomenon is the amount of money taken out of this program/budget 
heading, as reflected in the 1991 action plan, and subsequently shifted to the budget of INFORMA-T. 
(See the discussion of this matter under the section of this report on INFORMA-T.) 

Whatever intial - or subsequent - confusion may have existed with respect to the purpose of Mass 
Media Campaigns, the evaluation team recommends that the Foundation and USAID re-examine this 
program and its future. In our view, Mass Media Campaigns should be seen n= as an ancillary activity 
simply publicizing othe." Foundation progr=,ns utilizing mass media (Legal Reform, INFORM-D nor, 
much less, shifted to an organizational focus where its objectives become subsumed under those of Arte 
America. Rather this program should be redesigned as an essential component of a mass media strategy 
designed to (1)reach at-risk audiences not adequately reached by those or other Foundation programs and 
(2) supplement and reinforce the messages of those programs - not simply publicize the programs 

themselves. 

However, this will require the development of an overall mass media communications strategy. 
Such a strategy would define target audiences and messages to be delivered to those audiences. Based 
on a study of media available and audiences reached by them (including which periodical sections or 
pages and which radio and television time-slots are most appropriate for each audience), the strategy 
would then go on to align the various mass media activities of the Foundation with the matrix thus 

developed. 

The Foundation does not have such a strategy. (Ithas developed a document which lines out 
what we would characterize as a philosophy or policy.) Accordingly, the evaluation team recommends 
that the Foundation develop a mass communications strategy to better target its programs using mass 
communications. We also recommend that USAID provide short-term technical assistance to help the 
Foundation in this endeavor. 

IV. Other Issues 

A. Productora Arte America 

Productora Arte America is a private, for profit, television production company that is 
wholly owned by the Fundacidn Nuestros Jovenes. Four of its five legally-required shareholders (each 
having one share) are members of the Board of Directors of the Foundation; the rest of the shares are 

owned by the Foundation itself. 

The company, which started operations in March 1991, operates with personnel and equipment 
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which were being used directly by the Foundation to produce television spots and program-related videos. 

It seems to have come into existence under the rubric of self-financing when the program of Campahas 

Masivas, under which TV spots were being produced, was forced to cut back on budget and personnel. 

The idea was to use the free time of both personnel and equipment in a money-making venture with 

profits being returned to help defray expenses of the Foundation. As such, it was a good idea. 

Not all of the personnel who were doing television production on the payroll of the Foundation 

were transferred to Arte America. Ten went over full time; the others (6) work as free-lancers when 

there is work. 

At first we were faced with some uncertainty about the ownership of tie extensive video 

production equipment, financed under the AID project, which is being used by Arte America. We were 

told originally that it was being loaned to the Droductora by the FNJ. However, the feasibility study done 

in advance of the establishment of Arte America shows it as "activo", part of the assets of the company. 

Our current information, however, is that the equipment is being rented to Arte America for S/. 

2,000,000 per month. 

The feasibility study referred to above appeared to us, when we first read it, to be at least a bit 

optimistic on the income side. Subsequent events have proven that to be correct. Information received 

almost at the last minute, as this report is being finalized, indicates that Arte America, as presently 

constituted, probably cannot survive.9 There is, however, the possibility of a large contract with 

Ecuavisa which could keep the Droductora going, at least for a while. 

The financial viability of Arte America is important not only in and of itself. The latest 

projections we received from the Foundation on the financing of the mortgage on their new building show 

that the Foundation is counting on receipts from the productora of S/. 2,000,000 per month, the rental 

charge on the audiovisual equipment, to help pay off that mortgage. 

At the moment, the very talented director of the Foundation's Guayaquil branch is spending 

considerable amounts of his time working with the Droductora. As suggested in other connections in this 

report, the cost of that time should be charged to Arte America in order to get a better idea of whether 

that venture is or is not commercially viable. (One indication that it might not be is the fact that its 

quoted price to do a video for the Fundacidn Guayauuil was 50% higher than the price the latter 

orgaiiization finally paid to another commercial firm. The firm itself recognizes that it will have to lower 

its prices to break into the commercial market.) 

9 August 1991 letter, Alejandro Pinto to Sylvia de Laufer, shown to us by the latter. 
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In any event, we recommend that USAID watch Arte America's monthly profit and loss 

statements very carefully. With monthly maintenance ex, enses (not counting salaries) of S/. 15 million, 
this operation could be a very serious drain on the Fundaci6n's funds if it does not cover its costs. In 

this same connection, USAID should continue to insist that the Foundation get three bids on any 

audiovisual work it contracts out. 
We watched a number of the spots the productora had made to promote Informa-T. These will 

start running in September. While we are not experts in television productior:, the spots appeared to us 
to be well done and well suited to their purpose. We were told that a commercial film on epilepsy which 

it had made for CEIBA-GEIGY won a prize. 

B. Mortgage Payments for The New Building 

Most of the facts and circumstances involved in the purchase of the Foundation's 

headquarters building are mentioned elsewhere in this report and need not be repeated here. Indeed, they 

are irrelevant to the central point. 

The Foundation now has a monthly mortgage obligation of S/. 5,713,504 which will last through 

October, 1992. The cash flow projections purporting to show how these payments will be met are, at 

best, speculative. Indeed, tile Foundation made the arguement to us that the receipts projected were only 

those considered "more probable", that the "less probable" receipts had not been included. (We attach 

two as appendices 2 and 3. Appendix 2 is the projection given to the Board of Directors as background 

material prior to their vote to approve the purchase. Appendix 3 is the latest revision given to the 

evaluation team at its urgent request.) 

The evaluation team has some reason to believe that if the projection of receipts shown falls short 

in any given month, the Foundation would attempt to cover the mortgage payments by using receipts 

from other sources - principally those from external donors for specific programs - then hoping to cover 

expenses under those programs from other recipts. It would have little choice but to do so if the 

alternative were to lose the building. Should the Foundation resort to this type of "bicycle" financing, 

its entire financial future could be imperiled by a delay in the receipt of payments from any of its three 

external donors. 

We are not auditors and this is not an audit. But what we have seen waves enough of a red flag 

to compel us to recommend that USAID undertake an analysis of the cash flow projections offered by 
the Foundation, starting with an analysis of cash in banks, to determine the reasonableness of those 

projections. 

Should such analysis demonstrate that the Foundation does not have a reasonable certainty of 



Fundaci6n Nuestros Jovenev - 32
 

being able to meet its monthly mortgage obligations, keeping in mind that it is not a commercial business 
with reasonably fixed production and sales, we recommend that the Foundation sell its building, making 
appropriate distribution of the proceeds, and move back into rented quarters until such time as its 

reasonable income expectations make another purchase feasible. 

C. 	 Self-Financing 

Clearly, for an institution to be sustainable it must be capable of mobilizing the resources 
it needs to cover its expenses. However, how that is done - and indeed how that ought to be done 
depends very much on the nature and purposes of the institution. In the case of the FNJ, the evaluation 

team believes it has been pushed to move too fast and pointed in some wrong directions. 

In the first place, we believe the goal' ° of having the Foundation covering one-third of its 

administrative costs by the end of the project is overly optimistic. We know of no similar institution, 
starting 	from where the Foundation started, that was able to grow that rapidly. Without, admittedly, 

having 	any kind of firm experiential base to support it, the evaluation team recommends that this 

objective be changed to 20%. 

At present the Foundation is making great efforts to achieve financial self-sustainability by using 
its program resources to produce saleable goods and services, the profits from which then go to help 

finance operations. To a great extent, however, the resources devoted to this purpose are taken away 

from project purposes thus degrading the overall impact of the project. For example, in the face of the 
need for much more research on narcotics-related problems (see the section on research) the Research 

Program has spent an important part of its time on commercially deliverable products bearing no real 
relationship to project purposes (the CEIBA-GEIGY and Ecuaroche studies, for example). The American 

School study of drug prevalence is =o in this category. Certainly anyone requesting the services of the 
Foundation in narcotics prevention matters who c-i afford to pay for those services shcuhi bc reo,irWd 

to do so. However, whether that study should have been undertaken at all, given the other priority needs 

of the program, is another question. 

In another category are activities of the Foundation which, while carrying out the basic purposes 

of the program. could result in a "profit". These opportunities to contribute to operating costs certainly 
should not be overlooked and the Foundation has gone after them aggressively. Examples here would 

be the workshops in dance, art, etc. in Guayaquil and the sale of key chains and other items produced 

by volunteers in activities essentially designed to teach them to make productive use of their free time, 

10 Cooperative Agreement, Section VII, p. 19, subparagraph 2. 
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or the sale of products produced in the training shops to be financed under the BID project. For the 
future, should the programs of Radio Juvenil prove sufficiently popular to attract commercial sponsors 
(without affecting the project related content of the programs) these opportunities also should be sought. 

Again, however, the point needs to be f.mphasized that the Foundation must calculate and charge 
indirect costs against these projects so that their "profitability" (or cost) to the overall program can be 

accurately assessed for program/budget purposes. 

Still another category of self-financing activities in which the Foundation is engaged involves the 
use of physical equipment for money-making purposes when such equipment is not needed for project 
purposes. Arte America, as originally conceived, is a good example of this kind of fund-raising activity 
although it may turn out to have been a bad idea for other reasons. On the other hand, any such units 
should be self-contained and be able to, at least, cover their own costs through their own activities. The 
use of project funds or significant amounts of FNJ staff time - which ought to be devoted full-time to 
project activities - to contribute to quasi-commercial activities amounts to subsidization of the latter 

activities by the project. This clearly is going in the wrong direction. 

According'y, we recommend that the use of program staff time for purposes of self-financing 
activities unrelated to priority program purposes be discontinued. Program staff should be fully devoted 

to program purposes. 

Still another form of self-financing which the evaluation team believes has been misperceived, 
involves project financing of by other donors. This misperception takes two forms. 

In the first place, financing by other international donors is a perfectly legitima:' means of 

achieving "self-sufficiency" to the extent that this can be done. In this sense, "self-sufficiency" should 

be regarded by AID as meaning capable of continuing operations without the need for further recourse 
to AID financing. This source of financing, which the Foundation is showing itself to be very agile in 

attracting (as witness its operations with BID and the EEC/University of Louvain) are much more 
important to "sustainability" than the small and essentially marginal money-making endeavors of the 
Foundation's operations will ever be and should be seen as such. Furthermore, seeking this sort of 
financing takes the time of the Foundation's Executive President and Board of Directors rather than the 

day-to-day operating staff, and thus does not degrade the operating capabilities of the organization. 
That having been said, however, the Foundation is overlooking a critical point inits operations 

with BID and the EEC. Neither the agreement with BID nor, as far as the evaluation team could tell, 
the proposed agreement with the EEC include the coverage of indirect costs ("overhead") by the donor 

- 4
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organizations. This means that the Foundation is subsidizing the international donors". 

Until other means (such as untied contributions from local donors and/or international foundations 

and, eventually, the establishment of an adequate endowment fund) can be found to more than cover the 

administrative costs of project operations financed by other donors , this type of "counterpart 

contribution" should be avoided. Rather than resulting in self-sufficiency, it will lead to a serious 

depletion in Foundation resources needed to cover "core" costs for other activities. 

For these reasons, the evaluation team recommends that the Foundation seek to renegotiate with 
BID, and negotiate with the EEC before finalizing project arrangements with them, to have indirect 

project costs covered under project financing. In both cases the Foundation "counterpart" contribution 

is more than adequately covered by the real estate to be used in the two projects. This also should be 

standard practice for the future. 

Even if external donors k cover the indirect costs of their projects, complete dependancy on 

project donors to cover core costs will lead to loss of control by the Foundation over the shape and 

direction of its programs. (That is, if the Foundation's only sources of financing of "core" costs are 

through externally financed projects, the Foundation will only be able to do what external grantors/lenders 

want; they will not be able to shape the direction of their own program.) 

Thus, the Foundation needs to become more active now in seeking "untied" (i.e. not project 

related) funding both locally and from possible foreign sources. The Foundation has done some of this, 

but this effort needs to be intensified. The evaluation team recommends that fund-raising be considered 

the number one priority task of the Executive President and the Board of Directors. This will require 

the Executive President to set up alternate arrangements for the day-to-day management of Foundation 

operations. 

To the extent possible, the Foundation also should be seeking to build an endowment fund rather 

than just garnering contributions to cover current operations. It might even be useful to think of a 

specific campaign aimed at this end.'" 

" We are aware that this "subsidy" or contribution of a donee institution's resources frequently 
is thought of as "counterpart". However, for an international donor to insist on this kind of counterpart 
from an as-yet financially immature institution such as the Foundation is penny-wise and pound-foolish, 
for the reasons adduced. 

12 The Foundation already has agreed to start to take steps to set up an endowment fund. See 
Cooperative Agreement, Sec. VII, p. 20, subparagraph 6. For that reason we make no specific
reconmendation on this point. We would only note that the Foundation's immediate and urgent need to 
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Further in this connection, we recommend that fund-raising capability be considered as an 
important criterion for selection to the Board of Directors, as it is in most foundations world-wide. While 

most of the present members of the Board are "well-cynected", we have the impression that most 

funding pledges to date have been secured by the Executive President. The Directors should start to play 

a much more significant role here. 

Finally, the Foundation should seek additional sources of self-financing through greatly expanding 

its membership base and increasing its membership fee. Present membership stands at somewhere 

between 150 to 200 members natinwid 3 and the present membership fee is S/. 10,000, or slightly less 

than U.S. $10.00 at the exchange rate prevailing as this report is w-itten. The Foundation might want 

to think about different membership fees, somewhat less for students, more for adults, and then additional 

categories of membership calling for higher fees such as "sustaining members", "life members" etc., as 

is commo idy done in similar situations in the United States. Certainly local community- and school-level 

affiliates of ti6e Foundation, financing their own activities at their own levels, should constitute and should 

be counted by USAID as important sources of self-financing. 

D. Outreach 

Outreach - that is, delivering the desired message to the greatest possible number of 
members of the target audience(s) in the most efficient and effective way - is the essence of what 

narcotics prevention programs must be designed to do. In one way or another, that is what the programs 

of the Fundacidn Nuestros Jovenes are designed to do. The basic question underlying this evaluation is: 

How well is the Foundation doing this? 

In some ways the Foundation is doing this very well. The role of the Foundation in promoting 

the drafting and passage of Ecuador's new anti-narcotics law, which involved working with key opinion 

leaders as a target audience, was an outstanding success. Hopefully the Legal Reform program will be 

equally successful in fostering public support for - and passage of - a budget for CONSEP and the 

appointment of a permanent Executive Director for that organization. 

With resp-..t to some of the Foundation's other target audiences - individuals at risk, groups that 

can be mobilized to create and support a national "psychology" of narcotics prevention, perhaps others 

get contributions to cover its mortgage payments on the new building put the start of setting up an 

endowment fund off into the future. 

13 Elsewhere in this report we have suggested other reasons for increasing the membership base 
of the Foundation. See section on "Outreach". 

I 
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our judgement is somewhat less sanguine. 

Radio Juvenil appears to be doing a good job where it is operating, but this must remain a 

subjective judgment, since not even audience sizes are known as of this writing, much less the impact 

that program is having on its target audience. However, the strategy of using young people to create 
programs designed to reach young people appears sound and radio is the medium with the broadest 

audience in the country. Thus, even though the cost of reaching one individual through this program 

cannot be measured at this time it would appear that that cost would be quite modest, given the modest 

costs of the overall program. It must be kept in mind, however, that Radio Juvenil is run out of 

Unidades Operativas and Grupos de Apoyo and thz number of these local units is not expanding very 

rapidly (if at all); this limits the growth of Radio Juvenil, 

The Information Centers (and we would include here, for purposes of this analysis, the reading 
rooms maintained by the Unidades Operativas and the Grupos de Apo, although these operate on a 

much smaller scale with infinitely less resources) appear to be doing a good job in attracting users. We 
have seen no information on how many of these users are drawn into other - more targeted - programs 

of the Foundation (although this appears to happen to some extent) nor, indeed, whether any attempt is 

systematically made to draw them in. Thus, our evaluation here would have to be that while these 
Information Centers and reading rooms are potentij outreach tools, that potential is neither being realized 

nor even sought. 

We have similar thoughts regarding the arts workshops being run by the Guayaquil center. These 

are marginally useful (from the point of view of narcotics prevention) in providing alternative leisure-time 
activities to very limited numbers of youngsters and exposing those youngsters to anti-narcotics posters. 

They are unobjectionable from a cost point-of-view since they cover their own costs and, indeed, produce 

a small "profit" which is used to cover other Foundation activities. But we feel more could be done 

through those youngsters to provide a multiplier effect to theze programs. 

We have expressed elsewhere our thoughts op INFORMA-T. Large amounts of money are being 

spent to reach an unspecified audience of uncertain size to achieve an unknown (and perhaps unknowable) 
impact. By any definition of "outreach", there must be more effective and efficient ways to go about it. 

The impressive number of forums, seminars and speeches involving the participation of large 

nurmbers of individuals - many of them young people in colegj and universities - being carried out at 
all ievels of program activity (national, regional and local) certainly are reaching large audiences at low 
costs per person. We suspect that impact evaluations of these activities, when they are done, might 

suggest some refinements in message content or audience selection but will not raise any fundamental 
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questions regarding the desireability of continuing these activities. Here again though, we think these 

activities are not being used to their full potential. An additiondl objective of these activities - additional 

to just getting the message out to one group of individuals on one occasion - should be to involve them, 

as individuals and groups, in other, ongoing Foundation activities. Some of this ij being done, 

particularly at the level of Unidades Operativas and Grupos de Apoyo, but this should be made a standing 

policy of the Foundation and much more should be done by the Foundation to back up these local efforts. 

During Phase I of the AID project, the Foundation gave great priority to fostering the creation 

of anti-narcotics-oriented groups at various local levels. While some of this is still being done by the 

Unidades Operativas and Grupos de Apoyo it has dropped off the map completely as a Foundation 

priority. We feel strongly that this was a mistake. 

ExPerieuice has shown that community groups can be very effective in fostering a ciimate of 

narcotics rejection at the local level. 1' School-based student groups can have a significant effect in 

creating peer-pressure against drug use. What is more, a network of such organizations is inexpensive 

to create and to maintain. Creating them involves the training of volunteer promoters who work out of 

regional and local level offices such as the Unidades Operativas and Grupos de Apoyo (but supported, 

with respect to transportation, per diem and minor local expenses, by the Foundation). 1 ne community

based groups should be self-supporting, receiving only informational materials, organizational and fund

raising ideas and assistance and moral support from the Central Office. 

Furthermore, the Foundation has the kno ,-how to proceed along these lines. Sylvia de Laufer's 

program called "Youth in Action" provides a very workable model for this approach. 

Accordingly, the evaluation team recommends that the USAID-FNJ program be redesigned to 

make the creation of school- and community-based anti-narcotics groups a priority strategic objective. 

The essential model to be followed (it might require some modification) should be that set out in Sylvia 

de Laufer's "Youth in Action" program. To the greatest extent possible other Foundation outreach 

programs, such as Radio Juvenil, Information Centers and the extensive programs of speeches, fora and 

seminars conducted at the provincial and local levels should be directed additionally at this strategic 

target. It should be noted that carrying out this recommendation will necessarily involve an accelerated 

effort by the Foundation to establish additional Unidades Operativas in provinces where they do not now 

exist. Whether Grupos de AV= should continue as presently constituted or whether they should be 

turned over to local groups as those are formed is a question that can be decided later. 

14 See the evaluations of the Peru and Thai programs on this point. 
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Finally, and in line with the above recommendation, the Foundation should make every effort to 

expand its present limited membership. Not only should members of community- and local-school-based 

anti-narcotics committees be urged to become active members of the Foundation; recruiting new members 

in local communities and schools also is an excellent way to start eliciting the interest of concerned 

individuals who might tbn become the nuclei of local anti-narcotics groups. 

E. Logical Framework of the Proiect 

At the goal level and purpose levels, the indicators presented in the logical framework are 

adequate to facilitate comprehensive and balanced judgements with regard to project achievements. The 

use of changes in government budget allocations, legislation, implementing regulations and media 

comments on actions proposed, taken or not taken by GOE against narco-traffickers, money laundering 

should provide reliable measurements of progress regarding effective government action against narcotics 

production, processing and trafficking. The epidemiological surveys scheduled for 1992 and 1994 are 

essential for providing national trend data on drug abuse prevalence, opinions and attitudes. Based on 

a probabilistic national sample and using comparable internationally accepted standards, the surveys will 
provide needed indicators to establish changes in the levels and characteristics of drug abuse, and to 

compare opinions regarding various aspects of drug abuse prevention and control with the baseline data 

obtained in the 1988 household survey. 

The real problem of the logframe in verifying the project's contribution to the goals and purpose 

of the project lies in the lack of any measurement of impact of its activities by the Foundation. The 

logframe provides for these impact evaluations but, in fact, the Foundation is not carrying them out. This 

deficiency has been discussed in detail in the findings on Program Areas, and appropriate 

recommendations have been made. 

F. Lessons Learned 

While implementation of the Drug Information and Public Awareness Project has made 

considerable progress certain areas related to institutional strengthening and programmatic activities, 

significant problems have appeared which bring the project to a critical crossroads as well as call into 
question the Foundation's potential to achieve the project's final objectives. Several operational lessons 

may be drawn from the experience with this project: 

S The process of institutional strengthening required to transform a small, all-volunteer 

body into a mature private development agency is typically a long-term one and involves 

evolution through a series of stages of organizational development and maturity. An 

essential component in the institutional development process is external technical 
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assistance. From Phase I of the Project, the Foundation has experienced substantial 

dysfunctions in its institutional growth and management development and suffered from 

a truncated program of technical assistance. A sound program of long-term technical 
assistance plays a critical role in ensuring that the Foundation overcome these problems 

and successfully progress through these stages. 

0 The policy definition and counterbalancing oversight roles of the Board of Directors are 
key to the development of a sustainable organization. The existence of a shell Board 

with all real authority and power concentrated in one person holding the combined 

positions of President of the Board and Executive Director threatens the long-term 

institutional and (given the circumstances surrounding the purchase of the new building), 

financial sustainability of the Foundation. 

* In its quest for financial sustainability, how an institution goes about mobilizing the 

resources it needs to cover its expenses is as important as its success in generating 

income. Great care should be taken to ensure that the organizationai resources devoted 

to self-financing are not taken from project purposes thus degrading the overall impact 

of the project. The use of program staff time for purposes of self-financing activities 

unrelated to priority program purposes should not occur. 
0 Attention to cost-recovery through the establishment and charge of an overhead rate is 

important to ensure an organization's sustainability. In a very broad sense, an overhead 

rate is the Foundation's cost of doing business - the cost of keeping its door open. In 
no sense does it imply profit but simply covers indirect costs. Unless its indirect costs 
are covered by its new donors, the Foundation issubsidizing them. Rather than resulting 
in self-sufficiency, such a practice leads to a serious depletion in Foundation resources 

needed to cover "core" costs for other activities. 

* Cost information on a program basis is essential both for adequate budget control 
p-.rposes and as an basic input to determine the cost effectiveness of program activities. 

0 Monitoring program activity levels of effort and the preparation of statistics on process 

is important but should not be seen as a substitute for impact evaluation. Evaluation 

options based on available resources exist, and valid forms of impact evaluation can be 

implemented for almost any size of budget. 



Fundaci6n Nuestros Jovenes - 40
 

V. 	 Conclusions and Recommendations 

(In the material that follows particularly urgent or critical recommendations are set out in 

underlining.) 

A. 	 Institutional Strengthening 

Under the Cooperative Agreement setting out Phase II of the project, there are two lines 

of action set out to achieve the project purpose. Institutional strengthening is the first of these. 

Institutional strengthening also is the first of the four project components and, as is apparent from the 

Cooperative Agreement in its totality, it is the most important aspect and, indeed, the sine uua non of the 

project. 

The general conclusion is that the Fundaci6n Nuestros Jovenes has come a long way during the 

course of this project but that there still is a long way to go. There has been a good deal of solid 
progress but, in some important respects, there appears to have been some retrogression as against earlier 

achievements and, in addition, serious new problems have arisen. 

B. 	 Financial Sustainability 

The institution, we believe, faces a very serious financial situation deriving from the 

purchase of its new building without a sound plan as to how to finance it. The Foundation now has a 

monthiy mortgage obligation of S/. 5,713,504 which will last through October 1992. The current cash 

flow projections purporting to show how these payments will be met are, at best, speculative. The 

evaluation team believes that if the projection of receipts shown falls short in any given month, the 

Foundation would attempt to cover the mortgage payments by using receipts from other sources 
principally those from external donors for specific programs - then hoping to cover expenses under those 

programs from other receipts. This is a very tenuous situation and the entire financial future of the 

Foundation could be put in jeopardy by a delay in the receipt of payments from any of its three external 

donors. 

Rec 1.- USAID should undertake an analysis of the cash flow proiections offered by the 

Foundation to show its ability to pay the mortgage for the new building to 

determine the reasonableness of those projections. This should start with an 

analysis of cash in banks to see how much of a cushion might be available 

against future shortfalls. 

Ree 2, - Should such an analysis demonstrate that the Foundation does not have a 
reasonable certainty of being able to meet its monthly mortgage obligations. the 
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Foundation should ell its building. making appropriate distribution of the 

proceeds. and move into rented quarters until such time as its reasonable income 

expectations make another purchase feasible, 

Rec. 3. - USAID should monitor Arte America's monthly profit and loss statements very 

carefully since payment of the building mortgage to a large extent rests on 

anticipated income from this source. Additionally this operation could be a very 

seriou. drain on the Foundation's funds if it does not cover its costs. In this 

same connection, USAID should continue to insist that the Foundation get three 

bids on any audiovisual work it contracts out. 

Rec 4. - Fund-raising should be considered the number one priority task of the Executive 

President and the Board of Directors. This will require the Executive President 

to set up alternate arrangements for the day-to-day management of Foundation 

operations but this will have to be done in any event incident to the management 

plan which should be prepared. 

Rec 5. - The fund-raising capability of candidates for membership on the Board of 

Directors should be considered as an important criterion for selection, as it is in 

most foundations world-wide. Specific suggestions for fund-raising and self

financing are given in the Section on Self-Financing (IV.C) of this report. 

C. Institutional Sustainability 

Good people are being hired (although turn-over has been a continuing and serious 

problem), working relationships are being worked out, and systems and manuals are being installed and 

implemented. In the djJa of day-to-day operations, the results of the institution strenghtening 

component of the project are apparent. 

Nevertheless, the Foundation is not a well-managed institution. Overall there is a strong 

propensity to detailed, highly centralized management which puts a premium on control at the expense 

of individual initiative, creativity and even, to some extent, hoaest internal communications. The 

Foundation is very much a one-person show. 

At this stage in its process of organizational development the Foundation is an institution that 

iieeds to be professionally managed. This has not yet happened. The Foundation's management style 

is authoritarian (as opposed to participatory), with delegation of functions as opposed to responsibility. 

Even minor decisions on a day-to-day basis seem to move to the top. Top levels of management have 

not focussed adequately on design and installation of systems and procedures to ensure that proposed 

/A 
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actions are well-grounded in basis analytical data. The Foundation has no impact evaluation system in 

place. Monitoring systems abound but no mechanism exists to ensure feed-back of outcome evaluation 

findings into project planning and revision. Some key personnel needs are not being met, particularly 

in the administrative area. 

Rec 6.- The Executive President should present to USAID an acceptable plan to correct 

the shortcomings in management - vis-a-vis both the Board of Directors and the 

staff of the Foundation - outlined in the findings of this renort. 

Rec 7. - Unless such a plan. and clear directives for its implementation (i.e. specific 

changes in Board functioning and day-to-day management of the Foundation) are 

forthcoming. USAID should terminate the funding of the proiect on the basis of 

serious deficiencies in the overall management of the Foundation which make it 
unlikely that the organization isor is likely tq become institutionally viable, 

The Board of Directors is a shell, the enthusiasm and impressive, relevant experience of its 

members going almost untapped. Key positions on the Board such as Treasurer and General Secretary 
have been vacant for long periods of time. At present, only a very small number of long-term directors 

have a sufficiently deep understanding of Foundation policies and operations to full carry out their 

functions. In addition, most of the Board members express frustration at not being able to participate 
fully in Board decisions for lack of relevnt information and training. Although in the early years of the 

Foundation the Board may have been too involved in operational matters, things have now gone to the 

opposite extreme. 

Rec 8.- The board of Directors should be provided with periodic. short-term technical 

assistance and a basic training program for new Directors should be developed. 

Training for new members of the Board should be provided through a training 

office to be established in the Department of Administration, Technical 

assistance should be set up initially to analyze and then brief the Board on their 

powers and duties, Several short follow-up technical assistance visits shouldbe 

provided for the Board to monitor the practical application of the Board training. 

Rec 9.- The Executive President should nominate candidates for the positions of 

Treasurer and General Secretary of the Board at the earliest possible date. 

D. Eimwlial Management 

The Foundation has been making great efforts to achieve financial self-sustainability by 
using its program resources to produce saleable goods and services. To a great extent, however, the 

T'/
.7/t 
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resources devoted to this purpose are taken away from project purposes thus degrading the overall impact 

of the project. 

Talented project personnel are spending substantial amounts of their time on non-project-related 

money.-raising activities, although this isn't the fault of the Foundation's management, while some 

legitimate fund-raising possibilities are being overlooked. 

It is unlikely that the Foundation will be able to achieve the goal of covering one-third of its 

administrative costs by the end of the project. Although established in the cooperative agreement this 

goal is over ambitious. 

Rec 10, lThe use of program staff time for purposes of self-financing actitivities unrelated 

to priority program purposes should be discontinued. Program staff should be 

fully devoted to program Vurposes., 

Rec 11.- The objective of having the Foundation cover one-third of its -dministrative costs 

by the end of the project is overly ambitious and shouid be changed to 20 

percent. 

The Foundation has not yet established an indirect cost base to apply to goods and services 

provided to third parties under contracts, nor is it charging institutional overhead to external donors. 

The foundation is in fact subsidizing BID and the EEC. 

Rec 12, - It is of singular importance that the Foundation meet its obligation under the 

Cooperative Agreement to develop and apply an institutional overhead or indirect 

cost base to charges made for goods and services with other institutions and 

donors. 

Rec 13. - The Foundation should seek to renegotiate with BID and negotiate with the EEC 

before finalizing project arrangements with them to have indirect project costs 

covered under project financing. In both cases the Foundation "counterpart" 

contribution is more than adequately covered by the real estate to be used in the 

two projects. This also should be standard practice for the future. 

Although cost information appears to exist on each program, this information is tiot being used 

for budget control purposes or for program planning either within the Foundation or by USAID. The 

result of this has been that funds have been shifted from one program use to another without any 

consideration of the impact of such shifts on overall priorities as set out in the annual action plans. 

Another result has been that the Foundation is unable to measure the relative cost-effectiveness of its 

different programs. 
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Rec 14. - The Foundation should quickly install a program cost-accounting system which 

will allow the Board of Directors, Foundation Management and USAID to track 
program expenditures against annual work plans. Quarterly expenditures for 

each program should be included as a part of each quarterly report to USAID. 

USAID might also wish to reach an understanding with the Foundation as to the 

extent to which expenditures for any program can deviate from the projected 
annual budget for that program without requiring prior USAID approval. 

E. Administration 

Inadequate management attention has been paid to this area. The Department of 

Administration is seriously understaffed to the point where purchasing is being carried out, on a 

temporary basis, by the Department of Finance which has the responsibility for fiscalizing that process. 

Rec 15. - Another professional position should be added to the Adminstration Department 

to cover purchasing, maintenance, contracting and other functions related to 

control of "physical property". 

While some training is being carried out, it is not being done on a systematic basis. Despite 

requests from the Directors, there is no training program for incoming members of the Board. 

Orientation and training of incoming personnel and of volunteers depends entirely on the disposition and 

the training skills of the employing offices. 

Rec 16. - An additional professional position should be created in the Department of 

Administration for an Office of Training. The Training Officer should, at a 

minimum, be charged with: 

a) establishing orientation programs for incoming personnel and working with 

hiring offices to establish training programs for all new employees; 

b) working with project offices to help them design training programs for new 

volunteers. Consideration also should be given to establishing follow-up training 

for volunteers after 6 months or 1year of service, bringing them up to date on 

the latest information in narcotics prevention, new programs of the Foundation 

and related areas. 

c) establishing a training program for incoming members of the Board of 
Directors. This should cover not only the duties and responsibilities of Board 

members, but also enough material on program design, iprnlementation, 
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evaluation, and budgeting to allow the Board to participate at an appropriate level 

in Foundation operations. External technical assistance in this matter has already 

been recommended. 

The Foundation has been plagued by high turn-over at all ?.vels. At least at the middle- and 

lower-range salary levels there is good reason to believe that inadequate salaries are an important cause 

of this troubling phenomenon which is affecting the work of the institution. 

Rec 17. 	 - USAID and the FNJ should reconsider the salary policy of the Foundation 

particularly at the mid- and lower range of employees as a means of reducing the 

high rate of turnover of staff. 

F. 	 Program Activities 

The Legal Reform Project was one of the outstanding successes of the Foundation. FNJ 

played a key role in promoting the drafting and passage of Ecuador's new anti-narcotics law. Under 

Phase II it has undertaken an agressive program to focus public attention on the new law and on the 

operations of CONSEP. It is working diligently with public opinion leaders fostering public support for 

effective implementation of the anti-narcotics law including passage of a budget for CONSEP and the 

appointment of a permanent Executive Director for that organization. 

With regard to research, the Foundation has completed one of the research projects called for 

under the cooperative agreement, and two others are underway. The study on "Illegal Drug Users in 

Ecuador" is a professional contribution to the body of existing epidemiological and opinion data within 

Ecuador. Preparatory work has begun on the national epidemiological survey scheduled for 1992. This 

is a very important project since, in conjunction with the results of the 1988 survey conducted by FNJ, 

it will provide the only reliable date for in-depth analysis of trends in drug use and attitudes which exist. 

Work on the longitudinal study of drug users in Quito, although six months behind schedule, is now very 

advanced and the final report should be ready in December 1991. However, no plans exist to carry out 

another significant study on "Populations at Risk" as originally conceived. This study represents one of 

the counterpart contributions of the Foundation to the project. It has the potential to be a very important 

contribution to national drug prevention efforts. Its implementation could provide much needed baseline 

information, and serve as a guide for outreach program planning, and as an instrument of impact 

evaluation. It is the evaluation team's opinion that unless it is undertaken within the context just 

described, the final objectives of the project in terms of formative and evaluative research will not be 

achieved. 

Rec 18. 	 - The Director of Research and Evaluation particularly should be relieved of 
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responsibilities for self-financing. The resources of that Department should be 

devoted completely to research and evaluation. Of particular importance. 
accegtable impact evaluation plan should be presented to USAID and initiated 

before the end of the last -guarter of 1991. 
Rec 19. - The original "Population at Risk" study should be carried out on a longitudinal 

basis in conjunction with the "Youth in Adon" outreach program developed by 
FNJ so that it may provide baseline data, serve as a program planning guide and 
as an instrument of impact evluation for this specific prevention program. Iaihil 
regard USAID should not accept as a substitute a proposed study focussing on 

women in jail for drug dealing offences 

Rec 20. - The population sample for the 1992 Epidemiological Survey should be revised 
to limit it to individuals between 10-45 years of age. 

During Phase I of the AID project, the Foundation placed great importance on fostering the 
creation of narcotics prevention groups at the local level. While some of this is still being done by the 
unidades onerativas and the groupos de apoyo, it is no longer a priority of the Foundation. Foundation 

member, especially among adults and youth at the local school and community level, are not being 
actively sought. In terms of the range of action and numbers, youth and adult volunteer promoters are 
not close to reaching their full potential. This shift in priorities has been erroneous in that it has lost the 
momentum of low cost support for anti-narcotics attitudes and activities at the grassroots level and in 
obtaining the multiplier benefits to be derived by the actions of local youth and adult promoters. 

Rec 21. - The USAID/FNJ program should be redesigned to make the creation of schzjl 

and community-based anti-narcotics groups aDRiority strategic obiective. The 

basic model to be followed should be that set out in tht "Youth in Action" 
pregar developed by the Executive President of FNJ. To the greates extent 
possibleall other Foundation otreach programs should be directed additionally 

at this strategic target. 
Performance of the different projects covered under the umbrella Preventive Information Program 

is unequal in terms of achievement and their capability to respond to the final objectives of the project. 
Although the goals set in the 1991 Action Plan are clearly overambitious, the Information Centers 

at Quito and Guayaquil have done a good job in attracting users. But the full potential of these centers 
in terms of outreach has not been reached, nor do adequate plans exist to build constituenties and establish 
closer links to broader segments of their respective communities. 
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Rec 22. - The outreach activities of the Information Centers should be revised to include 

a wider range of activities employing trained volu-3teer groups. Flyers, 
information sheets and other material should be developed, inexpensively 

reproduced and distributed through the Centers to promote both awareness of 

drug-related issues and the services of the Centers. Existing goals of numbers 

of users of the Information Centers services are overly ambitious and should be 
revised to realistic proportions. The literature coverage of Alertas should be 

expanded and Dossier should be published with greater frequency. 
Rec 23. - To meet the present needs of the Information Centers at Quito and Guayaquil, 

the Foundation should hire an information specialist. Staff should have adequate 

training in MICROISIS. In addition, technical assistance should be provided in 
strengthening the Center's holding in drug-related material. 

Radio Juvenil is,potentially, one of the most important direct outreach programs run by the FNJ. 
Its small staff iswell-qualified and highly motivated. It has been successful in attracting volunteers. No 
information exists as yet on its success in attracting listeners among its target audience. Its impact in 

terms of attitudes, opinions and practices needs to be studied. 

Rec 24. - Radio Juvenil should continue to be supported with additional staff for training 

and follow-up at provincial levels. Its impact in terms of attitudinal, opinion and 

behavioural change should be studied. This will require local baseline studies 
with follow-up studies to be carried out preferably on an annual basis. Simple 

marketing techniques, e.g. using opportunistic sampling at public locations with 

volunteers, should be employed as the most cost-effective way to undertake such 

formative research and impact evaluation. Plans to expand Radio Juvenil training 
to new provincial locations should be looked at carefully depending upon the 

results of the impact evaluation. In decisions regarding the procurement of 
additional equipment for training at new locations, the Foundation needs to 

develop and take into account cost-effectiveness measures. 
The impressive number of forums, seminars and other forms of interpersonal communication 

involving the participation of large numbers of individuals being carried out at all levels of program 
activity certainly are reaching large audiences at low costs per person. At the provinical level these 
activities are being carried out with great enthusiasm by the volunteers of the unidades operativas and the 

gruposde <1M
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INFORMA-T has shown itself to be a very costly program with a highly questionable impact on 
anti-narcotics attitudes and practices. The total real costs of this program for 1991 represent 
approximately one-third of FNJ's entire budget for programmatic activities. As a telephone information 

service, it is directed at a limited segment of the population - essentially individuals in the middle/upper 

strata of Quito and Guayaquil. At present only 30 percent of its messages deal with drug information 

and drug-related messages, and plans to increase the number of messages by over 200 percent over the 

coming year will reduce drug awareness and information to a fraction of total messages. According to 
the understanding with AID, an evaluation of its impact upon callers was to be made during the period 

before a major portion of FNJ's program resources were commited. This was never done. The 

evaluation team feels that this project has suffered from serious deficencies throughout its four year 

period of development - and continues to do so. 

Rec 25. - USAID should discontinue support of both INFORMA-T as a telephone 

information proiect and its public relations campaign as soon as possible. This 

support might now b ,provided by IETEL. 
Mass media campaigns have in fact become 1)a public relations effort in support of INFORMA-T 

and the legal reform project and 2) a source of funding and support for Arte America, the television 
production operation which was spun off as a private company but owned by FN. Extensive mass media 

efforts in support INFORMA-T are scheduled to continue. The 1991 Action Plan calls for a "Second 

Campaign of Preventive Education" but we have seen no real plans for this campaign. 

Rather than a carefully conceived mass communications strategy, the Foundation possesses only 

a statement of philosophy or policy on such a strategy and a work-up of several videos from Arte 
America. Two of these proposed videos deal with the testimony of drug users; one is in support of the 
legal reform project; and a fourth is general public relations for the Foundation. The project director is 

also the Director of the Guayaquil Sub-Center and the Executive Director of Arte America. 

Essentially, the Foundation does not have a mass communications strategy. This project has 
clearly gone astray. Whatever, mass media campaigns started off to be, it has lost its initial purpose and 

this project still is operating on a "catch-as-catch-can" basis without any real control on program 

direction, personnel placement or program budgeting. 

Rec 26. - The Foundation and USAID should re-examine the mass media campaign project. 

This project should be redesigned following the design of a detailed mass media 

strategy which should be developed to reach target audiences. External technical 

assistance should be provided to this effort. 
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APPENDIX 3
 

047FF:S - I 
PROYECCION DE INGRESOS - EGRESCS,
 
DE JULIO A I)ICIEMBRE I)E 1991. 
DEF-ARIAMENTO FINANCIERO: 25-07-91 

DESCRIFCION INGRESOS EGRESOS
 
........................---
! ... ....... ... . ..... . . . . ...-i -............ 
 ........-


JUL I(.)./91 ."I I 

VENTA CUADROS 500,000
 
AF.±1ENDOS 300,00
 

!COL.E('310 (,MERICANO i,95000
 

P ITHANCONTI 9VA. LETRA 5 ..713, 4)'
NTI;iFE-. ES CARLOS HIDALGO 1.1090.,"p300 

' !2,/50 000 !-21-, 100 6, :03 ,504
 
!0EFlC 'T/SODREGIRO JULIO (4.05 -!, '04)
 

I a 
---------------.----- a------~---~***.---.--------

I a 

IAGOS I' 91 * a a 

!DGI'./A-7 '0 BANCO F'TCH IN(HA 300.000 ' 
!I1L3A
(.: GEi 4.0 aa iY 
PLAI'J I'rEiNACIONAL , ..00.000 I 

r;l' I El 
f 1; F.)- 300,00 

!YE-Fr, i)E COPIADORA a 7,0 .1 , 00 a 
CCL.E' If) Ai'E- ICAIO COSTOS 1,00 000 
F :Jfl' l.[J4LaOa LETRAI 5" .: 
LE J!L6 .CIT05 . ,, 

" ' 17,500,000 ' 10,7L7,003 
SI.FEFY.WA IT AGOS 1- 6 722,992 a 

:SEPT IEIIBRE/91 ' 
 a
 

SIJPERAVIT A6OS'i'O 6,732,992 
!ASIGHACION CONGRESO NACIONAL 5.000,00 
IF:EC';JDAH.CfOIl CONSEJ] PROVINCIAL 3, a0" 00 0C, 
YENTA CUADROS a ,(0,0,000'
!ARK IE-NDOS :L",, .]00' 3 


Fl'ANCON11lira. LETRA ,I B N AID) a ,@! ] ,},

0 f G 0A1) , ,U0 0 

a-----------a------------
!SUMAN ±6,032.992 
!E.F'ERAYVIT SEPTIEMBRE 1 

1 9,713,504
 
6,"J.91468


a ......... ..... 
 .............-- -........... a......................... .................... . ....... ..........
 I
 

http:SI.FEFY.WA


--- -- 
------------------ ----------------

OCTLIBRE/9i
 
6,319:488
 

!SUPERA*IT SEPTIEMBRE 
 1,001,0 0 a 
! VEITA CUADROS 

.,0000'' MIHI SrER IO DE BIENESTAR SOCIAL 
: , ovi ' 

!EC:JPRFCI'HE 
0
 

!ARRIEHDOS 
 6,000,000
:ARi'E AMERICA 

5,j1Th;,504
I FINt'.I(:fNT12da. LETRA 

-- a, r-- , 0---
AB4 10 A M - -

13,713,50.4183,919,488 
a 

I. 

5,205.984
' LJPERAVIT OCTIHBRE 

a 
-- .-----I -.-..--- II 

I4ov IEMBRE. 91: 

5 ,205,9E4SUFI~t:lf riCUBRE 
2,'00,1000PIR[jL:IcTf]:A AFSTE A-)MERICA 
600,000


LN00iI 
a a 

5 .713.504IHIONTI 1a LETRA .---- '*----*I -.I-----------

.2 , l b 5 
7~'% 6,237,"557S 7,005.,96"I"4 

aa 

1,56)8,.427NOV I EMBRE aE!1JFERAY .[T I 

II 

!IGtIEMBF:E/91: 

I,1 568,427
!SUPERAVIT NOVIEIBRE 

2I000 S000ARTE AMERICA!PRODJCTORA 
600,0
 

.... . . ...-.-- ...................
- ..ARRIEPUJUS . -.. . - ..-..--.--.-.--.-

19t000,000
!VENT~A CUADROS 

3.000,00
LOS ANDES!f)OIACIUJN BANCO DE 
I5,713.504
FINANCONTI l4ta. LETRA 

5,71.504* 8,160,427 

.145 IENERO/c--2('IFERgAYIT PA)RA I.. 

I ' I 
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050FFS-I
 
PROYECCION DE INGRESOS - EGRESOS
 
DE ENERO I A OCTUBRE 31 DE 1q92
 
DEPARTAMENTO FINANCIERO: 15-08-91
 

a--------------------------------a------------------ --- a------------~ 
DESCRIPCION 
 IP'3RESOS , EGRESOS
 

ENfT RO,/92 ' 

!SUF'ERAVIT DICIENBRE/91 2,454.923
 
!F:'D- UCTORA ARTE AMERICA 2,000, O ,
 
AlRb: IENDOS 
 500,000 
!i[L!.JIDACION TARJETAS NAVIDAD 
 1,500,000
 

a I a 

POGO FINANCONTI 15VA. LETRA 
 5,713,504
 
------------------ ~~.-

6,454,923 5,713,504
 
!SUPERAVIT ENERO/92 
 741,1..9
 
I . - .  - I-- - I.~-

II
 

'rFEBRERO/92, 
I 
 I I a 

!SiiF'ERiVIT ENERO 741,419
 
ARRIEtIDOS 500,0005,000i000

VEN I'A CADROS 

PFRODIJCTORA ARTE AMERICA 
 2,000,000
 

FIMANCONTI 16ta. LETRA 5,713,,04 

63,241,419 5,713,504

!SLJPEIR(WIT FEBRERO 2,27, 915 

!MARYO./92
 

!SUFERAVIT FEBRERO 
 2,527,915 
!PRODLJOTORA ARTE AMER-ICA 2,000,000 
ARRIENDOS 50I0,000 
I
INYESTIGACION/CONSULTORIA 

a 3,1000,000 a
I 

FINANCONTI 17ra. LETRA 
 5713,504
 

SUMA~N 8,027,915 5,17'3.504

!SLUPERAVIT MARZO 2,314,41 I , 

----------------------------- a-------------- ------- a------- -------------



------------------------------------------------------------------------

B FIL,'.L 2 


2,314.411

!SUPERAVIT MARZO 

500

ARR i Ef iDOS 

BID FOR GASTOS!REEI'iBOLSO 4,700,000CON FODOS PROPIOS!Ef::CTAi(.DOS 2,000.,100ARTE AMERICA;ODicTRA2F.F 
IiI 

I 

A 5,713,504
FINANCONTI 18da. LETRA I 

I ' 5,713,504S 9,514.,411 


3, P0O,9'37ABRIL!SUF'Er-AVII 

DI A
II 

dREAEIA

0.
 

PRDCTR 

AI 
A 

I 
"A"I.ECIhUDACLION DONAC.ION DE II 

I 5.000,000
C'IP~iV l .,EL LiiNC0 


5,
57i:', 504
 
FINgNCl0Ntri l9ria. LETRA 

III 

I 5715 504 iI I J1. "00, 907 

5,587403
!SURVIT MAYO 

... .. . . . . .... 
- .-- I ... . 

* -.. -

I 

!JUNIO/92I 


5. 587s403
 
!SUPERAVIT MAYO 
 2,00,000ARTE AMERICA
!PRO0UC'ITORA 500.,000
R..END- ' 0 ,
DE IBANCOS ARDONACION 


5,713,504I 
LETRAFINANCONTI 20ma. 

AAAi* 

5,713,5.50411.087,.403 
5,9.493

' 00,00 '
!SUPERAVIT JUN O • .I....... 

I--- -----------------. 

!JULIO/92
 

5,373,699
!SLPERAVIT JUN O 


- 2,000,000AMERICA
'PRODUCTORA AfRTE 




i F IfN"-INCONT I 'hr4ma. LETRIA: 

~UFR~Y I-rOCTUECRE : 



AIFR I il O:0 0,'0
 
L'LJI ONOI"(ThiES
EMI:"RESAS 3000; 0
 

Ff[NANCONTI 21ra. LETRA 5.,71:70 . 

SLiMAN 
 i1.,73,099 5. 71. 04 
!SUPEFAIT JUL.IO 5,160,395 

....... .. .. .. . . .
.. . . .
 . I. 


AGOSTO0/'
 

SUP'ERAVIT .JiLI| . 5.,160,395 
,RBJ.TURA IARTE AMERICA 
 20 '.00,000
 

,-,F,
El OE 
 o500,000)
FRE.SEHrTION "FEATRO SUCRE 
 2,000(:9000I,(
 

FIHANCOwNFI 22dla. LETRA , 5,71:".,004
 

I II
 
S 9,660,395 5,7i3,504'
 

* - .-- . .-- - - .- . -- . _ . .. o .
SUF'ERAVIT1 AGOSTO . . . ... . . .. . ....
' 3,9746.891
 
I II
 

"EP"rI EMRE/92 

,
 

I I * 

.JFERAVI" AEOS'O 
 3s946,01
 
',R'DUL,"J',R( AI","IE AHFR ICA 2, ,00. 0 
ARRIFiD 
 , 500.000 
,OHA.. EM Ar:AStOl 
 .J000,000
 

I II
 

FI 1 ANCONI' 23,"a. LETRA 1 5, 7 13 .504
 
I I 
I I 

I 9,446,091 5.5713,504

I 

.FERAVIT SEPTIEMERE 
 3,73'.387
 

I I 

ICTURE/92
 
I I 

UPERAV I SEF'TIEMBRE 3.733,387
 
RODUCTOF-ZA ARTE AMERICA 2,000),00O 
RRIENDOS 509000
 

I 



Pn 
0 

06
 

0,
00

2 
3
2
 

I 
I6

.A
 

I 
* 

i0
SP

@

1I
rli

 i 
O

it
 

i 
iq

 
at

J!
 

i 
n
 

7P
 

It
t 

c 
t4

 
. 

is
 

A
.2

n-
1 

ft
1 

1;
01

 
I 

ii4
.S

 
4 

IF
S

"
R

"
 

OR 
JAY

 

so
."

 
00

. 
T

5,
 

W
e 

as
 

't:
 

' 
I' z

II
 

en
cu

 
c 

b.
 

t
o
i
 

W
.1

:1
65

,4
2 

0'
 

,
I 

i' 
' 

.1
.0

 'r
" 

" 
D

 
f 

-&
W

i 
t 

.0
0 

1b
 

il
.-

H
.l-

I 
I.

81
0 

tt
oR

O
w

 
IL

O
SK

 
I 

. 

x 
A

 1
 

1:1
Iai

l 
.I

 
;I

 
' 

m
 

.. 
1

I 
**

* 
b

**
. 

it
 

'*
 . 

A
 

r
i. 

i 
..,

i 
""

 
jot 

,o
a 17

 O
IP

II
' 

1 
"i s.
-
i
'
_
 

Si
t~

0'
 

f 
' 

I 
'

I 
I:

 

M
A

-
t 

#*
I;

...
.

I 
m
j 

e
m

l~
 

o.
 

• 
" 

"' 
I 

G
al

 
.*

 
m

u 



-
-
 

45 
1t

 A
V 

C
-F

 
.
.


 

-
l
,
,
-
,
,



.i 
"
J
 
.
 

I:I

IA

 
P
"I
 

a S 
*
:
 

b
 

ol
be

g 
"
+
 

+
.1

 o
M
 

"T
,

I
 

S.
 

'
1
*
 

"
m
+ "
~
g
 

;
 

f


 

*
I
t
 

.
m
e



.-
. 

.


 

'
 

...
..


i 
vs

 
.
. i
 R
o
l
.
:
 

. 
I0t
.
l
l
 

P.I
 1

..
.


 

i
ts
,
 

.
.
 

o
f
a
-

.


 

I
r
 

b
 I

c 

.



m
I
 
'
"
 



*
i
I
 

 U
 

* 
A

 

t

-
.
 I 

.
 

cL
O

 
t 

PO
 

i
 

.
'
!

.
 
*
 

J 
,

,
0
,
 

FA
 

00 
'

A

"
 o

w "
.
t
.-
'_
t
w
 

-
,
 

'
.
,
i
.

'
"
 

,
.
 

,
.
 

.
.,
 

2
.
 

,l
it

€
t
"
 



,
.



I
 

A
l
O
 
l*

ff
f!

"

 

I
 

O



"I
 

D
M

-
i
 
'
 
o
I
C


r
 

I
,

li 
l
 

0
 

"
 

t
 
@
O
 

W
 

FA
! 

+
 
.
 

.
.
.
.

i
l
 

.
o
 

1
 
*
"
"
 

-
'


 

,
.
l
 

i
 



I
 
•
 

i



II
n 

.
 

i
I
 



i
 

.
Q
.

I
 !
I
 :
 



"
I
 

1 
6
4
 

,
 

°



IO
. 

-9
10

71
 


"
 

o-
I
l
l
 



1 

I



a 
l
'

0 
%
 

0

4
I
.
.
.
.
.
.
.
.
.
.
.
.


 



INPublicaciones de a0o distintosprowamnes .j proyco desarrol ladoss I 

~ ~~I ~auaose&arls forwetos* etlI~~ ~t,~ ~s 
I U Centra do AmadUO-vsulos Coflplonentado 
iK Ulna rod intagrada do COeunjcadares difundien!Ido 14aS Oct~vAdads prventives en *I pals. I 
IN 12 videos con los resultados doIvencions do l'asintervonilo instituci6n yjorgar.IAfos

a II afAnoe Producidos.
 
a 
 II 15 Preg-de Cwmwicaci6n educativS prodicidO2!


1 IN Sastena do inforgiltica fortalecido.
 

M2~ adelftlstreUve~~~iirInwoPersonel. I&) Deserrollo organizacional in~cadooen I-Infornes do1 Evoluacl6i y Auditoria 1
I 

la prianea *top&. fortelocido. I institucionel, a pertir do archivosi 
Ib) I tros do voluntarlos traba-1 NuevOS procedaeuiontos sido su Iy sistosa3 desarro- I jop. publicecion*2, videos. grab*-% I1 llado2 a iplenentados a nivel central y~ I Ciones 4adiopr-ovincial, dando maijor outaoti n a los I convena os. 

actas do rwunia .* 
Inimcleo. sin decentraliar el contral etc. 

10)Prgrae do entrananiento inicial y on ser-IIvicjo funcioando, dogn.acuerdo a los reque-raetsdoce 


a 
 d) Auditauias anueles evaluando 1& Ansti tuc16nl
II 
to) Sistemqs do profesionalizacl6n y diversi- I
SI Ificacafan del tvoluntariado. fsumcaonando en I
I I 
II 

a~~g a los programam y pro~octos.I
I14.3 batfftmmciiente In EatretegiesII ygpolitcas dare-s organizando I- Estados financteros do la inatitu-IIa ton& do doc iones i nstitucioaes a~ I ci6n.III
II alentendo las trucietives do outofin. de lostdistintos sectores y proijectos do la I-a ,I institucifan.fa Ahlditerte instituclonal.I 

In Proyoctos do autofinanclaiainta permitiendo I 
I u capital N do invwirsfn.I 

Diferencieci6n do dos1Ina "unidades productivam"IlII los progranas e progectom anstitaacioneles. II
1404 .pres

U cAw. 
valuWAcn V ostedga- to lUn comit# do planificact6n V ovalueci6n I- Info,,qes.8t doI ismpecto. Ansteledo. I

I In Un coaiit6 de aconpallenento y evaluacian IaI i m m . I funcie 
 n doda 1
 

-j
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Bibliograph~y 

Estatutos de la Fundaci6n Nuestros J6venes, 
Septiembre 1990 
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Fundaci6n Nuestros J6venes y Agencid de los Estados Unidos para el Desarrollo 
Internacional. Febrero 15, 1991 

Contrato entre Comunidades Europeas y Fundacidn Nuestros Jdvenes. Febrero 1991 

Convenio Cooperativo de Fondos No Reembolsables entre Fundaci6n Nuestros J6venes y
Agencia de los Estados Unidos para el Desarrollo Internacional. 
Prop6sito del Convenio. Abril 1990 

Proyecto. de Convenio de Financiamiento entre el Banco Interamericano de Desarrollo y la 
Fundaci6n Nuestros JMvenes. 
(Montaje de Talleres de Producci6n y Cr.dito a Microempresas) 1990. 
Acuerdo Ministerial de Aprobacidn del Reglamento Interno de Traba'o de Fundaci6n Nuestros 

Jvenes. Ministerio de Trabajo y Recursos Humanos. Junio 1991 

Plan de Personal, Abril 1990 - Abril 1994 

Convenio CooDerativo "lnformacifn y Concientizacidn Pdblica sobre Drogas. FASEII 
Agencia para el Desarrollo Internacional 

Plan Operativo Institucional, 1990 

Plan Operativo Institucional, 1991 

Documento Aiustes al "Plan General de Personal 1990-1993" Segunda Fase Enero 1991 

Stern & Compailia 

Descripciones de cargos administrativos.
 
Septiembre 1990
 

Manual de Valorizaci6n de Cargos.
 
Octubre 1990 

Manual de Calificacidn de Mdritos.
 
Septiembre 1990
 

Manual de Seleccidn de Personal.
 
Septiembre 1990
 

Manual de Evaluaci6n del Desempefio.
 
Octubre 1990
 



Romeo 	 & Asociados Ernst & Young 

Estados Financieros e Informe de Auditores Independientes. Diciembre 31, 1990 

Carta de Recomendaciones a la Administracidn. 
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Fundaci6n Nuestros J6venes 

Informe Trimestral del Proyecto 

Informacidn y Conciencia Plblica sobre el Problema de Drogras. II Fase Abril - Junio 
1990 

Informe 	Trimestral del Proyecto 

Informaci6n y Conciencia Pilica sobre el Problema de Drogas. II Fase Julio - Septieinbre
 
1990
 

Tercer Informe Trimestral del Proyecto
 
Informacifn y Conciencia Pdiblica sobre el Problema de Drogas. II Fase Octubre -

Diciembre 1990
 

Cuarto Informe Trimestral del Proyecto

lnformaci~n y Conciencia Piblica sobre el Problema de Drogas. II Fase Enero - Marzo
 
1991
 

Informe de Evaluacidn del Sistema INFORMA-T y sus componentes tdcnicos. pedag6gicos
 
y promocionale .
 
Agosto 1989 - Junio 1991
 

Informaci6n Periodfstica sobre Actividades de Fundaci6n Nuestros J6venes - Recopilaciones.
 
Septiembre 1990 - Mayo 1991
 

El Sistema de Planificaci6n. Acompafiamiento. Evaluaci6n y Medida. Julio 1990
 

Informe de Investigaci6n - Sistema Educativo y Riesgo:
 
La Experiencia Educativa Secundaria de Ouito Guayaguil y Cuenca. Jorge Luna Acosta
 

Pre-Award Survey of our Youth Foundation in regard to the Drug Information and Public
 
Awareness Proect. Phase II
 
Noviembre 1990.
 

El Consurmo de Drogas en?l Ecuador
 
Una aproxi , ncuantitativi. Junio 1989
 
Ministefio de Salad Ptiblica - Fundaci6n Nuestros J6venes
 

Sfntesis de la Investigaci6n: El Consumo de Drogas en el Ecuador, Paul Bonilla Soria/Pablo 
Andrade, Enero 1989 

Usuarios de Drogas Ilegales
 
Informe de Investigacidn de la Encuesta Poblacional.
 



Elaborado por: Pablo Andrade/Carlos Herrera,
 
Octubre 1990
 

Seminario Incenacional "La Drec:. ;na America Latina"
 
Ponencia: El Estado de la Demanda en Ecuador y sus Implicaciones en la Prevenci6n.
 
Pablo Andrade, Marzo 1990
 

Seminario Internacional "La Droga en America Latina"
 
Ponencia: Narcotrifico y Economna.
 
Jorge Luna, Marzo 1990
 

Seminario Internacional "La Droga en Amdrica Latina"
 
Ponencia: DROGA: Form.aci6n de Opini6n Pdblica.
 
Dr. Juan Braun, Marzo 1990
 

Un modelo sobre el consumo de dro2as en el Ecuador.
 
Jacques Laufer
 

Pandillas Juveniles - Una aproximaci6n etnogrtfica,
 
Xavier Andrade A. Diciembre 1989
 

"La Juventud y el Teatro" DocumentoI 
AngIisis Investigativo Junio 1989 
Proyecto: La Expresi6n Teatral del Grupo como Alternativa de Prevencidn del Uso Indebido 
de Drogas. 

Juventud Urbana
 
Rodrigo Tenorio A./Ma. Soledad Jarrfn Diciembre 1989
 

Centro de Informacidn 

Usuarios Alertas 

Publicaciones Sociales y Culturalcs de varios pafses. 
1988. 1989. 1990. 1991 

Manual del Facilitador 
Sistema l Drogas Ecuatoriano, 1991 

Pegueflos Traficantes 
Sfntesis, 1989 

La Prevenci6n del Uso Indebido de Drogas en el Ecuador 
Sfntesis, 1990 

Dro2as y Toxicomanfa 
Sfntesis, 1989 

Cocaina y Sociedad 

Stntesis, 1990 

La Juventud y el Teatro 
Sfntesis, 1989 



Los Niflos en la Calle y el Uso de Drogas
 
Sfntesis, 1989
 

La Experiencia Educativa Secundaria Ouito. Guayaquil y Cuenca. Sfntesis 1990 

La Farmacodependencia en el Ecuador 
Informe de la Investigaci6n Nacional sobre Uso Indebido de Alcohol, Tabaco y Drogas. 
Ministerio de Salud Ptlblica, Enero 1990 

Manual Tdcnico de J6venes en Accidn (Manuscript) 1983. 

Prevention Pamphlet Series for Youth (Cartillas): 

Una Juventud Sin Utopias (1989) 

No soy un buen estudiante (artwork) 

Silencio (artwork) 

Es mi vida (artwork) 

Oue sabes de las drogas? (artwork) 

A veces uuisiera huir de Casa! (artwork) 

Video sports and shorts for INFORMA-T 

Ministerio de Educaci6n y Cultura, Video: "Programa nacional de educaci6n del uso indebido 
de drogas" (1990) 
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USAID/Ecuador 

Charles Castello, Director 
Robert Kramer, Deputy Director 
Derek Singer, Chief, General Development Office 
Ellen Leddy, GDO 
Eduardo Ortfz, GDO 

US EMBASSY 
Yvonne Thayer, NAS 

Fundacidn Nuestros J6venes 
Ouito 

Silvia BarragAn de Laufer, Executive President 
Marcia de Sdenz, Vice President 
Dr. Jacques Laufer, Director, Research, Evaluation and Self-Financing 
Fabidn Santacruz G., Director, Finance 
Dr. Carlos Arsenio Larco V., Director, Legal Reform 
Archa. Marfa Ver6nica Bastidas, Director, Preventive Information 
Mauricio Padilla, Director, Administration 
Gabriel E. Ludefia, Program Director 
Sami de la Torre, Chief, Radio Juvenil 
Rend Espfn, Assistant Chief, Radio Juvenil 
Carlos Vallejo, Chief, INFORMA-T Project 
Anita Cortdz, Librarian 
Tanguy de Foy, National Coordinator of Volunteers 

FNJ Board of Directors 
Marcia de Sdenz, Vice President 
Isabel de Gonzdlez, Treatment Committee 
Clarisa Valdez, Prevention Committee 
Yhagna de Guaderas, Public Relations Committee 
Carmen Acosta de Pozo, Institutional Strengthening Committee 

Guayaguil 

Alejandro Pinto, Director FNJ Guayaquil Subcenter/ Executive Director, Arte 
America 
Rosa Marfa Calder6n, Coordinator, Information Center 
Jesica Cedillo, Financial and Administration Chief 
Ignacio Castro, Coordinator of Volunteers 

Milagro (Groupo de Apoy0) 
Patricia Alume, Director 
Angelita Avila N., Volunteer 
Ximena Robayo L., Volunteer 
Aldemar F. Avila N., Volunteer 
Martha Morales C., Volunteer 

Portovieio (Unidad Operativa) 
Olga Mendoza, Coordinator 
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EXECUTIVE SUMMARY
 

Introduction
 

USAID/Quito has provided the Fundaci6n Guayaquil (FG) with an Operational Program Grant 
of US$89,000 to implement a pilot program designed to develop a "Culture of Rejection toward 

Narcotrafficking" among micro-entrepreneurs, their workers and families in Guayaquil. The purpose of 
the project is to develop a training system which will enable members of Guayaquil's informal sector to 

identify the social, cultural, and economic threats posed by narcotics trafficking and to achieve a 

preventive culture to combat these problems. 

Findings 

Fundaci6n Guayaquil is a non profit organization dedicated to promoting the development of the 

informal sector in the port city of Guayaquil. To this end FG employs an integrated approach to the 

development of successful entrepreneurship in the informal sector. One of the key components of the 

program is its emphasis on the promotion of changes in attitudes and values of its participants leading 

them to the adoption of effective entrepreneurial values and behaviors which will increase the efficiency, 

productivity and overall competitiveness of their firms. 

Since its founding in 1985, Fundaci6n Guayaquil has shown itself to be capable to manage large 

projects of considerable complexity. It is a well-managed organization with an efficient organizational 

backstopping capability in project administration, and one of the leading developmental agencies in 

Guayaquil. 

Insofar as the technical capability of project staff is concerned, it is certainly deemed capable of 

carrying out anti-narcotics project activities. The staff have solid professional backgrounds and working 

experience in training methodology leading to attitudinal and behavioral change. Baseline formative 

research has been conducted by project staff to address the value systems of the micro-entrepreneurs 

involved in the training program. The results of this research confirmed the initial project assumption 

of the vulnerability of the target group to permitting the entry to narcotics profits. Project impact in 

terms of attitudinal change has not yet been measured for any of the part.cipants in the program. 

Fundacidn Guayaquil proposes to use the same baseline questionnaire at the end of the project to test for 

change among those who participated in the program. Once done, this should provide a useful indicator 

of project impact. 

The training methodology is based upon focus group discussion of two videos developed by 
Fundaci6n Guayaquil. Video tapes made of FG's group discussions show that participants respond 

positively to the training methodology. Trainees are participants in FG's regular micro-entrepreneurship 

course. During the first week project staff set aside one evening for the anti-narcotics training session 
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which lasts between 3-4 hours. Follow-up takes place through subsequent visits of FG's staff to the 

micro-entrepreneurs. 

The project has trained 242 micro-entrepreneurs to the end of July 1991. Projections to complete 

the project goal of 500 trained participants by the end of the project in March 1992 seem realistic and 

should be met. Since no post-tests have been conducted as yet, it is impossible to measure project 

impact. However, a group of trainees have activated a non-governmental organization, the Corporaci6n 

Ecuatoriana de Cultura in order to begin a community mobilization effort against narcotics trafficking and 

narcotics-related problems. Public dissemination of anti-narcotics information has also been actively 

undertaken by the Foundation according to the grant agreement. 

Conclusions and Recommendations 

It istoo early to say whether Fundaci6n Guayaquil can successfully expand its efforts nationwide. 

The proposed project appears too ambitious given the questions raised above regarding impact, the 

extensive site specific formative research requirements, methodological pre-testing and video production 

demands. 

However, the evaluation team believes that sufficient evidence exists to show that Fundaci6n 

Guayaquil has developed a carefully conceived and executed experimental project. It is an innovative 

approach in the anti-narcotics field and there is good reason to hope it will yield positive results. 

Additionally, the Fundaci6n Guayaquil has shown itself to be fully capable of managing its programs and 

meeting the commitments.it undertakes. 

For these reasons the evaluation team recommends that AID/Quito support an 

expanded pilot project involving three NGO's with different mission statements and concerns in distinct 

socio-cultural situations and geographical locations. Such an effort should be manageable for Fundaci6n 

Guayaquil, although the team does not think that the two year period proposed is realistic. Given the 

need for research, methodological testing, and site specific video production, the team thinks three to four 

years is more reasonable. 

It is also recommended that AID/Quito continue to support Fundaci6n Guayaquil's activities 

among micro-entrepreneurs in Guayaquil. With total funding of US$ 138,000, if, as appears likely, the 

project's outreach achieves attitudinal change and even community mobilization among its direct 

beneficiaries, 500 micro-entrepreneurs, their 1,500 employees and the 8,000 family members, the cost 

per person amounts to US$ 13.80 which makes it very cost effective. The team recommends that certain 

changes be introduced into the project. In essence these involve: 1) more appropriate analysis and 

simplified reporting of the baseline data and impact evaluation results; 2) qualitative analysis of the video 

http:commitments.it
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tapes of the focus group sessions to provide input with respect to immediate observable results; and 3) 
the possibility of incorporating spouses of micro-entrepreneurs in the training sessions or providing 

opportunities for family members to see and discuss the videos. It is also recommended that USAID 

provide the necessary technical assistance to help Fundaci6n Guayaquil in carrying ouE the above 

recommendations. 



I. 	 Introduction 

In April 	1990, AID/Quito provided the Fundaci6n Guayaquil (FG) with an Operational Program 

Grant (OPG) to implement a one year pilot program (Project No. 518-0083) designed to develop a 

"Culture of Rejection toward Narcotrafficking" among micro-entrepreneurs, their workers and families 

in Guayaquil, Ecuador's major port city. The purpose of the project is to develop a training system 

which will enable members of Guayaquil's informal sector to identify the social, cultural and economic 

threats 	posed by narcotics trafficking and to achieve a preventive culture to combat these problems. In 

January 	1991, Fundaci6n Guayaquil requested a no cost extension of the project for an additional twelve 

months. AID granted this request and set the new End of Project (EOP) date for March 31, 1992. The 

total budget for the project was set at US$138,000 of which AID provided US$89,000. 

AID/Quito requested Development Associates to deterinine the efficiency and effectiveness of 

Fundaci6n Guayaquil's project, and the possibility and advisability of expanding this activity nationwide. 

The mid-term evaluation was intended to focus on three key areas namely: 

0 	 project progress and impact in terms of attitudinal change of target groups in creating a 

"Culture of Rejection Towards Narcotrafficking" 

0 	 the usefulness of the methodology and video materials created and used by Fundaci6n 

Guayaquil in its attitudinal change efforts 

0 	 whether FG's activities ought to be continued in Guayaquil and expanded nationwide. 

A two-person team from Development Associates visited Fundaci6n Guayaquil from August 12

14, 1991. Through the use of focused interviews with Fundaci6n Guayaquil's Executive Director and 

project staff, dociment analysis methods, review of the video materials produced and videos of actual 

training sessions, the Development Associates team gathered a range of information on the activities that 

have been planned and implemented by FG, and FG's proposal to extend its activities to ten non

governmental organization in key areas across Ecuador. 

A. 	 Background 

Fundaci6n Guayaquil is a non profit organization founded in April 1985, and dedicated 

to promoting the development of the informal sector in the port city of Guayaquil with a potential target 

group of 15,000 micro-entrepreneurs For this purpose it has received funding from the Inter-American 

Development Bank, the Inter-American Foundation, the Canadian Agency for International Development 

and the United Nations. Total donor support for its microentrepreneur project has exceeded US$830,000. 

Fundaci6n Guayaquil employs an integrated approach to the development of successful 

entrepreneurship in the informal sector. This involves providing micro-entrepreneurs with evening 

training on all aspects of small enterprise (accounting, financial and personnel management, production 

I)
 



Fundacidn Guayaquil - 2 

quality control, technological improvement, marketing, etc.), lines of credit, individualized technical 

assistance and follow-up visits to each enterprise. The program for each participant is designed to last 

for a period of approximately ten years. 

One of the key components of the program is its emphasis on the promotion of changes in 

attitudes and values of its participants leading them toward the adoption of effective entrepreneurial values 

and behaviors which will increase the efficiency, productivity and overall competitiveness of their firms. 
To achieve this change in values, Fundaci6n Guayaquil has developed a methodology based on the 

concept of "Quality Circles" much used in modern management in advanced industrial countries. 

B. Project Description 

The project is divided into three subprograms. The first of these involves research on 

the attitudes of its target group toward narcotics trafficking. The information gained from this research 

is to be used to understand the existing values and behaviors of micro-entrepreneurs with respect to the 

presence of narcotics trafficking and the drug problem in Guayaquil. The basic components which form 

their attitudes and value system with respect to narcotrafficking are to be used in the development of the 

training and audio-visual materials. The information collected through this research will also provide the 

baseline data needed to measure overall project impact. 

The second subprogram involves the modification or reinforcement of anti-narcotrafficking 

attitudes through what Fundacidn Guayaquil describes as "Cultural Circles". This is to be integrated into 

FG's ongoing training program on entrepreneurship. It is based on small group analysis of real life 

situations in Guayaquil presented through two videos. After viewing each video a professional facilitator 

leads the trainees through an extensive discussion of their understanding of the events presented and a 

clarification of their attitudes toward the situations. 

Dissemination of the methodology is to be provided through the third subprogram. Fundaci6n 

Guayaquil will make the audio-visual and training materials available to other local organizations with 

similar objectives. In addition, project activities and results will be publicized through printed media in 

Guayaquil. 

Project outputs will consist of research on attitudes and practices in the area of narcotics, 

publication of the methodology for anti-narcotics attitude formation/strengthening, 2 training videos, 50 
training workshops, 2 seminars to disseminate project experience and 500 pre-tests and post-tests on 

attitudes toward narcotics problems. 

II. Findings 
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A. Management and Administration Capabilities 

Since its founding in 1985, Fundaci6n Guayaquil has shown itself to be capable to manage 
large projects of considerable complexity. Fundaci6n GIaydquil has a proven track record in the 

administration of funds. Donor experience with Fundaci6n Guayaquil on its micro-entrepreneur project 
has been very satisfactory. Between December 1985 and September 1989, it had issued 2,176 loans for 

S/. 94,800,000 with a repayment record of almost 100%. It is recognized as a well-managed organization 
with an efficient organizational backstopping capability in project administration, and one of the leading 

developmental agencies in Guayaquil. 

Fundaci6n Guayaquil's Board of Directors is composed of five prominent professionals with 

backgrounds drawn from business, university, journalism, banking, the navy and congress as well as 

being leading figures in Guayaquil civic organizations. Luis Orellana, Executive Director of Fundaci6n 

Guayaquil is a former Under-Secretary of Ecuador's Ministry of Labor. 

B. Technical Capability of Project Staff 

As far as the current staff is concerned, it is certainly deemed capable of carrying out 

project activities. Technical capability for the development of the training methodology and the videos 

is concentrated primarily in Fundaci6n Guayaquil's Executive Director who serves as Project Director. 
He wrote the scripts for the two videos. A professional educator provides technical guidance in training 

methodology and conducts the formative research. The facilitator is trained in focus group methods. 

Follow-up is carried out by promoters under the supervision of the Heads of the Training/Participant 

Recruiting Department and the Credit Department. 

C. Quality of the Research 

In June 1990, a baseline survey was prepared by two psychologists to establish the 

knowledge, perceptions, attitudes and opinions toward narcotrafficking and related issues of members of 

the informal sector already involved in Fundacion Guayaquil's entrepreneurship training program. The 

results of the survey showed a high level of awareness of the problem and its negative social and 

economic consequences, and support for strong anti-narcotics legislation. Only 10% of those interviewed 

indicated a certain amount of indecision. 

The instrument utilized, however, was not sufficiently sophisticated to probe the underlying 

attitudinal stance and values of the interviewees. Questions were too simplistic and not designed with 
enough care to develop an understanding of the value systems of the micro-entrepreneurs. 

Realizing this limitation, in October 1990, Fundaci6n Guayaquil developed a second questionnaire 
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titled "Evaluation of Values Propositions" which addresses the values of the micro-entrepreneur through 

a series of contextual propositions. The validity of this instrument was then tested with a sample of 103 

entrepreneurs. The instrument is an innovative contribution to the understanding of narcotics related 
value systems, is well conceived, and meets scientifically acceptable standards for its design and 

application. 

Data collection using the second questionnaire is carried out with each new group of trainees as 

a pre-test. Between September, 1990 and March 1991, an analysis was made of the test results of 178 
trainees. The analysis clearly shows a high degree of ambiguity in their attitudes and values with regard 

to narcotrafficking. With a possible maximum composite score of 150 indicating a total rejection of 
narcotrafficking, substance abuse and related issues, the mean score was 102, and the median only 82. 

This is significant in that it confirms the initial project assumption of the vulnerability of the target group 

to permitting the entry to narcotics profits. 

Data gathered through application of the Evaluation of Values Propositions Questionnaire will 

serve as an appropriate baseline. Project impact in terms of attitudinal change has not yet been measured 

on any of the participants in the program. Fundaci6n Guayaquil proposes to use the same questionnaire 

at the end of the project to test for change among those who participated in the program. Comparative 

analysis 	of the pretest and postest should provide a useful indicator of project impact. 

D. 	 Training methodology 

Fundaci6n Guayaquil has developed two videos as the basis for its training session. The 
first is entitled "Pedrito" and the second "The Story of Adriana and Rigoberto" Each of these lasts 

approximately 18 minutes. The videos have been designed to present viewers with contradictory attitudes 

and values relating to narcotrafficking and drug abuse within concrete situations of the poorer areas of 

Guayaquil. Both of the videos have been carefully conceived and executed to reflect the daily reality of 
the people who compose these segments of Guayaquil's society. All scenes were shot locally in 
neighborhoods familiar to the target audience and local residents, instead of actors, were used to play the 

character parts. Before actual use in training sessions, the videos were pre-tested with representatives 

of the local community. 

During the first week of the regular micro-enterprise course, Fundaci6n Guayaquil project staff 

set aside one evening for viewing and discussion of the videos. Group sessions vary in size and duration, 

but usually include 10-15 participants and last between 3-4 hours. Trainees first view "Pe.drito" which 

addresses their concerns as parents for the future of their children. The project facilitator than initiates 
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a focus group discussion guiding the participants to express their hopes, aspirations, and fears for their 

children's future in general terms and then more specifically in relation to the theme of drugs znd 

narcotrafficking. 

The group then views "The Story of Adriana and Rigoberto." On the surface this video might 

seem to be little more than a "morality play" in which very little is open to debate. It is based on the 

true story of the rise to power and popular support of a local drug dealer, the destruction of the lives of 

those around him, and his murder by rivals. At a deeper levt, however, the video has been produced 
to catch the larger social problems which the participants face daily. Problems of stable income, 
employment, political corruption, social inequality, physical safety, family disintegration, etc. emerge 

in the group discussion which follows. 

This is an innovative and potentially powerful technique, to modify or strengthen trainees attitudes 

and values in relation to drug dealing as well as to open the dooJr to community mobilization. Recent 

studies in the United States on the major lessons that have been le rned from drug prevention programs 

have identified elements very similar to those being used by Fundaci6n Guayaquil as common to 

successful community-based efforts. Simply stated, the lesson is: "first things first" (drug abuse and drug 

dealing often are not your client's top priorities). Project staff working with high risk communities in 
the United States have redefined their roles to respond flexibly to severe, but often unarticklated, needs 

of their clients. Effective awareness and prevention programs often relate first to the community's 

primary needs before introducing the message related to c'mbating drug trafficking and abuse problems. 

Video tapes made of Fundaci6n Guayaquil's group discussions show that participants respond 

strongly to this approach and open the path to relating these problems to the individual, social and 

economic threats posed by the incursion of narcotics trafficking and abuse in their communities. 

E. Progress and Impact of Proiect Training and Dissemination Activities 

The Project has trained 242 micro-entrepreneurs to the end of July with 20 more 

scheduled to be trained during August. Some delays in carrying out the training schedule have been 

encountered which may be attributed to two causes: 1)seasonal contraction in small business activity and 
intense rainfall during the winter season (January to May) which lowers interest in training programs; 

2) Fundaci6n Guayaquil's move to a new building. Projections to complete the training of 240 micro

entrepreneurs between September, 1991 and March, 1992 to meet the project goal of 500 trained 

participants seem realistic, however and should be met. 

Since no post-tests have been conducted as yet, it is impossible to measure project impact. As 
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mentioned above, the "Evaluation of Values Propositions" questionnaire developed for pre-testing 

participant attitudes and values should serve as a valid instrument to assess attitudinal change by the end 

of the project. Material for the training methodology manual has been developed, but a complete draft 

version has not yet been prepared. 

During its site visit the evaluation team reviewed the methodology being used to analyze the pre

test. The team found that, although the techniques are valid and useful to discern participants values to 

narcotrafficking in a general sense, certain changes in data analysis and presentation of results are 

indicated to make the evaluation meaningful to a wider audience. Present analysis focusses almost 

entirely on statistical methods employed in the curving of frequency distributions such as educators do 

for determining classroom grades. The evaluation team recommends that the project staff charged with 

conducting the evaluation be provided technical assistance in choosing more appropriate analytical tools 

and final report preparation. The project should also be provided with a computer statistical package 

such as SAS or SPSS + and some training in its use. 

Since the project is already documenting the training process through videotapes of group 

'iscussion, qualitative evaluation methods are also recommended. This would involve analysis of the 

process and outcome of the focus group discussions, and should serve to provide valuable information 

regarding immediate results. 

One result of interest already produced tby the project is the formation of a group of "natural 

leaders" from among project participants who have shown their interest in anti-narcotics initiatives at the 

community level. In January 1991, approximately 15 micro-entrepreneurs re-activated an existing (but 

not operating) non-governmental organization, the Corporaci6n Ecuatoriana de Cultura (CEC) in order 

to begin a community mobilization effort against narcotics trafficking and narcotics related oroblems. 

The CEC has already produced a flyer which has been distributed throughout Guayaquil. Another group 

of thcse "natural leaders" has accepted the project's invitation to join this effort. These events represent 

the initial consolidation of a proactive stance about narcotics issues among Fundaci6n Guayaquil's target 

population. Its activities should be monitored and its results included in the activity and final reports to 

AID/Quito. 

Public dissemination of' anti-narcotics information has been actively undertaken according to the 

grant agreement. This is conducted regularly through extensive articles and supplements in Fundaci6n 

Guayaquil's monthly publication, "Empresarios" which reaches five thousand readers throughout 

Guayaquii. The Executive Director has also actively participated in international seminars where project 
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activities have been diffused. Copies of the training videos have already been made available to CEDRO. 

Based in Lima, Peru, CEDRO is one of the leading anti-narcotics PVOs in Latin America. The 

Executive Director of Fundaci6n Guayaquil has also been named one of three representatives from 

Ecuador to the European Center for Drug Abuse Prevention whose headquarters are in Paris. 

F. 	 Replicability of the Project 

In January 1991, Fundaci6n Guayaquil sent an unsolicited proposal to AID/Quito to 

continue and expand the anti-narcotics activities nationwide. Fundaci6!i Guayaquil proposes to establish 

a network of non-governmental organizations involved with diverse issues (i.e. not necessarily small 

business) in ten high risk locations throughout Ecuador. They propose to install the same training 

methodology in these sites in order to produce attitudinal change against narcotics trafficking. 

In examining this proposal, the following considerations need (o be addressed: 

1. 	 Are the "cultural circles" of the pilot project having the desired impact on the attitudes 

and values of micro-entrepreneurs? This ques ':on will not be answered until the end of 

the project in 1992. Video tapes of the training sessions, the formation of a community 

mobilization group, reports of project staff on the positive reactions of participants, and 

the solid results of Fundaci6n Guayaquil's training system in development of the informal 

sector all give reason to hope that this novel approach will be successful. 

2. 	 Can Fundaci6n Guayaquil transfer its technology and training methodology to other 

socio-cultural situations in Ecuador? Considerable research is required to design and 

produce visual materials that will catch the daily reality of the participants and relate that 

reality to the narcotics problem. The validity of the questionnaire used in Guayaquil will 

also have to be pre-tested in each site selected. The question of whether Fundacidn 

Guayaquil can transfer its "cultural circles" training methodology to other organizations 

not using comparable training techniques needs to be addressed. 

3. 	 Can the present project experiment be extended to other non-governmental organizations? 

At this point it is not clear how narcotics trafficking and narcotics related issues would 

relate to the mission, inturests and concerns of the target groups of other non

governmental organizations not involved in this problem area. Formative research is 
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needed 	to determine what linkages may exist in each case. 

III. Conclusions and Recommendations 

It is too early to say whether Fundaci6n Guayaqui! cal successfully expand its efforts 

nationwide. The proposed project appears too ambitious given the questions raised above regarding 

impact, the extensive site specific formative research requirements, methodological pre-testing and video 

production demands. 

However, the evaluation team believes that sufficient evidence exists to show that Fundaci6n 

Guayaquil has developed a carefully conceived and exec ted experimental project. It is an innovative 

approach in the anti-narcotics field and there is good reason to hope it will yield positive results. 

Additionaly, the Fundaci6n Guayaquil has shown itself to be fully capable of managing its programs and 

meeting the commitments it undertakes. 

For these reasons the evaluation team recommends that AID/Quito support an expanded pilot 

project involving three NGO's with different mission statements and concerns in distinct socio-cultural 

situations and geographical locations. Such an effort should be manageable for Fundaci6n Guayaquil, 

although the team does not think that the two year period proposed is realistic. Given the need for 

research, methodological testing, and site specific video production, the team thinks three to four years 

is more reasonable. 

It is also recommended that AID/Quito continae to support Fundaci6n Guayaquil's activities 

among micro-entrepreneurs in Guayaquil. With total ftinding of US$ 138,000, if, as appears likely, the 

project's outreach achieves attitudinal change and even community mobilization among its direct 

beneficiaries, 500 micro-ertreprineurs, their 1,500 employees and the 8,000 family members, the cost 

per person amounts to US$ 13.80 which makes it very cost effective. However, the team believes that 

certain modifications shouid be introduced to this project. These include: 

1. 	 technical assistance and training to assist project staff to develop more appropriate 

analysis and straightforward reporting of the baseline data and impact evaluation results 

including focus group evaluation. The project should also be provided with a computer 

1 For example, if an environmental NGO such as Fundaci6n Natura were chosen the linkages in the 
case of Ecuador are not that evident. Research in Peru and Bolivia has shown that the invironmental 
impact occurs primarily through cultivation gi'-:.n the soil depletion effects of the coca plant or 
deforestation to clear lands for coca cultivation. Establishment of processing plants also has a negative 
environmental impact but that appears, at this writing to be highly localized. Thus the relation of 
narcotics trafficking to the environmental concerns of such an NGO's target population is not clear. 



Fundacidn Guayaquil - 9 

statistical package such as SAS or SPSS + and training in its use. 

2. 	 use of qualitative analysis of the video tapes of the focus group discussions to enhance 

the process evaluation and provide input with respect to immediate observable results. 

Technical assistance may be required to train project staff in focus group analysis and 

reporting techniques. 

3. 	 Some thought might also be give to incorporation of wives/husbands of micro

entrepreneurs in the training sessions or providing opportunities for family members to 

see and discuss the videos. This should strengthen group debate and directly impact on 

family attitudes and values - one of the project objectives. 

CAVEAT:
 

In its work with microentrepeneurs the Fundaci6n Guayaquil is carrying out a very important 

role for the overall economic and social development of Ecuador. This role, the present mission 

of the Fundaci6n, could very easily be overwhelmed by a large financial injection aimed at 

another objective - in this case the development of a national network of NGO's designed to 

develop a culture of narcotics prevention within its various constituencies. This result is not 

inevitable, but avoiding it will take very careful planning to separate the two objectives and assure 

that carrying out the second does rot derogate from the first. 
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NATIONAL PROGRAM ON PREVENTIVE EDUCATION 

EXECUTIVE SUMMARY 

Introduction 

The International Agency for Development, through the Ministry of Finance and the Ministry of 

Education, financed, between August 1989 and April 1991, a project for the National Preventive 

Education Program (P.N.E.P.) destined to introduce in the Ecuadorean educational system, formal and 

informal curricular contents on the prevention of illegal drug use. Since financing has ended, USAID 
has requested an evaluation of the present status of the project, its accomplishments and problems, with 

the purpose of making recommendations about the continuation of its financial assistance. 

Findings. Conclusions and Recommendations 

The present status of P.N.E.P. In terms of authority its organization activities, staffing decision 

making authority and management to carry out program may be summarized as follows: 

1. 	 It is isolated with regard to the structure of the Ministry of Education and Culture (MEC) which 
lessens its capability to obtain intra-institutional support for implementation of the project. 

2. 	 Its internal organizational structure is weak and financing depends on sources external to the 

Ministry of Education and Culture. 

3. 	 At present, staffing is insufficient, considering the tasks to be achieved. The Finance Office, in 

particular, has no personnel. 

4. 	 Decision making depends to a great extent on the Under Secretary of Education. An 

organizational reform of the Program, is needed to guarantee a true delegation of functions and 

authority to the Executive Director. 

5. 	 Administrative and financial control procedures are weak. Resulting in schedules delays and 

excessive indirect cc:ts for the program. On the other hand, since the Finance Office is not 

functioning, procedures developed in prior months are of no use. 

/A; 
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The evaluation team concludes that: 

I. 	 In spite of the difficulties that the Program has gone through, it has had some accomplishments, 

such as official approval of the Preventive Education program and the development of the formal 

and non-formal curricula. 

2. 	 When the teaching material are completely developed, the key point for implementation of the 

project will be the training teacher. 

3. 	 The program faces constraints regarding its capability to continue its activities. These stem from 

the problems described in the findings to this report. 

4. 	 Presently, relations between the National Teachers Uninn (UNE) and MEC are good. This is 

positive for the implementation of the Program. 

In view 	of the above, the evaluation team recommends that: 

The remaining funds for the National Program on Preventive Education be released, 

conditioned on the compliance with the following conditions: 

I. 	 The funds should be destined for two components of the Program: a) a pilot phase with its 

respective evaluation, and b) completion of the teacher's manuals including publication. 

2. 	 The Ministry of Education should obtain other financial sources, or use its own resources for 

teacher training to implement the program. 

3. 	 External technical assistance in such areas as project planning, implementation and monitoring 

sho,,ld be provided through remaining funds. 

4. 	 The Ministry of Education should shift the program to another department to make it an integral 

part of the Ministry and to lessen the impact of political changes. I could be transferred to 

Curricular Planning Student Welfare or the DINACAPED departments. In such a reorganization 
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the decision making authority of the Executive Director should be strengthen. 

5. 	 The Ministry of Education should absorb the costs it's own budget in maintaining the program's 

finance office through. 



I. 	 Introduction 

From August, 1989 to April, 1991, the Ministry of Education and Culture (MEC) developed, 

with aid from USAID a project aimed at producing the basic elements to implement the National Program 

on Preventive Education. 

The National Program on Preventive Education is a system to prevent drug abuse which will be 
included in the school year 1991-1992, in the official educational system of Ecuador. It is, therefore, a 

valuable effort to take advantage of the impact that the school system has among Ecuadorean children and 

youth. 

The project financed by USAID covered the development by the Ministry of Education and 

Culture, of the educational programs, teaching materials and other elements for implementing these study 
programs, as well as the formation of a basic infrastructure to allow the National Program on Preventive 

Education to become a regular part of the educational process. 

Since the Program was not completed durir.g 3 second extension, the Ministry of Education 
requested the release of unused funds; USAID in turn, requested an evaluation of the achievements and 

problems of the Program before-releasing these funds. 

In this regard, USAID requested the evaluation team to measure the progress of the Program in 

the introduction of the contents concerning drug prevention in the formal Ecuadorean education system. 

To do this, the following aspects were addressed: accomplishments made up to the evaluation (August, 

1991), capability of the P.N.E.P. to successfully continue the Program, in terms of its organization, 

staffing, decision making authority and financial management; an assessment of "public school politics" 

in the implementation of the Program fundamentally acceptance or opposition from the National Union 

of Teachers (UNE). 

Finally, the evaluation team had to identify the principal problems facing the Program and make 

recommendations on the type of assistance that USAID could provide to MEC. 

II. 	 Methodology 

In order to answer the questions posed by USAID, the evaluation team designed an strategy for 

information gathering, which combined documentary analysis and interviews of key informants. 

Three types of documents were reviewed: USAID/MEC project documents; documents on the 

administrative and financial systems of the National Program of Preventive Education including: financial 

anid administrative manuals, expenditure reports, programs, budgets, etc.; documents produced by the 
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Program on the implementation of its specific objectives: promotional material, study programs, 

curricular design and formal as well as informal teaching material for the curricula, etc. 

As will be seen on the next section, interviews covered a wide range of key informants, including 

those who are or, in the past, were connected with the Program: program managers (Executive Director, 
Administrative Director, Former Financial Manager, Former Director of the Program); Managing 

Directors of other Programs related to the P. N. E. P. (especially from the School for Parents on Family 

Education) former members of a technical commission and former participant trainees of USAID for 
P.N.E.P.; a consultant for the Program and the President and Vice-President of the National Teachers' 

Union. 

Special emphasis was given to the analysis of decision making and planning of the Program which 

have specia relevance for its understanding and recommendations on this report. 

III. Findings 

A. Description of the Program and its Development, 

By means of a Letter of Implementation No. 117, of July 28, 1989, the Ministry of Finances of Ecuador, 

the Ministry of Education and Culture of Ecuador and the United States Agency for International 

Development (USAID) approved the establishment of an Activity related to the Program Agreement of 

USAID No. 518-600 "Stabilization and Recovery Program". 

The purpose of this Program is". to provide funds in local currency to finance the preparation 

of a plan of studies which will include a program of preventive education on drug abuse at primary and 

high school levels ..... " and to strengthen the capability of the Ministry of Public Education to work 

in the field of narcotics prevention".' The purpose was furher described in the following terms: "The 

funds will finance the first of the two stages of the program of preventive education on drug abuse in the 

Ministry of Education"3 . The detailed description of that stage appears in Appendix I of the 

implementation letter. 

That Appendix however, amplified the scope of the Activity, because the proposed Program 

included in addition to the implementation activities of the P.N.E.P., other elements on social 

communication and diffusion of the Program which exceeded the simple development of the curriculum. 

I USAID, Implementation Letter No. 117, Quito, July 28, 1989. P.2
 

2 Idem.
 

3 
 Idem.
 

\0 
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The Program could utilize a significant part of its funds to strengthen other supporting programs of the 

MEC, as well as projects managed by Fundaci6n Nuestros Jovenes (FNJ). 

It could be said that the National Program of Preventive Education had two components which 

at certain times in its history weie contradictory with each other: 

One was limited, centered mainly on educational strategies (development of a formal curricula 

and material for the teaching community as well as implementation materials). 

The other component was a broader one and related to preventive community action (the project 

of Fundaci6n Nuestros Jovenes and School for Parents), as well as to social communication 

(national mobilization campaign and dicussion of the project)4 . 

The "limited" component embraces the following elements: development of a study plan and its 

implementation materials and, training of teachers and other staff responsible for implementing this plan. 

This interpretation is confirmed in the same text when referring to "Curriculum Proposal". It says: 

"....a strategy will be designed which will link all the components of an explicit curriculum (sic) 

to be added to the regular educational structure. This curriculum will allow the insertion of educational 

experiences and contents directly related to drug problems in the closest related subject areas of the 

official curriculum ....elaboration of specific instructional resources such as: modules, independent and
 

guided study, graphic and audiovisual material, among others, which will be made for teachers, students 

and parents"' . 

In the end, these elements would predominate in the Program. However, the coexistence of the 

"limited" component with the broad component for approximately one year meant that the Program had 

to struggle with a certain degree of uncertainty which was worsened by a weak, decision-making 

mechanism (as discus-ed later on). 

The conceptual development and evolution of the Program went from a broad perspective towards 

a more defined one and focussed on the production of study programs and implementation materials. This 

Ministry of Education and Culture, Under Secretary of Education,
 
Preventive Education System to the Educational Sector, its
 
application to the drug problem. Quito, January, 1989. Annex to
 
Letter of Implementation No. 117.
 

Ibid., 
P.15
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fact, has to be taken into account in order to fully understand what happened in the National Program 
on Preventive Education and in the relations among the three institutions brought together by the 

agreement. 

USAID's role was key in this process of fine turning. In effect, after six months of initiation of 
the agreement, USAID focussed the program on curicular development and its implementation in the 

Ecuadorean educational system pointing out that "... the actual conceptualization of the Program is much 

more ample that previously planned...." 6 In the face of which it suggests that: 

"...with the funds already released (the program) might to concentrate exclusively in the area of 

curriculum, within the next six months. In addition, a detailed plan of activities must be followed, trying 

not to touch themes unrelated and non relevant to the preventive education on drug abuse ...... 

The component that best responds to the original conceptualization is the explicit curriculum (formal); 

the major effort should concentrate on this sector .....I 

However, only in July, 1990, - a year after the signing of the original Letter of Implementation

do the recommendations made by USAID become effective. This occurs on the occasion of an extension 
request of the activity that clearly picks up the basic guideline, namely that the program's purpose is the 

development of the curricula. Thus Appendix of the Implementation Letter No. 142 of July 20, 1990, 

states that: 

2. OBJECTIVES 

With the purpose of achieving the above mentioned goals, the Program has clearly 

outlined the components whose objectives will allow to reach the desired goals, which 

are described as follows: 

2.1 Formal Curriculum (explicit) 

...to develop interdisciplinary curricular contents which will develop and strengthen a 

preventive attitude in the school population. 

To provide knowledge and skills in the management of curricular tools applied to the 

prevention of drug abuse. 

2.2. Non formal Curriculum (Formative) 

To develop a package of "Curricular Modules" of Preventive Education for the different 

6 USAID, memo GDO-054-90, of February 6, 1990, addressed to Economist
 

Edison Ortiz, Under Secretary of Ministry of Finances of Ecuador.
 

Ibid., 
P.2
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segments of the teaching community....
 

To train a group of "National Resource Persons" in the use of the modules of the
 

formative curriculum....
 

2.3. National Campaign on Prevention 

It will consist of the mobilization of resources to strengthen the impact of the Program 

through materials of mass diffusion aimed at all sectors of the population, providing mass 

activities such as round tables, contests and festivals, at the student and community 

levels.s 

In line with these objectives and with regard to goals and products which are to be achieved in 

the six months extension of the Activity, the following products are specified: 

"Non formal Curriculum (Formative) 

-Selection and training of 40 resource persons/instructors .... 

-20 curricular modules ..... 

Formal Curriculum
 

-Official studies program revised for secondary level....
 

-Teaching guides for implementing plans and programs.
 

-Training of 2,200 teachers.... in 40 schools of the 8 provinces selected for the Pilot Plan.
 

-Evaluation among the schools included in the Pilot Plan and the control schools with regular
 

programs. 9 

Although other elements appear which keep a certain broad base to the projects, such as: a 

national awareness campaign, completion of the INFORMA-T Program (in coordination with Furdaci6n 

Nuestros Jovenes), production of teaching materials for distribution to all educational establishments of 

the country and keeping up the support program (School for Parents), at this stage the program was 

basically focussed on the curricular area. The reprogramming of the funds for the Program at this point 

reflects this emphasis: 12% of the budget is tied to the curriculum, 44.7% to the curriculum for resource 

persons, 32.2% to the administrative area of the Program and only 10.5% for support programs. 

8 
 Cited document, pp.1 and 2
 

9 
 Ibid., pp.6.7
 



MEC - 6 

The Implementation Letter No. 142 of July 20, 1990, not only extends the Activity until January 

31, 1991, but also sharpens the focus of !hat agreement. 

On December 28, 1990, the Under Secretary of Education sent a letter to USAID requesting 

another three month extension of the agreement so it could fully comply with the proposed goals and 
objectives."0 USAID approved this new extension on January 29, 1991, conditioned by the following 

terms of reference: 

"The Activity may be extended for three months according to the request, that is until April 30, 

1991. During this period, the Ministry of Education will make official and publish the Studies 

Program on Preventive Education, as well as the scientific contents, modules and teaching 

materials prepared for the National Program on Preventive Education... 

The extension would be subject to the Ministry of Education having to: 1) At the end of the first 

month, (February) present evidence of publication and official approval of the Study Program and 

other teaching materials, and that they would be used from the beginning of the next school year 

on the Coast, Andean Region and the Oriental Region; 2) At the end of the second month, 
(March) present a report on the presentation of the teaching materials to the teachers nationwide; 

and, 3) At the end of the third month, (April) present the final financial reports as well as the 

accomplishments made by the National Program on Preventive Education with respect to the 

project .........
 

As can be seen, those conditions more clearly defined the agreement's objectives and the final 

products which were expected. They modified prior Letters of Implementation, in the sense that all the 

components referring to mass diffusion or mobilization campaigns, as well as the so called "support 

programs" disappear. 

The direct consequence of the conditions for the extension was the official approval of the Study 

Programs on Preventive Education for drug abuse for pre-primary, primary and secondary levels.' As 

10 Ministry of Education and Culture, Under Secretary of Culture. Memo 
No.278-PNEP-DE of December 28, 1990.91-029, pp.1,2 

11 USAID, Office of Programs and 

1991. PPD-91-029, pp.1,2 

Projects Development, January 29, 

12 Ministerial Agreement No. 933of March 5, 1991. 
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will be seen, the second condition related to publication was not met and the teaching materials produced 

for the Program have not yet been published. 

Precisely, in order that the Program could publish these materials as well as conduct training 

according to the terms in the Letters of Implementation No. 117 and 142, the Ministry of Education on 

March, 	 1991 asked USAID for another extension of the agreement beyond April 30, 1991, for tie 

purpose of using the rest of the initial budget (approximately S/.94,000.000). So, it appears that MEC 

intended meet the agreerment relating to the publication of the materials and the implementation of a 

training program on Preventive Education. 

A final modification appears in the final activity report of the National Program on Preventive 

Education. In the section of "Specific Objectives" only the implementation in the national education 

system of the students' and trainers' curricula isdealt with. This includes: technical development of its 

content and materials for the curricula, teacher training for the implementation of the curricula, measures 

to ensure the permanent insertion of the Program in the technical/administrative structure of the 

educational system, and impact evaluation of the Program.' 

The differences from the beginning of the project to the present time are significant: the initial 

focus of the project was broad and included activities to be undertaken by non-governmental 

organizations, (Fundaci6n Nuestros Jovenes) autonomous governmental organizations such as the School 

for Parents. At present, the project's activities concentrate on the Ministry of Education as the planning 

and implementing agency of the whole program. 

B. 	 A~complishments of the National Program of Preventive Education with regard to the 

introduction of preventive contents in the educational programs of Ecuador. 

As mentioned before, the National Program of Preventive Education on March of 1991,4 

obtained the official approval of the study programs on Preventive Education, through its incorporation 

into relevant subjects and areas for the three educational levels: pre-primary, primary and secondary. 

According to the decision by MEC these take effect in the 1991-1992 school year, in October for the 

Andean and Eastern cycle and in May for the Coast cycle. In other words, as a result of this agreement 

13 	 Ministry of Education and Culture, Final Report of Activities,
 

Agreement USAID 518-0058, pp.3 ,4
 

14 
 Idem. Ministerial Agreement No. 933, Official Register No. 640 of
 

March 12, 1991, pp.ll,12
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Preventive Education becomes a Law of the Republic and all teachers of the national education system 

must comply with it. 

According *o the document "Study Programs of the Technical-Pedagogical Directorate: Pre

primary, Primary and Secondary Levels"'' the study programs are organized in such a way so that for 

the students "acquire a preventive knowledge and culture through the educational process..." (p.3). 
Methodologically, its contents are structured according to the curriculum level and grades, in such a way 

that the knowledge that the student will acquire will be progressive and adjusted to the level of 

development. They cover all school levels from kindergarten to senior high school. 

The study programs are complemented by a "Project of Preventive Education on drug abuse for 
Parents and the Community" which identifies activities for the non-student groups in order to reinforce 

the material that the student receives in class and also to make parents participants in their children's 

educational process, educating them also in the prevention of drug abuse. 

With regard to the curriculum itself, the Program has developed a set of 42 documents, which 

incorporate contents about prevention of narcotic and psychotropic substances in the following areas or 

themes: General and Clinical Psychology, Psychopedagogy, Preventive Medicine and Health Education, 

Natural Sciences, Social Studies, Physical Education, Sports and Recreation and Public Relations. Each 

of these d( uments includes teachiig guides and modules on drugs, as well as suggestions for teaching 

strategies (dramatizations, group dynamics, etc.) and description of the complementary material that 

teachers should use when applying the respective guides. 

With regarding the formative curriculum (non-formal), the Program has prepared modules on the 

following areas: human behavior, pedagogy (specially aimed at working teachers) drugs and their 
influence on human development, sociology and educational institutions. These modules do not include 

detailed descriptions of activities, teaching methods or complementary materials. 

In spite of all these achievements, the educational programs for the three levels have not been 

published and, therefore, have not reached the teachers. This is also the status of the curriculum modules 

and guides. Moreover the latter have not reached the graphic design and layout level (word processing, 

definitive outlines of the illustrations, etc), so they are not the definitive texts, but rather draft "raw" texts 

which have to be finished so they can become real teachers's tools. 

In view of this situation and the legal requirement that the Program on Preventive Education has 

to be implemented beginning in October of the present year (i.e. within two months), those responsible 

Nat. Program on Preventive Education on drug abuse, Quito, 1990.
 15 
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for the Program have proposed an alternative to making their products available for teachers. This would 

involve printing one copy of the set of the 42 documents of the curriculum for each elementary school 

and high school library in the country. In case sufficient funding is not available for commercial printing 

(estimated at between 38 and 80 million sucres)then the material would be mimeographed.' 6 

Even if this idea could be implemented, the Program would face the problem that most, if iot 

all the eachers, have no knowledge of the contents of the curriculum. With only one set available foT 

each school, it would also be difficult for them to have access to the material. 

Faced with this problem, program staff proposed that all employed teachers be trained in the 

implementation of the study program, as well as the curriculum and its respective guides. This would 

involve a tremendous effort, since the numbers involve 101,339 teachers and 2,000.000 students 17, and 

all this would have to be accomplished before October 1, 1991. The other option proposed by the 

Program for its completion would be the training of 600 teachers who would act as multipliers for the 

rest of teachers." 

At present, the ability of the Program to introduce drug prevention programs in tue formal 

educational system is limited, since the materials are not finished. Also, with the exception of a few 

persons who have worked on the project there are no trained personnel to implement those contents. 

Another problem comes from the fact that the existing curricula have not been tested with 

students. They have only been reviewed by a group of experienced teachers and revised as a result. This 

is important since a pilot stage could detect errors and identify changes which may be rIeeded. 

C. 	 Capacity of the National Program of Preventive Education (P.N.E.P.) to implement the 

activities of the project, 

The ability of a program or project to implement its activities depends of a great number of 

factors, both subjective (such as extent of integration of the staff; commitment to the project goal, 

16 	 Interview with the Executive Director of the Program, Doctor 

Alejandro Siguenza, the Administrative Director, Doctor Gonzalo
 
Cafiaz and the former Finance Director, Nancy de Nicolalde.
 

National Program on Preventive Education, Training and Improvement
 
Plan 	 of Human Resources of the educational sector, to implant 
Preventive Education/drug abuse in the subsystem and the school
 
curriculum, Annex to memo to Minister of Education and Culture of
 
March 21, 1991.
 

is 	 Idem 19. It must be noted that there is no concensus among the 

Program members about the feasibility of this strategy. 

17 
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satisfaction with the job; sense of stability and security, etc.) and objective, i.e.: organization, 

characteristics of the professionai team, decision making authority, financial and administrative 

management. The findings of the evaluation team on the latter aspects are presented below. 

1. Organization 

The P.N.E.P. is a project that in organizational terms is attached to the Under Secretary of 

Education of the Ministry of Education and Cult-are (MEC), which places it, on the one hand in high level 

of political support, since the Under Secretary of Education is the second highest level of government 

within the Ministry. But, precisely because of this it is isolated from the rest of the organization structure 

of the Ministry, and it is also at a level where the decision making is very sensible to political 

considerations. 9 This issue will be considered later on. 

Even though it was foreseen that the Program would have to develop a national operational 

network, made up at the level of provincial committees, of high schools or even of grade levels, in 

reality, such a network has not been developed. So the analysis that follows refers exclusively to the 

central unit of the Program. 

Organizationally, the Program is structured under a line of command directly depends on the 

Under Secretary of Education,"0 who acts as legal representative of the Program. In turn, the Under 

Secretary is advised by the Executive National Committee, made up of the three Area Directors of the 

Program plus the Executive Director. 

The next decision making level is the Executive Directorate, which is advised by a Procurement 

Committee, made up of the Financial Director of MEC, the Financial Director of P.N.E.P., Legal 

Advisor of MEC, the Under Secretary and the Director of the Department which is requesting goods or 

services. Another advisory element is the formal finction of "Advising and Consultant Body" which 

operates sporadically. 

The Executive Director has under his responsability two special areas, General Coordination and 

the Social Communications Commission, which are separate from the line of command and remain 

isolated, and three Program Directorates: Technical-Instructional, Administrative and Financial. 

19 
 Interview Doctor Cafiaz and other members of the project, August 5,
 

12.
 

20 	 The structure that follows comes from the Administrative and
 
Organizational Manual (Under Secretary of Preventive Education,

Ministry of Education, March 1990) It would be tiresome to over
refer 	to this document- any other reference is properly indicated.
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The Technical-Instructional Directorate is responsible for two departments, Training and 
Pedagogic. The Training Department is responsible for the production of the final materials of the 
Program (methodological guides, modules teaching material in general) and, therefore, should have a 
graphic design team and an editorial team. The Department of Instruction, determines methodologies, 
revises study programs and curricular contents and develops them at the level of teaching guides for the 

application of its contents. It is also supposed to be in charge of the Pilot Program in the educational 

establishments. 

The Administrative Directorate is responsible for two sections, Procurement and General 

Services. 

The Financial Directorate, controls and supervises program the flow of expenses, and is in charge 
of the accounting and payments sections. It must be noted that this Directorate has worked closely 

coordinating with the Under Secretary of Public Credit and more specifically with the Official of said 

Under Secretariat in charge of coordination with the Ministry of Education. 

Appendix 1 shows the formal organigram and flow lines of the Program. In many 
organizations formal lines of responsibility have little to do with their real structure, not only because 
informal communication channels are omitted, but mainly due to constant changes which ever lead. up 

major structural overhauls. 

P.N.E.P.'s organigram does not show the real structure of the Program. In pal this is due to 

the lack of its owii financial resources (even though the Program has requested a budget of 
S/.100,000.0002 ) which in effect, caused the entire Financial Directorate to disappear. All staff 
including the Director were contracted on a temporary basis since they could not be absorbed by the 
Ministry of Education as permanent employees. The limited budget of the Program and of the Ministry 
itself due to the Fiscal Austerity Program, has forced the Program to limit its personnel to a minimum 

of 14 persons. 

Another element that departs from the organigram is the training area. On one hand, it never 
began to function and, on the other, there is no specific budget for The materials production area. In 
addition, the technical team has only six persons who were initially responsible for the Department of 
Instruction. At present, its members spend either part or all of their time planning future training. 

Advisors and consultants were used for curricula development. They were hired as needed and 

21 Taken from the "Organizational-Administrative Manual" p.9. 

22 Interview with Doctor Alejandro Siguenza.
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none are presently under contract. 

The Commission on Social Communications functioned as a regular department within the 

Program, instead of as a separate committee, as it appears in the organigram. 

The National Executive Committee, made up of the Executive Director and three Directors was 

reduced to two area directors in these last months. It coordinates and plans the activities of the Program, 

and partially handles general coordinating responsibilities. This is a quasi-advisory body that makes 
recommendations to the Executive Director, who implements them directly or transmits then to the Under 

Secretary for final approval. 

The Procurement Committee which constitutes a weak link with the rest of the Ministry of 

Education's system (mainly because of the poor quality of its members) functions only sporadically. 

The real structure of the Program, up to August 1991, is represented in Appendix 21. 

Apendices 1 and 2 are better understood if we review briefly the history of the Program. Initially, 

P.N.E.P. had a well defined chain of command which had at its head the Under Secretary of Education, 

as legal representative and the Executive Director; a second level was constituted by a Inter-departmental 

Technical Commission, integrated by delegates form the various departments of MEC: the Departament 

of Counselling and Student Welfare (DOVE), the Department of Educational Training (DINACAPED), 

and the school for Parents.' 

This Commission initially had to design the project of the Program and later on, follow-up the 

development of the Program and the Technical-Instructional Training Department. Members of the 

Commission (plus other teachers) were granted participant training scholarships by AID, through the 

U.S.- Ecuador Training Program with the purpose of forming a permanent team's . However, the 

Commission was dissolved early, on November 1989, and in fact did not participate either in the 

elaboration of the project, or in its future development. 

23 
 On the basis of interviews made by the evaluation team, especially
 

with Attorney Nancy de Nicolalde, August 1 and 9.
 

24 List of the most important activities which have taken place during
 

1989 to streghthen the National Program Of Preventive Education,
 
Undersecretary of Education, Ministry of Education and Culture, Memo
 
No. SEDU.0420.90., p.l., March 27, 1990.
 

25 
 Undersecretary of Education (March 12, 1990), p.2.
 
Interviews with Project Official of AID, Doctor Eduardo Ortiz, July
 
31 an August 1, 1991.
 

http:SEDU.0420.90
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Available information" confirms that this cancellation was due to tension among the members 

of the commission, principally the Under Secretary and the Director of the Program at that time who had 
great differences of opinion with respect to the methodology and the objective3 of the Program. The 

dissolution of the commission caused the present isolation of the program, since the departments that 

would have to be involved in the Program (e.g. Educational Planning or DOBE) cut off their relationship 

with it. 

In addition, initially the P.N.E.P. was to serve as a mere pass-through agent of funds to finance 

three projects of the Fundaci6n Nuestros Jovenes which were in the initial project. These were Youth 
Museum, INFORMA-T and Vocational Theater. (See appendix to implementation letter #177). That 

initial distortion, which represented was one quarter of the total budgeted expenditures of the Program'7 , 

generated tensions among the Program's staff, and added to the isolation of the Program from the MEC 

since the program was viewed as a simple pass-through payment mechanism. 

With regard to planning P.N.E.P. prepared 5 different one-year-plans over its 2 year existence 

of its development, in addition to its three-month-budgets which it had to present to the Ministry of 
Finance for advances of funds. Yet none of these plans has been adhered to; neither time schedules or 

.product commitments were mets 

At present, no planning system exist. Budgeting exercises are conducted, but no action 

plans are prepared. 

2. Staffing, 

Up to April of this year, when the funds of the Program were frozen, the Program had 
28 employees. Now there are 14. But throughout its existence especially in the last two quarters of 

1990, the Program employed up to 68 persons, between permanent personnel and consultants (about 

40)29. 

26 
 This information has been confirmed through interviews with former
 
members of said Commision, Iugust 5, 1991.
 

27 
 Undersecretary of Education, April 30, 1991, p.6.
 

28 Interviews with personnel of the Program, August 8 and 9, 1991. It
 
should be noted besides that according to the ones responsible for
 
the Programa "...none of the plans was assumed by the (former)
 
Undersecretary.."
 

29 Idem.
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As indicated before, the Program does not have funds of its own, therefore, it could not 

maintain personnel under its own contracts after the freezing of USAID funds. For that reason it had to 

limit its staff to only 14 persons who, because they were regular MEC personnel and were temporarily 

transferred to the Program, had their salaries covered. 

Out of the present staff, six persons make up the technical department, three are administrators, 

one is the Executive Director and the rest are support personnel. Among the technical and administrative 

personnel, all are professionals with college education or advanced degrees. The six members of the 

technical team have extensive teaching experience, (at least 5 years) however, they have not received 

specific training in drug abuse prevention except isolated seminars and courses and some on the job 

training. The administrative team has experience in planning and administration systems. The financial 

area does not exist. 

The Program does not have regular staff specifically appointed to it (except the Executive 

Director). The staff is made up of Ministry of Education personnel, who have been temporarily 

transferred to the Program. This fact, added to the lack of resources to contract more personnel, gives 

staff a feeling of "insufficient human resources" to cover the tasks in charge of the Program. 

3. Decision making 

As previously pointed, out the Program is directly dependent on the Under Secretary of 

Education who is also its legal representative. The Under Secretary, is the key decision maker, any 

decision of significance, has to go through the Under Secretary including: 

"...b) To approve the policies and operations of the Program. 

c) To guide and supervise the activities of the Program on a national level. 

f) To authorize financial operations within his competence..." 

These elements have meant a greater or lesser degree of involvement by the Under Secretary 

depending on the interest of the person occupying that position and on political considerations". The 

appointment or dismissal of the Executive Director of the Program, depends on the degree of personal 

30 Ibid. Interview with the Administrative director, August 1 and 9.
 

31 Idem.
 

Interviews with the Executive Director of the Program, July 31 and
 
August 1.
 
Interview with attorney C~sar Jaramillo, August 9.
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present no planning exists. 

The Finance Directorate, as stated before, no longer exists. When it was functioning (from 
August 	1989 to April 1990) under the leadership of Nancy de Nicolalde, a "Procurement Procedures 
Manual"' was developed. This document established clear procurement procedures and financial 
management for the Program, in addition to guidelines for the financial reporting which the program 

would have had to present to the Ministry of Finance. 

Accounts were prepared by the program up to April 30, 1990. From that date on the Program's 
expenditure, were assumed by the Financial Direction of the Ministry and follow the normal procedures 
of that office. The program has requested an audit from the State Comptroller General's Office. 

A comparison between the initial Program Budget and the investments and expenditures made by 
the Program between August 1990 and April 1991 is presented in Table 1. 

Aside from the lack of spending capacity of the Program (S/. 94.000.000 remains unspent from 

the budget), and of the lack of clarity of the procedures followed to execute its budget, the development 
of control systems and financial management achieved by the Program had to constantly confront the lack 
of clear project programming of the Program and the consequent lack of planning.37 In addition at 
present the Financial Directorate does not really exist; so it may be concluded that future financial 

procedures of the program are uncertain. 

D. The National Teacher's Union and the P.NE.P3" 

The National Teacher's Union (UNE) represents the nation's teachers. Therebefore, its position 
is important when considering the possibilities of acceptance or opposition of any MEC project which 
involves the teachers as implementors. This is the case of the National Program of Preventive Education. 

Two different viewpoints emerge from the interviews with the President of UNE and the Under 

Secretary of Education. While the former holds the view that UNE must have ample participation in the 
program including decision making on the policies to be followed, the Under Secretary of Education sees 

the teachers' role as merely implerenting and holds the position that the policies are not subject to 

36 	 National Program on Preventive Education, Undersecretary of 

Education, Ministry of Education and Culture, 1990. 

37 
 Interviews with former Financial Director.
 

38 To obtain the views of the National Teacher's Union, Lic. Juan
 
Castel6, National President, was interviewed unless otherwise
 
indicated, the informal can on this point come from this source.
 

http:planning.37
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confidence that the Under Secretary has in him. 

The second level of decision making authority is that of the Executive Director, who seeks 
support 	from the National Executive Committee that determines the strategic policies and the areas of 
operation of the Program. The committee makes decisions related to the planning of the Program and 
the Executive Director transmits them to the Under Secretary of Education, who approves, changes or 

rejects them. 

Decisions are really made by one person, the Under Secretary of Education. The Executive 

Director does not really have power, nor the Executive Committee32 . So, the power is concentrated in 

one person -even though to exercise it he seeks advice from other persons-, which in the past, caused 
problems for the Program'. This could cause the program to be politicized again as it was in its 

beginning'. Being directly under a political appointee of the government, (the Under Secretary) the 
program is very dependent on the current political considerations which the Under Secretary faces. 

Finally, the concentration of power in the past gave rise to conflict between the eminently 

technical perspectives of the Program's staff and the political considerations regarding the program 

coming from the Under Secretary. Such a conflict does not exist now, but there are no guarantees that 

it would not occur in the future. 

4. Procurement procedures and financial management 

The Program has been able to develop an acceptable procurement area. Procurement 

procedures are detailed in the "Organizational Administrative Manual". Management of the Program 

is the responsibility of the Administrative Direction, which, processes requisitions for goods and office 
.materials, through the supply section' 

The General Services section, also under the Administrative Direction, provides the needed 

support like secretaries, drivers or messengers to the professional staff. 

No monitoring systems exist either for the activities of the Programs, nor for action plans. At 

32 	 Idem. 

33 
 AID, GDO-054-90
 

34 	 Idem The interviewers coincided on their appreciation that the
 
Program was inititally politically oriented. Interviews with former
 
scholarships grants and with responsible for Escuela Para Padres.
 

35 
 Quoted document, pp 30 and 34.
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discussion or negotiation. 

UNE's position on this policy, regarded as "verticality," is that if indeed it would not lead to an 

open conflict, on the other hand it would meet with passive resistance on the part of the teachers. This 
would be the case even though UNE considers preventive education as an important element and 

deserving of its support. 
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Table 1
 
Budgetary Comparison of P.N.E.P.
 

Item INITIAL BUDGET ACTUAL EXPENSES 
Implementation of 
Administrative and 
Training Area 39,266,000 (15.2%) 23,438,000 (15.5%) 

Consultants 
and Support Personnel 61,730,000 (23.9%) 45,971,238 (30.3%) 

Operational Framework 
of the Program 4,660,000 (1.8%) No data available 

Network of Social 
Actors 31,200,000 (12.2%) No data available 

Advertising and 
Promotion of the 
Program 30,600,000 (11.8%) 25,676,902 (16.95%) 

Strengthening of 
Curricular Strategy, 
and Curricular 
Development Components 89,100,000 (34.6%) 24,352,227 (16%) 

School for Parents 20,000,000 (13.2%) 

International Mission 
UNFDAC 944,.000 (0.4%) No data available 

Fixed Assets 23,438,949 (15.46%) 

Source: General Budget of the National Program on Preventive Education for the Ecuadorean 
educational sector application to the drug problem. First Stage 1989-1990, 
Underseefeiariat of Education, 1989. Analysis of Investments and Expenses: August 
1989 to April 1991. National Program of Preventive Education, 1991. 
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UNE does not have full knowledge of the Program and in its view the program should be made 

known to the teachers, so that they may consider it and reach an agreement with the Ministry about the 

best way to apply it.39 The latter implies on one hand, a bargaining process with UNE-basically about 

the policies to be implemented, and on the other, the support of collective actions with the members of 

the union. The President of UNE suggested holding of workshops on a national and regional level to 

discuss and diffuse the Program with the teachers. 

From this perspective, the immediate application of the Program, in accordance with the 
ministerial Agreement, is considered by UNE to be a publicity stunt for the benefit of the donor; without 

the support of the teachers such move will result in partial or total failure of the Program. 

A particular issue of contention would be the funding source of the Program and that would be 

even worse in the case that AID or another North American organization provide direct technical 

assistance on the contents of drug prevention. In the words of Lic. Castel6: "Ibelieve that the ones least 

indicated to advise on drugs are the North Americans. There would be opposition from UNE if North 

American names appear...". 

Another issue of contention refers to the statement by the Ministry that the Program is 
homogeneous in contents and strategies. According to UNE, the program would only be able to provide 

general outlines and basic instruments for its implementation but the teachers of the respective areas 

(urban-rural) and localities (big, medium, and small cities; marginal-urban sector, etc.) should be 

consulted to determine the changes which their particular situations may require for the application of the 

program. This is UNE's main argument for stating the need to have workshops on the Program, "...in 

order to define the contents and scopes of the project.. .the teachers ought to participate in the definition 

of the contents." 

With regard to positive elements among others may be mentioned the importance that UNE gives 

to the prevention of drug use; to UNE's policy to reach negotiated agreements to support MEC's 
programs (in general), in exchange for which MEC could use the infrastructure of the union to hold 

massive events (national and/or regional workshops) for diffusion of its activities: "Our intention is not 

to stop it but for it to succeed, if decisions are taken together, it can be supported...". 

39 
 During the interview, basic information about the Program was
 
provided the informer to get his reactions. It should be noted that
 
UNE has proposed to the Ministry of Education the need in establish
 
concertation mechanisms for all programs that would imply changes in
 
education.
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In considering UNE's suggestion to organize national or regional workshops to discuss the 

contents and scope of the Program, as well as its implementation strategies, it must be understood that 

this kind of event could turn into an ideological battleground which might end in obstacles for the project, 

instead of agreements for its application. In the following section an alternative is suggested. 

IV. 	 Conclusions and Recommendations 

From the evaluation we may conclude that: 

1. Despi.e the difficulties which the Program has gone through, some achievements have been 

reached, such as the official incorporation of the study programs on Preventive Education and 

the development of the explicit and non-formal curricula. However, this is a relative success 

since the teaching materials which will serve to implement those achievements are only in draft 

form. 

2. Even when those teaching materials are prepared, the key point for the execution of the 

project is the training of its final implementators, that is to say the teachers of the formal 

educational system. 

3. 	The Program faces constraints on its capacity to carry out its activities, amung others: 

-It is isolated with respect to the structure of the Ministry of Education and Culture which 

lessens capacity to get intra-institutional support for its implementation. 

-Its internal organizational structure is weak and it is dependent on financial sources 

external to MEC. 

-The present staff is small in relation to the scope of the remaining tasks. Special 

mention must be made of the Financial Directorate which is not operating for lack of 

personnel. 

-Decision making is excessively concentrated in the Under Secretary of Education. It is 

necessary to carry out a reform of the organizational structure of the Program, adequately 

supported by regulations to guarantee a true delegation of authority to the Executive 

Director. 

-The Administrative and Financial Control procedures are not properly supported by a 

project management plan, which is reflected in delays in meeting schedules and in 

excessive indirect costs for the program. On the other hand, since the Financial 
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Directorate is presently not operating the procedures deve!oped in the past months are 

worthless. 

4. At present relations between UNE and MEC are on a good footing which helps the 

implementation of the Program. Nevertheless, the Program might face resistance from 

UNE if its relations with MEC deteriorate or if UNE begins to perceive P.N.E.P. as a 

foreign project, started and supported by foreign sources. In this regard, MEC should 

find a way to present P.N.E.P. as a true national project. 

In view of the above, the evaluation team recommends that: the remaining funds for the National 

Program of Preventive Education be released under the following conditions: 

1. 	 The funds should be expressly dedicated to two components of the Program: 1) a pilot 

stage with its follow on and 2) the completion of the teaching materials for the teachers' 

use, including publication. MEC should deliver the booklets, teaching guides, etc., as 

finished products ready for use by the teachers. The pilot stage would permit revision 

of these materials before their final publication. 

2. 	 The Ministry of Education should obtain other funding sources, or assign its own specific 

resources for training the teachers who will implement the Program. 

Observation: New sources of financial support are being sought by Ministry of Education, to cover its 

teacher's training program. Two alternatives are being considered: The National Assembly through a 

special financial allotment within the state's General Budget and the United Nations Drug Control 

Program (UNDCP). 

3. 	 In the released budget funds should be allotted to provide for the Program with technical 

assistance in project planning, implementation, and monitoring the technical assistance 

should be for specific purposes and should deliver specific, clearly defined products, such 

as: project design, a overall planning of the Program, a training plan and an 

implementation design for that plan, and appropriate follow on systems. 



MEC -22 

4. 	 In order to achieve the insertion of the project in the formal structure of the Ministry, as 

well as to lessen the impact that political changes have had in the past, it is recommended 

that the Ministry be requested to undertake a structural reorganization of the program, 

transferring it from its present location to a department of the Ministry. The 

Departments of Curricular Planning Student Welfare or even DINACAPED could be 

considered. In this reorganization attention must be given to the need to strengthen the 

decision making role of the Executive Director of the Program. 

Observation: Subsequent to the delivery of tie draft of this report to AID, the evaluation team from 

Sim6n Bolfvar Foundation had a meeting with the Underscretary of Education, for the purpose of 

reviewing the acceptability of this recommendation and the feasibility of its implementation. The results 

were clear the Under Secretary is in favor of a reorganization of the Program, to the extent of assigning 

it to a Department within the Ministry other than the Under Secretary's office. For this reorganization, 

the possibility of reincorporating the original Technical Commission, partially or totally, is being 

considered, with the purpose of turning it into the permanent technical body of the Program. 

5. 	 The Ministry of Education should assume on its own the costs of maintaining a Financial 

Directorate for the Program. Its assignment to the overall Financial Directorate of the 

Ministry has prove, in the past, to be ineffective. In view of the conditions resulting 

from the Fiscal Austerity Policy, an alternative would be the temporary transfer of 

officials from the Ministry of Finance (an agency which is also responsible for the 

Program). 
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"Real Structure of PNEP as of August 1991"
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NATIONAL COUNCIL FOR CONTROL OF PSYCHOTROPIC
 

AND NARCOTIC SUBSTANCES (CONSEP)
 

EXECUTIVE SUMMARY
 

Introduction 

The new law on Psychotropic and Narcotic Substances, enacted in September 1990, has made 
major changes in the legal framework of the drug problem. The law also establishes a ministerial-level 

National Council for Control of Psychotropic and Narcotic Substances (CONSEP). 
In view of this and as a result of initial contacts made by CONSEP, USAID has requested an 

assessment on the present status of this state agency with the purpose of determining what kind of 

assistance (if any) USAID might provide. 

Findings. Conclusions and Recommendations 

The present status of CONSEP is characterized by the following elements: 

OA lack of definition on the very nature of the organization. It has not been determined yet 
whether its functions are mainly coordinating and secondly implementing or vice versa. 

OWith regard to its organizational development, staffing and infrastructure, CONSEP is still 

being structured; some areas are more advanced than others with respect to its institutional development. 

In this aspect, the prevention area is behind the other areas. 

*The level of autonomy with respect to the government is limited by two conditions: political 
dependency on the Attorney General's Office and, strong political considerations which determine the 

position of the Executive Secretary in policy issues. 

Olt is hard to determine whether the budget assigned to CONSEP is adequate for its 
programmatic activities. At its present level, it is sufficient to cover only basic operational expenditures. 

Specific programs have not been defined so it is impossible to determine whether or not h. needs an 

increase in funding. 

eCONSEP's management information systems (MIS) are poor. There seems to be little interest 

in developing them. 

In view of the above, the evaluation team recommends: 
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1. 	 For now, the USAID should not provide financial assistance to CONSEP, because there are 

no clear cut programs or projects on which said assistance could be implemented. 

2. 	 Technical assistance should be provided CONSEP in the following fields:
 

-- Program planning, design, implementation and evaluation.
 

-- Training CONSEP's staff in dng abuse prevention programs and methods.
 

Observation:
 

CONSEP wants financial assistance to pay for its programs. It does not appear interested in technical
 

assistance. This lack of interest has to be considered since any offer of technical assistance could meet
 

with indifference or resistance by CONSEP.
 

3. Given the limited resources available, it is important that there be no duplication of efforts
 

and that activities of one USG agency complement the work of other agencies. In considering
 

assistance for CONSEP, USAID and NAS have complimentary roles. In this regard, it is recommended
 

that NAS (with the concurrence of the INM/Washington Demand Reduction Program Manager) consider
 
providing technical assistance in program planning, design, implementation and evaluation to CONSEP,
 

and that in addition such technical assistance be viewed as providing a catalysis to CONSEP in
 

establishing clear mechanisms of cooperation and coordination with the various GOE Ministries and
 

Agencies which form part of CONSEP.
 

4. USAID might wish to promote awareness in CONSEP about the importance to establish a
 

narcotics database and MIS system.
 

Observation: An alternative to the recommendation above is also proposed. Since CONSEP has no
 

capability and is not interested in developing a drug data base, USAID might wish to use a non

governmental organization to develop a database system which, in any event, is needed by CONSEP,
 

GOE Agencies and other private sector institutions that work in prevention. CONSEP could help
 

coordinating data gathering and would in turn receive assistance from the non-governmental organization
 

on the identification of important indicators and satisfying its own information needs. CONSEP would
 

have access to this data bank. Technical and financial aid would be provided to the non-governmental
 

organization.
 



I. 	 Introduction 

The new law on psychotropic and narcotic substances, enacted in September 1990, has made 

major 	changes in the legal framework within the global drug problem. The law also establishes a 

ministerial-level National Council for Control of Psychotropic and Narcotic Substances (CONSEP). 

In view of this situation and as a result of initial contacts made by CONSEP, USAID has 

requested an assessment of the present status of CONSEP, with regard to the following: specific 

functions; target groups; approved budget; levels of autonomy; staffing and degree of institutional 

development in order to determine the kind of assistance (if any) that AID could provide. 

II. 	 Methodology. 

With the purpose of responding to inquiries set forth by the USAID, the evaluation team carried 

out a document analysis of the legal framework which governs CONSEP, as well as of its organizational 

structure and programs. 

On the other hand, in order to present a more accurate panorama, all persons in charge of the 

different areas of CONSEP were interviewed. 

The following CONSEP Officials were interviewed: Doctor Remigio Poveda, Executive Surrogate 

Secretary; General Arturo Pazmifio, National Director of Control and Auditing; Doctor Gladys Raza de 

Mena, Advisor, and Attorney Fernando Utreras, Financial and Information Director. 

III. 	 Findings 

A. 	 Functions of CONSEP 

The National Council for Control of Psychotropic and Narcotic Substances (CONSEP) is an 

Organization created under the Law on Psychotropic and Narcotic Substances of 1990. It has jurisdiction 

over compliance of all provisions of the law, except direct 'pression of drug trafficking. The latter 

function is entrusted to the National Police through INTERPOL, Customs Police and the three branches 

of the Armed Forces. 

Specifically, CONSEP has the status of a "Legal and Autonomous Entity of Public Law, with 

jurisdiction throughout the entire Republic of Ecuador..."'. In this regard, the Law states that CONSEP 

will have a high level of autonomy and will be endowed with its own patrimony and funds, as well as 

special 	budget and jurisdiction for the collection of its own resources. 

CONSEP was created as an entity to replace DINACONTES (National Directorate for Control 

Law on Narcotic and Psychotropic Substances, Official Register No.
 
523 of September 17, 1990, Title One, Article Nine.
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of Narcotics Trafficking)2 . Since the latter did not have either enough autonomy or the necessary 

political hierarchy to endorse its pr-igrams of control, repression and prevention of drug use. 

In addition to being the main agency responsible for compliance with the anti-drug law, CONSEP 

is also the body that establishes national policy in the field of drugs. To accomplish that, its Board (the 
highest decision making body) is made up of high level decision makers: the Attorney General, Interior 

Minister, Education Minister, Social Welfare Minister, Defense Minister and Foreign Minister3 . 

The Law identifies delegates to CONSEP. On previous occasions, delegates sent from the various 

ministries lowered the authority of attempts to form Commissions or Committees to promote anti-drug 

policy. To prevent this possibility, the regulations to apply the Law" precisely set forth the procedure 

for appointing delegates in such a way that preserves the political status of the Board. Delegates cannot 

be lower than under Secretary level in rank. Each of the participating Ministries can only send a 

National Director as an alternate delegate. 

In summary, CONSEP's functions are the oversight and control of precursor chemical products 

(called " essential substances"); and the prevention of drug use. Besides these two major responsibilities, 

it has an important political role which is to draw up, through its Board, the National Plan for prevention 

of consumption, repression of traffic and production and rehabilitation of users. At least in theory, it 

is a key political decision maker for the formulation and implementation of the Ecuadorean anti-drug 

policy. 

Complementary functions to the ones above mentioned are the gathering and processing of all 

drug-related information for the entire country, in order to form a central database; licensing of private 

treatment and rehabilitation centers. It has broad powers to dispose of goods seized in conection with 

drug-related crimes and to update the lists of substances subject to control. 

Finally, in the text and Regulations of the Law, there are dispositions which add two "adjunct" 

2 
 Interviews with persons in charge of CONSEP: Doctor Remigio Poveda,
 
Doctor Gladys Raza, General Arturo Pazmiflo and Attorney Fernando
 
Utreras; August 9 and 12, 1991.
 

Law on Narcotics etc, Article 12.
 

4 
 National Register Supplement No 637 of March 7, 1991, pages 1-24.
 

5 
 Law on Narcotics, etc. Article 7.
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functions which are: research into the causes of drug addiction' and follow-up of narcotics trafficking 

lawsuits7. It appears that these functions were inherited from DINACONTES and from the Attorney 

General's Office. 

It is worthwhile to examine carefully CONSEP's jurisdiction in two priority areas: control of 

precursor chemicals and prevention of drug use. 

As far as precursor chemicals are con,;erned, CONSEP's jurisdiction is quite clear. It issues 

authorizations for their legitimate use, controls imports, supervises their ultimate destination, keeps a 

register of authorized persons and firms, undertakes technical investigations, stores seized substances (also 

psychotropic and narcotics) and determines the final destination of these substances. CONSEP has issued 

two regulations to implement these functions: one internal regulation for supervising direct sales, 

donation or destruction of confiscated chemical substances' and another with guidelines for authorizing 

individuals and firms as importers and/or exporters of chemical substances subject to fiscal control9 . 

With regard to prevention, CONSEP's attributions are ample, but somewhat ambiguous. Article 

16, paragraph 7 of the law establishes that "CONSEP guides, coordinates and supervises prevention 

activities on drug abuse on a national scale so that these conform to the national plan". Article 26 

establishes that "all advertising campaigns to eliminate production, traffic and consumption or all chemical 

substances subject to control, must be approved by the Executive Secretary of CONSEP". On the other 
hand, in article 13, paragraph 10, the law gives jurisdiction over the statutes of any organization or 
institution, concerning activities governed by this law (including prevention)" This, in effect, gives 

CONSEP the power to authorize the operation of non-governmental organizations to work in prevention. 
This power also appears in the current draft of the Regulation of the Organic and Functional Structure 

of CONSEP. In article 2, paragraph 4, it states that CONSEP has the power to authorize .... the creation 

of public or private agencies specifically aimed at psychotropic or narcotic substances. These agencies 

6 Law of 1990, articles 16, 13. 

7 1990 Law, article 13. 
1991 Regulations, article 15,2 

8 Oficial Register No 722 of July 9, 1991 pages 9 and subsequent. 

9 Idem pages 12 and subsequent. 

10 Our notation 
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will be subject to CONSEP's policies". 

The law also establishes CONSEP's jurisdiction over training, as well as that of personnel of 

.private organizations qualified to work on prevention activities' 

The scope of CONSEP's attributions in the field of prevention is broad and ranges among 

authorization, coordination and implementation according to one of the persons interviewed: the Director 

General's office for Prevention should have "indirect implementation responsibilities in the National 
'' Prevention Plan 3. 

B. CONSEP's Tar2et Groups 

CONSEP has two major target groups divided according to the areas of precrisor chemicals and 

prevention. The target group of the Office of the Directr General for the Control of Precursor 

Chemicals 4 is the commercial and industrial sector of Ecuadot. Up to the date of this evaluation, 

CONSEP had provisionally authorized 113 firms to import essential substances (precursors). 

Control tasks imply keeping statistics on the number and type of precursors subject to control, 

mailtaining a registry of buyers and verifying final use, of these substances. Up to this date, no reliable 

statistics exist on the volume of imports of precursors made in Ecuador, nor on the volume of seizures 

of these substances'. 

These control tasks, assume that control ,.xists over the transportation and storage of these 

substances from the ports of arrival (mainly Guayaquil and Manta) to their final destination. These tasks 

involve coordination with the National Police and the Customs Police. But as yet these control systems 

have not been established'". CONSEP is requesting financial aid from the USG in order to contract 

technical assistance consultants for determining the country's requirements for imported chemicals. A 

11 Cited document CONSEP, page 13
 

12 1990 Law. article 16, parag. 17
 

13 
 Interview with Doctor Gladys Raza CONSEP's counselor and Author of
 

"Outlines on the National Plan on Prevention of use of Psychotropic
 
and Narcotic Substances". (CONSEP, May 12, 1991).
 

14 Interview with Managing Director on Control and Auditing, General
 

Augusto Pazmifio, August 12, 1991. Except when indicated, all
 
infornation on this area is from this source.
 

15 
 It must be clarified that traffic of essential substances was not a
 

crime, prior to issuing the Law.
 

16 (Idem).
 

"\11
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draft memorandum of intent with the USG dealing with the control of precursors also exists.'7 . 

In prevention, CONSEP considers its target-group to be the entire population of Ecuador, 

including groups in institutions (e.g. military, prisons and youth detention centers) 8 with special 

emphasis on the population from 12 to 25 years old. For the selection of prioritary groups, "critical 

areas" will be those meeting two criteria; geographic, areas of difficult access, areas hard for the State 

agencies to enter, and areas of drug cultvation; and those areas with high levels of consumption and/or 

production of psychotropics and narcotics. 

Prevention activities are presently at a standstill. They will remain so until the new National 

Prevention Plan is approved, and authorization is received from UNDCP (formerly UNFDAC) to 

complete preventive activities funded by Agreement AD/ECU/86/513. Unused funds from this agreement 

amount 	to approximately US$ 90,000.00, which will be absorbed by the new Director General's Office 

for Prevention. Between 1987 and 1990, under the agreement with UNDCP the beneficiaries were: 

210,824 pre-school students; 11,090 primary students; 135,366 high school students and 5,532 college 

students; 1910 laborers; 2,328 member of the armed forces and police; 5,835 slum dwellers; 325 persons 

in public health clinics; 4,091 persons in clubs and private organizations. This totals 377,301 

Ecuadoreans, or approximately 3% of the total population 9 . 

C. CONSEP's Budget 

By Executive Decree No. 230320 the National Government approved CONSEP's 1991 budget 

for S/.767,900,000, of which S/.514,800,000 correspond to an ad hoc financial allotment for the 

Organization; S/. 150 million correspond to contributions from international institutions, 3 million from 
fines for violations of anti-drug laws, 50 million come from seized property, cash and titles, 50 million 

come from investments of seized cash, and 100 thousand from private donations. 

As can be seen, direct funding from the National Government is the main source of funds to 

CONSEP (67%) and only 14.4% of the budget may come from proceeds of violations of the law. 

17 	 Interview with Attorney Fernando Utreras. CONSEP, August 5, 1991.
 

18 	 Interview with Doctor Gladys Raza, August 12, 1991. Except when
 
indicated, information on Prevention comes from this source.
 

19 	 General Directory on Prevention informative data on beneficiaries of
 

project AD/ECU/86, CONSEP.
 
Provisional data were used from the National Census Bureau of 1990,
 
INEC, 1991
 

20 	 National Register No. 652 of March 28, 1991
 

http:90,000.00
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CONSEP was to have been self-financed through these proceeds but they are not sufficient. 

Fixed costs (salaries, rentals, equipment maintenance, etc.), account for 56% of CONSEP's 

budget (S/.433,000,000) and 44% for variable costs S/.334,700.000). 

Since CONSEP does not yet have any specific programs, it is very difficult to determine what 

its budget for program activities is and whether or not available funds are sufficient to implement future 
programs. The general impression of people interviewed is that the budget is hardly enough to cover 

salaries"2 . In effect, an analysis of the budget, confirms this impression, since nowhere is there any 

allotment for expenditures for prevention program activities or assignments for laboratories or storage 

of seized substances. From this analysis of its budget it may be concluded that CONSEP is mainly a 

coordinating agency and not an implementing one. 

D. Level of Autonomy, 

The anti-drug law defines CONSEP as an autonomous body, and tries to preserve that autonomy 

by giving it mechanisms for achieving its self-sufficiency. However, at present these mechanisms are 

insufficient. 

CONSEP is closely linked to the state Attorney General's Office. CONSEP'S President is the 

Attorney General"2 . Also, to a great extent the actual infrastructure of CONSEP is part of the Attorney 

General's Office; for example, CONSEP is located in a building belonging to the Attorney General's 

Office; and CONSEP's computer system is also on loan from the Attorney Genral's Officep. 

Therefore, an important limitation to CONSEP's autonomy is its dependence on the Attorney General's 

Office. 

A second constraint to CONSEP's autonomy stems from the political nature of the organization, 

which makes the designation of the key position of Executive Secretary, subject to political 

considerations. This is clear in the selection process of CONSEP's Executive Secretary. This process 
implies negotiations among the Ministries that form the Board. These present a list of three candidates 

to the Executive President (Attorney General) who in turn presents it to the President of Ecuador'. 

21 Interviews with CONSEP's officials.
 

22 Law of 1990, article 12 

23 Interview with Attorney Fernando Utreras, Administrative Director of
 

CONSEP.
 

24 Interviews with Doctor Remigio Poveda and General Arturo Pazmifio.
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E. Staffing, 

CONSEP's budget provides for 181 employees, however, the real figure at the moment is 1161. 

The breakdown of personnel is as follows: 75 persons (64.7%) form the group of support and 
services, made up of people of low educational levels (elementary and high school) who serve as: 
secretaries, drivers, security guards, warehouse keepers and other support staff. The rest, 41 officials 

(35.3%) are professionals with college and advanced degrees. 

As far as training in the area of drugs is concerned, these are staff who previously worked with 
DINACONTES or the Attorney General's Office (in the prevention field) or with the National Police 

supply reduction. With the exception of recently hired biochemists26 , all professional staff have 3-5 

years of working experience in the field of drugs. 

F. Information collected by CONSEP. 

The anti-drug law gives CONSEP the responsibility of collecting and processing, in a central 

database, information concerning the situation and trends regarding drugs which exis,'s in the country, 
so it may prepare reports and documentation for the needs of the government and international 

organizations" . 

However, the formation of the central database is behind schedule, with respect to other areas 
mof CONSEP and available information has not been processed' . On the other hand, in CONSEP's 

present organizational chart 9, there is no reference to the data section or to a central database. The 

draft of the "Internal Regulation of the organic and functional structure of CONSEi" ' makes no 

reference to these either. 

These omissions strongly suggest that CONSEP either does not have the capability to crnize 

such a database, or is not interested in doing so. 

At present, only raw information exists (in printed form, not on comp-terized 111!s) zPn the 

25 CONSEP, summary of human resources, given by attorney Fernando 
Utreras to the evaluating group, August 9, 1991.
 

26 Interview with General Arturo Pazmifio.
 

27 Art. 13, parag. 11; and art. 16, parag. 6.
 

28 Interview with 
attorney Fernando Utreras, Director of Finances, 
Statistics and Archives.
 

29 See Annex. 

30 CONSEP, 1991 
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following fields: judicial--about cases on drug trafficking and use, based on the old DINACONTES files 
(includes volumes of seized drugs); consumption--only those produced by the Attorney General's Office 
from its survey of 1981-1984 are considered official data; non-official data come from the Ministry of 
Public Health through a 1988 survey conducted by the Fundaci6n Nuestros J6venes; precursors, the 
volume of seized substances up to the present year (1991) only on a general level and without processing, 

a directory of authorized importers, as well as imported volume". 

It appears that processing of essential information is done in the private sector, or by the National 
Police through INTERPOL, the Customs Police, etc. CONSEP simply requests information whenever 

it has to prepare a report for an international organization. 

There are no procedures (nor infrastructure) for developing information on the trends of drug
related problems and so goals, objectives and projections made by CONSEP are based on very limited 

information. 

G. Present Level of Institutional Development.
 

All persons interviewed and documents reviewed reveal that in less than a year since its creation,
 
CONSEP has cczne a long way in the process of institutional development, e~pecially in administrative, 
financial and personnel systems. Administrative and financial manuals have been developed, as well as 
procedures for contracting and procurement 2 . 

Some of CONSEP's departments and areas are more advanced than others. For example, the 
Director General's Office for Control and Oversight appears to be the most advanced branch in 
institutional development, although it faces inter-institutional coordination with the National Police and 
the Customs Police in the field of control33 . The financial and administrative areas have been 
consolidated. The General Dire,:torate on Prevention is very much behind in its institutional 
development. It does not yet have a permanent Director. Still, it is the only division of CONSEP that 
has an incipient infrastructure at a national level although presently limited to only 11 provinces which 

are properly organized'. 

However, in all of the statements given by the people interviewed, except those by General 

31 
 Statements of General Pazmiflo.
 

32 Information 
given by the Financial Director, Attorney Fernando
 
Utreras.
 

3:3 Interview with General Pazmifio.
 

34 
 Statements by Counselor, Doctor Gladys de Mena.
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Pazmifio, Director of Control and Oversight, the same theme appeared, that CONSEP was "in a period 

of transition", meaning a period of uncertainty regarding institutional development. The status of 

budgets, programs, target group identification, level of autonomy and staffing resources, confirms that 
CONSEP, is still in its initial stage of development, and that many basic institutional questions (such as 

the prevention area and the nature of CONSEP's role) have yet to be defined. 

Given the time that is left for the present Government, and the limitations on the autonomy of 
CONSEP, it should be expected that the so called "period of transition" will last for some time yet, 

possibly through 1992. 

H. A Drug Data Collection System 

In previous paragraphs we have indicated the lack of relevance and the poor present status of 

CONSEP's data collection systems. Judicial information relates to the former anti-drug legislation, but 

does not pertain to the new law, nor to CONSEP's own needs. The same thing occurs with the 

consumption data. The basic point is that the data from 1981-1984 are old and cannot be compared with 

the data collected in 1988 . 

Finally, data on seizures Lf precusors have not been adequately processed, and time series of 

these seizures cannot be drawn up to assess trends and patterns in this problem area. Without knowing 
the real and projected needs of Ecuador for the import of these substances, any figure given to measure 
the seriousness of sales of precursors for drug trafficking, unfortunately, is pure speculation. 

In each of the above mentioned areas (law, consumption, precursors) it is necessary to develop 

new indicators and, particularly, to find out if CONSEP would or would not like to develop a central 

database. At present it has no capability or personnel to do so. 

Statistics available to CONSEP, through public and private institutioiis that work with drugs, 

among others, are: medical indicators on treatment and rehabilitation; secondary statistical indicators 

on consumption by type of drugs, such as, number of overdose patients, attended by the public health 

system; number of accidents caused by or related to drug use; judicial statistics, such as percentage of 
indictments for drug trafficking in the last year and percentage of drug trafficking criminal cases which 
have actually been sentenced. INTERPOL could collaborate in the development of a system to measure 

volumes of seized drugs, by type of drug and quantity, because present statistics do not give accurate 

35 See Bonilla Paul and Andrade Pablo, Consumption of drugs in Ecuador: 
A quantitative approximation, Our Youth Foundation, Quito, 1989.
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calculations'. Volumes of previously imported precursors can be determined by import permits issued 

by the Central Bank (possibly using 1988 as base 7 with projections from 1993. 

IV. 	 Conclusions and Recommendations 

The evaluation team recommends: 

At present, the USAID should not provide financial assistance to CONSEP. No clear programs 

or projects exist to which financial aid could be applied. From the documents examined and people 
interviewed, it is not at all clear where CONSEP is going. Its role as coordinating or implementing body
 

has not been Jefined. It is an institutionally immature organization.
 

Technical assistance to CONSEP is recommended in the following fields:
 

1. 	 Drug abuse prevention planning and program design, implementation and evaluation.
 

2. Training of CONSEP's personnel in prevention theory and approaches.
 

Observation: CONSEP has shown interest in obtaining financial assistance for its programs, but no
 

technical assistance has been requested. It would be worthwhile to take into consideration this lack of 
interest, because, an offer of assistance could meet with indifference or resistance from CONSEP. 

3. Given the limited resources available, it is important that there be no duplication of efforts and 
that activities of one USG Agency complement the work of other agencies in considering assistance for 

CONSEP, USAID and NAS have complementary roles. In this regard, it is recommended that NAS (with 

the concurrence of the INM/Washington Demand Reduction Program Manager) consider providing 

technical assistance in progran planning, design, implementation and evaluation to CONSEP, and that 
in addition such technical assistance be viewed as providing a catalyst to CONSEP in establishing clear 

mechanisms of cooperation and coordination with the various Ministries and Agencies which form part 

of CONSEP. 

4. USAID could promote awareness in CONSEP about the importance of data collection and 

processing systems needed to accomplish its mandate. 

Observation: An alternative is proposed for this point. Since CONSEP does not have the capability 

36 Informal measures are used such as: boxes, bags, sacs, etc.. The 
proper procedure would be to give information in kilograms or metric
 
tons. This could be regulated by CONSEP, since it has the attribute
 
to destroy seized substances.
 

37 
 Any other year could be taken, but 1988 would seem to be a key year

for several reasons: it is the year when links between Ecuador and
 
the drug cartels are first mentioned, as supplier of precursors; it
 
is also the first year of a Government that establishes import

policies and inter-related anti-drug campaigns; in addition, the
 
effort required to gather this information would not be excessive.
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and has no interest in developing a drug database, USAID could support the following mechanism: a non
governmental organization could develop a database system to provide CONSEP and private organizations 
with information needed for program planning in prevention. CONSEP would provide support in the 
coordination of data gathering and would in turn receive assistance from the non-governmental 

organization on the development of appropriate indicators and would have access to this database. 

Technical and financial aid would be provided to the non-governmental organization. 
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$ 30.000,00 	 Editora Naconal 2288 Condeccrase al sefior Dotor Jos M gzel 
Varas Saman:ego ..................... 

2289 Condcc6rase al sefior Embajadar Ignacio Ar.
.taje: 8.000 efemplares.- Valor $ 100,00 caya ....................................

E d000ele r:s1- Vaor $290 Condec6rase al sehor Emba;ad3r Lus ie. 
5 

Edlci6n: 16 pfginas rrera 	Marcano ................... 
 .. 6 
2299A Modlfase el Decreto Ejecutlvo N9 587 del 

23 de abril de 193q ................. 6SU M A R 03 prbase-el Prepueo del Consefo Na.
clonal de Control de Su-tarc'as Estupefa.

lea.: Pgs. c.entes y PIcotr6plcas (CONSEP)......... 7 

ACUERDOS:FUNCION LEGISLATIVA 

RESOLUCIONES: 	 MINISTERIO DE AGRICULTURA: 
0109 	 Ref6rmase el Art. 49 del Acu'rmdo M ni-te:-i-l 

- Apru base el Acuerdo entre la Repfcblica NP 0103 de 3 de julio do 1990 ............ 15 
del Ecuador y Chile sobre Indomume ta os 1 012&A Facdltase a la Comuna 'Dauiar" Ia ve :ta 

- Agruebase el Convemo Internac onal sobr! el de tn lote de terrnuo .................. 15 
Apartei en 13 Deportes.... .... ........ 0133 Apru~base el Estatuto y conc6dese p?r o *e. 

- Aprubase cl Convenlo Universal sobre De. ria juridVca a la Asociac'6n de Trabiirdo. 
recho de Autor ...................... 2 re3 Agricolas "San Juan de D:os", doam c. 

- Apru6baqe el Convenio de B~rna pa-a 'a Hmila en (I cunt6n Baba .................. 16 
P.otecc'6m de las Obras L terar as y Art's. 
ficas ............. ............... , EL. CONGRESO NACIONAL. 

FUNCION EJECUTIVA 
En ejercido de lM factitades qte le confiere e 

DECRETOS: tera hi del acticuo 59 do la Conmit.6n de :a Re
pblia. 

23-A Designase al Doctor Horaclo- Sev'la ror'a, Resuelve 
Embalador Extranrdlnar'o w P en'po'en-ia 
ro del Ecuador en Rcp b'ila Doa nira-a 2 Aprobax el Acuerdo entre la RepfbUca de Ecua. 

21 	Pestpnase a' Doctor Eldrardo To ar F'erro dor y ChWe sobre 1ndocumeo=ad, s to en Quito 
Embajador Extraordinaro - Plenipote-cia e 28 de septiembre de 1990 
rio del Ecuador en N.earagna ............ Conwow eeta Resouci6u a la Func6n Ejecu

223 	 Desi-nase al Do tor GilI R'vade-e'r- Cu- tiva. 
va Emba;a~o, Extraorrlnar'o y Plea'po en
c'nrlo del Ecnd,r e' Pu'a-est ........ Dado en la c'udad de Quito. en ]a Sara de Sex'o.223 Dcsinase ni Doctor Carlos de la Torr R.. nes del Coogreso Naciona', a los ca,.orce dias del 
yes Embajadqr Extraordlnaro y Plen'po- mes de raarzo de mi noveclencos noverra y uno. 
tere arlo del Ecuador ei Mxlc ......... 3 f.) Dr EWelberto Boa'la Ofeas. Presdente 'al 

2234 CondOerase al refior Florst Klmann ...... 4 H. Corgreso Nacion1i - f.) Lcdo. Camilo Restrepo
2285 	 Condecorase a la sefo.a Ursula lauser ... 4 Gi6n, Secretario General. 

http:Conmit.6n
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Dado en el Placlo Nacional, en Qu:t), a 22 de 

marzo de 1991. 
f.) Rodrigo Boria, Prsde.,.t C . t't-c'o ial de IL 

Reptbl'ca.-- f.)Juan Falconi Puig, M nit:o de Ti. 
dustrias, Comerc'o, Integrac'6a y Pasca.- f.) Pablo 
R. Better,' Minist.-o de F n~nza; y Cr1ito Pfbt.ic.. 

Es copia.- C-'rtf'.co: 
f.) Waslvngon Herera. Secretario General d:! )a 

Admjinstrac.6n lbxiica. 

NQ 2303 

RODRIG4) BORJA, 

Presldente CcnstAuclonal de la Repdbllea 


Considerando: 


Que para el curnplimicnto de la Ley sobre Sus. 
tae'as Estupafacientes y Psicotr6picas, mediante am-
tcu'o 9, se cre6 con sede en Quito el Consejo Nacional 
de Ccatrdt de Sustancias Estupefacients y Ps:co. 
tr6picas (CONSEP), como persona juridica aut6noma 
do derecho pibhUco. que ejerceri sus atribuciones en 
todo el territarfo nacaxal 

Que el Ccrsejo Directlvo del CONSEP aprob6 en so-
sidn de 26 de dicembre de 990, el Proyecto de Pre-
supuesto de Ja Entidad, y ha remitido ;ara su apro 
bacidn y expedci6n a ,aPresidencia do la Repfiblica. 
conforme lo establece Ae mxe:W 3. del articulo 13 de 
la refrida ley. 

En ejercicio de sus atribuciones .. onstituic.m-!cs 
y legaes, 

Decreta: 

ARTICULO PRIMERO.-

Aprobar el siguiente Presupuesto del Consejo Na-
donal de Contrci de Sustancias Estupefacientes y Psi-
eotr6plcas (CONSEP), para el ejercicio financiwao de 
1991, el misron qua regiri a partir del 19 de enero 
de 199L 

SECTOR 1-- SERVICIOS GENERALES 

CONSEJO NACIONAL DE CONTROL DE SUSTANCIAS 
ESTUPEFACIENTES Y PSICOTROPICAS (CONSEP) 

BASE LEGAL.-

- Ley sobre Sustancias Estupefacient-e. y Ps!cu, 
tr6p:cas, publ:cada en el Regiswa Oflcial N 523 el 17 
de septiembre de 1990. 

- Ley Orginica de Administraci6n Financiera y 
Con.moL 

- Ley de Rk:men Adm:nistrat~vo. 
- Ley de Regulad6a Econ6mica y Controi del 

Gas.o PWbLco. 

- 28 DE MARZO DE 1991 

- Ley de Rerrmmeraciones de los Servidcres Pid. 
blicos.
 

ATRIBUCIONES PRNClPALES.-

De ccnformidad con los articukcs 13 y 16 &- la Ley
sobre Sustancias Estupefac'entes y Psicotr6p:cas, el 
CONSEP ejercerA las siguientes ahibucion.ws p'nci
pales: 

- Formular el plan nacional que contenga las es. 
trategias, y progranas para (a prevenc:6n del uso in. 
debido de sustanc:as sujetas a fiscai.zaci6n. de su 
pmdi~d6n y comercializaci6n. para aa represi6n d- la 
producci6i del trAfica "W.toy para la rehab3.taci6a 
da personas afectadas par su uso. El p an serA s:metido 
a la aprobaci6n d,.) Presidente de ]a Repfb ica. 

- Aprobar Ins reglamentos internos y ]a Profcrma 
presupuestaria. 

- Autor.zar a su Presidente ]a susar.pci6n de 
acuerdos y compromisos de cooperaci6n internacicnal 
tcnica y ecanomica. 

- Orientar y supervisar las campafias referentes 
al ccnsumo y trAfico illcitos de las sustancias Sujmtas a 
fiscaliza.i6n. 

- Resolver sobre ei destino de los, bienes a los 
que se refiere el artlcuio 11 de esta Ley, exc pco.aial
mente, sobre la conservacin de plantas y sustanc'as 
sujetas a fiscaUzaci6a o de !abcratorios n equ~pos 
aprhendidos o incautados, para destinarlcs a f'nes 
cientif'cos de entrenaniento o produc-i6n o uso con 
prop6s:tos teraT&t'cos. mod: de uti.,'zac_6a que seri 
controlado pot Ra Secrctar.:a Ejecutiva. 

Requerir. ropiar y procesar !os datos e in. 
fo-maciones sobre cuitivo de p'antas, prcduci6n de 
sustancias sujetas a 'fiscalizaci6n, p2rsonas incursas 

en los ilfcitos determinados, mov'mlnto y trof c) d! 
esas sustancias y otras informacwones prev'stas p:x es

ta LUy y los ccnvenios internac-ona.es: preparar y man
ten- registros; organizar y conservar actua izado un 
archvo general que sistematice la infcrmac:6n, que 
sera mantenida bajo resarva; elab:rar estadist cas, 
proyeccones y previsones ccn estos datos: zolcitar y 
suministrar informac.6n a os jueces c:mp2t.ntes y a 
los crganismos pfibl.ens. naconalcs e internaconales. 
vinculadcs con esta matcri&, e intercambianla en el ca. 
so de datos estadlstccs e informacianes para investi

gacin. 
- Importar. previa autorizaci6n d:I Cons-jo Di

rectivo, sustancias sujetas a fiscalizaci6n, que. de con

formidad ccn !osconvencs internaciona'es, Sean res r
vada3 para ei Estado, a fin de manteneilas como ex.s
tencias normales y especiales y para su verta a hos

p.ta'es, centTcs medicos. laboratorios y frmacinas. 
- Fiscalizar y controlar la prod ci:6-, exist n i 

y yenta de las sustanc'as sujetas a fiscal zac 6n y de 
los rndcamen'os que tas contenga y, an ca.o d- que 
se reg:str n f:tantes. enviar cl acta de rscalizac'6n 
a los jueces competertes, para Ei respectvo enjui
dam ento. 

- A.tuar como Cepo, taria Ce las su t: n-.-iaso)b: ". 
nes obzto de aprehens on. incaLtac6n y cormiso e in. 
tervcndr en !a destrucc 6n de !as sustancias sujetas a 
fscci'zac 6n que hayan sido obicto de aprehensl6n, in
cautzciW-n y comiso. 

http:informac.6n
http:internac-ona.es
http:ahibucion.ws
http:Admjinstrac.6n
http:C-'rtf'.co
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A.- INGRESOS 

PARTIDA 	 CONCEPTO INGRESOS 1"91 

TRANSFERENCIAS CORRIENTES 

31-0305 

4.1.31.'1.000 Aporte FIscwa segfn Partida Pr!su.
 
puestaria N9 ll-0303-ll-A3A3aV.50
02-00-02 


514800.000 
4.2.32.02.00 	 Aportes de Institunmes oficidles in.
ternmacaaz s 
 150'am.003 
4.1.29.10.029 	 Aportes par mutis impunxtas por in

fracciom a esta Ley 3'000.000 
4.1.29.10.000 	 Apcrt en dinero. Utui va!ores y 

otros bienes comisados o el producto

de su enaenaci6n 
 SOO0.O4
P1.1.29.10.029 	 Aportu pot el producto de [as inver o
nes de los dineros aprehenddos o incau
tados realizados en ia fGrma que deter
mina esta 1I,; y. 
 50000.0004.1.41.02.000 Aporte pot donaciones de persona
 
privadas 


100.O0 

TOTAL: 

797'W0.000 

PROGRAMA UNICO.- Cmnsejo Nacional do Sus do y trifico Mcito de ectupacimtes; buscando arotandas Estupefacentes y Picotr6picas (CONSEP) nizr homogdnea y cwentemete dia dlspcsicwnm
DESCRIPCION.- Mediante este Programa, se legales, que le permitan afrcatar el probleam ded nar

pretende neumlizar ]a produc,-i6n, oferta. uso indebi, cotrMico. 

B.- EGRESOS 

RESUMEN DEL PROGRAMA Y ACTIVIDADES 
(em mile de sucres) 

DENOMINACION 1 9 9 1 
Corrienteo Do Capital Total 

I. 	 CONSEJO NACIONAL DE SUSTANCIAS ESTUPE.
 
FACIENTES Y PSICOTROPICAS (CONSEP) 
 722.500 45.500 767.900 

TOTALESi.. 72.500 45.500 787.900 

RESUMEN DE 	RECURSOS HUMANOS: 

CATEGORIAS 
 NP Empleados Gasto (en miles) 
1991 1991 

1 	 EJECUTIVO 1 1.7282 	 ASESOR 4 4.5723 	 OPERATIVO 79 
 70.5964 AUXILIAR Y TECNICO 44 33.810 
.5 	ADMINISTRATIVO 33 	 25.224
 
6 	 DE SERVICIO 20 14.064 

TOTALES: 
 181 	 I0.00 

http:4.2.32.02.00
http:ll-0303-ll-A3A3aV.50
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RESUMEN DE ASIGNACIONES PORL GRUPOS DE GAST3S
 
(eu miles do sucres)
 

GRUPOS DE GASTOS GASTO 
1991 

1. Reazuxrncioe3" 	 473.CO 
2. Servios 	 t25.60 
3. Sumrnistros y Materiales 	 18.000 
4. Bhlees Muebles 	 37.40 
6. Consr .ccicnes y otras inversianes 	 8.000 
A. .rafrerencias 	 105.900 

TOTAL DE GASTOS FIJOS: 	 433..'M 

TOTAL DE GASTOS VARIABLES: 	 334.7W 

GASTO TOTAL: 	 767.90 

DETALLE DE LAS ASIGNACIONES SEGUN EL OBJETO DEL GASTO 

Paurlda CONCEPTO ASIGNACION
 
1901
 

301.302.1101 

,111 Su4dos 150'000.00
 
i 113 Dletas 4'000.000
 

S122 Licencia Remtmerada 200.000
 
123 Subrogacidn l'00.000
 
131 Respossabilidad * 95'000.000
 
132 Subaldio de Anriguedad * 52'000.000
 

- 133 D6cimo Tercer Sue'do 27'000.000 
.. 134 DIcimo Cuarto Sueldo 9'00.00 

135 Sobmsueldos. 28,000.000 
138 Bonificaci6a Estitmuo Pecuiario 6'500.000 

-- 138 Dcimo Quinto Sueldo 1'000.000 

141 Repesentaci6a * 33'000.000 
.142 	 Residencia * 30"000.000
 

146 Conpusaci6a Costa do Vida 3600. 000
* 

148 Transporte o 5700.000 
-150 Riemueraciones Fspe6Wes 27'000.000 

,210 Servicios do Lnstalacia y taslado do !uncionarios 9'000.000 
. 216 Refrigerio 9'000.000 

9'500.000-. 22 Servicis Bhsfcos -. 
'-30 Arrmendamientos 40'000.00, 

6000.000240 Servirwos de Transporte 
250 Servicvs do Cmunicaci&, jPublicidad y cmi.
 

10'00.Wo0
si6a do especies 
263 Servicias d. Comevcib6 Industria y Banca 7'000.00
 

do Elms Mueblo 15000.000
270 Manteniminitor y Reparaci6i 

280 Servicio Especiaizadoa 20'000.0
 

290 Servic'm Varios Gravmenes 
 [00.00 
18'000.010300 Suminstros y Materiales 

o 37'400.00040( Bier. - Muebles 
691 Mantem.niento y Reparaci6n de Edificios
 

0 8'000.000
Locao 
• 13'000 000821 Aparte Patronal (8.85%) 


82 Fonds de Reserva !991 
 * 10'900.001D
 

830 Cuot Intemnacionales 
 72'000.000 
4000.000858 Aporte a ga Coatalorfa 
6 000.000.871 Subsidio Familiar 

http:7'000.00
http:40'000.00
http:150'000.00
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Partida CONCEPTO 

TOTAL GASTOS CORMM.ENTES: 

TOTAL GASTOS DE CAPITAL: 

TOTAL DEL SUBPROGRAMA: 

() GASTOS FLJOS 
(a) GASTOS DE CAPITAL 

ARTICULD SEGUNDO,-

Aprobar el distribubivo de sueada del Consejo Nacional de Sustancias 
cas (CONSEP): 

CONSEJO NACIONAL DE, USTANCAS ESTUPEFACTFNTES Y 

PARTIDA DENOMINACION SUELDO MENSUAL 

SEC-ETARIA EJECUTIVA 

5 (CD) Seretario Ejecutvo del CONS 144.000.00 

10 (CR) Consultr de Planficadca 87,000.00 

15 (CD) Secretaria 3 70,000.00 


20 Cho w 62,(0.00 

25 Awiliwr de Swvkim 58,000.00 

SECRETARIA GENERAL 

30 (CD) Secrehorlo Geera del 0NSEP 102.000.00 

35 (CR) Coasultw Juridlco 87,00.00 

40 (CR) Ara.l-gta de ,'Ssoal 78,000.00 

45 (CD) Secretara 3 70,000.00 

50 (CD) Secretaria 2 66,000.00 

55 (CD) Jefe de Doamntac6n y Ardiivo 81 000.CO 

60 (CD) Aslente do Archivo 68.000.00 

65 (CR) Au)&"kr de Srvias 58,000.00 


DIRECCION FINANCMIMA 

70 (CD) Diector F4bancir 96,000.00 
7 (CD) Ani~sta de Presuesto 72,000.CO 
80 (CR) (otadw 72,000.00" 
86 (CR) Pagadxr 70,000.00 
90 (CR) Guardamac~n 68.000.00 

95 (CD) As'fbenbe de Conti dad 70.000.00 
100 (CD) Secretm't 1 64.000.00 
105 (CR) Auwdliar de S-vio s 58,000.00 

DIRECCION GENERAL DE CONTROL Y 
FISCALIZACION 

110 (CD) Director de Corizol y Fima d6a 96.0(D.00 
115 VCR) Secretarda 2 66,000O0 
120 (CD) Chofer M20o 00 
12 (CR7 .LxT de SemrVcs 58.000.00 

MARZO DE 1991 

ASIGNACION 
1991 

722.500.000 

45'400.000 

767900.000 

Estupefaci-ntes y Psicctr6pi-

PSICOTROPICAS 

SUELDO AINUAL 

1,728,0C0.00 
87M,000.00 
840,000.00 
744,000.00 
696,000.00 

1,224.000.00 
870.000.00 
780,000.00 
840.000.00 
792.000.00 
972,000 00 
816,000.00 
580.000.00 

1,152.000.00 
86400000 
720.(X).00 
700.000 00 
680.00000 
840 '0.00 
768,00000 
580.000.00 

1.152.0000 
6611.10 ( 
7441 nO 
580.000.00 

-'.
 

http:580.000.00
http:580.000.00
http:720.(X).00
http:1,152.000.00
http:580.000.00
http:816,000.00
http:792.000.00
http:840.000.00
http:780,000.00
http:870.000.00
http:1,224.000.00
http:696,000.00
http:744,000.00
http:840,000.00
http:87M,000.00
http:1,728,0C0.00
http:58.000.00
http:96.0(D.00
http:58,000.00
http:64.000.00
http:70.000.00
http:68.000.00
http:70,000.00
http:72,000.00
http:72,000.CO
http:96,000.00
http:58,000.00
http:68.000.00
http:66,000.00
http:70,000.00
http:78,000.00
http:87,00.00
http:102.000.00
http:58,000.00
http:62,(0.00
http:70,000.00
http:87,000.00
http:144.000.00
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PARTIDA DENOMINACION SUELDO MENSUAL SUELDO ANUAL 

DEPARTAMEN'TO DE CONTROL 

130 (CD) Jefe de Control 94,000.00 L009.000.00 
135 (CD) Secateria 1 64,000.00 768,000.00 
140 (CD) Ruperviser de Conte 78,000.00 936,000.(0 
145 (CD) Inspector de Control 64,000.00 768,000.00 
L50 (CD) Inspector do Conxdl 64,00.00 768,000.00 

.155 (CD) Inspector de Control 64,000.00 768,000.00 
160 XD) Inspector de C'nrrol 64,000.00 768,000.00 
165 (CD) Inspecbr de Convar 64.000.00 768,000.00 
170 (CD) Inspector do Control 64,000.00 768,000.00 
175 (CD) Bodeuero 70,000.00 840,000.00 
180 (CD) Chofer 62,00.00 744,000.00 
18 (CD) Cho v 62,GC0.0U 744,000.00 
190 (CD) Vigilmr 60,000.00 720,C00.00 
195 (CD) Vigte 60,000.00 720,000.00 
200 (CD) Vigilante 60,000.00 720,000.00 
205 (CD) V gtar 60.00.00 720,000.00 
210 (CD) VigiLante 60,000.00 720,000.00 
215 (CR) Auxla" de Servioios 58,000.00 580,000.00 

DEPARTAMENTO DE FISCALIZACION 

220 (CD) Jefe de Fisoatizam6n 84,000.00 1,008,00.00 
225 (CD) Secretarm 1 64,000.00 768-000.00 
230 (CD) Supervisor de Fnc'zad a 78.00D.00 938,000.00 
235 (CD) Inspector de Fiscaizaci a 64,000.00 768.000.00 
240 (CD) uipecow de Fi.ca1izabiA 64,000.00 768.000.00 
245 (CD) In*Pocror de Fiscagizad6n 64,000.00 768000.00 
250 C eofr 62,000.00 744,000.00 
255 (CR) Adxi.ar de Senviei 58,000.00 5.000.00 

DIRECCION GENERAL DE MEDIC NA LEGAL 

260 Darector de Medfina Lega 96,000.00 ,152.000.00 
266 1CD) Seoreba'a 2 66,000.00 792,000.00 
270 M4ieo Legista 81,000.00 972,000.00 
275 'CR) M dioo Squbatra 81,000.00 810.000.00 
280 (CD) Chafer 62,000.00 744 000.00 

285 (CR) Auxiiiar de Serv eios 58,000.00 . 580,000.00 

DIRECCION GENERAL DE PREVENC1ON 

290 (CD) Director dB Preve d 96,000.09 1,152,000.00 
295 (CD) Seoretarfa 2 66,000.00 7aOO0.O0 
300 (CD) Chof5" 62000.00 744,000.00 
305 (CD) Auxliar" do Swvims 58,03.00 696,000.00 
310 (CD) Conr de P xioducdn y Dfift 87,03.00 1,044,000.00 
215 (CD) Consahiw de Preverd6n 87,000.00 1'044.000.00 
320 (CD) Coordinador de Ancidn P"ventiva .0. 972.000.00 
325 Diagramadr 66,000.00 792.000.0 
330 (CD) Consuitor de PrO vnci6n 87,000.00 1'044,000.00 
335 (CD) Con lbor do Prevencifn 87,000.00 1'044.C00.00 
340 (C) T6Cm do Ayudas a 'iovaes 66,000.00 792,000.00 

DmEC ON RGIONAL 
(SEDE GUAYAQUIL) 

DEL L.'1'ORAL 

345 
33 

(CD) 
(CD) 

Dtrecw Reginal del CONSEP 
Srtzia- 3 - Pagador 

I2,000.00 
70,000.00 

1,440,000.00 
840,000.00 

http:792,000.00
http:66,000.00
http:1'044.C00.00
http:87,000.00
http:1'044,000.00
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http:96,000.09
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http:810.000.00
http:81,000.00
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http:81,000.00
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http:152.000.00
http:96,000.00
http:5.000.00
http:58,000.00
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http:938,000.00
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http:64,000.00
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http:58,000.00
http:720,000.00
http:60,000.00
http:720,000.00
http:60.00.00
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PARTIDA DENOMINACION SUELDO MENSITAL SUELDO kNUAL 

355 Cader 62.000.00 744,00.00 
360 (CD) Auxqiar de Servicie 58,000.00 696,00.C0 
365 (CD) Consultw J kxirc 67,000.00 1'044,COO.00 

370 (CD) Sec'etmie 1 64,000.00 768,000.00 

DEPARTAIWMT DE CONTROL 

375 (CD) Jefe de Ccutrza 84,000.00 1,0I8,000.00 
380 (CD) Se iwa 1 64,000.00 768000.00 
385 (CD) ftprvisor de ontrd 78,000.00 936,0,0.00 
39 (CD) Su rvisor dco Control 78,000.00 936 000.00 
305 (CD) Inxpeevor do ChninI 64,000.00 768000.00 
400 (CD) Inspecw do Cmtrd 64,00D.00 768000.00 
405 (CD) rmgpector de Cao 64,000.00 768 000.00 
410 (CD) Inspectcr de Contra[ 64.000.00 768000.00 
415 (CD) lnspctor do Control 64,000.00 768,000.00 
420 (CD) Ikpcmtr do Cc.trd 64,000. 768,000 00 
425 (CD) B eguem 70,000.00 840,000.00 
430 (CD) V'gian 60 0o0.00 720.000 00 
435 (CD) Vigilamte 60000.00 720,000.00 
440 Vigi a te 60000.00 720,000.0 
446 (CR) Chafer 62,000.00 620,000.00 
45 (CD) Axiftar de S'vidw 58,000.00 696,000.00 

DEZARTAMMO DE FISCAUZACION 

465 (CD) Jefe de Fbadizad6n 84.000.Ce 1,008.0n.00 
460 (CD) Scretaria 1 64,O00.00 768.000.00 
465 (CD) Supervw de FimaLknjid 78,000.00 93 000.00 
470 (CD) Txieotr de Fiscmkzi6n 64,000.00 768.00000 
475 (CD) Inspcctw da Bcaftac'6n 64,000.00 768.00000 
480 (CD) Inspector do FL-ceuzacn 64.000.00 768,000.00 

DEPARTAMbFWTO) DE MEDICINA LEGAL 

485 (CR) Jefe dL M8&,-m L099 84,000.00 M0,o00.oo 
490 M &M Loegism 1,000.00 972.O0000 
496 (CR) M6d&O SkqP -a 81,000.00 810.000.00 
I00 M~dico Legbta Loo Rfoe 81,000.00 972,00000 
5W (CD) Secretaria 1 64.000.00 768.000 00 
510 Auirz de Setvido 58,000.00 696000.00 

DEPARTAM2T DE PREVENCON 

515 (CD) Cmsdto de Prvev6h1 87,000.00 1'044.42.00 
520 (CD) Secetria I 64.000.00 768.000 00 

525 (CR) Tknico do Preveid6n 75,000.00 7500000 
530 (CD) Choler 62,000.00 744.000.00 

jE'ATURAS ZONALES 

JEFATURA ZONAL NORTE (SEDE IBARRA) 

535 (CR) Jefe Zonal 900.0M o90000 00 0 

540 (CR) Spcrtira 2--P:gador o.000 660 0 00 
545 (CD) Chofer 62.000.00 744 0 (0 

550 (CR) Irmyector d,- ComtHl y Fiscalvzpcf6n 68.00000 60 I'n m 

p.i (CD) I- r-' (i4r C-,nt-ol y Fscalizac'6n 68.0000 88 n' 0 

560 Mdico Lesta 81 On00 9'. IV1 

5AS M6d c'n Leest Circht 81.0no0no c '4II'0 
570 (CD) Consu.tor de Prevenci6n 87,000.00 1.044 0( 0 
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575 
M80 

(CD) Bodeguem 
AuxIiar de Servicios 

70,000.09 
58.000.00 

840,000.00 
696 00 00 

JEFATURA ZONAL NORORrENTE (SEDE TENA) 

585 
500 
595 
600 
605 
610 
615 
620 

(CR) 
(CD) 
(CR) 
(CR) 
(CR) 
(CD) 
(CR) 

Jefe Zznal 
S-retar~a 2  P.g:dor 
Chofer 
inspector de Fiscalizaci6n 
Mcico Leg'sta 
Consultor de Prevenci6n 
Bodeguero 
AuxLar de Serv'cios 

90,000.W 
66,CW.00 
62,000.00 
64,00.00 
81,000.00 
97,000.00 
70,000.00 
58.000.00 

900,000,00 
72 000.00 
623,000.CM 
640,M-0.00 
810,000.00 

1,044.000.00 
700,000.00 
696,C00.00 

JEFATURA ZONAL CENTRO (SEDE AMBATO) 

-625 
-630 
- 635 

- 640 
. 645 

650 
e55 

660 
665 
670 
675 
680 

(CR) Jefe Zonal 
(CD) Secretaria 2 - Pagador 
(CR) Chofer 
(CD) Suiperv'srr de Control y Fiscalizac6n 
(CR) Inspector de Control y Fiscalizad6fn 

M6dico Legista 
M~ico Legista Bolivar 
Mdico Legsa Cotopaxi 
MWdico Legista Chirnb-orazo 

(CD) ComsutLor de Prevenci6n 
(CR) Bodeguero 

Aux.liar de Servicios 

90.000.00 
66,C00.00 
62,000.00 
78,000.00 
68,010.00 
81,000.00 
81,000.00 
81,000.00 
81,000.00 
97,0(.00 
70,000.00 
58,00.00 

900,006.00 
7920,60.CO 
620000.00 
936,000.00 
620.000.00 
972,000.00 
972 000.CO 
972.CC0.C0 
972.000.C0 

1,044.000.011 
700.co0.CO 
693.000.00 

JEFATURA ZONAL AUSTRO (SEDE CUENCA) 

685 
690 
695 
700 
705 
710 
715 
720 
725 
730 
735 

(CD) Jefe Zonal 

(CD) Secretaria 2 - Pagador 
(CD) Chofer 
(CD) Supervisor de Control y Fescalizaci6n 
(CD) Inspector de Contwi y Fiscalizaci6n 
(CD) Inspector de Control y F'scaliz-ci6n 

Mdico Legista 
Mkdico Legista Caiar 

(CD) Consulto,' de Prevend6n 
(CD) Bcdeguero 

Auxiglar de Servicos 

90.000.00 
CO00.0 
62,000.00 
78,000.00 
68,C00.00 
68,000.00 
81.000.00 
81.000.00 
8?,000.00 
70,00.C0 
5800.00 

1,030,000.00 
792.000.00 
744000.06 
936,00000 
816.00000 
816.000.00 
972.000.00 
972,000.00 

1,044.000.00 
R40.000.00 
696.C00.00 

JEFATURA ZONA1. SUR (SEDE LOJA) 

740 
745 
750 
755 
760 
765 
770 
775 
780 

85 

(CR) 
(CD) 
(CR) 
(CR) 
(CR) 
(CR) 

(CD) 
(CR) 

Jefe Zonal 
Secretaria 2 - Pagador 
Chofer 
Supervsor de Control y Fiscali=i6n 
Inspector de Control y Fiscalizaci6n 
hsnsxcior de Control y Ffsca:izaci6n 
M~dica Leg~sta 
Cansultor de Prevenci6n 
Bodeguero 
AuxI:. a: de Sarviclos 

90,000.00 
66,0000 
62.000.00 

78,.ooo.0 
68,000.00 
68,000.00 
81,.00.C0 
87,000.00 
70.000.00 
58,000.00 

900,000.00 
792,0 00 
620,.00.00 
780,000.00 
680.0W.00 
680.f,.00 
J2.000.W0 

1,044.90:1.00 
700.000.D 

693,000.00 
, 'A 
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PARTIDA DEN.MINACION 

JEFATURAS PROVINCIALES 

JEFATURA PROVINCIAL ESMERALDAS 

790 (CR) Jefe Prov;rcial 
795 (CR) Secretaria 2 - Pagador 
800 (CR) Chofer 
805 (CD) b-pector de Contrc! y Fiscal'zaci6n 
810 Bodeguero 
815 M~lico Leg'sta 
820 (CD) Cons i'tor de Prevenci6n 
825 Auxillar de Serv'cios 

JEFATURA PROVINCIAL MANABI 

830 (CR) Jefe Provincial 
835 (CR) Secret:r.a 2 - Pagador 
840 Chofer 
845 (CD) Inspector de Control y Fiscatizaci6tt 
850 (CD) Bodeguero 
855 M~drco Legista 
860 (CD) Consulto- de Preveci6a 
865 Aux liar de Serv.cios 

JEFATURAS PROVINCIAL EL ORO 

870 (CR) Jefe Provincial 
875 (CR) S~cretar':a 2 - Pagador 
880 (CD) Chafer 
885 (CD) Inspector de Control y Ftscal'zacin 
8N (CD) B"'d'guero 
895 M6diko Legista 
900 (CD) Consultor de Preverci6n 
905 Auxiiiar de Servioos 

DISPOSICIONES ESPECIALES 

Para la ejecuci6n d e Presutuesto del Conseio Na. 
cional de Control &. Sustarc".s E-tu-,f4c',ntes y 
Ps'cotr6pcas (CONSEP). dictanse las siguien.es dl.-
posic.ones especiales: 

PRIMERA: Las asno&1rs cdrree--nd e tes t.
Gastos de Reesntac~dn Re'q'''c'a Resn'ns bi,'. 

d'd. Subsd'o de Antiw(edrd. E-u's Econ&nicos. 
Bonrcoc:ones. Suhs' -Io F mila-. Cmnet"v -" L. 
quddac 6m de vacciones y Rofrigero se pagaran de 
conformnd'd con las e.salas que c-nst-n Pn e'Anexn 
N? 2. Sstema de Rernuneraciones !el CONSEP. 

SEGUNDA: Los aumnt's, d ird-ucones y trans, 
ferercias de crdito aqi comn cialq',e otr, r'feo. 
ma en el Prpsunupstn. ati. co-'" mn,ic-c'on- al 
S'stema de Rrnuneraciones dervmnas de displ'c'nne; 
generales arn.icabes a' S-ct')r P'ico. se relzir-
ned*,,"t- acuerd-s nu- s'rim ar-b-lq pr- eLCo',
seio Di-ect~vn del CON:Ep quien aufoza-A al P '-si. 
dent,, p'ra que Ios -x*:-a me'.-rW' Ac-',e-'do, con s ,. 
jec'6n a las neces'dadr.s reales del g-sto. 

4-28 DE MARZO DE 1991
 

SUELDO MENSUAL SUELDO ANUAL 

84,00 .00 P40,0000 
66,000.00 650 0010) 

62.000.00 620 000 "0 
68.000 00 816,0*.00 
70.0n.00 840000.00 
81,0n0 00 97200000 
87.00000 1,044.000."0 
58,000.00 6:6000.03 

84.000.00 340 0"0 00 
66,000.00 661 " 00 
62,000.00 744 000 00 
68,000.00 816.000.00 

70,00a.00 84n 000 0 
81,0000 972 001.0 
87,000.00 1.044,00.01 
58.000 00 696,000.00 

84,000,00 M,00 00 
500000 61000'.00 

62.000 00 744,00100 
68.000.00 816,0"0 00 
70 00,0 840.0^0 00 
81.000.00 97'U'0n.00 
87 O ) 00 1044 01.0) 
58,000.00 696,0 0.C0 

TERCERA: Los pagos de vi~ticis de' person-l 
decarado en cmn,*.'*n de serv*cos at ecterior s, re. 
girhn de confo-n'd d cn Io que d t-r"i-a el At 
14 de ]a Ley sobre Sustancias Esturef-c'ei' s y P,;t. 
cotr6picas. El Personal declarad) ei -orns'6 de s"-. 
v'c'os dentro do pais serA de r'soqsab1Pad de 
los funcionar-oq facultados pa-a d'p-n-r ta'e- c3
nsione de servieos con sujeci&n al reg'arr.ent re,;. 

CUARTA: En c-so de necesiad, e' C.nsei D. 
rectivo del CONSEP autorizarh al Se. et-rii Ejec.u
tivo la celeb-aci6n de contrrtos c-as onalo- r'e er. 
vcos perso-mes, preo d'claen favir Ile de 1: 
cretaria Nacional de DcarroL'o Adroni tr t vw. 

QUINTA: El pao ce subroiacones se electua"i 
de acuerdo a Iod'sues'o en elart'cu'- 0Qd, ' L' 
de Remune-nciones de Ios S-rvi1'rq Pblcs y a"
tflcujo 25 y s'guents del R g'ame-to. 

SEXTA: Los as'ectos -o rigu'do, -n 'a -^
iiciones rye-dent-s, se resliv-rin de conf rrnid', 
a lo sefialado en la Ley OrgLimca d3 A'm.n straci6a 

http:58,000.00
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http:58,000.00
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http:70.0n.00
http:816,0*.00
http:62.000.00
http:66,000.00
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Finandera y Control, Ley de Servicia Civil y Carre. 
ra Adm:nistrativa y su Reglamnento. Dec:eto Ejecut
vo de Restrirci6n del Gasto Pdb.ico, d.pos'c ones dei 
Presupuesto Gneral del Estada para 1931 y derns 
normas legales, en cuanto fu-ren aplicables. 

DISPOSICION TRANSITORIA 

Los norabrarnientos que expbda el Secret-rio Eje-
-

cutivo del CONSEP, en favor del personai qu haya 
sido declarado id6neo por el Procurador Gen eral dil 
.tdAo de Gonfmde n]o PM ft n la DSPO-
sici6n Trans'toria Quikta de la L-my 1G3 sobre Sustaw-
cias Estupefacientes y Psicotr6picas. regfi' a partir 
del 1- de encro de 1991. 

Dad en Quito, en el Palacio Nacicnal P- 27 de 
marzo de 1991. 

f.) Rodrigo Brja, Presidente Constitucional de la 
Repfiblica. 

Es copa.- Cert'fico: 
f.) Washirgton Herrera, Sezetario General de la 

Adnin:strac6n Pblica. 

N' 0109 

•EL MINISTRO DE AGRICULTURA Y GANADERIA 

Considerando: 

Que es inadecuada ]a redacci6n del Art. 49 del 
cuerdu Ministerial NO 0403 de 3 de julio de 1990, que 

cmtiene el Reglarnento para el Fundionamiento y Ad-
tmimstraci6n de los Centros de Mecanizaci6n Agricola 
del Ministerio de Agricultura y Ganaderia; 

Que ei Directcr Ejecutivo del Programa Nacional 
de Mecanizaci6n, ha solicitado en el Memorando N9 
2498 PNMA de 27 de diciembre de 1990 que se cambie 
el sentido del Art. 49 del mencionado Reglamento: y, 

En ejercicio de las facultades legales que !e con-
cede el Art. 33 de la Ley de 9oomento y D:_arrz-;! 
Agropecuarlo. 

Acuerda: 

Art. 49 deaARTICULO UNICO.- Reformat el 
Acuerdo Ministerial N' 0403 de 3 de juLo ee 1o0. pu-
blicado en el Registro Oficial N9 476 de 10 de los 
misMos es y afo, enmel siguiente sentido: 

"Por razones tkcnicamcnte jwzt Ucadas, s2 aoe -
tara por concepto de movilizaci6n. hasta un mfximo 

del 2% dei tot de las moto-horas trabajadas en el 
mes por las miquinas del respectivo Centro". 

Comunquese.-- Dado en Quito. a 6 de marzo dz 
1991. 

f.) Ing. Alfredo S, tos Guale. M'nistrode Agri-
cuitua- y Ganaderia. 

Es fie(, copia del original.- Lo c-rtifico. 
f.) Greta Aguinoga A., Jefe Dspartaznento de 

Docu1entacion del MAG. 

28 DE MARZO DE 1991 

N .9 0123M 

EL MILNISTRO DE AGRICULTURA Y
 
GANADERIA, (E),
 

Considerando; 

Que, mediantl Asambea General realizad et 14 
de ju'io de 1990, La. Comuna "Daul", s'tuads en La 

parroquia Cbmng6n, cant6n Guaquil, provincia da 
Gu4aM, ha resxelo utori=r la coesi6a de drechms 
de seis hecttreas de terreno, que voluntariam te 
qime hacer Reinaldo Atoxba Cal.vache, a favor de 
Ram6n Saltos Murilao; ' 

Qre, en la See 6a Extraordinaria efecmado, el 12 
de enero de 1991. eal Cabido de la Comuna "Dolar", 
:a :_s.elto aut_-izar !a versa de un lobe do seis hec
tareas aproximadamente, dentmr del sector de Dau. 
larcito a fa&wr de Ranmh Euclides Saftos MIfrillo. 
acordando quw comb pago Ia Comuna recb:r. 'a can
tddad de Doscientos cwrenta wA suzm ($ 240.000) 
en dinero efeccvo, Io musmos que awfin invertidos 
en 1,%ampliaci6n y mej~oamiento del canino do ingre
so al pueblo: por lo qua han remaitido a este Portafo
1i, la. dounentaci6n raueaida pain el eecto; 

Que, con el cerifcado de 28 de enera de 1991, 
ootrgado por ei Regiiraador Atrno de le ProaLedad 
del Cant6n Guayaqudl se ha justiffeado qae no se 
encuentra afectado cms gravamen aSguno, la propie. 
dad que se encsentra bajo doninio de la Comuna 
"D ar"; 

Que, en oficio N9 66 de 31 de en:'o de 1991, WDirec. 
t" Prv ncial Agrope,,mao del Guiayas, emite infor
me favorat(e para qua la referida Cornuna dwu~era 
4 lore de terreno antes s ;eialado; 

Que, con Mgflarando N9 1l/DDC/DOC de 20 de 
febrero de 199L el Director Nacional do Demlrrolb 
CaPesU2, tam=dm ete inforna, .wvorable para 
que se proceda a la dtada enajenaci6n; 

Que. con Memorando N9 DJ/DAJOC--234. de I de 
mamn do 1991, la Direccidn General Juridc. de esta 
Poxclio eraits ikfome favorable; 

Que, se han curmplido co 1os requmtos dispuestos 
por e. Awerdo N9 324 de 5 de agosto de 198, pubbi 
cado en el Registro Ofic'al N7 11 de 25 de los mB

mos res y alo; y. 
En ejer& .o de las auimeones que e confiere el 

Art. 4 y el lwtcP f) del Art. 17 de la Ley de Orga
rizacift y R6pgnen de *as Comunas. 

Acurda: 

Art. I - Aprobr las resolucioles adoPtadas en 

Aa.Mb'ea Ge de 14 do juio de 19g0 Yen la Se 
sidn Extra r de 12 do enero de 1991 del Ca

bildo. efectuadas On .a Couma= "Daular" domctilada 

en 'a parroquia Chong6n. cantd GuayaquiL proVin
cia del Guayw Y tn consecuifin fculctar at Cabldo 

de estq orgar 7ac:6n, n rP qu. c.t SI 'om)-re y repr 
entari6n. prevo e' cumpfitvo de los requ:sitos le. 

ges, vuena a favor do Ram6n Euclides Saltos MUiri
4o, por el precio de Docerns cuwenta ail sucres 
($ 240 000) en dinero etectw , un tote de terren de 

,'_C
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LIST OF ECUADORIAN ORGANIZATIONS WORKING IN THE PREVENTION
 

OF DRUG ABUSE
 

Introduction. 

The growing importance of drug abuse prevention since the second half of the last decade has 
resulted in the appearance of a number of organizations working in this field, in both public and private 

sectors. 

Since this is a new field, this process has evidenced a variety of conceptual approaches from 

prevention through community-based action through mass media strategies. 

In Ecuador, government concern and that of civil society with prevention is a recent occurrence. 

But a proliferation of approaches also occurred. This is not reflected so much in the number of 

institutions working in this area. They are quite limited in number but they have quite diverse 

orientations, strategies and programs. 

USAID has requested the team conducting the Narcotics Sectoral Assessment for Ecuador to 
develop a directory of the governmental and non-governmental agencies that have drug abuse prevention 

activities in Ecuador. 

An exhaustive list of the Ecuadorian Organizations which work in prevention is given with basic 

information on each institution including structure, organization, technical capacity, institutional 

objectives, target groups, existing programs and the coordination each organization has. 

Methodology. 

In order to collect information, a preliminary list of institutions that might have a relationship 

with drug abuse prevention was prepared based on an organization's activities in the areas of youth, 

children in high-risk situations (child workers, street children, etc.), education, social communication, 

etc.
 

A data base of existing Ecuadorian non governmental organizations (NGOs) which the Fundaci6n 

Simon Bolivar maintains was used to identify the organizations. Other organizations which do no appear 
in the data base were identified through the knowledge of the Ecuatorian consultants, through references 

provided by other organizations during the field work stage, and by USAID/Ecuador itself. So the 16 

organizations identif' are believed to make up the universe of the ONGs in Ecuador which work on 

drug abuse prevention programs. 

Based on the initial list, interviews were conducted with each organization's management or 
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prevention project directors and site visits were made to the organizations. Team members carried out 
interviews with the responsible office: in each organization using a closed questionnaire rrepared for this 

purpose. Available written material (information pamphlets, statutes, lists of members of the boards of 
directors, promotional materials, etc.) was reviewed, and in some cases the actual projects were visited. 

The field work was carried out between the 6th and 19th of August 1991. 

The information presented may be deemed reliable in almost all its aspects with the possible 
exception of that referring to financial data. This information could not be verified. 

Institutional Analysis. 

1. 	 The results turned up a wide range of institutions working in drug abuse prevention: 16 
in total including those whose activities include treatment and rehabilitation of consumers. 

2. 	 Of all the institutions, only 10 have specific drug abuse prevention programs. The rest 

do not have any program or are developing them. 

3. 	 In the institutions which are carrying out specific drug prevention programs, most are 

awareness and information programs or community-based approaches. 
4. 	 Most of the institutions present are at a very immature state of institutional development 

except Fundaci6n Guayaquil, Fundaci6n Nuestros J6venes, Fundaci6n Eugenio Espejo, 
and among the non-implementing organization Fundaci6n Sim6n Bolfvar. This situation 

is reflected in incipient organizational structures, lack of specialized personnel and 

inability to identify beneficiary groups. 
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Findings. 

1. DIRECTORY OF ORGANIZATIONS WORKING IN DRUG ABUSE PREVENTION. 

Name: FRATERNIDAD INTERNACIONAL (F.I.) 

General Coordinator: Dr. Fernando Guerrero Bermudez, President. 

Address: Le6n Larrea 145 

Telephone: 525-187 / 458-069 

City: Quito 

Province: Pichincha 

Type of Institution: Non-profit volunteer organization 

Institutional IDscription: 

Non-profit corporation, approved by the Ministry of Education, by Agreement 5693.
 

Objectives:
 

Integral development of its members and people in general through research into the study of human
 

behavior and by acts of humanism and solidarity.
 

Main Lines of Work:
 

Research, publications, public health documeatation and information, community development, adult
 

education, training, alternative activities (artistic), consulting for other institutions.
 

Human Resources:
 

Volunteer at all levels, 11 directors, 3 administrative and from 75 to 80 workers including youth
 

volunteers and professionals.
 

Financial Information:
 

Approximately S/.80,000.000 per year.
 

Financial Resources:
 

Member dues and donations. Agreements with national universities.
 

Drug prevention programs:
 

one.
 

Name and location of the program:
 

"Training in Preventive Education Against Drug Abuse". Provincial conducted with Central University
 

of Ecuador.
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Target Group: 

University Students and professors of the Central University of Ecuador, in the faculties of Psychology,
 

Medicine, Social Communication and Social work.
 

Number of people who benefit from the program:
 

10.000 

People who work in the prevention programs:
 

15 to 20 volunteers, medical professionals with 2-18 years professional experience.
 

Estimation of the program:
 

S/.64,000.000.
 

Time Working in Prevention:
 

two years.
 

Institutional Coordination:
 

Central University of Ecuador, Technological Equinoccial University, Ecuadorean House of Culture, and
 

Juvenile Confraternity.
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Name: FUNDACION ECUATORIANA DE PADRES ANTIDROGAS 

(F.E.P.A.) 

General Coordinator: Lawyer Blasco Francisco Hemnndez Maya, President. 

Address: Pedro Carbo 613 between Luque y Aguirre, 2nd. floor. Office No. 201 

Telephone: 513-886 / 527-082 

City: Guayaquil 

Province: Guayas 

Type of Institution: Private, non-profit. 

Institutional Description: 

It is a private, non-profit foundation, (approved by the Ministry of Health No.9106). It has been
 

operating since 1985 and its statutes were approved in 1990. It is establishing offies in Portoviejo,
 

Machala and Babahoyo.
 

Objectives:
 

To promote human health in integral form. To prevent Ecuadorean youth from using drugs. To diffuse
 

drug prevention techniques. Promote the family structure. Provide rehabilitation centers for drug users.
 

To disseminate information through conferences, seminars and mass media, the health damage caused by
 

the use of drugs.
 

Main Lines of Work:
 

Public Health
 

Human Resources:
 

Total workers 53. Board of Directors 12. Administrative 5. People working in projects 6. Volunteer
 

workers 30. The Board members are professionals.
 

Financial Information:
 

Total budget S/.66,000.000. Annual operating budget S/.22,600.000 (1991).
 

Financial sources:
 

Private institutions, members' donations and income from a radio program.
 

Drug prevention programs:
 

Two in mass media.
 

Name and location of the Programs:
 

"La Voz Antidroga del Ecuador", radio program in Guayaquil, regional for the coast.
 

"Newspaper Publicity Program", especially the "Universo" of Guayaquil.
 

Local Conferences
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Target Groups: 

Users of these media, difficult to determine social and demographic characteristics. 

Number of people who benefit from the programs: 

300 persons in conferences; rest of the programs: unknown. 

People who work in prevention programs: 

Salaried 6, Volunteers 20, Professionals in Social Science, Psychology and Medicine. 

Time Working in Prevention: 

6 years. 

Institutional coordination: 

Filanbanco, Schools, Attorney General's Office (Guayaquil region) 



Directory - 7 

Name: FUNDACION ACCION COMUNTARTA ECUATORIANA (FACE) 

General Coordinato-: Sra. Gladys Paz, President. 

Address: Reina Victoria 528 y Robles. P.O. BOX 289-C 

Telephone: 522-780 / 526-712
 

City: Quito
 

Type of Institution: Non-profit organization.
 

Institution Description:
 

It is a non-profit foundation incorporated in 1989. It is basically composed of volunteers and mainly
 

works in the marginal areas of Quito.
 

Objectives:
 

To implement programs to promote family welfare.
 

To carry out specific drug abuse prevention programs including artistic, individual and community
 

development.
 

Main Lines of Work:
 

Publication of informational materials, public health information, community development, adult
 

education, training, alternative activities. 

Human Resources: 

Employees 33, Board of Directors 7, Administrative 2, Project personnel 8, volunteers 16, mainly 

university students. Professional personnel specialized in social science, education, medicine and 

psychology. 

Financial Information: 

Annual Operating budget: S/.3,000.000. 

Financial Sources: 

Local private donations. 

Drug Prevention Programs: 

3 projects. 

Name and location of the Programs: 

"Community Promotion", pilot project at provincial level, time frame: I to 2 years. 

"Information and training", provincial level time frame: 2 to 3 years. 

"Services", time frame: 2 to 3 years. 

Target Groups: 

"Community Promotion", mothers from urban marginal areas, "information and training", workers from 
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the institution. "Services", all the population groups.
 

Number of people who work on prevention programs:
 

Salaried personnel 10, volunteers 29, professionals and students with experience in social work.
 

Institutional Coordination: Corporaci6n Educativa, MACAC, SOGA (Foundation for the Orientation
 

and Control of AIDS), CEPAM, Comisi6n Ecuatoriana de Promoci6n y Ayuda a la Mujer).
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Name: PROYECTO SALESIANO "CHICOS DE LA CALLE" 

General Coordinator: Rev. Marco Paredes 

Address: Tarqui 305 and 12 de Octubre. P.O. BOX: 2303 

Telephone: 238-817 

City: Quito 

Type of Institution: Private non-profit, religious. 

Institutional Description: It is a private non-profit institution, constituted as a foundation, supported by 

the Salesian Order and by the Catholic Church. 

Objectives: 

To help street childrea by providing them with housing, food and vocational training. 

To help these children in their education, working, family and social integration. 

To train in manual skills so that they may find work. 

Human Resources: 

Total 76. Board of Directors 6. Administrative 40. Salaried 30. 

Financial Information: 

Operative Annual operating budget: S/.5,000,000.
 

Financial Sources:
 

Government, MEC, and Ministry of Social Welfare, INNFA, international agencies, USAID, UNICEF.
 

Drug prevention programs:
 

Indirect programs since from 80 to 90% of children participating in the program consume drugs.
 

Target Groups:
 

Street children.
 

Institution Coordination:
 

Central Bank, INNFA, Ministry of Social Welfare.
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Name: FUNDACION GUAYAQUIL
 

General Coordinator: Attorney Luis Orellana, Executive Director.
 

Address: Manuel Galecio, 509 y Rfos. 

Telephone: 282-001 

City: Guayaquil 

Type of Institution: Private non-profit foundation. 

Institutional Description:
 

It is a private non-profit foundation operating since 1985 with micro-entrepreneurs.
 

Objectives:
 

Development of informal sector.
 

Main Lines of Work:
 

Research, documentation and information, community development, adult
 

education, training, consulting for credit institutions.
 

Human Resources:
 

Total 25. Board of Directors 6, Administrative 12, project personnel 20, Volunteers 1. The workers are
 

made up of professionals in social sciences, education and management.
 

Financial Information:
 

Annual operating budget S/. 120,000.000. Estimated total resources S/.300,000,000.
 

Financial sources:
 

75% comes from private institutions and self-financing, and 25% comes from the Inter-American
 

Development Bank.
 

Drugs Prevention Programs: one.
 

Name and location of Programs:
 

"A popular awareness campaign of rejection to narcotrafficking". Guayaquil.
 

Target Groups:
 

"Microentrepeneur program participants from low income areas of Guayaquil.
 

Number of People Benefiting From the Program: 500 per year.
 

Salaried Personnel:
 

5 including 3 professionals and 2 support staff.
 

Duration of the Program:
 

24 months. Prevention program began April, 1990.
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Name: FUNDACION CENTRO EQUATORIANO DE SOLIDARIDAD. (CESOLI) 

General Coordinator: Eduardo Hormaza, President. 

Address: Cedros 107, Victor Emilio Estrada y Todos Santos. 

Telephone: 383-678 387-867 

City : Guayaquil 

Type of Institution: Private, treatment and rehabilitation and treatment clinic. 

Institutional Description: 

CESOLI began as a private clinic in 1987. In 1990 it became a non-profit foundation (Ministry of Public 

Health No. 4007). 

Objectives: 

Prevention of d,ag addiction. Physical, mental and social rehabilitation of drug abusers. 

Main Lines of Work: 

Rehabilitation and prevention of drug abuse. Public health, documentation and information, and training. 

Human Resources: 

Total 27, Board of Directors 3, Administrative 2, Salaried personnel 14, Volunteers 10. 

Financial Information: 

Annual operating budget S/.2,630,000. 

Financial sources: 

Patient fees. 

Drug prevention Programs: 

two
 

Name and duration of the programs:
 

"Diffusion campaign", 6 months.
 

"Preventive Education", 6 months.
 

Target groups: 

Private high school students. 

Time Working in Prevention: 

less than a year. 

Institutional Coordination: 

Ministry of Education, private institutions. 
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Name: FUNDACION EUGENIO ESPEJO 

General Coordinator: Manuel Estrada, Executive Director. 

Address: Vaca Galindo 714, y Noguchi. P.O.Box 4557 

Telephone: 330-100, 347 ;.7 

City: Guayaquil, with branches in Quito, Milagro, Bababozo and Libertad. 

Type of Institution: Private non-profit. 

Institutional Description: 

It is a non-profit foundation, working mainly in the areas of public health with emphasis in popular 

sectors. Created in 1978, it has been an incorporated entity since 1980 through the Ministry of Public 

Health. 

Objectives: 

Promote, finance and support research and education about Ecuadorian social conditions. 

Main Lines of Work: 

Research, publishing, community development, adult education, alternative activities, assistance to 

microenterprise. 

Human Resources:
 

Total 48, Board of Directors 5, Administrative 14, project personnel 30, volunteers 12, professionals in
 

social sciences, education, technical areas and medicine.
 

Financial Information:
 

1991 operating budget, US$ 163,413, for 1992 US$ 265,280. Total funding US$ 650,000.
 

Financial sources:
 

From international agencies, European Economic Community, Inter-American Development Bank, local
 

donations.
 

Drug Prevention Programs:
 

one, time frame 12 months.
 

Name and Location of the Programs: local.
 

Number of Beneficiaries:
 

2,000
 

Institutional Coordination:
 

Members of Ecuadorean Corporation of Non-governmental Organizations, Regional Studies Corporation.
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Name: FUNDACION NUEVO AMANECER 

General Coordinator: Ruth Quifionez, Coordinator. 

Address: Juan Montalvo 418 entre Olmedo y Col6n. 

Telephone: 712-649. 

City: Esmeraldas 

Type of Institution: Private non-profit. 

Institutional Description: 

Begun in 1989, as a volunteer organization and not yet incorporated. 

Objectives: 

Formation of young leaders who could work in prevention activities.Training for youth and parents. 

Early intervention for problem youth. 

Human Resources: 

Total 20, Board of Directors 4, there are no administrative workers. All personnel are volunteers, made 

up of professionals and students in social science and education. 

Financial Information: 

Not available. 

Financial Resources: 

Private institutions, donations from Lions Club of Esmeraldas. Governmental through CONSEP. 

Drug Prevention Programs: 

four. 

Name and Location of the Programs: 

"Drug prevention training", local. 

"Formation of young leaders", local. 

"Family Education", local. 

"Leadership Training and Methods for Preventive Education", internal. 

Target Groups: 

High school students, members of youth organizations, parents. 

People working in the prevention program: 

20 volunteers, professionals and students. 

Time working in Prevention: 2 years 

Institutional Coordination: 

CONSEP, Lion's Clubs, Catholic Church, Ministry of Social Welfare. 



Directory -14
 

Name: FUNDACION RENACER (INCECADI)
 

General Coordinator: Dr. Rafael Velasco, President.
 

Address: Kennedy Norte, Manzana 302, Solar 1. P.O. Box 6397 

Telephone: 280-107; 283-485. 

City: Guayaquil 

Type of Institution: Private non-profit. 

Institutional Description: 

Private treatment and rehabilitation clinic. It was incorporated in 1986. 

Objectives: 

Treatment ind rehabilitation of alcoholics and drug addicts. 

Main lines of Work: 

Public health, publications and research. 

Human Resources: 

Total 12, Board of Directors 2, Administrative 3, volunteers 6, professionals in medicine. 

Financial resources: 

Self-financing. 

Drug Prevention Programs: 

No specific ones. 
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Name: FUNDACION NUESTROS JOVENES (FNJ)
 

General Coordinator: Silvia Barragdn de Laufer, Executive President
 

Address: Mosct 380 y Reptiblica El Salvador. P.O. BOX 17-21-00263
 

Telephones: 448-509 241-972
 

City: Quito
 

Type of Institution: Private non-profit.
 

Institutional Description:
 

Created for the prevention and the treatment of drug abuse. Incorporated in 1985 through the Ministry
 

of Public Health.
 

Objectives:
 

Drug abuse prevention. Provide treatment and rehabilitation to addicts. Promote
 

participation of youth in the national development.
 

Main Lines of Work:
 

Research, publications, treatment, documentation and information, community development, training,
 

mass r-"dia campaigns, alternative activity groups, and advising other institutions.
 

Financial Sources:
 

International Agencies, USAID, IDB, EEC, United Nations, OPS, Inter-American Foundation.
 

Drug prevention programs:
 

Six in various areas.
 

Name and Location of the Programs:
 

"INFORMA-T" in Quito and Guayaquil.
 

"INFORMATION CENTERS", local.
 

"YOUTH RADIO", local.
 

Mass Media Campaigns, National.
 

"COMMUNITY MOBILIZATION" undefined reach.
 

"EVALUATION AND RESEARCH" undefined reach.
 

Target Groups:
 

Children, adolescents, young adults, national public opinion.
 

Number of Beneficiaries:
 

Information not available.
 

Human Resources: 
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26 in prevention programs, social science professionals and support staff. 

Institutional Coordination:
 

Provides advice for Ministries of Social Welfare and Education, National Polytechnic School, CONSEP,
 

Ministry of Public Health, judicial bodies, Tribunal of Constitutional Guarantees, Armed Forces. It
 

coordinates with Catholic and Evangelist Churches, Fundacion Natura, INNFA, CEDATOS, IETEL,
 

Catholic University and "El Comercio" newspaper.
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Name: COORDINADORA ECUATORIANA DE TRABAJO VOLUNTARIO (CETV) 

General Coordinator: Dra. Elsy Barragln de Moreano, National Coordinator. 

Address: Veintimilla 324 y 12 de Octubre. Edificio El Gir6n. 

Telephone: 236-504 542-328 

City: Quito, but through member institutions, has offices in other cities of the country. 

Type of Institution: Private non-profit. 

Institution Description: 

It is a national non-profit organization, which joins together volunteer organizations nationwide; created 

in May, 1986 and incorporated in 1987. 

Objectives: 

Coordinate, promote, train and advise in the development of volunteer programs to organize groups of 

volunteers. 

Main Line of Work: 

Training, mass media campaigns, advising other organizations. 

Human Resources: 

Total 6, Board of Directors 6. Volunteer personnel. 

Financial Information: 

Not available. 

Financial Sources: 

Member dues, each member organization is self-financing or has its own sources of funding. 

Drug Prevention Programs: 

It does not carry out specific programs in the field; through Fundaci6n Nuestros J6venes as a member. 
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Name: COMPAlEROS DE LAS AMERICAS (Partners of the Americas) 

General Coordinator: Rosa Chiriboga, President. 

Address: Corufia 1893 y Whimper. P.O. Box 17-21-00187 

Telephones: 237-214 569-785
 

City: Quito
 

Type of Institution: Private non-profit.
 

Institutional Description:
 

Private non-profit volunteer organization. Began work in the country in 1964. It is an Inter-American
 

organization.
 

Objectives:
 

Each subcommittee has its own programs with their objectives. A priority objective is development of 

cooperation between the U.S. and Ecuador in different fields. 

Line of Work: 

Publications, public health, training. 

Human Resources: 

Personnel 6, Board of Directors 3, Administrative 3, Volunteers at national level and in subcommittees 

200. 

Financial Information: 

Not available. 

Financial Resources: 

Local donations, civil defense, USAID. 

Drug Prevention Programs: 

One. 

Name and Location of the Programs: 

"Drug Prevention Program" in Ambato in coordination with Fundacion Nuestros Jovenes, local reach. 

Target Groups: 

No information available. 

Number of Beneficiaries: 

No information available. 

Institutional Coordination: 

Fundaci6n Nuestros J6venes, CONSEP. 
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Name: UNION NACIONAL DE PERIODISTAS (UNP) 

General Coordinator: Jorge Espinoza, President. 

Address: Iflaquito y Naciones Unidas. Edificio UNP. P.O. Box 5184 CCI. 

City: Quito 

Type of Institution: Private non-profit. 

Institutional Description: 

It was established in January, 1940, as a national association of journalists. 

Objectives: 

Promote job security for journalists and to cooperate drawing up the collective bargaining contracts for 

members and their employers. 

Main Line of Work: 

Union organization. 

Human Resources: 

Total persons 18, Board of Directors, national and provincial levels 15. Professionals in communications. 

Financial Information: 

Not available. 

Financial Sources: 

Private institutions, membership dues and service fees. 

Drug Prevention Programs: 

None at present but a training program in drug prevention is being 4eveloped for journalists. 
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Name: PIERRE TEILHARD DE CHARDIN FOUNDATION. 

General Coordinator: Dr. William Barrios G6mez, President. 

Address: Acufia 439 y Versalles. 

Telephone: 529-141 238-958 

City: Quito 

Type of Institution: Private non-profit. 

Institutional Description: 

Created in 1985 and obtained their legal status in 1989. 

Objectives: 

Revalorization of the family. Drug abuse prevention. Rehabilitation and treatment of addicts. 

Main Lines of Work: 

Integral education, public health; documentation and information, community development, adult 

education, training, alternative activity groups, consulting for other groups. 

Human Resources: 

Total 48. Board of Directors II, Administrative 3, Volunteers 24, specialized in social science, 

education, technical areas, medicine. 

Financial Sources: 

Private institutions, contributions of the members and service fees. Canadian non-governmental 

organizations, USAID, Inter-American Foundation. 

Drug Prevention Programs: Three. 

Name and Location of the Programs: 

"Education", provincial. 

"Social Improvement", two provinces (Pichincha and Napo) 

"Rehabilitation", local. 

Target Groups: 

Community in general, with emphasis in low-income groups. 

Number of people benefited by the programs: 

Unknown for Education and Social Improvement. 250 in Rehabilitation. 

Human Resources: 

People working as volunteers 48, professionals. 

Time Working in Prevention: 6 years. 

Institutional Coordination: FACE, CONSEP, piivate educational sector. 
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Name: FUNDACION SALVA TU VIDA 

General Coordinator: Dr. Fernando Dfaz, President. 

Address: Ave. Luis Tufifio 226, y 10 de Agosto. 

Telephone: 476-298 

City: Quito 

Type of Institution: Private non-profit. 

Institutional Description: 

Private non-profit foundation with legal status since 1990. Created specifically for the purpose of drug 

abuse prevention. 

Objectives: 

Prevention of drug abuse and rehabilitation of addicts. Build assistance centers for prevention and 
rehabilitation. Support research about the psychological and social causes of addiction. 

Main Lines of Work: 

Information campaigns, community development,research, publications, adult education, public health 

training, alternative activity groups. 

Human Resources: 

Total 3, Director 1, administrative 2, professionals specialized in social science, technical areas. 

Financial Information: 

Total operating funds: S/. 1,000,000. 

Financial Sources: 

Local Donations. 

Drug Prevention Programs: 

None presently underway. Three are being planned. 

Name and Location of the Programs: 

"Education", urban sector of Quito, 5 months. 

"Information Cells" local reach, 12 months. 

"Research on Drug Production and Use", 3 cities: Quito, Guayaquil and Cuenca. 3 months. 

Target Groups: 

Program is expected to reach students in the last year of elementary school, high school and university 

students. The general population. 

Number of Beneficiaries: 

Projected: "Education", 2,000 students; "Information Cells", 10,000 low income urban inhabitants; 
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"Research on Drug Production and Use", unknown.
 

Persons who work in Prevention Programs:
 

5 volunteers, qualifications: professionals in law and medicine.
 

Institutional Coordination:
 

none 
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Name: FUNDACION SIMON BOLIVAR 

General Coordinator: Eco. Alfredo Bastidas, Director. 

Address: Alemania 339 y Av. Eloy Alfaro, P.O. Box 17-11-661.8 

Telephone: 540347 

City: Quito 

Type of Institution: Private non-profit. 

Institutional Description: 

It is specialized in support systems to national and international institutions which work in social 

development projects. Incorporated in 1989. 

Objectives: 

Collaborate in national development through the development, administration and evaluation of economic 

and social projects. 

Contribute to the consolidation of national values and of subregional integration forming social and 

political leaders who will accelerate the process of change needed by the country. Support the ongoing 

formation and training of the human resources of institutions in any of its social strata, as a fundamental 

base for national development. 

Main Lines of Work: 

Community development, research, trai iing, management and evaluation of social development projects, 

consultiij for non-governmental organizations. 

Human Resources:
 

Total number of personnel: 208, Board of Directors 3, administrative 5, no volunteers, consulting
 

associates 200, personnel specialized in social science, technical areas, medicine and exact sciences.
 

Financial Information: 

Annual operating budget S/.43,000,000.
 

Financial Sources:
 

Self financed, supported by international organisms (USAID, UNICEF, Kellog Foundation.
 

Drug Prevention Programs:
 

None at present. It has developed a drug program research and evaluation area.
 

Target Groups:
 

Governmental, international and non-governmental organizations.
 

Institutional Coordination: 5 non-governmental institutions. The National Directorate for Women.
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Observation: 

Government programs should be added to the present directory. However, at the present time only one 

government agency is working in prevention, the Ministry of Education and Culture (MEC) in their 

program of preventive education. This program has been the subject of an in-depth evaluation in a 

separate report. 

Other possible governmental organizations are the National Drug Council (CONSEP), an organization 

that was also the subject of a separate report. A treatment program exists at the National Directorate of 

Mental Health, (Ministry of Public Health), but there are no prevention activities. 

In the private sector the Ecuadorian Association of T.V. Channels was not included because it did not 

send the information requested nor did it grant an interview. 
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RECOMMENDATIONS: 

In view 	of the situation described above the evaluation team recommends: 

1. 	 Aside from the two non-governmental organizations which are working with USAID 

(Fundaci6n Nuestros J6venes and Fundaci6n Guayaquil) cooperation lines and assistance 

could be provided to the following organizations: Fundacidn Eugenio Espejo, Pierre 

Teilhard de Chardin Foundation, Ecuadorian Foundation of Parents Against Drugs 

(F.E.P.A.). 

The recommendation is based on three considerations: 

1. 	 Organizational structure, in the sense that the prospective recipient of financial assistarce, 

should have, at least the following elements: administrative capability to manage finds; 

a technical department or its equivalent, with professional level personnel, well trained 

in drug prevention; clearly identified target groups clearly identifiable. 

2. 	 Previous management experience in this type of project or, being a previous recipient of 

financial assistance to implement prevention projects. 

3. 	 Community outreach capability and ability to work with target groups, so that its 

programs impact on public opinion at the local or national level. 

Of the sixteen organizations interviewed, only the three, which are included in this section, met 

one or more of the criteria. 



USAID/QUITO NARCOTICS EDUCATION PROGRAM
 

OVERALL STRA'I"2GY
 

Introduction 

This paper outlines a global strategy for narcotics prevention in Ecuador aimed at two principle 

sub-objectives: (1) to substantially reduce deraand for drugs through programs targeted on at-risk 

population groups; and (2) to build public support for effective government action against narcotics 

production, processing and trafficking. 

Drug prevention requires the formation of an understanding of the problem, and a shaping of the 

attitudes and behavior of target populations in accordance with that understanding. It leads to a 

commitment on the part of both government and populace based on that understanding that drug abuse 

and trafficking constitute a significant social problem that require action. 

The efforts at shaping attitudes requires programs of information and education that use the full 

panoply of available channels of communication, both formal and informal, including both mass media 

and face to face methods of communication. This proce.' of education requires considerable effort over 

time to get the message across. It requires, therefore, institutional structures capable of reaching target 

populations through formal channels such as schools, through the mass media and through informal 

channels including community and peer-based groups. 

The Escalation of Drug Abuse in Transit Countries 

Ecuador is primarily a transit country for drugs destined for the United States and Europe, 

although cocaine processing may be increasing especially along the Colombian boarder. It is also used 

as a money laundering center. Some cultivation of coca and cannabis exists although no evidence exists 

that this is increasing. 

Although absolute numbers are sketchy at best, it now has become quite clear in both Asian and 

Andean producer and transit countries that the availability of drugs is leading to increased drug use and 

greatly increasing numbers of addicts. This is not at all surprising, since it is known that "drugs create 

their own demand". 

The rapidity with which drug addiction can escalate is astounding. For example, the Pakistan 

Narcotics Control Board estimated that while there were about 5,000 opium abusers in 1980, by 1990 

over 1.2 million heroin addicts were revealed in national surveys. Furthermore, in what is a common 

pattern, about 43 percent of drug addicts in Pakistan are between 16 and 20 years old. 

In Colombia, Peru and Bolivia addiction to cocaine base. or basuco as it is often known, is 

increasing rapidly. Use of base is reported in many of the Ecuadorian studies on drug abuse. It is an 
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intermediate product in the production of cocaine. It contains traces of chemicals used in the cocaine 

refining process such as acetone, ether, hydrochloric acid, kerosene and other similar products. It is 

highly addictive and causes sever deterioration of mental capacity within a very short period (one to two 

years of frequent use). In Colombia, there are now an estimated 500,000 smokers of basuco. Addiction 

to it is increasing rapidly in Peru and Bolivia. According to official estimates quoted by UNDCP, 11 

percent of Bolivians between the ages of 12 and 25 use illegal drugs of which basuco appears to be the 

drug of fastest growing use. In Peru, according to UNDCP, consumption of illegal drugs has been 

increasing at a rate of 10-15 percent since 1975 -- roughly equivalent to the period of the "coca boom". 

As a transit country Panama is similar to Ecuador. In July 1991, officials of both public and 

private sector agencies were unanimous in describing to the Narcotics Awareness and Education Project 

a drug abuse problem reaching epidemic proportions, growing rapidly within the last two years and 

seriously affecting areas of the interior of the country previously untouched by basuco, cocaine and crack. 

According to these drug professionals the age of initial use is lower than several years ago, with cocaine 

products now seen increasingly as a drug of first use. During the first five months of 1991, half of the 

patients in one of the largest drug treatment centers in Panama City were between the 11-15 years of age 

and 43 percent were between the ages of 16-20. Cocaine was used by 37 percent of those treated and 

was the initial drug used in 14 percent of the cases. With regard to the problem of drugs in the 

workplace, a July 1991 report of the results of drug tests of 1,500 employees from government agencies, 

the private sector and transport unions revealed positive test results for cocaine in 21 percent of the 

cases.
 

Recent drug abuse trends in Ecuador
 

Random sample household surveys conducted in 1988 and 1990in Ecuador's two major cities, 

Quito and Guayaquil, show growing illicit drug consumption especially among the male population. In 

1988, approximately 9.7 percent of the male population in Quito used marihuana, cocaine base and 

cocaine; by 1990 this figure had risen to 17 percent. In Guayaquil, the comparable figures for coca and 

marihuana products were 13 percent in 1988 and 14.3 percent in 1990.' The Fundaci6n Nuestros 

J6venes estimates that there are now about 600,000 drug users in Ecuador. Of this number between 

30,000 and 60,000 are considered addicts. 

'Pablo Andrade and Carlos Herrera, Usuarios de drogas ilegales, Fundaci6n Nuestros J6venes, Quito, 
1990 (manuscript). 
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Elements of the Strategy 

Objectivj: To develop a psychology of narcotics prevention in Ecuador aimed at two principle 

sub-objectives: (1) substantially reduce demand for drugs by programs targeted on the at-risk population; 

and (2) build public support for effective government action against narcotics production, processing and 

trafficking. 

Indicators: 

Sub-objective 1: 

a. Trends in attitudes, opinions and behavior as measured in the national 

household epidemiological surveys of 1988, 1992 and 1994. Should the project 

with the FNJ be terminated, some separate arrangement should be made to carry 

out the 1992 epidemiological survey either through a contract with FNJ's 

research unit or th':ough another resear h organization which could sub-contract 

the services of members of FNJ's research unit. Given the rapid changes which 

often occur in the nature and extent of drug use in any given country, a four year 

period between such surveys is too long. The United States National Household 

Survey on Drug Abuse is now conducted armually. For Ecuador the next survey 

following 1992 should be conducted in 1994. 

b. Evaluations of various community and extra-curricula school-based prevention 

programs for at-risk population groups. Baseline data exist only in the case of 

the pilot project of the Fundaci6n Guayaquil. FNJ's "Population at Risk" study 

should be used to provide baseline and impact evaluation data for the "Youth in 

Action" project. If this is not possible, because of termination of the FNJ 

project, arrangements would have to be made with another organization with a 

comprehensive community and extra-curricula school-based prevention program. 

Baseline, process and impact evaluation should then be contracted through a 

separate research organization since no capacity for this seems to exist any of the 

institutions reviewed by the evaluation team (with the exception of the Fundaci6n 

Guayail for which additional technical zssistance should be provided). 

c. Probabilistic sample surveys of knowledge, attitudes and practices (a 

combination opinion and prevalence survey) in high schools (including younger 

adolescents as well as senior students) to be conducted every two years in 
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between the national household surveys. No baseline data presently exist. No 

capacity for this research presently exists in the Ministry of Education. Such 

surveys may be conducted through Ecuadorian universities in departments where 

epidemiological survey expertise may exist. 

Sub-objective 2: 

a. US!S public opinion surveys (annual). The first such poll has just been 

completed. This will provide baseline data. Subsequent polls will show trends. 

b. Media comments on actions proposed, taken or not taken by GOE against 

narco-traffickers, money laundering, etc. No baseline data exist. This will be 

a more-or-less subjective snapshot of where public opinion stands at any given 

time. 

c. Entry attitude questionnaires now in use by the Fundacidn Guayaquil. 

Baseline data would be the results of earlier questionnaires, which exist. This 

data would show trends among small, selected groups of the population. The 

sample would increase and become more dive~sified as (if) that program is 

extended to other NGO's. 

Extent to which curr..nLAID-finded yjes her sed 0biectivs 

Sub-objective 1: Siubsta tially reduce the demand for drugs by proerams targeted on the at-risk 

population, 

It should be stated at the outset that much more needs to be done to identify the at-risk population 

groups in Ecuador and the specific risk factors against which narcotics awareness and education programs 

should be targeted. Under existing agreements this is the task of the Fundaci6n Nuestros J6venes. The 

FNJ has shown some tendency to back away from its agreement on this point. The body of his report 

contains recommendations to cover this matter which, if successfully implemented, will produce the 

information needed. 

Under present arrangements the two organizations looked to by AID to carry out drug-use 
prevention activities are the FNJ and the Ministry of Education and Culture. The program with MEC 

is designed to build a general p:;ychology of avoidance among the broad mass of school children, hoping 

to avoid problems later on. The programs of the FNJ are somewhat more targeted and have the capacity 

to be further sharpened as more information is acquired on at-risk groups and specific risk factors. In 

this sense, from the point of view of overall strategy, we would regard the program with the FNJ as the 

essential element with the MEC program a highly useful supplement. 

L 
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As is evident from the body of this report existing arrangements between AID and each of these 

institutions present serious problems. If the main recommendations in this report with respect to each 

of these institutions can be implemented, we would be confident in judging that AID's present programs 

are well designed and well aligned to meet the first strategic objective. 

If the program with MEC cannot now be implemented because the Ministry, under the GOE's 

present austerity program, cannot get the funds to carry out its part of uhe proposed revised program, 

there obviously are two alternatives: (1) AID can provide the funding necessary, or (2) completion and 

installation of the program can be postponed. Assuming AID funding were avrilab!e, we would 

recommend alternative one. As indicated the proposed program with MEC, while not the key program 

with respect to the sub-objetive sought, is extremely useful and might have a very high pay-off in the 

long run. We also are mindful of the fact, in making this recommendation, that any substantial delay in 

going forward with the MEC program would br.ng about the break-up of the present project team in the 

Ministry so that a subsequent start-up would be that much more difficult, time-consuning and expensive. 

If the proposed MEC project cannot go ahead at thik time because of the Ministry's inability to 

come to satisfactory terms (one way or another) with UNE, we see no alternative to postponing the 

project to a more propitious time. 

We wish to emphasize that in both cases above we have talked about "postponing" the MEC 

program. We think it is a very useful program vis-a-vis the strategic sub-objective at which it is aimed 

and one that should be put in place when circumstances permit. 

The alternatives with respect to the FNJ are easier (conceptually). Our analysis suggests that 

there are serious questions regarding the sustainability of that organization from both a managerial and 

a financial point of view. We have made several recommendations on the resolution of thes.- questions 

but implementation of those recommendations depends on AID's judgment on the financial matter, in the 

first instance, and secondly on the FNJ's willingness to accept them. (This means, specifically: 1. FNJ's 

willingness to sell its building if the recommended cash flow analysis by AID indicates that financing 

plans for paying off the mortgage are unrealistic; and 2. FNJ's willingness to design and implement the 

serious management changes called for in this report.) 

If the FNJ is willing to implement the recommendations, and assuming there are no great 

problems involved in their accepting or implementing the other mid-course corrections recommended, 

we would consider this central part of the AID program to be on course and well directed towards 

achieving this sub-objective. 

If the FNJ is not willing to carry out these recommendations and assuming that AID agrees with 
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our recommendation that, in such case, the project be terminated, progress toward the accomplishment 

of sub-objective 1. is, more-or-less, back to Square 1. The only real alternative we would see here would 

be to start a search for another organization in the country tiat could be built up to carry out this task 

and, with that organization, proceed to a program design exercise. The "Directory" of NGO's working 

in the anti-narcotics area, submitted as a part of this report, is a useful start in that direction. Of the 

organizations listed, we would consider the Fundpci6n Eugenio EspeJq,the Fundacidn Pierre Teilhard 

de Chardin and possibly the Funaci.n Ecuatorian de Padres Antidrogas as the places to start. 

It might be possible, where this case to eventuatc, to oreak out" the research function necessary 

to support this effort through a contract with a private rmearch organization. That same organization 

might also be called upon to do impact evaluations of the programs to be carried out. However the work 

of designing and carrying out programs to reach at-risk groups would have to be carried out by a single 

organization, for AID's own management reasons if for no other. And, given the nature of the work to 

be done this would have to be a private sector organization. 

Sub Qtive 2: Build public support for effective government action against narcotics 

production/processing/traffickini 

AID's program for achieving this strategic sub-objective also rest heavily on the Fundaci6n 

Nuestros J6venes, principally through its program of Legal Reform and, more informally, on the effective 

lobbying work done by its Executive President anc, some members of the Board of Directors. Our 

recommendation that the FNJ greatly expand its outi each effort, both in terms of its mass communication 

strategy and, most impt~rtntly, in terms of returning to its earlier work of mass mobilization (local 

organizations, etc.) are aime(I at this sub-objective. 

If all goes well with the FNJ (see our discussion above) we consider this program to support sub

objective 2 fully and well. 

The work being done with the Fundaci6n Guayaquil, while it still must be considered 

experimental, is sufficiently promising and sufficiently inexpensive (even in the proposed expanded pilot 

program recommended) to be maintained and nurtured. The possibility of "attaching" a narcotics 

prevention theme to the core interests of highly motivated special issue groups would add a very 

interesting "second string" to AID's bow. By its nature, however, and even at its greatest possible 

coverage, this program will not reach the large numbers of people who have to be reached to achieve this 

sub-objective. Thus, for example, it cannot b- considered a possible alternative to the prescant program 

with the FNJ. 

Should it become necessary to discontinue the present program with the FNJ, as per the 
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discussion under sub-objective I above, the same conclusion would follow: it would be necessary to find 

another private sector organization and start the programming process all over again. In such a case, the 

organization chosen need not be the same as the one chosen to work with groups at risk under sub

objective 1 although, for both programmatic and administrative reasons it would be useful if that could 

be the case. 

Another (probably additional) organization that might be looked at if FNJ falls out, would be the 

MEC program Escuela Para Padres. While this program does not focus specifically on narcotics 

awareness activities, such a module probably could be added to it. Although programs with MEC have 

their problematic aspects, the outreach potential here is worth taking a closer look at. 



GENDER CONSIDERATIONS IN NARCOTICS DATA COLLECTION SYSTEMS 

Introduction 

Drug prevention works by reducing risk factors and through strengthening protective factor 

factors which "inoculate" against drug use. In many ways this approach is modeled on the Public Health 

Model of Prevention which has been successfully applied in the United States in relation to cardiovascular 

disease and to cessation of cigarette smoking. Viewed from this perspective prevention efforts are 

directed toward the individual, both potential and active users (the "host"); toward the sources, supplies 

and availability of drugs (the "agent"); and toward the social climate that encourages, supports, reinforces 

or sustains the substance abuse (the "environment"). Key questions are how these elements relate to each 

other and what that relationship implies for prevention. The basic idea is that a multiplicity of complex 

interacting risk factors exists. No one factor is all important in determining that an individual will engage 

in drug abuse. Rather, the constellation of all factors increase the probability of a person's having a drug 

abuse problem. 

In very simplified terms these risk factors operate at the personality/behavioral ievel, the family, 

peer group, school and community levels which include the overall social/environmental context ofgroups 

at risk. Protective factors deal with bonding which involves: attachment, commitment and belief in 

shared values. Bonding provides the motivation to live by the standards of the social unit and to accept 

positive, healthy standards. In addition to motivation (bonding) and knowledge of norms, there must be 

the skills to live by the norms - including skills to resist temptation to act in conflict with these norms 

("life or resistance" skills). 

Gende , Models of Drug Abuse and the Developmentof Prevention ProLa 

Research on substance abuse among youth suggests that male and femait high school students 

have different patterns of use of legal and illegal substances. This implies that separate analyses should 

be developed for male and female subjects. There are few empirically tested causal models of youth 

substance abuse to guide the development of effective prevention programs. Yet without simple yet 

comprehensive theoretical models, it is difficult to develop effective prevention programs that address 

the major causes of drug abuse in youth. A comprehensive teoretical model of adolescent substance 

abuse would provide a starting point to plan data collection and analysis for testing hypotheses. To date 

few theoretical models of substance abuse focus on the larger social environment or ecology in which 

drug abuse occurs --the family, the school or work environment, the peer group, local community, or 

gereral society. The model should include both risk and protective factors operating at both the 
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individual and the enviroinmental levels. Examples of these are: peer influence, school bonding, self 

efficacy, and family and school climate variables. 

One way to test hypothesized causal models is by empirical verification using structural equation 
modeling procedures. It should be noted that empirically tested models can, and often do, differ 

somewhat from the hypothesized generic causal models because they fit only the specific sample on which 
the data were collected and that point in time. Hence, imputed causative factors or processes are not 
static: they change over time, culture, and because of changes in the socio-political-economic climate. 
Variations in the strength of various factors in the tested models will help prevention practitioners to 
understand the differences in causal factors affecting different groups use of legal (gateway) and illegal 

drugs and thereby to design more specific and effective interventions. 

One approach is to select a target population such as a random sample of male and female high 

school students in a specific geographical location, e.g. Quito. Either a cross-sectional or longitudinal 
approach may be used. However, the latter is preferable in order to establish a baseline pre-intervention 

measurement and to determine the efficacy of the prevention program (e.g. one year after completion of 

the intervention). The research staff at the Fundaci6n Nuestros J6venes have the capability to carry out 

the appropriate data collection and analysis. 

Analyses of the data from a survey questionnaire should be performed separately for males and 

females. In order to test for sex differences one approach would be to compute a one-way multivariate 
analyses of variance using subject sex as the independent variable and the variables chosen in the 

structural model as dependent variables. One recent study employing this technique found that 

significantly different factors determine the initiation of gateway substance and illegal drug use.' 
Some researchers have even suggested that gender itself should be considered as a risk factor, 

basM on empirical evidence that males typically engage in higher levels of drug use than females. 
However, recent research firdings suggest that this is not a useful approach in the analysis of risk factors. 

In dealing with multiple risk factors a potentially useful method of data collection and analysis 
by gender is separate risk factors into those that predict experimental drug use and those that predict more 
problematic drug use. This would involve the identification of the set of risk factors to be used in the 

'Karol L. Kumpfer and Charles W. Turner, "The Social Ecology Model of Adolescent Substance 
Abuse: Implications for Prevention" in The Internatiojl Journal ofthe Addictions, 25(4A), (February, 
1991). 
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specific socio-cultural context (e.g. Quito versus Guayaquil or Esmeraldas)2 Although it appears that 

gender does influence the number of risk factors for initiation to drug use, only exploratory studies exist 

at present, and little prior research is available for confirmation of the differences in the direction of 

influence by gender. However exploratory, these recent findings by Sceier and Newcomb do seem a 

logical explanation for the commonly observed pattern of greater drug use for males than for females. 3 

The study by Sceier and Newcomb just referred to provides a useful example of how such 

analysis might be conducted in Ecuador. In their work data collection by gender focused on students in 

the seventh and ninth grades. A risk index for initiation/experimentation was constructed with six risk 

factors. These were: peer/friendship bonding, affiliation with children, academic performance, positive 

school climate, perceived freedom in school, and peer affect toward school. The idea is that youth at risk 

for initiation/experimental drug use would be characterized by low peer/friendship bonding, low 

affiliation with childrer, and little regard for their school work, academic performance, and academic 

skills, as well as not perceiving a positive school climate, freedom in school and their peers' strong 

attachment to school. The risk index for problem/heavy drug use was constructed with a set of risk 

factors relating to low happiness, low orientation to success, low bonding to teachers, high internality for 

failure, positive drug-related attitudes and behaviors, deviance problems, perception of few risks in and 

many benefits to the use of alcohol, pills and marijuana, and perception that their peers approve and 

engage in "gateway" (cigarettes and alcohol) and illicit drug use. 

For purposes of designing prevention programs targeting risk factors involved in adolescent 

initiation of drug use, such an approach appears to be at the "cutting edge" of data collection and 

analysis. The multiple risk factor methodology suggests a need for different prevention strategies tailored 

to specific high-risk groups. Once again the lesson to be learned seems to be that "no magic bullet 

exists"; no single modality, no most effective prevention program will be found. Multiple causation calls 

'For listings of risk factor combinations that may be used, the reader is referred to: Lawrance M. 
Sceier and Michael D. Newcomb, "Psychosocial Predictors of Drug Use Initiation and Escalation: An 
Expansion of the Multiple Risk Factors Hypotesis Using Longitudinal Data" in Coitemporary Drug 
Problems (Spring, 1991). 

-lbid. 3
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for multi-faceted prevention programs. These programs need to be considlered by gender and within the 

specific socio-cultural context both within school-based programs and through community-based 

initiatives.4 

4For further examples of multiple risk factor analyses which account for gender in different social 
contexts see: Janet Gross and Mary E. McCaul, "AComparison of Drug Use and Adjustment in Urban 
Adolescent Children of Substance Abusers" in The International Journal of the Addictions, 25,4A 
(February, 1991); Carlos E. Climent, Lyda Victoria de Aragon and Robert Plutchik, "Prediction of Risk 
for Drug Use in High School Students" (for Cali, Colombia) in The International Journal of the 
Addictions 25,5 (1990); and Jan Skirrow and Edward Sawka, "Alcohol and Drug Abuse Prevention 
Strategies - an Overview" in Contemporary Drug Problems (Summer, 1987). 



CONTRACT DPE-5834-Z-CO-O008-O0
 
DELIVERY ORDER NO. 0002
 
PAGE 2 OF 11
 

ARTICLE I __TITLE
 

NARCOTICS SECTORAL ASSESSMENT FOR ECUADOR
 

ARTICLE II - OBJECTIVE 

The purpose of this Delivery Order is to provide Review and
 
Assessment of the narcotics awareness and education activities of
 
governmental and non-governmental organizations in Ecuador to

determine possible areas for future cooperation with USAID/Ecuador;

Assessment of current USAID activities; and Evaluation of specific

activities to see whether they have been effective in strengthening

anti-narcotics attitudes and inmeeting their individual
 
objectives.
 

ARrICLE III - SCOPE OF WORK 

1. 	The Contractor shall conduct an in-depth interim evaluation of
 
Phase II of the Fundacion Nuestros Jovenes (FNJ) Narcotics
 
Project (Project No. 518-0064,2). This evaluation shall
 
consider both the institutional development component as well
 
as the programatic components, which include preventive

information dissemination, legal reform, and research
 
activities;
 

With 	regard to institutional strengthening, the contract team
 
shall:
 

- Detertine the degree to which FNJ, in its organizational,

professional, technical, administrative, financial and
 
legal structures, isable to ensure the effectiveness and
 
continuity of a process of planned institutional growth.

Describe the administrative, financial, personnel and
 
training systems now inplace. Determine the level of
 
professionalization reached by the FNJ volunteers. Assess
 
the operational decentralization process vis--vis the
 
provincial nuclei. Identify major problems and
 
constraints inall of these areas, and recommend possible

solutions.
 

- Review and describe both the FNJ's Board of Directors
 
structure, and the functions of the Board and each of its
 
members. Identify the level of autonomy of the Board of
 
Directors, describe its relationship to the FNJ top

management, and recommend changes (ifany) that should be
 
implemented.
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- Review FNJ's ability to develop fund raising plans, and 
conduct such activities. Evaluate the potential of FNJ to 
eventually become a financially self-sufficient 
organization. Assess FNJ's ability to pay back the 
banking loan received by the institution to purchase the 
new building. 

- Analyze other donors' support for FNJ activities in the
 
narcotics field; and determine the level of effort
 
invested by FNJ staff inactivities funded by other
 
donors, compared to the level of staff effort provided to
 
AID-funded activities.
 

With regard to programmatic areas, the Contractor shall:
 

- Determine the degree to which information about drug
prevention (e.g. Information Centers of Quito and 
Guayaquil, Informa-T, Radio Juvenil and Preventive 
Campaigns) disseminated to date has been received and is 
being acted on by the target audience. Describe the 
monitoring and evaluation systems (ifany) being utilized 
by FNJ to measure this activity. 

- Review progress to date inthe FNJ's efforts to promote 
national understanding of the new anti-narcotics liw 
through the press, and comment on the monitoring and 
evaluation systems used by FNJ inmeasuring the impact of
 
this activity.
 

- Describe FNJ's progress to date in the research area, both 
in activities now underway as well as on studies already
completed (e.g. study of "Drug Users"). Describe how
 
research programs are being applied and/or how FNJ is
 
planning to utilize the findings of research programs.
 

- Review the cost-effectiveness of FNJ's activities inthe 
above areas 

- Based on the information gathered, draw conclusions about 
FNJ's potential for achieving the project's final 
objectives. 

Answers and comnents regarding these concerns shall provide the
 
Mission with indicators of current levels of performance under
 
the project; the problems and constraints being encountered in
 
iniplementation of the activity; and the capability of FNJ to
 
respond to the institutional and programmatic demands of the
 
project.
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To carry out this part of the assessment, the contractor shall
 
examine FNJ operations and activities related to the project's

components. The contractor shall use the Logical Framework

presented by the FNJ prior to the beginning of Phase IIof the
 
Project as the principal methodological tool to evaluate the
 
project. In this regard, the evaluation shall focus ot the
 
analysis of indicators at the project goal and purpose level,

and the way these indicators are being measured by FNJ. The
 
Contractor shall assess whether these indicators measure
 
project impact. Ifnot appropriate, the Contractor shall
 
recommend new feasible project impact indicators.
 

2. 	The Contractor shall measure the achievement of the major

objectives of LISAID/Ecuador's current grant to Fundacion
 
Guayaquil (Project No. 5113-0083), to determine the efficiency

and effectiveness of its operations, and the possibility and
 
advisability of expanding this activity nationwide.
 

The Contractor shall:
 

- Evaluate project performance and impact in terms of 
attitudinal change of target groups in creating a "Culture 
of Rejection Towards Narcotrafficking". 

- Determine the usefulness of the methodology and 
video-materials created and utilized by Fundacign
Guayaquil in its attitudinal change efforts. 

- Analyze the cost-effectiveness of continuing and expanding
nationwide FG's activities. 

3. 	The Contractor shall measure the achievement of major

objectives of USAID/Ecuador's assistance, through local
 
currency funding, to the Ministry of Education and Culture
 
(MEC)(Activity No. 031). This shall Include, but not be
 
limited to, assessment of the success of MEC in introducing

both formal and informal curricula inthe nation's schools and
 
teacher training programs and assessment of the curricula
 
developed for appropriateness of content and feasibility of
 
implementation.
 

The Contractor shall:
 

- Measure progress to date of this activity in the 
introduction of narcotics education programs in both 
formal and non-formal curricula in the Ecuadorian school 
system. 



CONTRACT DPE-5834-Z-00-0008-00 
DELIVERY ORDER NO. 0002 
PAGE 5 OF 11 

Assess the capability of the National Program of
 
Preventive Education of the Min 4stry of Education (MEC) to
 
carry out project activities, interms of its
 
organization, staffing, decision making authority,

procurement procedures and financial management.
 

Assess "public school politics" as they affect the
 
implementation of drug education programs in Ecuadorian
 
Schools; e.g. the feasibility of a prevention program in
 
light of recurring political problems between the Teachers
 
Union (UNE), school administrators and the Program staff.
 

Using the information gathered about the above, the
 
Contractor shall identify issues on both a policy level,
 
as well as implementation problems, and recommend what
 
type of USAID/Ecuador assistance, if any, USAID should
 
continue to MEC.
 

4. 	The Contractor shall conduct a review of drug awareness,

education and prevention activities inEcuador, which shall
 
include, but not necessarily be limited to, :
 

a) 	An institutional review of Ecuadorian governmental, and
 
non-governmental organizations, including foundations and
 
similar groups active innarcotics prevention, awareness
 
and education, and produce a directory that presents basic
 
information about the institutions and their programs.

Such information about each institution shall include, as
 
a minimum, the following: name of organization, address,

telephone numbers, cable address, telex, fax numbers, name
 
and title of agency executive (s), overall objectives,

programs/activities developed, target groups addressed,
 
etc. As available, the number of personnel and titles,

financial data (such as value of endowment and value of
 
yearly operating budget) of each organization shall also
 
be presented.
 

b) 	A review and description of the status of the
 
ministerial-level National Drug Council (CONSEP), created
 
by the new Narcotic Law. The review shall include answers
 
to, as a minimum, the following questions: 1) What are
 
its functions? 2)Who is its target audience? 3) What
 
budget iis been approved and isthis budget adequate to
 
permit CONSEP to accomplish its programatic

responsibilities? 4) What level of autonomy does CONSEP
 
have within the government? 5) What is its staff? 6)

What USAID assistance, if any, might be appropriate to
 
CONSEP
 



CONTRACT DPE-5834-Z-O0-O008-O0
 
DELIVERY ORDER NO. 0002
 
PAGE 6 OF 11
 

The Contractor shall:
 

- Determine the degree to which CONSEP's new programs (e.g.
personnel system), administrative procedures (e.g.
manuals, regulations), financial support and systems, and 
organizational relationships have been institutionalized. 

- Describe major on-going problems and constraints to the 
proper functioning of CONSEP. 

- Comment on the best way to include gender considerations 
in narcotics data collection systems. 

5. 	Based on the information gathered, the Contractor shall
 
recommend a strategic objective in the narcotics field; develop

indicators to measure its success; indicate how data should be
 
collected for these indicators; and indicate if baseline data
 
are available, for these indicators.
 

The Contractor shall also provide an assessment of whether or
 
not current AID-funded activities fully support the proposed
 
strategy. If they do not, the Contractor shall recommend
 
possible changes to be made.
 

The Contractor shall provide a description of the current
 
status of implementing Ecuador's anti-drug legislation.
 

ARTICLE IV -REPORTS
 

The Contractor shall submit a written report containing the
 
following sections:
 

Executive Summary: An executive summary, covering the total
 
assessment, should provide a succinct description of the report

findings, conclusions and recommendations. It shall function as a
 
stand-alone document, and shall 
be no more than three pages, single
 
srace. 
Executive summarips for each organization studied should
 
also be separately presented.
 

MethodooQgy: The method used by the Contractor in carrying out the 
study shall be described. 

Body 	of the Report: The report shall include:
 

Major findings on both the sectoral assessment as well as on
 
each project and its activities.
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Extensive information on each of the specific concerns raised
 
in the Statement of Work.
 

A discussion of major lessons learned based on experience to
 
date.
 

The report shall will incorporate findings with regard to each
 
specific organizations studied as well as answers to specific
 
concerns of the SOW in separate chapters, so that the
 
appropriate chapter(s) may be independently distributed to each
 
implementing organization.
 

Conclusions and Recommendationl: The conclusions shall flow
 
from the findings, which should be as empirical as possible.

The recommandations shall flow from the conclusions. 
 They

shall be limited in number, achievable, and presented in
 
priority order.
 

ADendices: Shall contain as a minimum the scope of work, the
 
logical framework for each project grant, and a brief summary

of the current status/attainment of original or modified inputs

and outputs, bibliography, persons interviewed, etc.
 

The Contractor shall provide eight (8)copies of the draft report in
 
English upon completion of the field work, two working days prior to

leaving Ecuador. USAID/Ecuador officials will review the draft report,

provide comments as necessary and return the report to the Contractor.
 
USAID/Ecuador comments shall be incorporated into the final report

within two (2)weeks after receipt.
 

The Contractor shall provide an interim briefing and an exit briefing

to selected !!)'AID/Ecuador officials. The Contractor shall participate

in a a working session with USAID/Ecuador officials to discuss options

for the USAID/Ecuador narcotics strategy.
 

The Coiitractor shall submit the final report as follows:
 

EigIlt (8)English Language versions of the report and Five (5)

Spanish language Versions of the report shall be submitted to
 
USAID/Ecuador.
 

Three (3)English Language versions of the report and Three (3)

Spanish language Versions of the report shall be submitted to the
 
Agency for International Development, S&T/ED: Anthony Meyer, Room
 
609 SA-18, Washington, D.C. 20523.
 


