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13. Summary

Overall progress toward the achievement of the project goal, purpose and

outputs has been slow. With more than 50% of the project time elapsed as of the
end of the evaluation period (December 31, 1980), only about 7.5% of the employ-~

ment indicator and 0% of the shelter indicator at the goal level had been real-
ized. It is more difficult to assign percentage values to the achievement at
the purpose level of the project. If one were to ignore the absolute numbers
presented in the logical framework, however, and were instead to focus on the

progress toward evolving inter-institutional linkages between project components

for achieving an integrated program, then substantial progress has been made.

The project's basic design has caused various implementation problems from
the start, The design included many concepts that were new to Costa Rica and
much effort has been required to gain their full acceptance. The sites and
services component of the shelter and community infrastructure sub-program is a
good example of this problem. INVU, the implementing agency, has fraditionally
constructed middle income housing and then subsidized it to a point affordable

by lower income families. The previous government agreed to cut costs to a level
that beneficiaries could afford without subsidy, by constructing simpler shelter
solutions. Nonetheless more than two years have been required to gain acceptance

by the present leadership of INVU of this approach. The situation with regard

to the neighboorhood upgrading program has even been worse. Since utility systems
have traditionally been subsidized, IFAM has been unwilling to sponsor a program

which requires beneficiaries to pay the full cost of the services.

In addition, the expectations for output, purpose and goal achievement cited
in the PP in terms of the numbers of people to be served assumed a great deal of
prior experience on the part of the institutions regarding inter-agency coopera-

tion and collaboration. This has proven not to be the case. Most of the first
50% of the project time has been spent in developing the institutional base for

carrying out the activities within each project component. The original designers
of the project underestimated the difficulty of establishing these institutional
mechanisms both within and between components. Because there are so many activ-
ities included in the project design, coordination which is.often a problem among
institutions in Costa Rica, has been unusually difficult. Given the scope of its

responsibilities, the ‘Project Coordination Unit has not been adequately staffed
or organized to see to the task of providing management and leadership.

If the project is to achieve the purpose and goal, a good deal more time
will be required to complete the necessary "institution building” phase of the
project. Also, design changes will be required, including a restructuring of
the project administrative system to insure an adequate level of coordination,
monitoring and evaluation of the project.

14. Evaluation Methodology

Mr. Joseph lombardo was contracted under a Purchase Order to carry out the
evaluation of this Loan during the months of January-February 1981.




The following methods were used to carry out the evaluation study:

a. Document and File Review. A review was made of all relevant
documentation and files maintained by the Urban and Regional
Development Division of USAID/CR; the Project General Coordi-
nator's Office; and the Evaluation Unit of the National Plan-
ning Office.

b. Interviews. Semi-structured open-ended interviews were conducted
with key informants of each of the participating institutions.

c. Field Observations. Several small businesses that are benefiting
from the project were visited.

t5. External Factors

Host government acceptance of major project concepts has been slow in
evolving or absent in some areas. Specifically, the concept of sites and
services housing development has only very recently been adopted by the GOCR.
Given the middle class orientation of the Housing Institute (INVU), sites and
services solutions were viewed as too minimal to satisfy its clientele. The
frequency of land invasions and a deteriorating fiscal situation have contributed
to the GOCR's going ahead with the program. Valorization, as a methodology for
recuperating project costs, on the other hand, remaing an unworkable concept in

’Costa Rica, as the Institute for Municipal Administration (IFAM), the principal .
institution responsible for the design of the infrastructure and for working with

the municipalities to develop the cost recuperation mechanisms, does not believe

that valorization is either economically or politically feasible. The community
upgrading component of the Loan will proceed, but on a pilot basis utilizing
different, more commonly employed methods of cost recuperation, e.g., water and
utility company bills.

The dramatic deterioration of the Costa Cian economy is affecting the ability
of the employment service to place the projected number of people in jobs as the
job market is constricting and as unemployment increases; the need for the service,
on the other hand, is becoming even more important.

Finally, the lack of collaboration in project desigmr on the part of the
participating institutions has meant that considerable time has had to be spent
on resolving coordination problems among them. This institution building aspect
was apparently not provided for in the original project design. Thus, many of
the indicators are too ambitious for the time allowed.

16. Inputs

Inputs have generally been provided in a timely fashion. The only problem
has been the delay in purchasing vehicles for the Small Industry unit of the
Ministry of Economy (DGATPIA), which has been due to a government-wide austerity
program and the policy against the procurement of new government vehicles. The
lack of an adequate number of vehicles has created problems in the efficient use
of staff and in the timely preparation of credit applications and provision of




technical assistance to clients. It is expected that this procurement delay
will be resolved as DGATPIA has submitted a special request to the Controller
General of the GOCR for two project vehicles. In the meantime, DGATPIA has
arranged to use vehicles from the Ministry of Labor's motorpool.

17. Qutputs
I. Employment

Cbjectives Status

a. 3000 workers trained prior to a.
job placement,

436 (15%) beneficiaries
completed training,

b. 3000 trained in the job, b. 64 (2%) people placed in
OJT training program,
c. 8000 workers placed in jobs. c. 367 (S%).people placed.

Three months of technical assistance was provided to the Ministry of
Labor and the National Training Institute, by a U.S. Department of Labor special-
ists. The cperational procedures of these two Institutions have improved greatly
as a result of this technical assistance. What is required in addition is more
information as to why people drop out of the job placement program and how these
services could be tailored to the needs of the target group. Studies are also
needed to demonstrate the potential for increasing the demand for the use of
these services by the business community. Finally, an investigation should be
undertaken to assess the impact of the present economic trends on the expected
effectiveness of the employment service delivery system. The Mission and the
participating institutions will consider the finan¢ing of these studies with
Loan funds.

II. Productivity

#status

Objectives -

a. 970 small industries receiving a. 204 approved loans (21%) for
a total of $5.8 million in $715,055 (12%),
credit, .

b. 3508 jobg created in small- b. 320 jobs created (9%),
scale " industries, _

c. 800 owners/managers trained c. 461 persons completed INA
in business skills, courses (58%),

d. establishment of 3 worker d. design and feasibility work

owned operated firms.

in process.
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DGATPIA's vehicle procurement problem has been discussed under section
16. above. In addition, DGATPIA has suffered from high personnel turn-over
rates due to low salaries and the lack of job security. BAn attempt is being
made to incorporate the DGATPIA staff positions within the civil service and
to upgrade the salary levels of those positions.

The rate of job creation per loan is below original estimates (1.6 vs.
3.6). Objective b. may, therefore, not be entirely realized given the amount
of credit available.

III. Shelter and Community Infrastructure

Objectives Status
a. 2000 site and services units a. in planning stages,

built; 3000 home improvement
loans; site legalization
process established and 500
sites legalized,

b. valorization office established b. no progress toward
and $6 million of community implementation.
infrastructure built. .
»
INVU has bequﬁ to show interest in the program, has named a project
coordinator and has made considerable progress toward the preparation of an
acceptable Project Delivery Plan. Also, slightly more than a third of the
land for sites and services projects has been purchased. Most of the rest of
the land will be purchased in the near future. An initial site has been
chosen to begin sites and services and an underwriter has been selected with
whom negotiations can commence once the implementation plan is completed.

Objective b. has been discussed under section 15. above. Given
these problems the Project Delivery Plan for the shelter component should
include only those elements likely to be implemented while alternatives to
the cost recuperation problem are determined. '

Consideration should be given to the integratioﬁ of other components
of the Loan with the activities of the shelter component.

IV. Urban Policy, Planning and Project Administration

Objectives Status
a. program planning, coordinat-~ a. offices corresponding to
ing and monitoring established, the various activities

have been set up. However,
a systematic way of ap-
proaching the implementa-
tion of the activities is
still evolving,
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‘Objectives

b, projeét evaluation system
designed,

c. special evaluation studies
completed,

d. special policy studies
completed,

e. plans for expansion of the
project to secondary cities
completed.

Status

evaluation design has
not been developed,

no studies undertaken,
housing and interest
rate studies underway,

contract for plan in
negotiation process.

The lack of leadership evidenced in the Evaluation Unit of OFIPLAN

is the principal reason why these objectives have not been met.

Contrary to

the finding in the contractor's evaluation, this unit was responsible for not
facilitating advance payments to the University of Costa Rica by not following

appropriate GOCR budgetary procedures.
advance payments.

No GCCR policy existed prohibiting
(See section 4.1 of the Contractor's evaluation)

A top priority should be the establishment of a reliable and accurate
information reporting system as soon as possible.

the task of coordination becomes even more difficult.

Without good information
If OFIPLAN proves unable

or unwilling to produce an evaluation design system, then consideration should
be given to contracting the work out or transferring this responSLblllty to the

General Coordinator's Office.

18. Purpose
—— e

"Institutionalize a coordinated Government supported system for reducing
the incidence as well as the effects of urban poverty".

Progress toward the achievement of the project purpdse has been slow
and the probability of it being realized varies from component to component.
As the project is implemented, however, the various institutions are gaining

experience in working together.

As more experience in collaboration is gained,

it can be expected that corresponding improvements will take place in the
effectiveness of the various delivery systems to be developed through the

project.

At the present time, the two areas most likely to achieve the

project purpose are the employment component for increasing the demand for
labor, and the housing activities of the shelter and community infrastructure

component.

These will, however, require time extensions.

The employment

component for increasing the supply for labor does not appear, at this time,
to be functioning effectively in regard to successful job placements. It
is, however, quite successful at potential beneficiary detection and somewhat less

successful in beneficiary training.

e e =

The infrastructure program of the shelter and
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community infrastructure component is not likely to be implemented until a
solution is found to the cost recuperation issue. The urban policy, planning
and project administration component will probably also experience mixed
success in achieving the project purpose. While a number of policy studies
will be completed it is becoming clear that project administration aspects

of the Loan will not become institutionalized within OFIPLAN.

19. Goal
"Increase income and improve quality of life of San Jose's urban poor".

Overall progress toward achievement of the project goal has been slow.
After more than 50% of the project life has elapsed, only 7.5% of the goal
level indicator for employment and 0% of the indicator for shelter has been
realized. Unless the project life is extended, and certain design changes
implemented, it is unlikely that the goal can be reached.

While there are a number of adverse external factors effecting the
achievement of the project goal (as discussed in section 15) there also exist
the following favorable factors:

1.. The Ministry of Housing and INVU are now committed te
carrying out the shelter aspects of the shelter and community
infrastructure component.

2. There is a good chance that the productivity component will be
able to make a significant contribution to realizing the project
goal.

3. Both USAID/CR and the General Coordinator's Office now recognize
that design changes will be necessary if the project is to achieve
its purpose and goal. Additional project activities are being
designed which are consistent with the project goal and purpose
and serve to reinforce other project components.

20. Beneficiaries . -

To date direct beneficiaries are:

436 beneficiaries who have completed INA training programs;

64 " placed in on-the-job training programs;
367 " including 43 handicapped persons placed in jobs;
204 " received loans;

320 new jobs created in small industries;
461 beneficiaries completed INA business administration and
industrial engineering courses.

21. Unplanned Effects

None.



22. Lessons Learned

In either the design of this type of project for the secondary cities
of Costa Rica or for use in other countries, consideration should be given to
developing each of the various components as separate though complementary
projects. This would greatly simplify the problems of coordination and manage-
ment, while still permitting the development of an overall program for combat-
ting urban poverty. If the various projects were designed as part of an
integrated development strategy, rather than as one integrated project, then
there may be a better chance that each project would be implemented and that
the overall impact on the target population of all the projects would thereby
be enhanced. The attempt to integrate all the various components found here
into one project with a weak and fragmented coordination system has probably
reduced the chances of any of the components having the intended impact.

Also, in the design of a project of this type, or any project for that
matter, the concepts introduced must be found acceptable by the implementing
agencies and the target population. This implies that there should be a good
deal of participation by these groups in the project planning and design stages
where such conflicts can be identified and resolved before the actual implementa-
tion of the project ?ctivities begins.

23.. Spedial Comments or Remarks ’
As indicated above, while some components should achieve expected results

other project activities are not doing well due to a combination of design

complexity, disinterest on the part of the implementing agency and/or intrac-

tability of the problem. While efforts to accelerate project activities in

each component will continue, it is extremely unlikely that all output level

objectives can be attained by the PACD, or at all. Related to this is the

fact that a careful budget analysis undertaken by Project Coordination and

USAID staff clearly suggests that given the present project design, at least

$635,000 and possibly as much as $1,250,000 in Loan funds are available for

reprogramming. In addition to the reasons cited above this situation is

caused by (a) the reluctance of GOCR agencies to make other than absolutely

necessary expenditures, even with concessional financing,. because of the

government-wide austerity program; (b) the difficulties involved in processing

implementation actions through the GOCR bureaucracy and a lack of understanding

of the system on the part of many GCCR officials; and (c) implementation experience

which has shown that funds were budgeted for t.a. and equipment which the parti-

cipating institutions are now unwilling to utilize (e.g., t.a. for INVU, IFAM,

General Coordinator's Office, and vehicles for MISS). In addition, the

exchange rate fluctuations have exacerbated the situation.
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I. SUMMARY

The Urban Employment and Community Improvement Project 1is
designed tn incrzase the incomes and improve the quality of life
of San José's urban poor. This is to be accomplished by the
development and institutionalization of a coordinated government
supported éystem for reducing the incidence as well as the effects
of urban poverty.
The specific activities of the project are designed to
establish a delivery system capable of increasing the number of
persons from the target population in productive employment and
able to participate in low-cost housing and community infrastructure
and impfovement programs. These activities are divided into three
interrelated components: 1) increasing <he supply of labor; 2) increasing
the demand Zor labor; and 3) developing programs to improve the
living conditions of the pocr. 1In addition, these compoments are
to be supported by another designed to provice administrative
services and longer range planning and policy development. -
Cverall prcgress toward the achievement of the project goal,
puréose and outnuts has been slow. With-more than 50% of the project
time elapsed as of the end of the evaluation period(December 31, 1980),
only about 7.5% of the employment indicator and 0% of the shelter
indicator at the goal level was realized. It is more difficult

to assign percentage values to the acliievemeats at the purpose

level of the project. It would seem fair to say, however, that

if one were to ignore the absolute numbers presented in the logical

framework and were instead to focus on the progress toward evolving

inter-institutional coordinating mechanisms for.achieving the project
. goal, then substantial progresc has been made.

A major problem that faces the successful implementaticn of
this project is the btasic design of it. The expectations for
output,purocse and goal achievement in terms of the numbers of
people to be served appears to already assume a great deal of prior
experience on the part of the institutions regarding inter-agency
cocperation and collaboration. This simply is not the case.
vost of the first 507 of the project time has been spent in
developing the lustitutional base for carrying out the activities

1.
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irhin each project ccmponent. Apparently, the original designers
cf the project underestimated the difficulty of establishing these
institutional mechanisms both within and between components.
Another majorbproblem encountered in the implementation of
the project has to do with the social, political, and institutional
feasibility of cartain of the project design concepts. This has been

the case with the sites and services and valorization concepts

within the shelter component, for instance. Also, the dispersion
and fragmentation of administraztive responsibilities appears to
have oﬁly added to the difficulties of coordination in an
institutional envirnnment where any coordination is difficult.

If the project is to achieve the purpose and goal, a good
deal more *+ime will bte required to complete the necessary
“imstitution building” phase of the project. Also, design changes
will be required cn a ccmpouent by component basis. In the case
of: increasing the supply of labor, this will require a restructuring
of the services offered; in the case of increasing the demand for X
labor, this will require design modifications to reduce bottlenecks
in the s%stem; the case of the shelter and community “nfrastructure
ccmpenent will require the modification or dropping of concepts b4
unacceptable to either the implementing institutions or the target
group. Finally; a restructuring of the project administrative
system will be necessary to insure an adequate level ol coordination,
monitoring and evaluation of the project.

If the above design changes can be_made, and the total amount
of time allowed for completion of the project canm be extended,
then there¢ is a good chance that in the long run the project will

be able to achicve its purpose and goal. *



'II. INTRODUCTION

N

The Urban Employment and Community Improvement Project
Nec. 515-01533 was jointly developed by the governments of Costa
Rica end tue United Scates of America in order to deal nmore
effectively with the causes and effects of urban poverty in
Costa Rica. These efforts resulted in the signing of an inter-
governmeﬁt laan'agreement on August-30, 1978(No. 515-W-028);
and an implementation agreement on November 13, 1979(No. 515-HG-006).
These sgreements provide ior a $5,500,000 loan, under the first '
agreement, and a $11,400,000 Housing Investment Guarantee, under
the second, co thz Government of Cousta Rica(GOCR).
The cverall goal cf the projsct is to increase the incomes
and improve the quality of life of San Jos&'s urban poor .
This is to be accomplished by the development and institutional-
ization of a coordinated gocvermment supportea system for
reducing the incicence as well as the effects of urban povefty.
The specific activities of this project are geared to

-establishing & delivery system capatle of increasing the nugber

of persons from the target population in productive empioyment
and able Lo participate in low-cost housing and community
infrastructure improvement programs. Tk realize this objective,
the project is divided into three related components for more

immediate results, and one component for the provision of administrative

support services a2nd long-range planning.

The first compcrnent is designed to increase‘the supply of
labor through the identification, training, and placement of
under- and unempicyad members of the target pgpulation. The
second component 1s to increase the demand focr labor through
the creation of new jobs for the urban poor by increasing the
availability of credit, technical assistance, and training to
existing as well as new small-scale industrial enterprises,
The third component is designed to improve tihe physical living
ccnditicns ¢f vhe poor through the development of low-cost
sites cnd services, home and community infrastructure improvemenc
programs. Tne finol ccmponent is incended to establish a-
governmental policy, planning and coordination syvstem to carry
out and evaluate this proiect as well as to develop designs

3.
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for similar projects for the secondary cities of Costa Rica.

It appoears that the rationale for including all of these
various components under the same project was to attempt to
create an integrated urban development project. Such a project
is to deal with the fundamental cause of poverty-- the lack
of adequate productive employment capable of providing a
stable family income--as part of a process to provide the
urban poor with the means by which they could experience a permanent
imprevenent in their living conditions. Although theres are
many irom the target population who would be able to participate
in the shelter and infrastructure programs due to the fact
that they already have stable employment, there are also large
numbers of people who would be unable to participate in such
programs due to the lack of such employment. Thus there was
a perceived need to create more opportunities for the poor
to productively participate in the economic life of the community
as a necessary condition for eventually being able to attain
& nigher standard of living.

At the same time, it appeats that it was thought "necessary
to provide support services such as training and job placement
services vo those who otherwise would not be able to take
advantage of alfeady existing or prcject created employment
opnortunities. Thus, this project would not only provide
opportunities for improved living conditions to those who
already have jobs and thus the required mininal income necessary
te pafticipate} but would also attempt to expand the availability
of these types of programs te those of the target group
currently without the means to participate through the employment
compornients of the project.

This report represents the major findings and conclusions
of an evaluation of _this project which vas conducted during
the month of January 1981. The following section presents a
description of the evaluation study, followed by the major
rezults, conclusions, and recommendations for each component.

The final section of the report presents the major conclusions
and reccmmendations of a more general nature for the project
acs 2 whole.

-l ey L

——



I, DESCRIPTION OF THE EVALUATICN STUDY

1. Purpose of the Evaluation.

The purpnse of the evaluation is to present to USAID/CR
an independent third party assessment of the progress of the
Urban Employment and Community Improvement Loan No. 515-W-028.
This is primarily a formative evaluation designed to produce
recommendations that may improve and enhance the effectiveness
of the project. The period of time covered by this study
is from August 3C, 1978 until December 31, 1930Q.

2, Evaluation Issues.
The analysis of the prOJect focused on the follow1ng sets

of questions:
a. General Issues:

As a result c¢f this project, what has been learned
about development strategy that could be useful to
other mWSSlOﬂS in designing or bmplementlng similar
projects

What recommendations could be made to correct deficiencies
in ongeing activities of the present project?

Whar alternative actions could be identified for more
effective future AID participation in this field?

b. Specific Issues: _
What progress has been made to achieve the projected
Qutput targets within current design or implementation
plans:

What problems have been encountered in those lnstances
where outputs are found to nct be on target?

What progress nas pzen mado toward achiéving the
project purpose :

Who are the direct beneficiaries of the project?

What hizs been the nature of the benerits and how many
beneficiaries are there?

What project management factors and experiences have
had a significant impact on the project implementation?

Have there been any major changes in the project setting
which may have had or cculd have an impact on the success
of the project?

What, if any, unincended effects have resulted from this
. project: And how have these unplanned results affected
actual or potential project cutcoines’
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How have the Costa Rican Government priorities,
~attitudes and views in the area of urban development
impacted on the potential success of the project?

What evidence is there that the original assumptions
of the project are currently valid?

What progress has been made toward achievement of
the project goal due to the efforts of this project?

How have other contributory projects contributed to
achieving the project goal?

What are the major factors contributing to the success
or failure in achieving the project goal?

Given the findings of the current evaluation, can the
project purpose be achieved? 'If it can, under what
conditions; if not, what are the probable causes of
failure?

What, if any, changes are necessary ln the prOJect
outputs to achieve the project purpose?

-Have the quantity, quality and tlmellness of the lnputs
been adequate to implement the project?

What changes may be necessary in either the tvpe or
amcount of inputs to produce the planned outputs? And
to produce recommended changes in outputs?

Evaluation'Methodologz

The following methods were used to carry out the evaluation

study:

a, Documsnt and File Review. A review was made of all
relevent documentation and files maintained by the Urban
and Regional Development Division of USAID/CR; the Project
General Coordinator's Office; and the Evaluation Unit of
the National Planning Office.

b. Interviews. Semi-structured open-ended interviews were
conducted with key informants of each of the following
instictutions:
Urban and Regional Development Division of USAID/CR
Project General Coordinator's Office(UCA)
Evaluation Unit of the National Plavning Office(OFIPLAN)
Sccial Assistance Institute(IMAS) ‘
Ministry of Labor's Employment Service(MISS)
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National Training Institute(INA)

Miniétry of Economy's Small Industry Developmecnt Office
(MEIC/DGATPIA)

National Banking System(SBN)

National Housing and Urban Development Institute(INVU)
Municipal Development Institute(IFAM)

National Community Development Agency(DINADECO)

Costa Rican Technological Institute(ITCR)

C. Field Observations. Several small businesses thart are
benefiting from the project were visited.

4, Constraints on the Evaluation Study

ue to the time available for carrying out the evaluation,

USAID/CR requested that beneficiaries not be interviewed and e
that information on beneficiaries be limited to the number of
beneficiaries. Also, since ROCAP is planning on carrying out
a detailed evaluation of the shelter and community infrastructure
component that the current evaluation only touch on this
component in a general way. _

~ In additicn, due to the lack of a relféble and timely
information system internal to the project a great deal of
time had to te spent with each agency so as to obtain the
necessary infermation and data in a form appropriate to
carrying out -the evaluation, This had the effect of reducing
the amount of time that could have been devoted to exploring
the implications of the data on the future success of the
project with the various participating institutions. In
the end, however, most of the data was obtained by the
evaluator, and in a form that a}lowé for reasonable projections
of the future course of the project.

Althcougn this is a formative evaluation, it was agreed

at the ocutset that this rsport would not enter into the area
nf reconmending any speciric redesign of the project, but
rather would restrict itself to more general recommendations
as to potentially fruitful directions that any redesign may
take. At the time the evaluation was being carried out, USAID/CR
along with the UCA werc beginning a process of examining the ’
project in order to determine if any reprogramming and/or redesign
of the project would be necessary. This repert should serve, then,
as ‘a2 complement to that effort.

L]
‘
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IV. RESULTS AND ANALYSIS OF PROJECT COMPONENTS
This section presents thz major findings and recommendations
of the evaluation cn a component by component basis.

1. ZEmplovment: Increasing the Supply of Labor

1. Progress Toward Qutput Achievement

1.1.1. Objective 1
3000 workers trained prior to job placement.

-

i.1.1.1. Status

43€ beneficiaries successfully completed INA training
programs as of December 31, 1980. This figure represents 14.3%
of thc objective. Although funding for the orogram began in
1979, due to a need to recruit more persomnel, most of INA's
abtlv~t1es didn't get underwvay until 1930. Thus, of the total
number trained, 381 or 87.5% were trained between January and
December of last year. No new registrations for courses were
accepted during the last quarter of 198C. This was to allow
time for renrogrammiing of activities, due to dissatisfaction
with the results thus far obtained, and to allow time for the
implementation ol Luis Sepulveda's recommendations regarding

. inter-instituticnal proceedures within this component.

1.1.1.2. Problems/Observations

High drop out ratz. Although in 1980, 851 pecple vere
registered by INA for courses, this represents 756.6% of the 1111
people referred to INA by MISS. Of those registered, 40% either
didn't show up or dropped out of the course before its completion;
ancther 8% failed to successfully complete the course. Thus,
of all those referred to INA, only 33.8% successfully complece
& training ccurse.

Reasons cited to explain the problem include the
foilowing:

a. Lack of institutiuvnal experience in cpordinating eiforts
with other govnrnmentaT organhzatlons. This "problem is becoming
mores manageatble with time.

. b. Lack of kniowledge of the requirements for INA courses.
Ihere had been problems when IMAS and/or the MISS was making
the sclection of people for the courses., Under the new inter-
institutional arrangements, however, INA now conducts this
sclection process.

c. 1he sets of attitudes and values that the target group
nembers bring with them to the courses do not appear conducive
to their belng 2ble to successfully complere the courses.

d, Many of thoses referred to INA don't show up for the
selcetion testing. This secuws to be the case regardless of
whether or not the, tests are glxen at INA or at other locations
closer to the center of San José. '
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1.1.2. Objective 2

3000 workers trained on the job.

I'l.zlll Status

As of December 31, 1980 64 people had been placed in

the on-the-job training proeram by the MISS,

2.1% og the objective realized.

1.1.2.2. Problems/Observations

This. represents

. Of the 160 people referred to OJT programs by MISS, only
40% have been placed. The following reasons were cited for

this problem:

a. The general downturnl in the economy may have reduced the

number of available positions for the program. It is not certain,

bhowevar, that this necessarily leads to a resduction in the racte
of placement. In 1979, an average of 4 persons/month were
placed by this service; in 1980 this had reduced itself to an

overall average of 3.3 persons/mo.

However,

this same data

indicate that while only one person was placed during the

first quarter of 1980, 4.3 persons per month were placed in

the remaining three quarters of the same year. This represents
an averagec placement rate greater than that which existed

It is not clear f{rom the
available data exactly how this should be interpreted. It .s
possible that while these positichs in the economy are becoming

during the last six months of 1979.

more scarce as some people have speculated,

the MTSS efforts

didn't cover 100% of these positions that might have been

available at any particular time.

Thus,

it appears reasonable

to assume that while the MISS efforts have been having a greater
impact over tim=, as reflected in increased placement rates,
there 3till exists a gap between the positions covered by

the MISS and the totel available positions in the economy. This
may be true even wnere the total is diminishing.

b, Since for various reasons the MISS deals only with
rwedium and large-scale industries, possible apprenticaship
positions in the small-scale enterprises are not known to
the emplovment service and thus nnt included in its program.

¢, Lack of awareness on the part of the private sector

that the MISS has such a progran.

d. The attitudes and values of the MISS target group
clients toward work are such as to make placement difficulc.

e, Diminishing use of the service by the target population.
During the last half of 1979, the service handled about 13.6 -
persons per month. During 1980, this figure dropped to 6.5/mc.
Tnis drop in use of the system is coinciding with an increase

in the number of placements made.

Vo)
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1.1.3. Objective 3

8000 workers placed in jobs.

1.1.3.1. Status

367 people, which includes 43 handicapped persons,

were directly placed by the end of 1980. This figure represents
4,67% of the objective realized, and 15% of all those whc
were referred by the MISS for placement in jobs. No information

is available on how many of those who successtfully trained in
INA courses cor through CJT programs were ultimately placed as
full time regular employees. For this reason, the 367 reported

here may not accurately reflect the total placements under

the system.

1.1.3.Z2, Problems/Observations

- The IMAS bene iciary tracking and follow-up system isn't as
yet zble tec provide information on what happens to people
who complete training and OJT programs. No follow-up is
carried out for those actually placed in jcbs to determine
the average length of employment(IWAS speculates that many

. who are placed do rnot remain in the jobs for very long due

to the attitude problems already discussed elsewhere) and

‘beriefits received by those placed. On this point, it is

imrortant to keep in mind that one of the goal level
requirements for final project impact evaluations is that
the average income of those placed should increase by 647%
cver previous levels,

Although aggregate analysis on & yearly basis seems to indicate
that the beneficiary group's use of the MISS employment service
(direct placements and rehabilitation) is decreasing, the
ithin year breakdowns indicate just the opposite. Thus in

1979 the average number of people handled by these services
was 165.7/month; but during 1980 it fell to 120.7/month.
A closer examination of the last half of 1980 indicates,
however, that of all these processed during this 6 month
period, only 14.8% occurred in the third quarter; while
85.2% were processed during the fourtlhh quarter alone. This
would seem to indicate that there is an increased demand

for tiilis service. -

At the same time, the aver age number of persons placed each
month has increased over time. Overall, during the last 6§
months of 1979, 15.5 people per month were successfully placed,
while during 1980 this average rose to 20.3/mo. Of the »
total number of people processed, the percentage placed was
9.4% and 18.9% for 1979 and 1980 respectively. However, with
the increased demand on the system during the last guarter

of 1980, the perc=ntage placement race has begun to decline.
Thus whlle the average number of people placcd rose from
23.,3/mo. in the 3rd cuartel to 33/mo. in the 4th quarter,

the percentage placement rate dropped from 66.7% to 16.3%

for the same periocds.

10.
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- Although the beneficiaries are making greater demands on
the placement service, in absolute numbers of persons placed
the MISS system does not seem to be as effective as the
the more informal employment service within the target N
-population itself. [onllow-up data supplied by IMAS for the /'
fourth quarter of 1980 indicate that while 99 people were
placed through the MISS service, another 310 dropped out of
the system because they had successfully found jobs on their
Ownl

1.2. Conclusions and Recommendations

- 1.2.1. Although the institutional mechanisms for the component
appear to be in the process of more clearly defining itself
and with some promise; the potential effectiveness of
this delivery system to achieve the stated outputs and
ourpose of the project without significant design changes
is questionable at this time.

1.2.2. Without more information than is currently available,
however, it would be extremely speculative to make precise
design change recommendations. The following types of
information need to be gathered and analyzed before any
substantive design changes should be made:

a. Reasons as to wh¥» beneficiary group members chcose

to use, not use, or drop out of the designed system of
this ccmpornent appear to be based more on speculaticn
and subjective analysis rather than on any solid eviderce.
In depth studies should be undertaken of the socio-economic,
cultural, and psychological behavioral patterns of the
target pcenulation. The purpose of such studies woulad be
to determine ways in which these services(training, 0JT,
direct placement) could be tailored to the particular

. nneeds and circumstances of this group. These investigations
sliould ve ccunplemented by a more reliable and valid client
tracking and follow-up information system.

b. Similar types of studies need to be conducted on

the potential for increasing the demand for the use of
these services by the business community. These analysis
should include, to the extent possible, borh small-scale
and larger establishments. With regard to the small-scale
enterprises, those receiving assistance under the other

- components of this project should not te excluded from
consideration for either study or placement opportunities,:
as has been the casc so far. 1o the extent rhat the
potential clients c¢f the employment system find work in
small-scale opcrations, and that it is this type of firm
wiitich is most capable c¢f increasing the demand fcr labor,
then the iacorporation of this sector of the economy into
the activities of this component may-be important to its
eventual success.

c. To complement the above, an_investigétion should be

uaaertaken Lo assess the impact of the present cconowis
trends of tLhe San Jos& Metropolitan Arca on the eipected

11.
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effectiveness of an employment service delivery system. —
The results of this analysis should help to set more realistic

output targets as well as provide useful information on
the cost/cifectiveness of the system.

. Employment: Increasing the Demand for Labor

2
2.1. Progress Toward Qutput Achievement
2

.1.1. Objective 1

970 small industries raceiving a total of $5.8 million in
credit and technical assistance.

2.1.1,1.8Status

At the end of 1980, 145 small-scale industries were receiving
credit, and the estimated number receiving technical assistance
was 225. These represent 14.97 and 23.27 of the goal respectively.
The first loan was made during the second quarter of 1980. After
a slow start the pace of lending increased and is presently
operating at near full capacity. The total amount of credit
approved was $498.40C0(43% AID share) or 7.6% of the total available
credit.

2.1.1.2. Problems/Observations

- Rescurce procurement problems have prevented DGATPIA from providing
an adequate level of effort to reach the objective. Long delays

o due to red tape produced an almost one year time lag between

- the time equinment and office furniture was crdered and whan
it could finally be delivered. This is still a problem, but
nocv to the extent it was. Most of these items have now been
purchased and the level of effort at DGATPIA has been accelerating.

- Vehicle procurement has posed a more serious problem, howaver.
The lack of an adequate number of vehicles has created problems
in the efficient use of staff and in the provisicn of timely
credit application and technical assistance to clients. Due
to the goverument's austerity program, it is not likely that
veliicle purchases will be authorized in the foreseeable future,.

- DGATFIA's operations have been hampered b pérsonnel problems.
Due to low salary levels the institution 5as beem imable to
recruit for some of its positions, and has been forced tc
hire relatively untrained and inexperienced people for other i
positions. This has necessitated intensive training efforts
on the part of the inctitution. Once trained, however, these
people often receive offers for better jobs with higher pay
in the private sector or at the autonomous goveranment institutions.
Thue the training programs have often had counterproductive
results inasmuchas they have contributed to the high turmnover
rate of DCATPIA's personnel. All efforts to resolve this
preblem to date have failed.

-~ In the event that DGATPIA's perécnnel and vehicle problems were

to be resclved, and lead to an cexpansion of their efforts with
corraspondinyg increases in demands on the system, then personnecl

12.




bottelnecks would surface at the level of the SBN. The Central
Bank has put a freeze on hiring new personnel. There currently <
isn't anybody officially assigned by the bank to coordinate the
project; nor are there any full time personnel working on the
project. The directer and another staff member of FODEIN are
presently devoting some of their working time to project
activities. However, due to other responsibilities, they would
be unable to absorb a greater project related workload. Also,
at the level of the commerc1al banks, there are not enough

loan officers to absorb a greater demand fcr credit from the
present project. _

4

The level of lending per loan has not kept pace with the original.
estimates. As a result, the targeted number of firms will have
been served before the targeted amount of loan funds have been
spent. The original estimates for credit were approximactely
$§5960C per loan. The actual loans have averaged approximately
$3437 per loan. At that rate, it will require 1688 loans to
exhaust the original programmed $5.8 million. This problem will
only be axacerbated if the current devaluatlon of the colomn
continues.

Current lending policies may have an adverse effect on ‘the
capacity of the institutions to reach the implementation: targets.
Due to changing economic circumstances, such factors as inflation,
currency devaluations, rising labor costs, etc. may indicate

2 need to review the original criteria defining eligible firms
for its appropriateness at this time. Both DGATPIA and the SBN
feel that the application of the original criteria is causing

a reduction in the number of firms who could qualify for loans
under the program. Also, late last vear the SBU effected a

policy change in the lending criteria to new firms. It is now - .
a requirement that of the total investment required to establish (N
the business, aporoximately 20% should be contributed by the
pegspective owner(s). Due to the newness of the policy, it is
still too early to assess the effect that this will have on
attempts to expand the small-scale industrial sector of the
economy through the establishment of new enterprises.

.

The presence of AID's Productive Credit Guantee Program(PCGP)
appears to be contributing to the implementation of this
particular project. The PCGP provides a means for a small-scale
enterprise, without sufficient collateral, to enter the program.

221.2. Objective 2

3500 jobs created in small-scale industriez

to

.1.2.1. Status

At the end of the evaluation period, 232 new jobs had been
created as a cesult of the project. The average number of jobs
created is 1.6 per loan, with an average investment per job
created of $2148.
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2.1.2.2. Problems/Qbservations

- The rate of job creation per loan is below original expectations.
For 970 firms with $5.8 million in lcans to be able to create
3500 jeobs would require an average job creation rate of 3.6 per
loan, with an average investment per job created of $1657. Given
the actual relationships among these variables, it would appear
necessary to make approximately 2188 loans for a total value
of slignhtly over $7.5 million. This dollar figure is misleading
in that it fails to take account of the fact that the loans
are made in colons and that the colon has been fluctuation in
value ralative to the dollar. Thus assuming that all future
AID disbursements of credit funds were to be made at an exchange
rate of S1=¢12.50, then after 2188 loans were made AID would
find that it still has a positive balance of $294,000 in
unobligated funds out of the original appropriation of $2.5 million.
The actual relationship between number of jobs created and the
total number of loans required to create these implies that the
total lcan amcunt needs to be increased 1.3 times over the original
estimates. Working in colons, this means that the total amount
of loans need to increased from the original ¢49.5 million($5.8
‘million at $1=¢8.54) to £64.35 million. This would obligate
AID to contribute €27.67 million or 4%3% of the new total. Since
AID has already disbursed ¢€2.47 million, this leaves a balance
of ¢25.2 million yet to be disbursed. 1If this balance were all
to be disbursed st $1=£12.50, then the dollar amount of AID's
future obligations would come tc $2.016 million. Yet in undisbursed
funds, AID currently has $2.31 million of the original appropriation,
leaving the balance of unobligated funds at $294,000 after
all disbursements at the new target level have been made. -

- All problems mentioned above in connection with the potential
for expansiocn of efforts under objective 1 also apply here.

"

2,1.3. Objective 3

800 owners/managers trained in business skills.

2.1.3.1. Status .

-

%461 persons representing 391l businesses had completed 33
business administration and industrial engineering courses at
INA by the end of 1980. This represents 57.6% of the objective
realized, putting this activity well ahead of schedule.

2.1.3.2. Problems/Observations

- This activity will in all probability ve able to reach its
targcted objective by the current PACD.

14.
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2.1.4, Objective &

Establishment of 3 worker owned énd operated firms(WOOFs),
empéoying 12¢ worker/owners and receiving $1.0 million in
credit. '

; 2.1.4.1. Status

] As the designated institution for overseeing the development
and management of the WOOFs, the ITCR has presented to AID and

; _ received approval for its implementation plan. ITCR with AID

; financed technical .assistance, has begun work on the design and
L feasibility studies for one of the WCOFs. Contracts are presently
|- being negotiated for these studies for another of the WQOFs.

- ; 2.1.4.2. Problems/Observations

- Due to cost and time constraints, it has not been possible to
select the remaining contractors for the design and feasibility
studies for the remaining WOOF. AID and the ITCR have begun
discussions to come up with altermatives to having to reduce
the total number of WOCFs under the project from three to two. 2

»

- Althcugh the implementation of this portion of the component
.is behind schedule, the progress that the ITCR has made in
carrying out its responsibilities has ‘been very good. It should
be noted that ITCR wasn't designated officially as the
implementing institution until late in the third quarter of 1980.

.2. Conclusions and Recozmendations

(&)

.2.). Traditionally Structured Firms '

[ ]

- - If, as can be justified irn the context of this project, the creation

! i of a greater demand for labor is the major objective for the

e provision of credit, techmical assistance, and training services

o to small-scale industries. then the absolute number of jobs
created should be used as the prime criteria for evaluating the

£fectiveness of this component's activities. Thus,; the total

nunber of jobs created would become the dependent variable, and
given rhe interrelationships between it and the independent
variables{credit, technical assistance, training) the expected
valuas for each of these can be determined for any target value
desigrated for the dependent variable.

- If, then, 3500 jobs is to serve as.the target, then the revised
levels of inputs and implementation targets should be those
indicated under objective 2 above for this component.

-~ Unlcess the various constraints and problems related to the
expansion of the program activities can be resolved, it will
be impossible for <the component delivery system to be able
to realize the original targets, let alone any revised targets-
by tne current PACD. before any new demands are placed on this
compoucnt, all efforts need to be concentrated on removing the

15.



ﬁ
;
|

the specific resource and personnel constraints to expaadin
the program efforts.

- An investigation should be undertaken to identify and monitor
the effects cf lending policies on program efforts.

2.2.2. Worker Qwned and QOperated Firms

From discussions with ITCR it appears desirable o provide additional
technical assistance to this institution during the final stazes

of its design efforts and possibly during the implementation phase

of the projects.

2.2.3. General

In terms of the goal level indicators of this project, the wecrkers
who will(or are filling) fill the jobs created under this component
should be considered project beneficiaries. For purposes of
ncnitoring and final impact evaluations, data on these individuals
as well as the benefits they receive from the project should

become a regular part of the reporting and information systemn.

3. Shelter and Community Infrastructure

3.1. Progress Toward Qutput Achievement

3.1.1. Gbjective 1

2000 sites and services units built;
3000 home improvement loans;
site legalization process established and 500 sites legaliued.

0O ore

3.1.1.1. Status

As of December 31, 198C this objective was still in the planning
stages. Nearly two years has passed without much in the way of
progress toward the realization of the output indicators. However.
during the last quarter of 1980 INVU has begun to show interest
in the program, has namad a project coordinator(January 198l) aud
has made considerable progress toward the preparation of an
acceptable Project Delivery Plan. Also, slightly more than a
third of the land for the sites and services projects has been
purchased. Most of the rest of the land will be purchased in the
near future. An initial site has been chosen to begin sites and
services(January 1981) and an investcr'has been selected with
whom negotiations can commence once the lmplnmencaCLOn nlan is

completed.

2.1.1.2. Problems/Ubservations

- Early coordination problems between DINADECO and INVU have to
a large extent been resclved. Early on, DINADECO working on
the assumption that INVU would soon begin the implementaticn
of it programs, began its own activities of promotion and
organization of the communities to be inveolved. When the
resources promised didn't arrvive, however, many of the communit.:s
began t¢ turn their attention to other problems, and the
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project itself lost some credibility among the target populatiom.
Due in large part to the efforts of the evaluation unit of
OFIPLAN, these coordination problems have been brought under
control and much progress has been made toward the preparation
of a unified implementaticn plan for this objective.

- INVU's lack of interest in sites and services solutiomns to
housing the poor was the principdal reason for the long delay
in developing an implementation plan. The institution's
attitude toward this type of program has undergone a change
in the last several months, however, and they are now apparently
committed to carrylng out their respon31b111t1es under the
loan agreemenct.

- The gcvernment has a strong interest in seeing the project
completed. The President of Costa Rica recently created a
new Ministry for Housing and Human Settlements. The new Minister
has been given a special coordinating role within the
entire project; but has made the lmplementatlon cf the housing
cumponient his priority.

- INVU now has sufficient personnel to implement the project.
-However, they currently lack sufficient office space.

- here has been difficulties in obtaining anprourlate trawnlng
in community development for the DIVADECO personnel.

- Rece1v1ng approval frem the mun1c1pallt1es for the implementation

£ the sites and services program may pose a problem when

INVU is ready to begin actual construction. The municipalities

are not enthusiastic supporters cf the project mainly because
they fear rhaL people will not be able to afford to build

an adequate house on the sites and that the area will turn

into a slum. No construction can take place without the

approval of the local government involved.

L

.1.2. Objective 2

Valorizavion office established and $6.0 million of community
infrastructure built. - -

3.1.2.1. Status
“Outside of a few preliminary estimates of infrastructure costs,
littie nas been dene toward the implementation of this part of

the project. The overall budget for tnis objective has been
reduced by $2.0 million.

3.1.2.2. Problems/Qbservations

- IFAM, as the principal institutiocn respcnsible for the design
of the infrastructure and for working with the municipalities
tc develop the cost recouperation mechanlsms does not believe
that valorization o~ cost recouperation is either economically
‘cr-politically feasible.

17.
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- The HIG implementation agreement requires 100% cost recouperation
on all infrastructure built under this project, regardless of
the source of funds.

- INVU has little interest in entering into this aspect of the
project. They too see the issue of cost recouperation as
unfeasible.

-~ Altermatives to having the municipalities be involved directly
in the project have bez2n discussed. The main alternative under
consideration is to have the Water and Sewer Authority and the
Utility companies build what infrastructure falls in their
domain. These inscitutions have a history of being able to
recoup costs through add-ons to the utility bills. If the
municipalities were tc build the infrastructure as originally
planned, the project would be unable to provide for cost
recouperation. The municipalities just don'r want anything
to do with such schemes.

-~ IFAM has had problems finding affordablas technical assistance
for setting up a valorization office. Also, they lack sufficient
personnel to adequately carry out their role in the project.
Moreover, INVU has had problems deciding in which community they
plan to begirn work under the project. The original conception
of the program was that the two institutions would coordinate
their efforts in the same locale. Thus home improvements would
be made in the same areas where infrastructure would be immroved
or built. In early January 1981, a final decision was mace
on a first sice. Meanwhile, IFAM has lost much time in
developing infrastructure plans for any site due the frequent
changes that had occurred last year.

3.2. Conclusions and Recommendations

- Since the original HIG agreement requires that all aspects of
this component be incluced in the implementation plan before -
negotiations can be undertzken with the investor, and in light
of the problems encountered in the infrastructure portion of
the precgram, consideration should be given to allowing a
Project Delivery Plan to include only those elements likely to
be implemented. This plan could serve as a negotiating tool
with the investor leaving aside those funds that were originally
designated for the infrastructure. This would allow the sites
and services portious of the project to proceed while alternatives
to the cost recouperaticn problem can be determined.

- 100% cost recouperation appears to be unfeasible and an
inappropriate concept given the institutional, social, and
political environment iIn which the project is being implemented.
Consideration should be given to allowing a lower rate cf
recouperatioan. If a rate could be found whiech is acceptable
to the municinalities, beneficiaries and the other instituticns
involved in the project, then possibly the GOCR could be persuaded
tc give the concept a try. Unless the municipalities are

18.
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willing participants in the project, implemcnration of =he
community infrastructure projects will not resule in ‘whanCum
the capacity of these local governments to recduce thetr dcpn cne:
on subsidies to improve the living conditions of their pcpulatio:

- Overall, ruch more attention needs to be paid to working with
the munlClpallCleS to overcome their resistance to parcicip:zcing
in chese types of projects.

- Since the successful development of the sites and services
projects will require the provision of adequate employment
opportunities for the residents as well as businesses oriented
to serving the needs of the community, consideration should
be given to how and when it is appropriate to integrate
aspects of the other components of the project with the activities
of the shelter compoment. INVU has already designated a
portion of the land for the projects to be used for small-scale
enterprise development. This may provide a fruitful area
of collaboration between the institutions working in »roviding
credit and techniczl assistance to small businesses, and
those institutions involved in the shelter component.

4. Urban Policy, Planning and Project Administration

4.1, Progress Toward Cutput Achicvement

4.1.1. Cbjective 1 g

.

Program planning, coordinating and monitoring system
established.

i.1.1. Status -
Offices conrresponding to the various activities have been
set up. However, a systematic way of approaching the implementaci .

of the activities is still in the process of evolving.

4.1.1.2. Problems/Observations

- Responsibilities for carrying out these administrative functions
are dispersed between the Project Coordinator's Office and the
Evaluation Unit of CFIPLAN. Since the project coordinator has
no-.authority over any of the other institutions participating
in the projcct, the fragmentation and duplication of responsibil.ties
has made the development of an ecffective coordination system
extreméry difficult.

4.1.2. Objective 2

Project evaluation system designed.

19.
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1.2.1. Stacus

An evaluaticn design, which mecets the requircments

for project impact analysis, has not as yet been develcped.

4.

I

£~

.1.3. Objeactive 3

1.2.2. Problems/Observations

OFIPLAN is still in the process of collecting baseline date
It is expected that this can be completed by late January 1931L.

The lack cf leadership evidenced in the Evaluation Unit of

OFIPLAN appears to be the principal reason why this objective
has nct been met.

Special evaluation studies completed.

J ARG T étatus

No evaluation studies have been completed; nor any begun.

.1.3.2. Problems/Observarions

Until the evaluation system design is completed the special
studies cannot be carried out.
-»

.1.4. CObjective &

Special policy studies completed.

.1.4.1. Status

Contracts between the GOCR and the University of Custa fica

have been signed for the housing and the interest rate studies.

A

special study on employment has been comtemplated, but nothing

specific has been developed.

4.

1.4.2., Probiems/Observations

Although the contracts for the first two studies have been
signed, little work has been done to carry them out. This
appears to be due to problems in providing for the first
advance payment as regquired by the contract. It seems that
such terms for contracts were permitted at the time of their
signing. Since that ctime, however, the Ministry of lMinance
has issued a new policy prohibiting such advance payments anc
has made the policy retroactive to cover these two contracts.
Several attempts have been made by OFIPLAN and the UCA to
resolve this problem, but so far without any positive results.
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- The University of Costa Rica has begun some preliminary worl
on the interest rate study, but will be unable to proceed
on this or the other study without the advance payments pro.ided
for in the contract agreements.

4.1.5. Objective 5

Plans. for expansion of the project to the secondary cities
of Costa Rica completed.

4.1.5.1. Status

Competitive bids were solicited by OFIPLAN for the positicn
of Director for the secondary city study. Out of the four bids
submitted, one candidate alone qualified. The Minister of Housing,
however, rejected the bid on the grounds that the salary being
asked was too high.

4.1.5.2. Problems/Observations

- Until a director for the study is hired, work on this portion
of the work plan cannot proceed.

- There is sone indication that the rejection of the bid for the
one qualified candidate had less to do with salary levels than
the official statements would indicate. A number of people
involved in this project indicated that the Minister may be
against this aspect of the project on principle.

42. Conclusions and Recommendations

- The present administrative and coordinating responsibilities
are too fragmented and dispersed among several different and
independent institutions. No one institution has sufficient
authority to compél institutional compliance with the loan
agreement, except the President of Costa Rica.

- Given the institutional environment of the GOCR it is unlikely
that any person or institution could be given sufficient authority
to direct the project. It may be feasible, however, to at
least centralize the coordinating functions ptesently divided
between UCA and OFIPLAN. Given the complexity of the project,
the coordination of the activities of the various institutions
has proven difficult enough; this inter-institutional division
of coordination functions has further complicated the situation.

- A top priority should be the establishment of a reliable and
accurete information rcporting system as soon as possible.
Without good information the task of coordiration becomes even
more arduous.,

- If OFIPLAN proves unable or unwilling to produce an evaluation
design system, then consideration should be given to either
contracting the work out to a private sector firm or transferring
‘this responsibility to the UCA.
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GENERAL CONCLUSIONS AND RECOMMENDATIONS

Overall progress ftoward achievement of the project goal has

been siow. After more than 507% of the project life has elapsed,

only 599 or 7.5% of the goal level indicator for employment

and Q% of the indicator for shelter has been realized. Unless

the project life is extended, and certain design changes implemented,

it is unlikely that the goal can be reached.

The major factors affecting the achievement of the project goal
are the following:

a. Adverse ractors:

1. The economy of the country has been experiencing a

period of stagnation. This mey be affecting the employment
generation potential of the project. .

2. The lack of collaborative experience on the part of the
participation institutions has meant that most of the
project time has had to be spent on resolving coordination
problems among them. This necessary time for
instituticnal building was apparantly not provided for
in the original project design. Thus, many of the
indicators are too ambiticus for the time allowed.

3. The design of thz employment component for incrcasing
the. supply of labor does not seem to be able to respond
appropriately to the neads of ‘the target population nor

- to the demands that thls group places on the component
delivery system.

4. The design concept of valorization for the shelter 2nd
community infrastructure component has run into complete
cpposition from the target population, the municipalities,
and the national government institutions participating
in the implementation of this component. This opposition
together with the iaitial opposition to sites and services
horrsing solutions has resulted in a nearly two and a half
year delay in the execution of these programs.

b. Favorable Faczctors:

1. The COCR in general and INVU in particular are now
committed to carrying out the shelter aspects of the
shelter and community infrastructure component.

2. Therc seems to be a gocd chance that the employment
component for increasing the demand for labor will
be abie to make a signiticant contribution to realizing
the project goal. Nearly 39% of the total number of
people reported above who are employed as a direct result
of the project are so employed because of the activities
of this. component Morecver, this component now suffers
from relatively few coordination problems, appears to
be impacting ou the intended target population, and
has the potcntial for substantially expaunding its
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activities with relatively minor modifications in
its design.

3. AID's sponsored PCGP appears to bte making a positive
contribution to the employment component for increasing
the demand for labor.

4. Both USAID/CR as well as the UCA have begun to recognize
that design changes will be necessary if the project
"is to achieve its purpose and goal. A special advisor
has been contracted to work with the UCA in the
area of project redesign among others.

Progress toward the achievement of the project purpose has
also been slow. The probability of it being realized varies
from ccmponent to component according to the severity of the
design changes required or possible.

1. As the project moves through time, the various
institrutions are gaining experience in working
together. As more experience in collaboration
is gained, it can be expected that corresponding
improvements will take place in the effectiveness
of the various delivery systems to be developed
through the project.

2. At the present time; the two areas most likely to
achieve the project purpose are the employment componert
for increasing the demand for labor, and the housing
activities of the snelter and community infrastruccure
component. These will, however, require time extentions.

3. The employment component for increasing the demsads,; .’
for labor does not appear, at this time, to be -
functioning effectively in regard to successful job
placements. It is, however, quite successful at
potential beneficiary detection, and somewhat less
successful in beneficiary training.

4. The infrastructure programs of the shelter and
community infrasturcture component is not likely to
be implemented until a solution is found to the
recouperation of zosts issue. -

5. The urban policy, planning and project administraticn
component will probably also experience mixed success
in achieving the project purpose. 1If the contract
problems can be resolved for the housing and interest
rate studies, then these activities could be realized.
Due to apparent GOCR opposition, however, it is not
likely that a plan will be developed to expand the
project to secondary cities.

The project implementation has suffered from management problems.
These problems have been caused by the fragmentation of functions,
and dispersion of responsibilities among several institutions.

At the present time, cne finds the Ceneral Project Coordination
Office, the Evaluation Unit of OFIPLAN, and the Ministry of

Housing and Human Settlements all exercising coordinating functions
and project management responsitilities. This has caused
uncertainty as to exactly who has responsibility for what among

23.
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many of the cther participating institutioms. This confusion,
along with an unreliable and unsystematic reporting, monitoring
and evaluation system, has only served to exacerbate the normal
problems of project coordination and administration.

- In order to increase the potential effectiveness of the
project to achieve its purpose and goal, the following actions
will be-necessary:

1.

wn

Extend the life of the project for at least one to two years
beyond the current December 31, 1982 termination date.

This will be necessary to provide sufficient time to complete.
the institution building activities. Until this phase of

the project is completed, it is likely to have only a
marginal impact on the achievement of the project goal.

The employment component for increasing the supply of labor
needs to be restructured. This delivery system should be
designed so as to be able to meet the expectations that

it appears to be raising among the target population.

Since most of the information necessary to redesign the
component is not yet available, specific studies are
recommended under the specific recommendations for this
component elsewhere in this report. Briefly, it will be
necessary to study the target population, the business
community, and the state of the economy in order to

develop a system that is socially, economicdlly, and
institutionally feasible. The present system design is not.

The employment component for increasing the demand for labor
will require that the personnel and vehicle problems be
solved for the delivery system to be able to reach its
targets,

The infrastructure activities should be separated out from
the housing activities of the shelter and community
infrastructure component so as to increace the likelihood

that the sites and services programs will impact on the
target population. '

The problem of recouperation of costs needs to be dealt

with and resolved before this activity can proceed. Alternatives
to full 100% recouperation of costs should be discussed

among ROCAP, AID/CR, and the GOCR participating institutions.
Agreed upon alternatives should first be presented, discussed,
and mcdified if necessary with the municipalities before

any formal agreements are drawn up. Other alternatives,

which bypass the municipalities may also prove feasible

and should be explored(one such alternative, that of a

cost add on tc the utility bills, for" the infrastructure

to be built by the utility companies was being discussed

at the time of this writing).
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6. The administration and coordination of the-project
needs to be streamlined. All of the functions related
to the programming, monitoring, coordinating, .and’ '
evaluation of the project activities should be centralized
under the authority of the Project General Coordinator.

7. The special technical assistance activities of AID .
in the areas of project redesign should be continuéd. -

§. 'The specific targets at the output, purpose, and : -

© goal levels of the project need to be revised to
reflect the current realities of the project implementation
potential. What these targets should be has in
some cases been suggested elsewhere in this report,
but based on the need to achieve the original goal
level indicators of the project. A project redesign

- exercise, as is currently underway, may.find it -
necessary to alter the overall targets for the purpose
and goal level indicators, as well as for the
outputs. It should be kept in mind, that the specific -
numbers are not as important as the development of
an institutionalized system designed so as to impact
in a positive way on the incomes and living conditions
of the urban poor.

In either the design of this type of project for the secondary _
cities c¢f Costa Rica or for use in other countries, consideration ~
shou®d be given to developing each of the various components

as separace though complementary projects. This would greatly
simplify the problems of coordination-and management, while .
still permitting the development of an overall program for
combatting urban poverty. If the various projects were designed

as part of an integrated development strategy, rather than

as one integrated project, then there may be a better chance

that each project would be implemented and that the overall

impact on the target population of all the projects would o
thereby be enhantved. The attempt to integrate all the various
components found here into one project with a weak and
fragmented coordination system has probably reduced the chances
of any of the components having the intended impact, than

if each one component had been designed as a separate prcject.

Also in the design of a project of this type, or any prcject

for that matter, the concepts introduced must be found acceptable
by the implementing agencies and the target populatiom. This
-implies that there should be a good deal of participation by
these groups in the project planning and design stages, where
such conflicts can be identified and resolved before the

actual implementation of the project activities begins.
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APPﬁNDIX A: ‘ L ' ;';,a;:¥;

PERSONS INTERVIEWED FOR THE EVALUATION STUDY s



| USAID/CR: Urban and Regional Development Division

David Olinger, Chief,URD
David Grosswan, Deputy Chief K URD
Flora Ruiz, Assistant Urban and Regional Development Officer

Projgct General Coordinator's QOffice

Alvaro Cedefio, General Coordinator
Mario Solorzano, Executive Technical Assistant

Evaluation Unit of OFIPLAN

Carlos Solano, Evaluaticn Unit Chief

| - Iveta Ganeva Petrova, Urban Planner

i José Fco. Solis Gonzdlez, Planning Advisor
! Almon Bonillo, Planning Advisor

Ministry of Economy's Small Industry Development Office

Elsie Ma. Conejo Arce, Director

Rubén Murillo Adams, Sub-Director

Mariaz Isabel Arrieta P., Chief, Department of Foods, and Non-metalic
Chemcial Products : .

Fernando Calvo M., Chief, Department of Textiles, Clothing, Leather
and Shoes ' :

Sandra Hernandez C., Chief, Department of Metals, Wood, Furniture
and Paper

- " National Banking System -

Ramér Luis Chaves Esquivel, Director, Industrial Development Fund
of the Central Bank of Costa Rica

" National Trairing Institute

Edwardo Vargas, Project Loan Representative
Edwardo Monge, Prcject Cperations Coordinator

Social Assistance Institute

Fray Nzlson D. Castillu Valle O.P. Social Action Inter-Institutional
Ccordinator

-
-

Ministry of Labor's Emplovment Service

Rafael Trigueros, Consultant to the Mlnlstry
Jorge Barquero Munoz, General Director, Labor and Employment Plannlng
Felisa Cuevas Cordero, Chief, Department of Manpower

National Housing and Urban Development Institute

Luis Fernando Castro, Credit Section Chief
Claudio Donato S., Chief, Technical Unit for AID Project



Municipal Devalopment Institute
Christy Williams, Chief, Economic Studies, Department of Operations

National Community Development Agency
Rafael Luna, Assistant to the Coordinator for AID Project

Costa Rican Technological Institute
Abelardo Cantillo, Project Coordinator
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APPENDIX B:
FINANCIAL DATA ON PROJECT EXPENDITURES



I.

I1.

EMPLOYMENT: Inc. Labor Supply

MISS

surveys
T.A./training
equipment/furniture
vehicles 1/
operating costs=

Sub-total

TMAS

vehicles
equipment/furniture
opcrating costs 1/

' Sub-total

*NA—/
equlpment 1/
operating costs=

Sub-total

"

SUB-TOTAL FOR COMPONENT

EMPLOYMENT: Inc. Labor Demand

MEIC/DGATPIA
technical assistance
training

equipment

vehicles
publications

office Lcwodelin%
opcrating costs 1/

Sub-total

TAELE 1

PROJECT EXPENDITUREE RBY COMPONENT
INSTITUTION AND SOURCE OF IFUNDS:

AUGUST 3G,1978 - DLCEMBLR 31,1980
(in thousands of U.S. dollars)

PERCENT OF

PRCGRAMMED FUNDS

+

~—

PROGRAMMED FUNDS TOTAL EXPENDITURES EXPENDED
AID GOCR TOTAL  AID GOCR TOTAL AID GOCR  TOTAL
30.0 30.0 18.6 18,6 62.0 62.0
150.0 150.0 56.6 56.6 37.7 37.7
52.5 52.5 11.8 11.8 22.5 22.5
28.0 _ .. 28.0 0.0 0.0 0.0 0.0
885.0 885.0 632.1 632.1 71.4 71.4
260.5 885.0 1145.5 87.0 632,1 719.1 33.4 71.4 62.8
28.4 28.4 28.1 28.1 98.9 98.9
27.6 - 27.6 0.0 2/ . 0. 0, 0.0 0.0
583.0 583.0 107.4%7 107 18.4 18.4
56.0 583.0 639.0 28.1 107.4 135.5 © 50.2 18.4 21.2
345.0 . 345.0 50.3 2/ 50.3  14.6 14.6
830.0 3830.0 286.6=/ 286.6 34.5 .
345.0 830.0 1175.0 50.3 286.6 336.9 14.6 34.5 28.7
661.5 2298.0 2959.5 165.4 1026.1 1191.5 25.0 44.7 40.3
120.0 120.0 0.0 0.0 0.0 0.0
17.5 17.5 0.0 0.0 0.0 0.0
33.0 33.0 19.1 19.1 57,9 57.9
48.0 48.0 0.0 0.0 0.0 0.0
20.0 20.0 0.0 0.0 0.0 0.0
6.0 6.0 4.8 4/ 4.8 80.0 80.0
750.0 750.0 250,53 250,5 33.4 33.4
244.5 750.0  994.,5 . 23.9 250.5 274.4 9.8 33.4 27.6

iy = mapnrte o s
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page 2.0f 3.

TABLE I (con't)

AT T

orve Al

FERCENT OF

~ "PROGRAMMED FUNDS

L III1.

SBN
credit: small businesses

Sub-totals

SBM
credits WOOI's

- sien

technical assistance
operating costs
management consultants

Sub-total

Sub-total: WOOFs

SUB-TOTAL FOR COMPONENT

Traditional Bus.

."v‘

.“.

SHELTER /COMMUNITY INIRASTRUCTURE

INVU
techn1ca1 assistance

operating costs(land purchases)

Sub-total

IFAM
T.A./training
infrastructure

Sub-total

DINADECO
T.A./rraining
equipment
vehicles

operating costs 1/
Sub-total

SUB-TOTAL FOR COMPONENT

PROGRAMMED FUNDS TOTAL EXPENDITURLS EXPENDEQ__ . 7
ALD GOCR TOTAL AID GOCR TOTAL AID  GOCR TOTAL :
2500.0 3300.0 5800.0 214.3 284.1  498.4 8.6 8.6 8.6
2744.5 4050.0 6794.5 238.2 534.6 772.8 8.7 13.2 11.4
500.0 500.0 1000.0 0.0 0.0 0.0 0.0 0.0 0.0
20.0 20.0 2.5 2.5 12.5 12.5
84.0 84.0 17.9 17.9  21.3 21.3
450.0 450.0 0.0 0.0 0.0 0.0
554.,0 554.0 20.4 20.4 3.7 3.7
1054.0 500.0 1554.0  20.4 0.0 20.4 1.9 0.0 1.3
3798.5 4550,0 8348.5 258.6 534.6 793.2 6.8 11.7 9.5
15.0 15.0 0.0 4).0 0 0.0 ., . 0.0
680.0 680.0 680 .02/ 680 100:0 100.0
15.0 680.0 695%0 0.0 680.0 680.0 0.0 100.0 97.8
60.0 60.0 0.0 0.0 0.0 0.0
3000.0 3900.0 0.0 0.0 0.0 0.0
60.0 3000.0 3060.0 . 0.0 0.9 0.0 0.0 0.0 0.0
100.0 100.0 41.0 41.0 41.0 41.0
55.0 55.0 18.6 - 18.6 33.8 33.8
46.0 46.0 31.8 5).31.8 69.1 69.1
762.0 762.0 286.5%/286.5 37.6 37.6
201.0 762.0 963.0 91.4 286.5 377.9 45.5 37.6 39.2
276.0 4442.0 4718.0 91.4 966.5 1057.9 33.1 21.8 22.4

.o
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pape 3 of 3. TABLE I {con't) B o

_ PERCENT OF .
PROGRAMMED FUNDS e
PRCGRAMMiED TUNDS 1T0TAL EXPENDITURES EXPENDED _
AID - GOCR TOTAL AID GOCR TOTAL A1D GOCR TOTAL
TV. URBAN POLICY, PLANNING .
AND FROJECT ADMINISTRATION
OFIPLAN
policy studies 145.0 145.0 0.0 0.0 0.0 0.0
planning studies 153.0 153.0 0.0 0.0 0.0 0.0
training 140.0 140.0 3.3 3.3 2.4 2.4
prograin evaluation 120.0 ' 120.0 _0.0 0.0 _0.0 0.0
Sub-total. 558.0 ' 558.0 3.3 3.3 0.6 0.6
UCA : .
staff/T.A. 206.0 206.0 32.0 32.0 15.5 15.5
operating costs 1/ 100.0 1006.0 26.7 26.7 26.7  26.7
Sub-total 206.0 100.0 306.0 32.0 26.7 - 58.7 15.5 26.7 19.2
SUB-TOTAL FOR COMPONENT 764.0 100.0 864.0 35.3 26.7 62,0 4.6 26,7 7.2 X

TOYAL FOR PROJECT . 5560.0 11390.0 16890.0 550.7 2553.9 3104.6 10.0 22.4 18.4

1/ Nearly 100% of this amount represents salaries for personnel hired under this project. All salaries
regular personnel of the institutions waorking on this project, but who were already on the
payccell before this project began or who were not hired just for this project, are not reflected
in the GOCR couwnterpart fumding.

2/ Amount estimated as of November 30, 1980.
3/

Although INA participates and incurs. costs under both the Supply of Labor and Demand for Labor
componcnts of the project, for analysis purposes it is only included under the Supply of. Labor.
The original programming provided that INA would.sreceive 95.7% of the funds for equipment and.
69.9% of the funds for operating costs under the Supply of Labor component. These high percentages
plus the fact that INA's expense reporting does not breakdown the expenses by camponent were

the basis for tireatving all of IHNA's expenses under the one component and excluding them under the
other.

4/ Amount estimated as of December 31, 1980.

Scurce: I'rosrammed funds and AID expenditures were supplied by the Urban and Regional Development

e Division of USAID/CR. COCR expenditures were supplied by the Project General Coordinator's

Office.





