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In accordance wlth ADS 203 (Managmg for Results Monltormg and 
Evaluatmg Performance) and USAID/E~ Salvador pollcy (Mlsslon 
Operations Manual, Chapters 680 and 770), attached 1s the Project 
Asslstance Completlon Report (PACR) for the Judlclal Reform I1 
(JRII) Actlvlty No 519-0376 whlch was a grant agreement wlth the 
Government of El Salvador (GOES) 

The goal of thls Actlvlty was to strengthen Salvadoran democracy 

The purpose of the Actlvlty was to support Salvadoran efforts to 
accelerate and deepen El Salvador's judlclal reform process, and 
through thls process, ensure that cltlzensl due process and 
equallty before the law are guaranteed 

The Actlvlty lncluded the following major components 1) 
Strengthenlng Salvadoran Support for Justlce Sector Reform, (2) 
Strengthenlng Instltutlonal Capaclty to Implement Reforms, and 
(3) Other USG Justlce Sector Actlvltles 

The Actlvlty termmated on May 31, 1998, as scheduled 

The PACR summarizes the accompl~shments of the Actlvlty It 
lncludes Lessons Learned, Conclusions and Recommendatlons 



That you approve the  attached Prolect Assistance Completion 
Report 

APPROVED 

DISAPPROVED A 

DATE 

Drafted by 

Cleared 

BIbarra, OCG 



PROJECT ASSISTANCE COMPLETION REPORT 
GRANT AGREEMENT NO. 519-0376 

JUDICIAL REFORM I1 

I SUMMARY OF THE PROJECT 

A Brief Pro J ect Descrlptlon 

B Goal and Purpose of the Project 

C Pro J ect Components 

D Present Status of the Project 

I1 FINANCIAL STATUS 

A Summary of Obllgatlons and Disbursement 

B Summary of Counterpart Contribution 

I11 PROJECT ACCOMPLISHMENTS 

IV EVALUATION AND AUDITS 

A Evaluations 

B Audl t s 

V SUMMARY OF LESSONS LEARNED FOR THE PROJECT 

VI RECOMMENDATIONS 

VII POST-PROJECT MONITORING AND FOLLOW-UP ACTIONS 



PROJECT ASSISTANCE COMPLETION REPORT 
GRANT AGREEMENT NO 519-0376 

JUDICIAL REFORM I1 

SUMMARY OF THE PROJECT 

A. Brief Project Description 

The Judlclal Reform I1 (JRII) Project was the second major phase 
of U S Government asslstance to El Salvador's lustlce sector 
The Judlclal Reform I1 Project Grant Agreement was slgned by 
USAID and the Government of El Salvador (GOES) on September 29, 
1992 The total Llfe of Project fundmg was $15,000,000 to be 
executed In 5 years The Project was Implemented through a 
competltlve selected contract wlth Checchl and Company 
Consulting, Inc effective June 1, 1993 and by ICITAP Thls 
Project sought to bulld on the ludlclal reform process begun 
under the Judlclal Reform I Project targeting stronger due 
process guarantees and greater equallty before the law 

B. Goal and Purpose of the Project 

The goal of the Project was to strengthen Salvadoran democracy 
The purpose of JRII Project was to support Salvadoran efforts to 
accelerate and deepen El Salvador's judlclal reform process, and 
through thls process, ensure that cltlzens' due process and 
equallty before the law are guaranteed 

C Pro] ec t Components 

The Project had three major components 1) Strensthenlnq 
Salvadoran Support for Justlce Sector Reform Thls component 
Included technical asslstance, analytical studles, conferences, 
publlc education, lnformatlon dlssemlnatlon, and observational 
travel deslgned to enhance and broaden Salvadoran-led efforts to 
Improve the admlnlstratlon of justlce through legal and 
organlzatlonal reforms It also supported a major effort to 
expand popular understanding of baslc legal rlghts and 
responslbllltles, 2) Strensthenlns Instltutlonal Ca~acltv to 
Implement Reforms Thls component focused on targeted support 
for Salvadoran efforts to implement reforms Project actlvltles 
under thls component lncluded a) lmplementlng a pllot program, 
b) lnstltutlonal strengthenmg, and c) human resource 
development, and 3) Other USG Justlce Sector Actlvltles Efforts 
under thls component were complemented wlth expanded Department 
of Justlce Crlmlnal Investlgatlve Tralnmg Program (ICITAP) and 
U S Information Agency (USIA) leadership development and 
professional exchange programs 



D. Present Status of the Project 

The JRII Project was completed on May 31, 1998 

I1 FINANCIAL STATUS 

A. Summary of Obllgatlons and Dlsbursernent 

The following table summarizes obllgat~ons and disbursements 
under the Project No 519-0376-C-00-3115-00 

ELEMENT OBLIGATIONS EXPENDITURES* 

1 Technical Assistance $11,252,678 $11,240,772 

2 Operational Support 1,345,877 1,345,877 

3 Commodltles 1,102,000 1,102,000 

4 Grants to Prlvate 525,000 525,000 
Sectors 

5 Pro] ect Management 590,739 590,739 

6 Evaluation 109,712 109,712 

7 Audlts 70,000 63,401 

TOTAL $14,996,006 $14,977,501 

* The above financial status report 1s in accordance with the Controller's Summary Project 
Financial Report as of June 9 1999 

B. Summary of 

Corte Suprema 
de Justlcla 

Mlnlsterlo de 
Justlcla 

Flscalia 
General de la 
Repdbllca 

Counterpart 

Estimated Actual Est~mated 
Counterpart Counterpart <Shortage> or 

Excess 



Procuraduria $10,000,000 00 $6,904,524 21 -$3,095,475 79 
General de la 
Repdbllca 

Unldad $14,000, 000 00 C27,906,148 7 1  $13,906,148 71 
Tgcnlca 
E] ecut lva 

TOTAL 068,000,000.00 0102,763,376.33 034,763,376.33 
COUNTERPART 

111. PROJECT ACCOMPLISHMENTS 

1 A s~gnlflcant reduction In the crimlnal and c l v ~ l  case 
backlog, and a reductLon In the number of deta~ned 
lnd~v~duals awaltlng trlal or sentencmg 

Two serlous problems faclng the justlce system In El Salvador are 
extensive court backlogs, 1 e long delays In the processlng tlme 
of a case and the overuse of pre-trlal detention The Project 
approach to these related problems was multl-faceted and mter- 
lnstltutlonal A 1993 project-sponsored lnventory of all cases 
found that, of more than 63,000 cases, 70% were over one year 
old, 50% were over two years old and 25% were more than four 
years old The clvll case sltuatlon was even worse Wlth Project 
assistance, thls backlog was slgnlflcantly reduced After the 
1993 lnventory, a Case Purglng Center was created Thls Center 
has purged over 70,000 crlmlnal and clvll cases, about 50% of the 
total number of outstanding cases Other Pro~ect actlvltles 
reduced case processlng tlme and increased court efflclency, 
whlch also reduced backlogs 

The Project lnltlated a pllot court admlnlstratlon project In all 
San Salvador crlmlnal trlal courts The pilot actlvlty provlded 
the deslgn and mplementatlon of automated and manual docketing 
and flllng systems, more efflclent plannlng and lnformatlon 
collection systems, computerlzatlon, and lmproved records and 
archlve management systems An Admlnlstratlve Systems Unlt was 
created and became part of the Supreme Court Thls Unlt now 
manages the admlnlstratlon of an automated management lnformatlon 
system In 100 courts across the country 



All of these actlvltles sought to separate admlnsstratlve from 
judlclal tasks and alleviate admlnlstratlve burdens on the 
judges Thls led to more overall efflclency and quallty of case 
processmg To assure compliance wlth crlmlnal -judges1 
obllgatlons to vlslt prlsoners and monltor the execution of 
sentences and sentencmg condltlons (~ncludlng excessive pre- 
trial detentlon), a system to control the judlclal status of 
detalned prlsoners was deslgned and Implemented 

In 1993, a Lawyers Cornmlttee for Human Rlghts Report mdlcated 
that over 90% of the prlsoners In the country were pre-trlal 
detalnees In part as a result of Prolect actlvltles, a June 1996 
JRP I1 prlson census found that the percentage of pre-trlal 
detalnees had fallen to 68% 

The Project, vlewlng the Publlc Defenders Off lce (PDO) as a key 
to allevlatmg the abuses of the system of pre-trlal detentlon, 
lmplemented an extenslve reorganlzatlon, lnstltutlon bulldlng and 
publlc defender tralnlng program Actlvltles Included dlagnostlc 
revlew, admlnlstratlve restructuring, deslgn and lmplementatlon 
of statlstlcs gathermg and case tracklng systems, and extenslve 
on-slte and classroom tralnlng In case handlmg skllls Technical 
actlvlty of the publlc defenders, particularly on behalf of pre- 
trial detalnees, increased substantially durlng the llfe of the 
Project For example, the average number of ball appllcatlons 
presented per defender rose 48% and the average number of habeas 
corpus petltlons flled rose 510% PDO statlstlcs lndlcate that 
the number of persons asslsted nearly doubled between 1995 and 
1997 

The Project-sponsored prlson population census In 1996 led to the 
Plan to Reduce the Prlson Population Thls Plan produced an 
agreement between the PDO, the Supreme Court of Justlce and the 
Unlverslty of El Salvador whereby law students renew crlmlnal 
cases and recommend referrals to the PDO In cases lacklng 
adequate legal representatlon As a result of thls and other 
steps, hundreds of illegally detalned prlsoners, mostly pre-trlal 
detalnees, have been released PDO statlstlcs lndlcate that the 
number of persons placed In liberty as a result of PDO assistance 
rose 50%, from 4,786 In 1995 to 7,159, In 1997 

2 Enactment and mplementatlon of legal and organlzatlonal 
reforms whlch provlde greater guarantees of due process, 
such as lmproved procedural protect~ons (e g , pre-tr~al 
release, legal representatlon and counselzng before 
questlonmg), increased use of trials, greater rellance on 
physical as opposed to test~monlal evldence, and asszgnment 
of lnvest~gatlon and sentenczng phases to different judges 



The GOES, wlth Project-assistance, has enacted numerous legal and 
admlnlstratlve reforms to lncrease respect for due process 
rlghts The most Important legal reforms Include 

The Crlmlnal Procedure Code, effectlve date Aprll 20, 1998, 
The Crlmlnal Code, effectlve date Aprll 20, 1998, 
The Penltentlary (Sentencing) Law, 
The Juvenlle Delmquency Law, and 
The Famlly Code, effectlve date October 1, 1998 

The Project asslsted In draftlng, modlfylng and revlslng the 
crlmlnal and juvenlle reform leglslatlon It sponsored trlps to 
Spaln, Puerto Rlco, Guatemala and Costa Rlca for congresspersons 
and justlce system operators to observe and learn about other 
systems The Project conducted publlclty and popular educatlon 
actlvltles, and provlded extenslve tralnlng In the reforms years 
before enactment In order to encourage support for the laws The 
Project asslsted In formlng the Technical Commlttee for the 
Implementatlon of the Crlmlnal Procedure Code (the CPC 
Implementatlon Commlttee), promoted organlzatlonal and 
admlnlstratlve reform, and provlded tralnlng to justlce sector 
lnstltutlons to implement crlmlnal reform The achievements In 
the juvenile jurlsdlctlon resulted from extenslve tralnlng for 
juvenile court judges and then staffs, accompanied by assistance 
In court admlnlstratlon 

3 Greater popular understanding of the law, the role of key 
players in the justzce sector, and of the expectat~ons for 
f a ~ r  and tlmely judzcial deczs~ons 

The Project flnanced and conducted numerous actlvltles to 
lncrease popular understanding of the law, legal reform and the 
justlce sector There were slx major popular educatlon and/or 
publlclty campalgns, most carrled out through grants or 
subcontracts to local NGOs These popular educatlon campalgns, 
generally usmg a tralnlng of tramers approach, reached over 
100,000 people dlrectly and many more lndlrectly In addltlon, 
there were numerous dlssemlnatlon events and semlnars on the 
Famlly Code, the Juvenlle Dellnquency Law, the crimlnal and 
penltentlary reforms, and the Admlnlstratlve Procedures Code 

4 Legal and organizational reforms to improve the legal 
framework, especially in areas related to czvzl and family 
matters 

Many Project actlvltles were almed at legal and organlzatlonal 
reforms to strengthen the legal framework and lncrease the 
effectiveness of the lnstltutlons charged wlth lmplementlng laws, 
particularly wlth respect to the crlmlnal, juvenlle and famlly 
law jurlsdlctlons The Project also asslsted In draftlng and/or 



revlslng other laws for Leglslatlve Assembly approval the 
enabllng laws for the AGO and the PGR, the Clvll and Clvll 
Procedure Codes, the Constltutlonal Procedures Law, the 
Admlnlstratlve Procedures Code, and the Law Regardmg 
Conclllatlon and Medlatlon 

The Famlly Code entered mto effect on October 1, 1994, expanding 
Important rlghts of women, chlldren and senlor cltlzens, and 
creatlng a speclallzed jurlsdlctlon that has been one of the most 
productive and efflclent In El Salvador Thls jurlsdlctlon's 1995 
evacuation rate was 72 9%) compared to 49 5% In the unreformed 
crlmlnal system and SO 7% In the justlce sector as a whole It 1s 
also hlghly favored by the publlc The Prolect projected 2,923 
cases In 1995, but there were In fact 8,201 cases By 1997, the 
number had grown to 14,955 cases 

The GOES, wlth Project asslstance, has undertaken organlzatlonal 
reform to lmprove the legal framework of the justice sector as a 
whole and ~ t s  component lnstltutlons the Supreme Court of 
Justlce, the Attorney General's Offlce (AGO), the Natlonal 
Councll for the Judlclary (NCJ), the Offlce of Legal and Soclal 
Assistance (PGR), and the Mlnlstry of Justlce (MOJ) These 
organlzatlonal reforms lnclude establlshlng the Justlce Sector 
Coordlnatlng Commlsslon (JSCC) and ~ t s  Technical Executive Unlt 
(UTE), establlshlng a Common Clerk's Offlce and a Center for 
Jurisprudence In the Supreme Court, consolldatlon of the Judlclal 
Traxnlng School (JTS) as the prlnclpal tralnlng entlty for all 
justlce sector operators and ~ t s  reorlentatlon as a chlef player 
In the reform process, restructuring of the AGO, and 
establlshment of close workmg relatlonshlps wlth the Natlonal 
Clvll Pollce In crlme lnvestlgatlon, reorganlzatlon of the PGR, 
and establlshment of the MOJ as the entlty responsible for 
developing a sound natlonal crlme pollcy and the creatlon of the 
Crlme Pollcy Unlt 

The Project provlded extenslve asslstance to rnodernlze the legal 
framework In the famlly law area, lncludlng the enactment of the 
new Famlly Code and Famlly Procedure Law The famlly law 
jurlsdlctlon recelved extenslve tralnlng for famlly court judges 
and then staffs, and asslstance In plannlng and court 
admlnlstratlon Mass medla and publlc education campaigns, often 
conducted wlth local NGOS, Increased publlc awareness and 
encouraged access to and effective use of the jurlsdlctlon The 
Prolect provlded the PGR's Famlly Relations Department, a pre- 
judlclal admlnlstratlve conclllatlon unlt, tralnmg In 
conclllatlon and case handling, and asslsted In an admlnlstratlve 
reorganlzatlon 

Among Project actlvltles related to organlzatlonal reforms were 
the establlshment and consolldatlon of the JSCC and the UTE, 
lncludlng the enactment of enablmg laws to ensure thelr 
contlnulty JRP I1 performed dlagnostlc revlews, led strategic 



7 
plannlng, asslsted In reformmg enabllng laws, and provlded 
extensive tralnlng to operators In the AGO and the PGR It 
provlded technical asslstance for reorganlzlng, strengthenmg and 
strategic plannlng In the JTS, whlch tramed over 12,000 justlce 
sector operators In three years, and deslgned and implemented 
statistics gathering and case tracklng systems in the AGO, the 
PGR and the court system 

5. The provlslon of adequate operational budgets and lncreased 
levels of other donor funding for justice sector improvement 
actlvltles 

The GOES made lmpresslve lncreases In its funding for key justlce 
sector mstltutlons For example, between 1995 and 1998, the 
budget for the AGO lncreased approxlmately 170% and the budget 
for the PGR Increased approxlmately 100% Most of these budget 
lncreases are funds allocated speclflcally to implement the 
reforms enacted as a result of Project asslstance 

Forelgn donor asslstance Increased dramatically In 1993, USAID 
was the only donor Involved In the justlce sector other than the 
Unlted Natlons Verlflcatlon Mlsslon (ONUSAL) Now there are 
several other large donors, notably the Inter-Amerlcan 
Development Bank, the Unlted Natlons Development Programme, the 
Spanish Cooperation Agency, and the European Unlon, together 
providing over $40 mllllon In asslstance 

IV EVALUATION AND AUDITS 

In February 1996, an evaluatlon of pilot courts was carried out 
by Judlclal Admlnlstratlon Consultants See Executlve Summary of 
thls Evaluatlon In Annex I attached 

A £ma1 evaluatlon of the project was carried out by MSI In 
January 1997 See Executlve Summary of thls Evaluatlon In Annex 
I1 attached 

Close-out flnanclal audlt was performed In September 1998, 
coverlng the period of January 1, 1994 through May 31, 1998 The 
flnal report of the audlt resulted In no flndlngs 



SUMMARY OF LESSONS LEARNED FOR THE PROJECT 

It was strateglcally lmportant to make ~nter-lnstltutlonal 
coordmatlon through the UTE and the JSCC a precondltlon for 
Project execution, not just a peripheral actlvlty Justlce 
sector leaders took almost two years to reallze the value of 
~nter-lnstltutlonal coordlnatlon Much remams to be done, 
but the JSCC and the UTE are key legacles of the Prolect, 
permanent fora for ~nter-lnstltutlonal coordmatlon 

Legal and ludlclal reform should not be done piecemeal, 
focuslng only on leglslatlve reform or lnstltutlonal 
strengthenlng Reform leglslatlon requlres lmplementatlon 
through capable supportmg mstltutlons, and lnstltutlons 
wlthout good leglslatlon serve no useful purpose 

Include all relevant justlce sector lnstltutlons In 
deslgnlng reform strategy and ensure that all In need of 
lnstltutlonal strengthenlng recelve ~t If one or more of 
the components are left out or remam weak, the system wlll 
not functlon effectively 

The Project chose a cadre of enthuslastlc and dynamlc local 
consultants, many of whom are now In leadership posltlons, 
for selective tralnlng, encouragement and lncorporatlon Into 
Project actlvltles Thls cadre can carry the reform process 
forward 

The Pro~ect adopted a multl-dlsclpllnary, multl-cultural 
approach to prolect deslgn and lmplementatlon In selecting 
consultants and In presenting proposals Project consultants 
came from a wlde range of professions and organlzatlons For 
example, lawyers were drawn from publlc defenders offlces, 
prosecutors offlces, prlvate law flrms, unlversltles, and 
bar assoclatlons Consultants from countries wlth different 
legal and polltlcal systems offered a range of vlews, 
experience and expertise The Project never Imposed 
consultant ~deas, rather, ~t presented optlons and the 
counterparts chose the most appropriate for El Salvador 

By channeling all legal tralnlng for justlce sector 
operators through the JTS, the JTS became a stronger and 
more Important player In the reform process By unlfylng 
tralnlng crlterla, all justlce sector operators recelved the 
same message Tralnlng content and methodology were 
consistent, and dupllcatlon of effort and cost 
lnefflclencles were mlnlmlzed Tralnlng whlch brought 
together representatlves of all justice sector staffs led 
later to better ~nter-lnstltutlonal coordmatlon The 
Project strateglcally coordinated JTS tralnlng to promote 
reforms even before they were approved, reducmg resistance 
to change 



7 Legal reform 1s more the encouragement of cultural change 
and development than a technical exerclse In draftlng 
leglslatlon Thus, meaningful, sustainable legal reform took 
longer than antlclpated, especially for crlmlnal justice 
system reforms JRI and JRII showed that the lnstltutlons 
affected by reforms, and the publlc at large, must support 
the reform process ~f lt 1s to succeed Before JRI, many 
laws were drafted, but few were approved and put lnto 
effect, because they lacked polltlcal support and an 
owner at the natlonal level to lead the reform process 
Pro-~ect assistance helped develop the polltlcal support and 
the leadership capaclty needed for judlclal reform 

8 The strategy for promoting judlclal reform 1s very 
lmportant, and lt needs continual reassessment and 
readjustment to natlonal realltles Inltlally the Project 
promoted crlmmal justice system reform as a way to 
encourage the protection of human rlghts As the crlme rate 
escalated (a common occurrence In emerglng democracies), 
more people became vlctlms of crlmlnal actlvlty, and 
dlscusslng the rlghts of the accused became unpopular and 
counter-productive Thls posed rlsks to crlmlnal justlce 
reforms, so the promotional approach focused on lncreaslng 
the efflclency of the crlmlnal justlce system and 1ts 
response to the crlme wave 

9 Observational travel was one of the most important 
actlvltles for promotlng and consolldatlng ;ef orms Trlps 
for prosecutors and publlc defenders to Puerto Rlco to 
observe the oral trlal system were very beneflclal, both In 
overcoming resistance to change and In bulldlng actlve 
support 

10 Law schools produce the future attorneys and justlce sector 
operators JRI made law school reform a prlorlty, but JRII 
dld not address thls area It should have Law schools are 
not producing hlgh quallty, reform mlnded, Independent 
lawyers because they st111 focus on rote memorlzatlon of 
codes rather than on practical skllls and analytical 
thlnklng 

The Project should have deslgned and Implemented a user- 
frlendly statlstlcs gathering system In every lustlce sector 
lnstltutlon at the outset Indicators would have permitted 
monltormg of reform progress Also, there should have been 
more tralnlng In how to use the lnformatlon gathered ln 
plannmg and monltorlng progress Also deserving earller 
attention were the case tracklng systems In the AGO, PGR and 
Supreme Court, and the lnformatlon departments In each 
mstltutlon 



VI RECOMMENDATIONS 

a) Pre-trlal detainees st111 comprlse two thlrds of the total 
prlson population There are st111 substantlal delays In case 
processing The legal reforms achleved wlth Project asslstance 
(the Crlmlnal Procedure Code, the Crlmlnal Code and the 
~enltent~ary/Sentenclng Law) all became effectlve In 1998 If 
fully and properly lmplemented, these laws wlll reduce court 
backlogs and the length and frequency of pre-trlal detention 
If Implemented improperly (e g , wlthout full use of non-trlal 
alternate resolutions), backlogs and delays could lncrease In 
addltlon, coordlnatlon between lnstltutlons must be 
strengthened to ellmlnate abuses pertalnlng to pre-trlal 
detent lon 

b) The crlmlnal reforms only recently entered lnto effect and 
have yet to be Implemented The organlzatlonal and other 
mstltutlonal reforms lnltlated wlth Project asslstance must 
be adopted to ensure the successful lmplementatlon of the 
reforms 

c) Project campaigns and publlclty actlvltles created greater 
awareness and knowledge on the part of the general populace, 
but much remalns to be done Notwlthstandlng hlgh publlc 
awareness of reforms, general confldence In the justlce sector 
remalns very low Thls may be due In part to real problems In 
the current crlmlnal justlce system A May 1997 Gallup poll 
found that 60% of the people had llttle or no confldence In 
the ablllty of the courts to guarantee a falr trlal, and 73% 
had llttle or no confldence In the justlce sector To boost 
confldence In the system, particularly whlle lmplementlng the 
crlmlnal and penltentlary reforms, the people need to learn 
about the successes of the system through more publ~c 
educatlon/awareness actlvltles of both NGOs and governmental 
lnstltutlons 

d) Some legal reforms, such as the AGO and PGR enabllng laws, 
st111 awalt approval by the Congress Once approved, they need 
to be Implemented Others, such as the crlmlnal and 
penltentlary reforms, have just become effectlve and need to 
be Implemented 

e) The famlly law jurlsdlctlon 1s so popular that ~t 1s 
overwhelmed Its admlnlstratlve systems need to be reassessed 
Recently, ~t was proposed that famlly law magistrates be 
provlded to handle settlement and other preliminary 
proceedmgs Conclllatlon must contlnue to be emphasized In 
thls jurlsdlctlon In some Instances famlly judges have begun 
to revert to tendencies that are more ~nqulsltorlal, such as 
emphaslzmg wrltten as opposed to oral proceedlngs 



Project asslsted organlzatlonal reforms are at varlous stages 
of lmplementatlon The strategic plannlng actlvlt~es In the 
UTE and the JSCC are at then lnltlal stages Inter- 
lnstltutlonal coordmatlon needs to be furthered The 
reorganlzatlon of the PGR should be completed and 
consolldated The reorganlzatlon of the AGO needs to be 
consolldated In the reglonal offlces The Mlnlstry of 
Justlcets Crlme Pollcy Unlt needs strengthening and ~ t s  role 
consolldated The statlstlcs gathering systems and pllot case 
trackmg lnformatlon systems I n  the AGOl PGR and court system 
be expanded to the natlonal level and fully adopted wlthln 
each ~nstltutlon, and integrated wlthln the justice sector as 
a whole 

VII POST-PROJECT MONITORING AND FOLLOW-UP ACTIONS 

The Democracy Strategic Objective has glven formally transferred 
equipment, vehlcles and materials provlded under Contract No 
519-0376-C-00-3115-00 wlth Checcl & Company Consulting Inc to 
the Justlce Sector Agencles 

All the actlvltles funded under the subject Grant Agreement 
concluded as of May 31, 1998 



ANNEX I 
PROJECT ACTIVITY COMPLETION REPORT 

PROJECT NO. 519-0376 

"EVALUATION OF PILOT COURTS PROJECTu 
JUDICIAL REFORM I1 
PROJECT NO. 519-0376 



I Executive Sununary 

A Purpose and Background of the Evaluat~on 

One of the mayor actlvltles under Judlclal Reform I1 Project has 
been the deslgn and lmplementatlon of lmproved admlnlstratlve 
systems for appllcatlon at the level of lndlvldual crlmlnal trlal 
courts In El Salvador Conslderlng such confmes as the exlstlng 
human resource base, exlstlng mfrastructure, and certaln legal 
deflnltlons as to how work wlll be done (and by whom), the 
project works at lmprovlng the development (and sklll levels ) of 
courtroom personnel, lntroduclng Improved flllng and paper 
trackmg systems, lntroduclng a slmple computerized case tracklng 
and lnternal management lnformatlon system, and lntroduclng In 
some courts a common secretary who wlll handle such functions as 
case assignment and notlflcatlons for all crlmlnal trlal courts 
In the vlclnlty 

The pllot project was begun In January 1993, Whlle Orlglnally 
scheduled for completlon In under one year, a number of factors 
()problems In the appointment of a new Supreme Court, resistance 
on the part of judges to the lnnovatlon, etc , delays In the 
purchase of computer equipment) delayed completlon However, by 
mld 1995, the new model was completely deslgned and Installed In 
the ten crlmlnal trlal courts In San Salvador and the two In 
Santa Tecla In the latter jurlsdlctlon, a common secretary pllot 
1s awaltlng the approval of the Supreme Court prlor to ~ t s  
lntroductlon Whlle the court wlshes to duplicate the model In 
all crlmlnal trlal court jurlsdlctlons, USAID requested as 
assessment of ~ t s  deslgn, ~nltlal lmpact, and requlred 
modlflcatlons and adjustments before further expansion 

D Conclus~ons And Recomrnendat~ons 

General Comments 

A plan for the transfer to the GOES of management systems 
desrgned and lmplemented by the lnstltutlonal contractor durlng 
the llfe of thls project should have developed and lmplemented 
durlng thls year Thls Includes the strengthenlng of the 
coordlnatlon role for the Annotate Tecnlca Ejecutora (U T E ) 

We recommend the establlshment of regularly schedules meetlngs 
among the crlmlnal trlal court judges Thls opportunity for 
dlalogue among the judges and feedback to the mstltutlonal 
contractor, as a group, should not be overlooked 
The Escuela Judlclal should lncrease ~ t s  role In the tralnlng of 
support personnel To date, the Escuela Judlclal has 
concentrated ~ t s  efforts on the trainmg of judges, prosecutors 
and publlc defenders The tralnlng of secretarlos and 
resolutores should be Increased These personnel are key to 
efflclent and effective case processlng smce judges depend on 
these persons for the tlmely processlng of cases As such, they 
must be tralned In the admlnlstratlve requirements of the new 



crlmlnal code as much as the judges, prosecutors and publlc 
defenders 

The USAID project manager and the lnstltutlonal contractor should 
establlsh a schedule of regular meetlngs for the dlscusslon of 
prolect tlssues Mlnutes of each meetmg whlch document key 
lssues and declslon should be kept 

Regular quarterly project status reports should be provlded to 
USAID by the lnstltutlonal contractor 

We recommend that a general publlc survey be conducted In order 
to ascertain the public's level of confidence In the judlclal 
system Thls wlll establlsh a measurable baselme for a follow- 
up survey once all the cases are purged 

Inventory of Cases 

The practlce of taklng a 100 percent of cases should be utlllzed 
more often In all AOJ projects In many projects, a sample 
lnventory 1s used to statlstlcally establlsh the relatlve status 
of pendmg cases Thls, however does not provlde the exactness 
of a 100 percent physlcal lnventory nor does lt asslst In the 
strengthening of the relatlonshlps that need to be developed 
between each judge and staff and the project 

Development of a System for Purglng of Old Pending Cases 

The ET hlghly recommends thls approach to reducmg the backlog of 
pendmg cases It results not only In a reduction of the backlog, 
but ~t also provldes a mechanism for bulldlng a professional 
judlclal staff 

Development of a Records Management and Archlval Plan 

The ET recommends that upon the adoptlon of a new crlmlnal code, 
the docket card and other instruments be redeslgned to 
accommodate the new code requirement and that they be Introduced 
In all courts 

Establxshment of a Judicial Statistical System 

The lnstltutlonal contractor, In collaboration wlth the Supreme 
Court and the Mlnlsterlo Publlco staff, should develop a 
prototype of an annual judlclal statlstlcal report for each 
judlclal agency 

Development of an Automated Caseflow Management System 

All remalnlng equipment for the crlmlnal courts should be 
purchased and personnel tralned use as soon as posslble Upon 
completion of the tralnlng, the ET recommends the redeslgned core 
module be installed In all crlmlnal courts rather than the 
exlstlng pllot system Should delays In ~ t s  development prevent 



a tlmely ~mplementatlon, we suggest that the current pllot system 
be used untll new system 1s ready 

Other Automation Requirements for the T r a ~ l  Courts 

The recently developed and tested sentenced defendant tracklng 
system should be implemented In all trlal courts 

Juvenile Courts 

Implementation of thls component should contlnue as outlmed In 
the 1996 Annual Plan All preparations necessary for 
lmplementatlon of thls system have been completed 

Family Courts 

The Supreme Court should adopt one set of system standards for 
both famlly and juvenile and proceed wlth lts lmplementatlon 

Establ~shment of a Common Secretary 

The Supreme Court should approve the creatlon of thls offlce as 
soon as posslble All the necessary loglstlcal and preparatory 
steps for thls actlon have been taken Whlle we understand that 
thls 1s a radlcal departure from the normal assignment and 
dlstrlbutlon of cases In El Salvador, ~ t s  adoptlon 1s key to the 
efflclent admlnlstratlon of cases In the courts 

E Comments On Development Impact And Lessons Learned 

In the oplnlon of the authors, the admlnlstratlve reforms 
lntroduced by Judlclal Reform I1 Project In the crlmlnal trlal 
pllot courts have had a slgnlflcant lmpact on thelr operations 
The lntroductlon of a unlform set of guldellnes, forms and 
systems In the crlmlnal trlal courts has been qulte successful 
Thls unlformlty In processing 1s essential to the strengthening 
of justlce sector lnstltutlons and the monrtorlng of such human 
rlghts lssues as speedy trlals and due process Thls project has 
clearly heightened the awareness by judges, prosecutors and 
publlc defenders regarding lssues surrounding the structural 
weaknesses In the exlstlng systems and the need for reform 

The ~n-depth tralnlng of hlghly quallfled admlnlstratlve support 
personnel and the absorption lnto the judlclal system should 
produce some long term beneflts In the way of lnstltutlonallzlng 
the admlnlstratlve reforms already lntroduced The enthusiasm 
and support displayed by the staff and judges In both the 
crlmlnal trlal courts and Supreme Court 1s lndlcatlve of an 
mstltutlonal acceptance of the prlnclples and practices 
Introduced by the mstltutlonal contractor 

The resolution of almost flfty percent of all the cases over two 
years old 1s In ltself a slgnlflcant accomplishment It 1s not 
unreasonable to expect the other f~fty percent wlll be resolved 



by t h e  end of t he  year  Very few p ro j ec t s  can clalm a d l r e c t  and 
measurable e f f e c t  on t he  case backlog t o  t h e  degree t h a t  t h m  
p r o j e c t s  can We a r e  not aware of any t ang lb le  measure of 
increased publ lc  confldence a s  of the  date  of t h l s  evaluation 
However, we specula te  t h a t  the  resolution of almost one hundred 
thousand o ld  cases by t he  end of t h l s  year  w l l l  c e r t a m l y  
t r a n s l a t e  I n t o  such an mcrease  In  confldence by t h e  genera l  
pub l lc  
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To Debble Kennedy-Iraheta, SO2 Team Leader 
From. Sharon Thams Carter, ROL Activlty Manager 
Re. Judicial Reform I1 Evaluation Summary and Comments 

The fmal evaluation of the Judicial Reform I1 project (5 lg-O376), conducted by 
Management Systems International, was completed January 28, 1997 What follows is a 
summary of the recormnendahons of that evaluation and the comments of the Mission to those 
findlngs 

1 Legal Reform Objechves and 0pportunit.les 

The JRII project paper envisioned the approval of ten new laws by the third year of the project 
cnmmal procedures, c m n a l  code, sentencing law, civil code, civil procedures code, alternatwe 
Qspute resolution, new orgarzlc laws and new career laws for the fiscaha and the public 
defenders office As of January 1997, the Assembly approved five major legal reforms w t h  
support of the project cnminal procedures code, family code, farmly procedures code, juvemle 
offender law, and the Orgmc law for the Justxe Sector Coordmatmg Cornrmssion 

CONCLUSIONS The onginal law reform objectives were very ambitious, probably 
unrealistically so, but the laws passed represent significant progress in justice system reform 
The project responded rapidly and well to the opporturuty presented by the farmly and juvenile 
codes to demonstrate procedural reform in practice, and these courts appear to be the most 
efficient w h  the judicial system But if law reform objectives are viewed stnctly against the 
progress mdicators defined m the project paper, there is a shortfall 

MISSION COMMENT Four additional legal reforms envisioned m the project paper have been 
passed m 1997 wrth assistance from the project the crimmal procedures code, sentencmg law, 
and organs laws for the fiscalia and public defenders of'fice The project did not focus much on 
the civil code reforms The project outputs should have been revised to reflect the hgher than 
expected effort the cnmmal reforms requ~red The ADR law and the career laws have been 
drafted and remain under Qscussion m the Assembly Project resources were effectwely directed 
to important reform efforts NOT idenhfied m the project paper (farmly code, juvemle code and 
establishment of the Coordinating Commission as a legal entity) when progress on the cminal  
codes was slower than expected, stdung a difficult balance between recopzing and supportmg 
unexpected legal reform mtiatives and continumg to work toward the pre-identified objectives 

2 The legal reform consultation process 

CONCLUSIONS The draftmg of new legslation supported by the project was a rather closed 
process, led by a well-placed chmsmatic activist with little participabon by Salvadoran crimlnal 
law experts, jmsts, the private sector and NGOs The hgh profiles of the mternat~onal 
consultants and the youth of the Salvadoran lawyers who participated m the drafting c o m t t e e  
made draftmg easier, but lead to cnhcism about foreign intervention and mampulation of the 
process The drafting and consultation process should cover the legal cormnun~ty, the pnvate 



sector, NGOs, and political parties, wth  the objective bemg satisfjmg as many concerns as 
possible and allowmg tlme for analysis and discussion of alternatives 

MISSION COMMENT Although reasonable in theory, h s  descnptlon of legal reform is rarely 
what happens, either in the Umted States and m the Latin Amencan countries where USAID has 
supported similar acbvities The key Salvadorans had a strong preference for lmting the 
breadth of participabon m the review of laws in draft, and, given that onentation, the project 
experienced considerable success in supporting the degree of review and input actually attamed 
Given the spectrum between mde consensus and popular understanding of laws under reform on 
one end (very rare), and sunply railroading new laws through the legislature (quite common), the 
project supported a reasonable balance of sufEcient review to insure that the laws are well 
mt ten  and sufficient understanding so that the country as a whole generally followed the 
process and knew somethmg was changmg 

3 Development and Inslxtutlonal Strengthenmg of the Nat~onal J u d ~ c ~ a l  School 

Four sigmficant objectives have been acheved by the project (1) rasmg to a sabsfactory level 
the basic legal knowledge of the majonty of the legal professionals in the clmnal, juvenile and 
family systems, (2) ob tamg recogrution by the jusbce sector leaders of the unportance of 
t r m n g  as a means to unprove operation of the justice system, (3) consolidated the role and 
function of the National Judicial School as the lead inter-institutional body for jusbce sector 
t r m g ,  and, (4) changed the way the justice system identifies its tralnmg needs, plans 
responsive t r m n g  programs, and expands its specialized t r m n g  

CONCLUSIONS 
(1) The trzumng component has been fundamental for success of the judicial reform process, 

whch success can be attributed dnectly to the techmcal assistance financed by USAID 
(2) Thls techmcal assistance has well exceeded the set objechves, due to the slull and 

dedicahon of the Salvadoran and foreign consultants assigned to the achvlty The 
achevements should be recogmzed by USAID as notable wthm efforts to unprove 
admimstration of justice in Lahn Amenca 

(3) Challenges remam m the consolidation of the Judicial School, expansion of the school 
throughout the country, and increased involvement of middle and upper level 
professionals and supervisors m t r a m g  programs 

RECOMMENDATIONS 
(1) Define a strategy to finalize the strengthemg of the School and develop further the 

profile methodology for defimng tramng needs 
(2) Formulate a feasible justice sector tra~ning plan for FY97-FY02 
(3) That the project begin to focus on sustainability of the sigmficant achievements of these 

aspect of the project 
(4) That all relevant donors formulate a strategic plan for coordinabon for support to the 

School 

MISSION COMMENT 



(1) The profile methodology has been considered useful by USAID and the justice sector 
institutions mvolved and w11 continue to be used dumg JRII and the new activlty 
(2) The Supreme Court has announced that it wll  assume all costs for operation of the Judicial 
Tramng School 
(3) A tramng plan for the sector has been developed for 1998 
(4) USAID has met frequently to plan and coordinate tra~mng and techca l  assistance efforts in 
support of the passage of the c n m a l  procedures code together wth  the UNDP, IDB, and 
ICITAP Thls coordmatron lncluded support by USAID for the UNDP trsumng program for the 
new sentencmg judges 

4 Prosecution and Investlgatlon the Flscalla and the Pohce 

CONCLUSIONS 
(1) The process of crmmal investigation has improved due to support fiom the project On the 
whole, judicial operators understand thelr role and function but need more guidance, slull 
development and encouragement to unplement new roles consistently 
(2) Relabonslups among the key players in cnminal lnvestigations are much improved but have 
a long way to go Inter-mstitut~onal dialogue, institut~onal self analysis, study of each role wthtn 
the admmstration ofjustice, and goal-setting exercises exist dlrectly due to support from the 
project However, to acheve the greater levels of mter-inst~tutional trust, dialogue and 
negotiation requred, more tune and trsumg are necessary 

RECOMMENDATIONS 
(1) The fiscalia requires more staff, salary Increases and increased flexibility in the budgeting of 
resources from the GOES 
(2) The fiscalia should qwckly design and Implement a program for decentralization of services 
throughout the country 
(3) USAID and ICITAP should mcrease effort to unprove theu teamwork to encourage closer 
collaboration between the police and fiscales m conductmg c m n a l  lnvestigations and 
prosecution functions 
(4) The PNC requires closer attenbon from the USGfICITAP to develop strong, modern 
managenal systems and practices 
(5) USAID should provlde trarung and TA to the fiscalia for at least one more year 

MISSION COMMENT (1) Support for slulls development of fiscales and pubhc defenders and 
greater coordination wth police is a pnority activity for the new rule of law project under design 
for 1998 unplementation Trsurung under the new project w l l  focus on the practical application 
of slulls through mentonng and on-the-job tramng Subsequent to the evaluation report a 
trmnmg course for police m conductmg cnmlnal investigations was designed and delivered and a 
set of operational manuals for prosecutors and police were produced and distnbuted to current 
operators through successful collaboration between USAID and ICITAP This type of 
coordmabon wl l  continue under the new project 

(2) Due in part to support from the project and the Embassy, the Fiscalia and the Public 
Defender's office successllly negotiated a $12 million budget increase over the ordlnary 



allocatron for the Public hhmstry (Fiscalia and Procurador General) Funds were allocated by the 
Fiscalia for b g  259 new prosecutors, rasmg salanes by about 35 percent, operung 14 new 
reg~onal offices around the country, and purchasrng commo&tles and vehrcles to equip the new 
offices 

5 Office of the Pubhc Defender 

CONCLUSIONS The project has produced notable improvements In the slull and effectiveness 
of public defenders wtnessed by increased jail visits, habeas corpus and appeals filings, and 
releases fiom pnson However, average case load of public defenders remains low, adequate 
mobility/ transportatron is problemahc, and morale problems are evident Salmes are too low to 
encourage dedication and increasing productwity The pilot program of on-the-job t r m g  
provided by the project to the San Salvador juvemle defender office, where application of the 
new oral procedures is t&ng place, appears a great success, wth  notably lugh productivity and 
morale m d s t  case overloads, low salaries and insecure work envuonment 

RECOMMENDATIONS 
(1) That the mobility problem be analyzed to detemwe ideal office location, use of public 
transportation, and vehicle purchases to maxunize the mobility of public defenders 
(2) Allegabons of the reassignment of vehlcles procured by the project to other than designated 
uses should be inveshgated 
(3) USAID and the Justice Sector Coordmatmg Commission must lobby for increasing budget 
allocations to allow provision of adequate salaries for public defenders 
(4) On-the-job t r a m g  models, such as that provided m the San Salvador juvemle defender 
office, should be contmued 

MISSION COMMENT 
(1) Mobility issues have been analyzed by the Pubhc Mmstry with support fiom the project 
Two additional offices have been opened in outlying areas of San Salvador and numerous 
velucles and motorcycles have been purchased 
(2) As part of the project close-out actlvibes, an end-use audit IS conducted to assure the proper 
use and disposition of commodihes purchased wth project funds Special attention will be given 
to the analysis of vehicle use dumg ths  audit 
(3) As mentioned above, a $12 million budget Increase was obtained by the Fiscalia and 
Procurador General Funds were allocated by the Public Defender for huvlg 180 new public 
defenders, rasing salmes by about 35 percent, operung 2 new mu~llcipal offices, and purchasing 
commodities and vehcles to equip the new offices 
(4) Tramng under the new project w11 focus on the pracbcal application of slulls through 
mentomg and on-the-job training for all justice sector operators, wth pnonty bemg given to 
prosecutors and public defenders 

6 The Court System 

CONCLUSIONS The pilot court admmstration activity is the Constitutronal Court, although 



very new, has already produced substantial improvements and the management information 
systems data to identify them The number of steps taken in case management has been cut m 
half and the average processing time per case dropped from seven to two months The Court IS 

extendmg the reforms to other divisions and shmng costs for th s  replication 

RECOMMENDATIONS None 

MISSION COMMENT None 

7. The Jusbce Sector Coordlnat~ng Commlss~on and the UTE 

CONCLUSIONS 
(1) The Comss ion  has become an important coordination instrument for the justice sector, 
fortifjring the conception of a "Justice Sector" composed of complementary institutions that must 
work together, concentrating the political influence of sector institutions, and spear-heading 
efforts to ensure contmuity to JRII mtiatives after the project penod 
(2) The UTE is well accepted by the sector institutions and staffed by apparently qualified, 
enthuslasix and hard-worlung professionals The six mter-mshtutional committees established 
m the UTE for p l m g  and implementation are a notable success The UTE is weak in the area 
of project management and momtoring and in financial management pohcles and procedures of 
the institubon itself The project has not provided as much mshtutional development TA to the 
UTE as contemplated in the project agreement 
(3) The UTE director is concerned that salary increases proposed for UTE staff would not be 
approved, resultmg in a loss of qualified, tramed staff 

RECOMMENDATIONS 
(1) That a computenzed kancial accountingMIS be mstalled in the UTE and that special 
attention be directed to thelr project momtonng and financial management capability 
(2) That the UTE exarmne is structure and function, human and financial resources needs as a 
permanent sector coordinating institution mth implementation responsibilities for major donor 
mtiatives 
(3) That support be provided to ensure that UTE salmes are kept at levels adequate to attract 
and retsun appropnately qualified and motwated professionals 

MISSION COMMENT 
(1) The UTE has computenzed its financial accountmg system Additional support to the UTE is 
requlred in the ara of project management whlch mll be provided by USAID under project 5 19- 
0436, the follow-on activity to 5 19-0376 

(2) An extensive institutional analysis and "customer" survey was conducted for the UTE by the 
project m the Fall of 1997 Thls analysis was used as the basis for a strategic p l w n g  exercise 
c m e d  out for the UTE, which identified redundancies, areas for improvements, human resource 
re-allocations, etc Institutional strengthemng of the UTE wl l  continue under the new project 
(3) Compamg salanes m the UTE to those of similarly trailung people m other Salvadoran 
inst~tutions, the project found that salmes in the UTE are generally high in cornpanson, rather 



than low as concluded in the evaluabon report Compared to U S standards, salanes are very 
low, which is a generalized issue for El Salvador, not the UTE or the justice sector 

8 Management Informahon Systems 

CONCLUSIONS The iformabonal component of the project appears to have been cost- 
effective, and as MIS use increases, it should become even more so The mvestments made have 
been reasonable for the development and coverage the project has acheved Except for the 
Fiscalia, the MIS components already can be operated and msuntained by the orgamzations 
themselves mthout assistance fiom the project 

RECOMMENDATIONS 
(1) That the project support exarmnation by the Fiscalia of how the MIS has been developed and 
used, particularly as a tool in cmmal investigations 
(2) That the Fiscalia follow the example of other sector institutions m (a) assmng the adequate 
operation, msuntenance,and expansion of the system, (b) identification of a qualified MIS 
manager, and (c) partxipate in the mter-inst~tuhonal MIS c o m t t e e  

MISSION COMMENT 
MIS support is being provlded to the Fiscalia under a grant to UNDP mth local currency funds 
m 1998 Funds were used to automate the case intake process Additional support for MIS 
modemzation is bemg provided to the Fiscalia, and other sector mstitutions under project 5 19- 
0436 

CONCLUSIONS 
(1) The use of NGOs as the pnmary vehcle for public education campaigns had the benefits of 
expandmg coverage that would have been unlikely using other methodologies and potentially 
sustamng public informahon services, as once the campsugns are completed, participatmg NGOs 
can provide continued trammg on relevant issues 
(2) The impact of the traimg events is not clear In the future, specific instruments and clear 
mdicators should be defined to measure the impact of tramnglpublic awareness activities 
(3) The evaluation team doubts that the 1-2 day trsunmg events had substantial impact on the 
beneficimes' knowledge of or attitudes toward family law, however the team is convinced that 
they were successful m mcreasmg the public's awareness that a new farmly law exlsts 
(4) Actwihes have not achleved the objective of generatmg significant publlc support for legal 
reform, neither m the political elite nor in the public at large due to the followmg weaknesses (a) 
omission of the pnvate sector fiom consultations and project participation, (b) lack of mtrative 
and creabvlty to justifl legal reform before a wide public office, O failure to provide real 
opportuIubes for consultation, (d) campsugns that were tunid m reach and scattered in content, 
and, (e) an effectwe media campsugn aganst legal reform 

RECOMMENDATIONS 



(1) That NGOs be mvlted to participate by competitive process m campmgns to increase public 
awareness of legislation 
(2) That the project take the mtiative m brulding constituency for strong lmplementation of the 
penal code reforms, wrth participation fiom other sectors and the use of mnovahve mechmsms 
to educate the public about and buld support for the establishment and mamtenance of an 
effective, efficient and f m  jushce system 
(3) That the project sponsor forums for NGOs supporting reforms to promote interchanges of 
expenences and methodologies, wth considerahon given for support for the long-term 
sustainability of such NGOs 

MISSION COMMENTS 
The policy change process is long and complex The codes supported by the project and been 
passed and unplemented vvlthout incident, suggesting considerable 'public support' Although 
that in theory wrde-spread consultation of proprosed reforms is not the norm, was very 
&scouraged by Salvadorean institutions and possibly not even realistic given the low level of 
interest and involvement of the average citizen in cnmnal law That being said, the Mission 
concurs that it would be desirable to support a more vigorous policy debate in future legal 
reforms to the extent possible 

10 Performance of the Instltubonal Contractor 

CONCLUSIONS Checch & Company Consultmg, Inc , performed well, particularly in the 
excellent training and techcal  assistance provided the Judicial Tramng School, the Public 
Defender's Office, the Attorney General's Office, and the Judiciary There is concern that UTE 
is not prepared to take the role of Checci by December 1997, at project end 

RECOMMENDATIONS That USAID provide more consistent policy and programrmng 
guidance, and adhere closer to the implementation mecharusms lad out in the project agreement 

MISSION COMMENT None 

11 Performance of the U S Informabon Agency 

CONCLUSIONS The agreement negotiated wrth USIA represents an excellent example of 
cooperahon, talung advantage of USIAYs expertise in delivemg mternahonal exchange 
programs A small investment permitted the lmplementation of various important activities that 
would have been difficult for USAID or Checch to cany out Exchange program participants 
expressed hstrahon however, at belng unable to fully implement thelr new skrlls and learmng 
due to budget shortages in their host institutions, lack of understanding on the part of judicial 
authorities, and lack of an agreement between USIA and GOES to ensure application of the 
knowledge acqured 



RECOMMENDATIONS USIA activities should be better coordinated w t h  and incorporated 
mto the planrung and implementation of JRII, to better complement other project elements 

MISSION COMMENT Performance based project management makes h s  type of 
coordination wth  USIA difficult because of their vastly different results onentation USIA is 
focused on cultural exchange, not producng some tangible change m host country institubons, 
performance or attitude However, their programs are symbiotic to those of USAID in the justice 
sector program and h s  type of coordmation has conhnued under the new justice sector activity 
Care must be taken to analyze USIA's comparative advantage and realistically assess their 
program management and implementation capabilities before delegating certain activities to 
them 

12. Performance of ICITAP 

CONCLUSIONS The content and delivery of courses and the techca l  assistance and l e m n g  
matenals provided by ICITAP have been of hlgh quality That assistance would be improved by 
the existence of a t r a m g  plan and inshtubonal development plan for the Investigations Umt, 
and better comm~~llcahon and coordmation with USAID in the delivery of trsutllng and techmcal 
assistance 

RECOMMENDATIONS 
(1) That ICITAP work with the DIC to develop and carry out an mstitubonal traimg plan 
(2) That ICITAP work mth the DIC to perform a process analysis and reach agreement on 
prereqcusites to further assistance 
(3) That ICITAP and USAID strengthen their coordmabon and worlung relationshps 

MISSION COMMENT None 

13 Project Management by USAID 

CONCLUSIONS 
(1) The project design has been justifiably cntmzed as overly ambihous compared w t h  the level 
of resource avalable 
(2) The project paper called for "rolling redesign" to adjust project mterventions to changing 
pnonbes and resources in a constantly evolvmg situabon USAID should be commended for 
malung hard choices and nghtly giving pnonty to c m n a l  justice and court ahnistration 
reform However, there is a lack of evidence of a deliberate decision process to rabonalize and 
justify those actions 
(3) USAID project management has been hampered by personnel changes and corresponding 
changes m the management style of the USAID project manager, absence of a Drrector of the 
OEce of Democratic In~batives for 1 % years d u n g  the 4 years of the project, delays in 
financial transfers between USAID and Checchl, Inadequate institutional development of the 
UTE as a project implementation umt, and the lack of regulanzed, productive relations between 
the UTE and Checch 



RECOMMENDATIONS 
(1) That USAID revlew ~ t s  program to see how it might further assist UTE to strengthen its 
capacity to coordmate and implement future development projects in the just~ce sector 
(2) That USAID bulld closer, more colleg~al worlung relationships outside the Agency, 
espec~ally with ICITAP and the ~nst~tutional contractor, and make better use of the project 
management staff below the project manager 
(3) That USAID and ICITAP strengthen then coordmat~on and worlung relat~onshps 

MISSION COMMENT None 


