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PREFACE

In 1999, Development Alternatives Inc. (DAI) was contracted by the United States Agency for International
Development (USAID), through its Office of Trangtion Initiatives (OTI) to implement Task Order No. 2 under
the Support Which Implements Fast Trangition (SWIFT) Indefinite Quantity Contract (USAID AOT-1-00-98-
00199-00, awarded September 29, 1998). Task Order #02 required DA to assst OTI inimplementing the
Philippines Initiative activity, entitled Emergency Livelihood Assistiance Program (Mindanao, Philippines), and
hereafter referred to as SWIFT/Mindanao. OTI and DAI signed the Task Order contract on April 29, 1999 with
effective dates of March 25, 1999 through March 24, 2000. Two contract modifications resulted in additional
funding and an extension of the estimated completion date to March 31, 2001. The OTI Cognizant Technical
Officer gpproved a 30-day period-af-performance extenson on March 19, 2001 that made April 30, 2001 the
fina Project Activity Completion Date.

DAl isrequired under the SWIFT 1QC to submit a Completion Report to USAID within 30 days after the
completion of aTask Order. The Completion Report “summarizes accomplishments of the assgnment,
methods of work used, and recommendeations regarding unfinished work and/or program continuation.” This
document is the Completion Report for the Philippines Initiative — Emergency Livelihood Assistance Program
(Mindanao, Philippines), or smply SWIFT/Mindanao.

The Report consigs of three mgjor sections. Thefirst in an overview of the activity, including the post-conflict
context for OTI assstance aswell asdetail on the nature of assistance provided. This section closeswith a
summary of accomplishments throughout the 25-month period of performance.

The second section detail s impacts achieved during implementation, focusing on both positive and negative
results, aswell aslessonslearned in the process. It is organized according to the three OTI Strategic objectives
of the activity. This section also contains discussion of the methods or processes used by DAI to implement the
activity, documenting “best practices’ that may be useful for possible adaptation to other OTI country program
contexts.

Thefina section provides alook forward, covering the USAID/Manila Livelihood Enhancement and Peace
(LEAP) follow-on activity, with recommendations for other local or international organizations hoping to assst
the Philippine government in consolidating gains made toward broad-based and lasting peace and devel opment
throughout Mindanao.

Severd annexes to the main Report provide contractual and Satistical datafor readersinterested in amore
detailed examination of the activity. Theseinclude alisting of al Trangtion Assistance Grants approved by
OTI (Annexes A and B) and results of their implementation (Annex C), an index of al reports and information
products produced during the activity (Annex D), detail on the DA-SWIFT Village Partnership (Annex E), and
results of an analysis of “delivery performance’ by local government units who had pledged counterpart
resources (Annex F).

Todd R. Johnson April 30, 2001
Field Representative
Development Alternatives, Inc.

This program document was produced with funding from the United States Agency for International Development (USAID) Office of
Transition Initiatives (OTI). The views expressed in this report are those of the author and are not intended as statements of policy
of either USAID/OTI or Development Alternatives, Inc.
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I. Program Overview

1. Background

On September 2, 1996, the Government of the Republic of the Philippines (GRP) and the Moro National
Liberation Front (MNLF) signed a peace agreement putting an end to almost thirty years of secessonist conflict.
In the agreement, the GRP committed itsalf to military, political, and devel opment measures designed to
edtablish aframework for peace and economic growth within a Special Zone of Peace and Devel opment
(SZOPAD) composed of 14 provinces and ten citieswith sgnificant Mudim populations in central, southern,
and western Mindanao, Palawan, and the idand provinces of Basilan, Sulu and Tawi-Tawi.

Key measures of the Peace Agreement called for: (1) establishment of a Southern Philippines Council for Peace
and Development (SPCPD), representing the Mudim, Christian, and highlander communities, to monitor,
promote and coordinate development effortsin the areg; (2) incorporation of 7,500 MNLF elementsinto the
Armed Forces of the Philippines (AFP) and the Philippine National Police (PNP), and (3) apolitical formulafor
Mudim autonomy to be implemented through a plebiscite to determine the areaand form of a new autonomous
government in the region under the authority of the President of the Republic.

In terms of economic development activities, the agreement promised that “ ... public and private investments
shdl be channdled to these areas to spur economic activities and uplift the conditions of the people therein.” In
early 1997, the GRP requested assistance from the internationa donor community to support the development
provisons of the Peace Agreement. As part of the US Government response to this gpped, the USAID Misson
in Manilarequested the USAID/Office of Trangtion Initiatives (OTI) to review the Situation and develop a
trangition program to augment ongoing Mission activitiesin the area. The subsequent OTI assessment designed
an Emergency Livelihood Assistance Program (ELAP) to fecilitate reintegration of former combatantsinto
Philippine society.

SPCPD and the US Embassy signed a Memorandum of Understanding (MOU) on August 8, 1997, establishing
the ELAP program. Implementation was assigned to USAID’ s Growth with Equity in Mindanao (GEM)
contractor, Louis Berger Internationd Inc. (LBII), which had officesin Mindanao and waswell positioned to
support activities with former combatant communities. OTI assigned a senior officer (AsaRegiona Manger)
to assist with monitoring and supervision of the effort.

The program commenced in September 1997 with three main components: (1) livelihood assistance (inputs and
technical support for corn and seaweed production), (2) participant-managed self-help community funds, and
(3) apilat functiona literacy program. During the 18-month implementation period of Phase |, the program
assigted amogst 4,000 MNLF ex-combatantsin eight mainland Mindanao and three idand provinces of the
SZOPAD. GEM/ELAP Phase| was successful in that it achieved itsimmediate purpose quickly, with high
vighility, at atime when other donor efforts were ill on the drawing board. Readers are referred to the OTI
Project Evauation report for additional detail on Phase | of the GEM/ELAP progran-.

Following the completion of Phase | in March 1999, OTI established its own delivery system — independent of
the GEM/LBII arrangement — through its Support With Implementing Fast Trangition (SWIFT) indefinite
quantity contract (1QC) with Development Alternatives, Inc. (DAI). At the sametime, the GEM/ELAP
program continued with Mission funding independently of OTI.

The SWIFT/ELAP activity (now just caled “SWIFT”) began in April 1999 under IQC Task Order #02, the
subject of this Activity Completion Report. SWIFT provided the GRP assistance in implementing the 1996

! SWIFT/Mindanao Project Evaluation, John Heard and Lisa Magno, USAID/BHR/OTI, October 2000.



peace agreement by assisting former MNLF combatants to initiate livelihood and skills building activities that
lead to economic self-sufficiency. The program had two components: one addressing the micro-infrastructure
needs of MNLF villages, especidly in post-harvest infrastructure; the other component involved providing
technica assistance to the development and management of community saf-help funds.

The program was designed with the following GRP goalsin mind: 1) Improve the country’ s food security; 2)
Improve the well being of the rura poor; 3) Improve the basic infrastructurein rura areas, and 4) Promote
peace and order throughout the country. USAID’s SWIFT program, in partnership with GRP line agencies and
local government units, directly assisted the GRP in accomplishing these goals. The objectives of SWIFT were
to provide timely village-based assistance that promoted salf-help concepts to enhance the agricultural economic
and socid well being of former MNLF combatants, their families, and other members of their communities.

The stated purpose of the Task Order was “to provide technica and other support required for implementation
of the SWIFT-ELAP activity.” The activity was designed to be aflexible vehicle for delivering “targeted and
focused assistance that will result in enhanced economic and socia well being of the target families,” hereby
“strengthening the peace process.” As described in the Scope of Work, the Objective of the activity follows:

“The objective of the SWIFT\ELAP activity is to provide needed supplementary support (small-scale infrastructure, pre/post
harvest facilities, [and] technical assistance for “community fund” organizations, etc.) to those villages in Mindanao which
have received or are receiving agricultural production assistance from the GEM\ELAP activity, or other communities with
significant MNLF associated communities where the provision of SWIFT-ELAP assistance could result in a reduction of
religious/political tension. It is estimated that some 280 villages will receive SWIFT-ELAP support, with approximately 7,000
families benefiting from the assistance (the majority of which will be Muslim).”

Specific objectivesincluded: (1) improving group livelihood opportunities by establishing post-harvest facilities
and socia infrastructure within former combatant communities; (2) improving group capacity for salf-directed
development in recipient communities; and (3); and establishing tangible linkages between MNLF communities
and local, provincia and national government units to improve relations between target communities and other
non-combatant, Christian and indigenous elements of society. Section Il isareport on impacts achieved toward
these abjectives.

[.2.  Implementation Mechanism

Implementation of SWIFT/Mindanao assstance was through Transition Assstance Grants (TAGS) awarded to
communities for rebuilding economic and socid infrastructure, in the form of in-kind contributions or technical
assstance or other capacity building. Trangtion Grants are an important tool for OTI programs worldwide.
Under the Philippines Initiative, TAGs were used to leverage counterpart contributions from local, regiond, or
national agencies of the Government of the Republic of the Philippines (GRP), from private sector organizations
or entities, from other donor programs, and from the communities themsalves.

TAG implementation was to result in tangible benefits to the local populations and, to the extent possible, tiein
or be linked to GRP-provided resources. TAGswere envisioned as a means to bridge the gap between under-
served communities, especidly those with mgority Mudim populations including former MNLF combatants,
and GRP agencies at dl levels (municipal, provincial, regiona, and national). The tangible benefits provided
through a TAG wereintended to address the highest priority need of avillage, while aso hel ping community
members learn how to access further assistance from various levels of government so that their other needs may
be addressed over time.

USAID contributions were in the form of in-kind materials or through the provision of services or training.
Each village-based project required at least three partners: the village group, the GRP/LGU, and SWIFT.
Resources expected from the village groups were typically the labor inputs (swest equity), with GRP and



SWIFT providing support through the procurement and delivery of equipment or construction materials. TAGs
primarily supported the design and construction of post-harvest facilities, design and construction of micro-
infrastructure, and training programs.

SWIFT field staff — Project Development Officers (PDOs) —held primary responsibility for formulating TAG
proposas, in direct consultation with community members. PDOs facilitated the communities’ identification
and prioritization of needs, and then asssted the community in developing a project that would help address the
highest priority or most urgent needs. For most communities, thisinvolved projects reated to their agricultural
activities. For thisreason, alarge part of SWIFT assistance was targeted toward processing and/or storage of
crops, or other post-harvest facilities. This strategy aso facilitated smooth coordination with ongoing or
completed GEM\ELAP activitiesin the same or neighboring communities.

All TAG proposals were required to adhere to the following principles:
1. Fadlitatelocd, provincia, and national government agencies ddivery of assstance to Mudim aress,
2. Reduce tensons between key population groups; and
3. Provide atangible demongiration that the peace process has enhanced the well being of groups of
previoudy under-served people.

The broader impact of TAG assistance was to be the promotion of political stability, reconciliation, participatory
democracy, and an open economy.

1.3.  Implementation Targets — Geographical and Numerical

SWIFT gaff worked directly with former MNLF combatant communities, GRP line agency representatives, and
local government units (L GUS) in developing tangible village-based micro-infrastructure TAG projects that
assisted the entire village in becoming more productive and profitable. The origind god wasto have provided,
by March 2000, more than 300 barangays (villages) and 9,000 families tangible evidence that the Government
of the Republic of the Philippinesis delivering on the 1996 Peace Agreement.

SWIFT assstance focused on seven provincesin north central, central, and south central Mindanao, the second
largest idand of the Philippines and the poorest region of the country (please see map on page 4). The following
table shows these provinces and corresponding States under the MNLF structure:

GRP Province MNLF State

1. Lanaode Norte 1. Ranao Norte

2. Lanaodd Sur (esstern & southeastern) 2. Centra Ranao
(western & southwestern) 3. Ranao Sur®

3. Maguindanao (northern) 4. New Utara Kutawatu
(southern) 5. Centrd Kutawatu

4. North Cotabato (western) New Utara Kutawatu
(esstern) 6. Sebangan Kutawatu

5. Sultan Kudarat (esstern only) Central Kutawatu

6. South Cotabato 7. Sedatan Kutawatu

7. Sarangani Selatan Kutawatu

2 0Tl and SPCPD suspended assistance to Ranao Sur State in January 2000 due to noncompliance by local MNLF leaders with
programmatic requirements, including provision of community counterpart resources. The State was not reopened.



For ease of field operations, SWIFT assigned one PDO to each MNLF State (except New Utara Kutawatu,
where terrain and distances made two PDOs more practica), with an at-large PDO serving as Program Engineer
providing technical assstance on infrastructure design and construction to geographically assgned PDOs. In
2000, OTI added another &t-large PDO to the team. The Ingtitutional Development Specidist led monitoring
and evauation efforts that resulted in nearly al TAG sSites undergoing a project impact analysisaswell asan
assessment of the manageria capacity of each community organization assisted.

USAID/QOTI expected each PDO (except the two at-large specidists) to accomplish atarget number of approved
TAGs each month. The actua numerical targets were revised several times during implementation, going from
theinitial eight projects per PDO per month to an eventua five approved grants per month per PDO. These
revisons reflected both the difficulty in garnering counterpart support in the initial months of the program, and a
shifting emphasis on the qudity of grant projects balanced againgt quantity. The final actual number of grant
projects approved per MNLF State is reported in Section I1.

SWIFT Program Area -- Provinces

2o

OTI-Philippines
Program

PROVINCE NO. OF CITIES/ NO. OF
MUNICIPALITIES GRANTS*

Lanao Del Norte 12 51
Lanao Del Sur 26 76
Maguindanao 13 7
Sultan Kudarat 9 37
North Cotabato 14 92
South Cotabato 11 33
Sarangani 4 8
TOTAL 89 374

* Excludes grants not implemented by MNLF community organizations (capacity
building, media, and reconciliation program categories).

g T MINDANAO



4.  Summary of Accomplishments

The primary purpose of the SWIFT/Mindanao program was to provide small grant assstance to MNLF
communitiesto assst in rebuilding their economic and socid infrastructure. USAID/OTI approved 423 grant
projects during the life of the program, with 413 completely implemented® by March 2001. As noted above,
TAG assstance was primarily used to reintegrate former combatants and their familiesinto the agricultural
economy of Mindanao. Therefore, 41.84% of dl grants were in the Post-Harvest Facilities category, with
another 23.88% in the Agricultural Production category. Village Infrastructure, which included solar grain-
drying pavements aswell as water systems and other micro-infrastructure, accounted for another 20.57% of the
total grants approved. The remaining 13.71% of completed grants were in the other four categories. Thetable
below summarizes all SWIFT/Mindanao grant activity by category. Pleaserefer to TAG Reports by Program
Category in Annex A for more detail, including grant approvals by month and quarter.

Post-

PROGRAM Agricultural | Capacity | Gender Harvest Recon- Village

CATEGORY Production | Building | & Dev't | Media | Facilities | ciliation | Infrastructure TOTALS
ToTAL GRANTS
APPROVED (#) 101 3 16 1 177 38 87 423
VALUE GRANTS
APPROVED ($) 257,261 172,090 | 35,251 | 17,650 | 433,569 | 54,124 246,253 1,216,198
ToTtAL  GRANTS
DELIVERED (#) 101 3 15 1 174 35 84 413
VALUE GRANTS
DELIVERED ($) 235,663 152,562 | 32,993 | 17,650 | 409,168 | 40,604 228,590 1,117,230
FAMILIES (#) 3,776 n‘a 521 na 6,458 na 5,940 16,695
COMBATANTS (#) 2,564 22 99 n‘a 4,692 n‘a 2,579 9,956

USAID/OTI established an additiona program category midstream during the project period (April to August
2000). The Reconciliation category of grants sought to promote peace in Mindanao and reduce tension through
activities implemented by civil society groups at atime of open conflict in central and southern Mindanao
between the AFP and the Moro Idamic Liberation Front (MILF), another Mudim secessionist group that was
not asignatory party to the 1996 Peace Agreement. Consulting assistance provided by USAID’ s Governance
and Locd Democracy (GOLD) project identified and developed the mgjority of these grants. This short-lived
effort succeeded in dampening heated rhetoric from all quarters and supporting the voices of peace.

The 413 completed grants directly assisted 16,695 families, including 9,956 MNLF former combatants. These
were the actua members of the grantee organization, typicaly afarmers organization, cooperative, or Smilar
multi-purpose community organization. When the entire household of each family assisted is considered, the
program indirectly benefited more than 100,000 individuas, including 47,359 males and 61,280 females. This
does not include the uncounted number of at-large community members who benefited from improved accessto
post-harvest equipment or avillage water system, athough not members of the grantee organization. Further
details of the SWIFT/Mindanao grant-making activity and impacts are provided in the Section |1.

® Ten TAG projects were cancelled after approval, therefore not implemented. The reasons for cancellation were either site security

issues (e.g., evacuation of the community as displaced persons) or refusal by one or more partners to provide their counterpart

resources. The number of families and MNLF combatants from the cancelled projects has been removed in the above table to avoid
overestimating overall beneficiary counts.




Another of the mgjor accomplishments of the program was capacity building. Although the number of grantsin
this category was low (three), two of these were large ingtitutional grants designed to provide training servicesto
al grantee organizations. Subtracting the 35 Reconciliation grants implemented with civil society groups, three
Capacity Building grants, and one Media project, there were 374 village-based projectsimplemented. These
projects received 845 training sessons on avariety of topics, most related to financial management of the assets
provided through TAG projects. An estimated 4,753 individuas participated in training activities, including an
estimated 1,446 women. A fuller discussion of the capacity building activitiesis provided in Section 11 (pg. 15).

Thethird objective of the SWIFT/Mindanao program was to begin healing the wounds of wer in the relations
between MNLF communities and the GRP. Cresting the linkages necessary for this to happen was another
important field activity undertaken by staff on adaily basis. SWIFT facilitated an estimated 2,844 interactions
between MNLF community members and government representatives. An additional 1,450 GRP-MNLF
interactions took place later, without SWIFT intervention or facilitation. These interactions contributed
sgnificantly toward a measured increase in perceptions by MNLF community members about GRP ddlivery of
basic services. Animportant factor in this shifting perception was the DA-SWIFT Village partnership forged
between USAID and the Philippine Department of Agriculture (DA). Under this Partnership, the DA provided
396 pieces of counterpart agricultural equipment to 256 grantee organizations. An estimated 10,158 familiesin
85 municipalities directly benefited from these additional investmentsin their economic livelihood. Detailed
information about the GRP linkage success of SWIFT/Mindanao is described in the following Section (pg. 18).

Overall Results / Impact Measurement

USAID/OTI developed the Strategic Objectives Framework for SWIFT/Mindanao seen in the next section.
Most of the results and impacts reported in Section |1 have been derived from compilation and consolidation of
336 individua project assessment reports performed by the internal monitoring and evaluation unit, called the
Progress Analysis Team (PAT). Thisthree-member team interviewed as many grantee community members as
practical in each of the project Sites.

Using astandardized questionnaire as their guide, PAT members recorded quditative responses to basic input-
ddivery and other smilar questions, while also asking a series of questions related to communities perceptions
about improvements to their quality of life, their groups managerid capacity, and their relationship with the
GRP. Drawing on their individual experiences as veteran community development workers, the PAT members
then made “judgment calls’ about the accuracy of the information they were provided. Thesefiltered responses
were then recorded on afour-point scale for each of the quditative indicators, followed by an overall assessment
by the evaluators of the groups potentia opportunity. The results of these 336 overall group assessmentsare
shown in the following table.

RATING No. of groups Per cent of groups
Can survive without help —2 or 3 program objectives satisfactorily
_ i . . 33 9.8%
met; group can access additiona assistlance on their own
Needs little help— 1 of 3 program objectives satisfactorily met; 115 3490

group needs more training assi stance to “ graduate’

Needsa lot of help —rating for al output and qualitative indicators
isbelow satisfactory; group requires substantial training, coaching, 138 41.1%
and organizationa development to function effectively

Best not to extend help —externd or internal factors make project 50 14.9%
implementation not feasible (e.g. Ste evacuated, no organization) '

TOTAL 336 100.0%




Il. Detailed Program Analysis

As noted in the previous section, SWIFT/Mindanao was a small grants program, where grants were used as
tangible, targeted, timely assistance to communities of MNLF former combatants. This section of the Activity
Completion Report provides further detail on the 413 completed Trangtion Assistance Grant projects and the
impacts achieved during their implementation. Thereis aso adiscussion on areas where impact might have
been greater, dong with suggestions for how that greater impact could have been achieved. The section dso
contains areview of the program operations, highlighting things that worked and areas where improvements
may be made. The lessonslearned and suggestions for improvement are provided for two reasons: (1) to give
readers aredligtic sense of theimplementation chalenges faced in Mindanao; and (2) to highlight ideas that may
be replicable or adaptable to other contexts, either in other areas of the Philippines or for other OTI post-conflict
and combatant reintegration programs.

SWIFT/Mindanao began with the objectives described in section |, with individual project objectivesidentified
by the communities and PDOs as part of the proposal process. This Srategy of “let athousand flowers bloom”
was intentional, recognizing the need to refine and specify programmatic objectives based on actud field
experiences. In March 2000, OTI sent an in-house expert on Strategic Objectives frameworks to synthesize the
“thousand flowers’ into asmaller set of program objectives. That exercise led to selecting indicators that both
represented adequately the range of grant projects and could be standardized across the body of projectsin order
to measure programmeatic impacts. Three objectives were identified: (1) Group Liveihood Improved, (2) Group
Capacity Improved, and (3) GRP-MNLF Linkageinitiated. Each of these objectives was to be measured using
both quantitative and quditative indicators. The SWIFT/Mindanao Strategic Objective framework is shown
below, to graphically present the structure of the program activities and to map out the discussons that follow,
on progress made toward accomplishing the objectives.

Strategic Objectives

STRATEGIC GOAL

Provide tangible assistance that supports the 1996 Peace
Agreement in order to maintain stability and allow space for the
GRP and Muslim community to build on the gains made under
the Peace Agreement

Direct Beneficiaries: | = 400 vill ) families:
MNLF Ex-Combatants and their families Targets: 18,%00 :&igﬁ'lbgt’gr?tg; amilies;
Indirect beneficiaries: SWIFT: 50%, GRP: 36%, Villages: 14%

Muslim communities

Strategic Objective 1: Strategic Objective 2: Strategic Objective 3:
Group Livelihood Improved Group,Capacity.Improved GRP-MNLF Linkage




I.1. Transition Assistance Grant (TAG) Project Impacts

Grant Approvals/Disbursals

USAID/QOTI approved 423 Trangition Ass stance Grants between June 8, 1999 and August 31, 2000. This
equates to one grant every 1.05 days, including weekends and holidays, throughout the grant-making period.
Total vaue of these projects was $1,216,198 (P 51,425,009). As mentioned above, ten grants were cancelled
after approva and not implemented. 1n three of these cases, military conflict between the AFP and MILF led to
evacuation of the communities (two of these had grants approved later in the new grantee location); three grants
were cancelled due to local government units reneging on their commitments of counterpart resources, making
the projects untenable; two grants were cancelled due to inappropriate actions by local MNLF leaders, and three
Reconciliation grants were cancelled when a calming of tensions made the planed activities no longer necessary.

Thus, 413 grants were implemented, with combined total approved budgets of $1,195,295 (P50,539,276). Of
thisamount, DA disbursed $1,117,229.97, resulting in savings of $78,065.03 (6.53% of total). These savings
were generated through loca procurement procedures outlined below, as well as strength of the US$ againgt the
Philippine peso. The USAID approved grant budget line of $1.3 M had aremaining balance of $182,770 (14%).

In terms of counterpart resources generated by the SWIFT/Mindanao program, tota project value for al grant
projects approved by USAID was $2,906,442. Thistrandatesto 58% of al grant project funding coming from
other sources, and 42% from USAID funds. Further detail is provided below on counterpart leveraging success.

Lessons Learned — Grant Approvalg/Disbursals

The following observations were made during the course of SWIFT/Mindanao implementation regarding the
approva and disbursal processes. They are presented here as both an interna self-analysis by the SWIFT team,
and as potential guidance for USAID/OTI in designing any future country programs targeting combatant
reintegration under smilar contextual parameters.

1. According to the OTI AsaRegiona Manager, the following applied to SWIFT/Mindanao. It is quoted
directly (with minor grammatical editing) from an email message (1 March 2001) to the author.

“OTI Management (me) allowed staff to over-reach targets for approved Grants. Over time, appropriate level of TAG targets
per month was established, 5 per month. Toward the end of the program there was a push by many of the PDOs o increase
the number of TAGs approved, some to almost three times the monthly target. This resulted in a lower quality standard for
community participation and buy-in to the project. This led to troubled implementation of TAGs toward the end of the
program. Quality was sacrificed over quantity. In the future, OTI Management needs to be more cautious in setting
reasonable targets that allow real community participation and commitment to the project. Overall, | should have said NO to
staff who insisted that they could produce quality TAGs. | failed to factor in the human nature of committed staff to try and
reach more communities; it was my job to say no.” Paul F. Randolph, OTI Asia Regional Manager

2. The above assessment echoes the author’ s earlier observation that the TAG targets may have been
unredigtically high given the context: beneficiary groups with avery low skills base, numerous logigtical
challenges presented by everything from topography and distance to security concerns and language
barriers, and the sheer volume of work required to implement the full TAG life cycle. Thiscycleinvolved
establishing initial community contact, conducting the participatory needs identification process, designing
the projects, writing the proposals, negotiating with counterpart agencies, verifying counterpart resource
provision, coordinating with procurement, supervising ddivery, scheduling capacity building activities,
coaching communities through initia stages of project management, and monitoring progress toward
accomplishing project objectivesfor individua project reporting. When PDOs or smilar field professonas
arerespongblefor all of these steps, as was the case in Mindanao, they cannot help but be tempted to
identify shortcuts that may result in lower quality of projects. Toits credit, OTI was open to feedback from



PDOs and DAL field management, and twice lowered the targets from theinitial eight to five grants per
month. Given the amount of work required for each project, thismay till have been optimistic. The author
recommends that OTI or other offices consdering Smilar programs give serious design thought to what
balance is desired between the quantity of grant projects and qudity of individua projects, with appropriate
gtaffing and deployment patterns reflective of the desired balance.

3. Giventhelarge number of small grants completed at arate of nearly one per day by 7 PDOsin thefidd, it
is nothing less than astounding that the levels of impact observed were achieved. 'Y eoman efforts put forth
by extremely dedicated professionas (PDOs and support staff) can be credited for this accomplishment.

Program Categories

The final breakdown of approved TAGs by program category is shown in the table on page 5. Post-Harvest
Facilities accounted for 41.84% of grants, and 35.65% of total value. Agricultural Production contributed
23.88% of dl TAGs, and 21.15% of vaue. Village Infrastructure grants were 20.57% of the total number, with
20.25% of total amount. The Gender & Development category contributed 3.78% to the total number (2.9% of
value), while Reconciliation provided 8.98% of the grants and 4.45% of total amount. Capacity Building and
Media each contributed less than 1% to the number of grants, while accounting for 15.6% of total vaue.

DAI completed 97.64% of al approved TAG projects. Reconciliation had the lowest delivery rate, at 92.11%,
dueto the cancellation of activitiesfor three grants. Gender & Devel opment reached 93.75% delivery, while
Village Infrastructure (96.55%) and Post-Harvest Facilities (98.31%) completion rates al so reflect 3 cancelled
TAGseach. Agricultura Production, Capacity Building, and Mediaachieved 100% complete grant delivery.

In terms of impact, measured by numbers of families and MNLF former combatants benefited, the Village
Infrastructure projects ranked highest at dmost 70 families benefited per grant project, including 30 MNLF.
Both the Agriculturd Production and Post-Harvest Facilities grants assisted an average of 37 families, including
26 former combatants. Gender and Development — micro-enterprise projects for groups composed of widows
and wives of MNLF —assisted an average of 35 families, but only 7 former combatants’.

Lessons Learned — Program Categories

1. Agricultura Production (typicaly apower tiller or other pre-production piece of machinery) and Post-
Harvest equipment projects (corn shellers, rice threshers, mechanical grain dryers, and rice or corn mills)
were relatively smple to deliver and complete. Factors contributing to this success included the avail ability
of equipment by fabricators based in Mindanao, and the relatively little counterpart required before SWIFT
ddivery (only the community’ s shed house for the equipment).

2. Perhapsdueto the ease of ddlivery, field PDOs may have steered some communities, inadvertently or not,
toward a piece of agricultural equipment astheir “top priority” for project assstance. Theresult of thismay
have been minor circumvention of the participatory process by which the grantee organization was to have
identified and prioritized their developmental needs. While there is no evidence that this practice was
widespread, the possibility should be recognized and considered in designing any Similar community
development programs.

3. Village Infrastructure grants require significantly more time and effort to bring to Completed status. Many
projects were extended beyond the origina target completion date to allow grantee organizations sufficient
time to finish congtruction. One of the primary causes of delay was late ddivery of counterpart materias
(e.g., sand and gravel) by theloca government units.

* Some women were armed combatants during the nearly three decades of conflict in Mindanao. Thousands more served the MNLF
Auxiliary as supporters engaged in feeding, housing and clothing the combatants. Most of these have formed local chapters of the
Bangsa Moro Women'’s Federation (BMWF) that typically became SWIFT grantees for women'’s projects.
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4. Relaed to the above, having an Engineering Team on the SWIFT staff was absolutely crucid to having
grantees be able to condruct the relatively smple projects (e.g., mini-warehouses, barangay water systems).
The low level of basic skillsinherent to a beneficiary group that has not been part of society for more than a
generation made hands-on ingruction in smple procedures, from mixing cement to laying hollow block, an
important skills-transfer aspect of the 3-person Teams' job.

5. Alsoonthe subject of engineering technical assistance, having a slandardized design done by a member of
the SWIFT dtaff provided severa advantages. First was the ease of procuring materials for construction.
An off-the-shelf design with a complete materids list aided PDOs in moving the projects forward, by
providing them atemplate for dividing counterpart contributions, very useful in discussion with mayors and
governors. Another advantage was that SWIFT was ensured of not over-supplying any projectswith
“surplus’ materialsthat might have been diverted to other uses. Finally, due again to the low level of skills
in the communities, there was no need for effort to be spent on reworking communities’ designs that might
have lacked structurd integrity.

6. An Engineering Team design capability proved most valuable in water system projects, which by nature
required individualized design to suit the particular circumstances of the project.

7. Gender and Devel opment grants, the only ones specifically targeting women’s groups, generally showed a
dower implementation process. Thiswas attributed to the many other demands placed on the time of the
grantee organizations members. Similar programs should take the household and community obligations
of women granteesinto consideration in scheduling of dl activities.

Geographic Distribution

The geographic distribution of grant projects highlights the unsoundness of a* quota’ for each State, as practiced
by some donor programs assisting the GRP in implementation of the Peace Agreement. Allocations of grants
were based on the ease with which PDOs were able to develop sound proposals rather than “equitable” division
across States. Thisled to New Utara Kutawatu garnering 23.80% of TAGS, while Ranao Sur had only 3.21%.
Another factor affecting the number of approved grants in each State was the number of former combatants
resding there. Thisexplainswhy Selatan Kutawatu, with itslarger Christian population, received only 12.3%
of dl projects, despite the Executive Director of SPCPD being the State Chairman. The other States accounted
for 15-20% of projects each, as expected given the average of 59 grants each across seven States. Thetable

bel ow shows the breakdown of village-based TAGs by MNLF State (excluding 42 Various grants under
Capacity Building, Media, and Reconciliation categories that covered more than one State).

MNLE STATE Ranao Central Ranao New Utara | Sebangan Central SHatan
Norte Ranao r Kutawatu Kutawatu Kutawatu Kutawatu Total
ngosgzz) 57 50 13 90 59 65 47 381
Loa sng% 57 49 12 89 56 65 46 374
Xiﬁﬁt%‘éﬂ 149329 | 111,053| 27834| 231,103| 130246| 206998|  91418| $947,982
g‘g&fg&fg@ 223004 | 206242 | 17424| 448613| 231,549 | 207,875| 185607 | $1,611,304

The provincid distribution followed similar patterns, with North Cotabato contributing almost ¥4 of al grants
(24.6%). Thiswasthe largest province, covering al of Sebangan Kutawatu State and about half of New Utara
Kutawatu. 1t dso had the most actively involved Governor, making counterpart resource commitments less

® USAID/OTI resources by approved budget for Delivered grants; i.e., excluding the 10 cancelled after approval.
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time consuming for the PDOs. Sarangani (2.14%) and South Cotabato (8.82%) form Sdatan Kutawatu, o have
the lowest provincial numbers. They aso had disinterested governors. Lanao del Sur and Maguindanao each
had more than 1/5 of dl projects, as would be expected, while Sultan Kudarat and Lanao del Norte received
projectsin accordance with their size, location, and proportional Mudim populations. Annex B contains
detailed listings of all TAGs by province and Sate.

Lessons Learned — Geographic Digtribution

1. Although difficult to assess accurately given the lack of reliable data on the population in general and
MNLF troopsin particular, broad consensus from anecdotal evidence strongly suggeststhat SWIFT grant
projects were focused in areas where (1) higher concentrations of former combatants settled, (2) no other
donor programs reached, and (3) gainsin politica sability from having GRP counterpart deliverieswere
amplified. Thislatter point, according to numerous MNLF and NGO leaders, directly led to initid shiftsin
perception among the Mudim community at large about the GRP s sincerity in implementing the peace
agreement. The beginning of a*“demongrator effect” among MILF ground troops aso emerged, especidly
in the mountai nous hinterlands aong the Cotabato, Maguindanao, and Lanao del Sur boundaries. The Fidd
Representative believes that OTI’ s decision to make greater investmentsin these areasin the heart of central
Mindanao — as opposed to the Sulu archipel ago, which has relaively no effect on prospects for genera
peace and development of Mindanao — increased significantly the overal programmatic impact.

2. Asadluded to above, some patterns emerged as to which States were fertile ground for the development of
large numbers of grants. The success of program activities was based largely on the activity (or inactivity)
of local MNLF leadership and local government officids, i.e., their demongtrating that they are viable
partnersin development. Generaly, those areas with active, motivated groups at the village level tended to
see the results of their dedication in greater numbers of projects, while those with less understianding of the
program goals saw their project numbers curtailed (e.g., Ranao Sur State). In generd, the factors that
appear to have had the greatest influence were the following:

a) Cooperation of the State MNLF leadership in identifying potential community groups that may qualify
for TAG assastance;

b) Existence of genuine and sincere groups comprised of former combatants, their families, supporters,
and others — as opposed to afamily clan trying to get free goods for expanding their business interests;

c) Cooperation of local government officials at the barangay, municipal, and provincia levels, and their
willingness or ability to mohilize counterpart resources,

d) Dedication and ingenuity of the individua PDOsin optimizing their severely limited time to maximize
productivity without sacrificing project quaity; and

€) Security dynamics of the area as they affect mobility of staff and suppliers.

Beneficiary Demographics

SWIFT/Mindanao directly asssted 16,695 families, including 9,956 MNLF former combatants, in the 413
completed grant projects. This more than doublesthe origina target of 7,000 familiesin 288 villages stated in
the Task Order. USAID/OTI twice raised the targets during implementation, eventualy reaching 20,000
families, and 10,000 combatants, in 400 villages. Actual assistance reached 327 barangaysin 91 municipalities
in 10 provinces, including two Reconciliation grants in Zamboanga del Norte and Zamboanga del Sur provinces
that were not part of the SPCPD-assigned areafor village-based TAGs.

Including the entire household population of the 16,695 families, the SWIFT/Mindanao benefited 47,359 mde
and 61,280 female household members. That is, 56.4% of the 108,639 project beneficiaries were female
members of MNLF combatant and supporter households. The larger proportion of female beneficiaries may be
partialy due to the multiple wives of many Mudim men. Also, many households suffered losses of the (male)
head of household during the decades of conflict, thus are headed by awidow.
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Impacts Achieved - SO1: Group Livelihood Improved

Thefirst Strategic Objective of SWIFT/Mindanao was Group Livelihood Improved. Three quantitative and one
quditative indicator were used to measure achievement toward this objective. The quantitative output indicator
was Equipment / Infrastructure Delivered. The two quantitative impact indicators were Employment Generated
and Income Moabilized. The overdl quditative impact indicator was Improvement to Beneficiaries Quality of
Life. Accomplishmentsin each areaare now presented.

Equipment & Infrastructure Delivered — quantitative output indicator

SWIFT/Mindanao ddlivered 724 pieces of agricultural machinery and 65 units of micro-infrastructure to the 374
completed village-based grant projects (see table below). The Dept. of Agriculture delivered an additiond 396
pieces of machinery to 256 DA-SWIFT Village Partnership grant projects. Loca governments provided 20
items of equipment support, and Grantees contributed 308 units from their own resources, plus labor equity.

ltem Type SWIFT P:f' 'A';r?gt' gg\ﬁ Grantee TS:]?:S#
1. Agriculturad Machinery
Abaca stripper 2 0 0 0 2
Banca (small fishing boat) 1 0 0 31 32
Bao-bao power tiller (paddy field) 36 73 0 14 123
Corn mill 2 14 0 0 16
Corn shdller 45 0 3 3 141
Diesd engine (units provided adone) 13 0 0 0 13
Electrica generator set 3 0 0 0 3
Feed mill 1 0 0 0 1
Fish cages (materials for fish pens) 84 0 0 0 84
Fish nets 185 0 0 0 185
Hauler (hand tractor w/ trailer) 75 106 4 3 188
Kuliglig power tiller (dry field) 57 41 1 2 101
Mechanicd grain dryer 16 13 0 0 29
Multicrop dehusker/sheller/thresher 1 0 0 0 1
Rice mill 21 18 0 0 39
Rice thresher 44 41 3 3 91
Water pump 4 0 2 9 15
2. Non-agricultural Machinery
Bakery 3 0 0 0 3
Sewing machine 69 0 0 0 69
3. Micro-infrastructure
Business center (weaving / sales) 1 0 0 0 1
Copradryer building 1 0 0 0 1
Road rehabilitation 3 0 4 0 7
Shed house for machinery 0 0 0 237 237
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Solar grain drying pavement 42 0 3 4 49
Spillway 1 0 0 0 1
Warehouse (40 sqm) 6 0 0 2 8
Water system 8 0 0 0 8
TOTAL 724 396 20 308 1448

Employment Generated — quantitative impact indicator

With the ddlivered agricultural machinery and micro-infrastructure, Grantee organizations documented 5,151
person-months of employment generated by SWIFT projects. Most of this employment is seasond and part-
time, as expected, sncethetillers, threshers, and other equipment cannot operate full-time throughout the year.
A typica corn sheller, for example, requires 20-40 days of labor by 3-4 persons a 4-6 hours per day throughout
asingle harvest season. The actuad experience of a single group depends on the area cultivated, yield, and the
distance to competing equipment operators. One of the hauler units, however, can generate off-season income
for both the Grantee organization and operator, by serving as public trangportation from remote barangaysto
aress sarviced by roads. Although some groups are taking advantage of this potential income stream, most have
yet to optimize this opportunity, usualy because they need further coaching in entrepreneurid activities.

Income Mobilized — quantitative impact indicator

During the Progress Andysis field assessments, PAT members asked each group about its gross receipts,
operating cogs, and other project-related expenses. The next set of questions focused on distribution of the net
incomeinto (&) ranvestments — buying another piece of equipment, (b) member dividends—“ profit sharing” to
members pro-rated to their number of shares of paid-up capital; (c) capitd build-up — bank deposits for planned
expanson of operations, or (d) generd funds—typically atraining fund, widows fund, etc. Of the 336 Grantee
organizations for which Progress Andysis reports were completed, 311 groups confirmed some mobilization of
income. Please see the Consolidation of Monitoring Indicators and Program Impact report in Annex C for afull
breskdown of thisincome.

Most of the groups (213, or 68.5%) reported very low levels of income (less than P2,500). This caused OTI
managers and SWIFT gaff some consternation, leading to further anadlysis of the reasons for such seemingly
poor results. Additional questions added to the stlandard Progress Analysis questionnaire showed that a number
of factors produced these results:

1. Under-reporting of income actually achieved. Thereasonsfor this under-reporting were two-fold: (a)
inadequate financial recording keeping systems, and (b) deliberate attempts to report less-than-actua
income levelsto avoid both formal and informal taxation by loca authorities (including SPCPD).

2. Under-utilization of the equipment, dueto (a) an“entitlement mentality” —awidespread fedling that the
machinery was areward to the MNLF for having signed a peace agreement, rather than investment ina
bus ness enterprise, and (b) gapsin entrepreneurial capacity among the grantee organizations.

3. Timing. In some cases, the equipment was ddlivered between harvest cycles, meaning that it sat idle
until the next cycle. For many more sites, the eapsed number of months between equipment delivery
and conduct of the Progress Andysis fieldwork was too short for there to have been afull harvest
season of income attained.

The fifteen grantees who earned more than P20,000, most of which were earlier ddiveries, or the 83 groups
who earned between P2500 and P10,000 may be a more accurate indicator of the income generating potential
that the equipment and micro-infrastructure projects foreshadow. Combined with additiona training on both
equipment operation and financia management, follow-up assessments of income mobilized may produce
much higher levels of return on the USAID investments.
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Beneficiaries Quality of Life — qualitative impact indicator

To assess Qudlity of Life, PAT members asked a series of questions about (&) conditions that changed as aresult
of the project, (b) opportunities that surfaced as aresult of the project, (c) expected changesin quality of lifefive
years from now, and (d) what needs to be done to meet those expectations. Based on results of the quantitative
impacts reported above, plus community members responsesto this series of questions about their perceived
qudlity of life and how it might have changed since the project, the following table shows the results of the
quditative assessments PAT members reported for the 333 groups reporting on this factor.

Qualitative Rating — Beneficiaries Quality of Life (per ceived) No. of groups Per cent of groups

Great improverment — project hasturned our lives around 23 6.9%

Satisfactory improvement — project has put us on path to better life 137 41.1%

Sight improvement — project has begun to provide modest benefits 119 35.7%

No improvement — project has made no differencein our lives 54 16.2%
TOTAL 333 100.0%

Lessons Learned — Group Livelihood Improved

Analysis of these results points to a somewhat contradictory conclusion. That isthat projects desgned to
generate income produced relatively meager financial gainsfor the grantees, yet amost half of all community
members perceive satisfactory or better improvement in their quality of life asaresult of the USAID investment
in their community. One possible explanation for this may be a phenomenon noted very early in SWIFT /
Mindanao implementation, and recorded in the OTI Project Evaluation Report by Heard and Magno. That
phenomenon isthat the first and arguably most important benefits derived from the equipment and micro-
infrastructure investments accrued to the individua community members, not to the grantee organization per se.

OT!I field management, on the advice of the DAI field representative, made a conscious decision not to record
household-level data. Thiswas primarily for reasons of difficulty in accurately recording and analyzing reliable
data at the household level, especialy under the conditions of unstable security, low literacy and numeracy, and
geographic dispersa of project sites. It issmply unreligtic to expect former rebels who spent aquarter century
living under conditions requiring secrecy, deception, and wariness for their surviva to now openly discuss the
details of their household budget with “ outsiders,” no matter the sincerity of the development workers. To do so
would require aleve of trust that takes yearsto build, an impossible task given the broader program god of
reaching as many communities as quickly as possible to stabilize Mindanao’ s political and economic Stuation.

SWIFT/Mindanao management also felt that investing in such detailed data gathering and analysis would divert
resources that might otherwise contribute greater benefit to the communities themselves. Findly, attributing
individua gains at the household level to one specific project is untenable under most circumstances around the
world. For SWIFT to attempt to claim “credit” for raising household incomes in a context where many families
have unreported sources of externa income, with many other donor programs assisting the same individuals or
groups, would have been disingenuous at best!

Therefore, OTI recognized that most benefits would accrue to individua group members, while measurement of
results focused on the grantee organizations themsalves. This purposefully resulted in recording conservative
estimates of SWIFT impact. Theindividual benefits most commonly cited in anecdotal information include:
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1. Eader/closer accessto equipment (e.g., tiller, corn sheller, or rice mill), generdly decreasing time
required for transport, thus increasing productivity of farmers' time;

2. Lower cost of processing for members of the organization, often resulting in savings of 20-30% over
the previous price; much of the savings accrued from reduced transport of produce to equipment;

3. Increased market price due either to higher quality (e.g., machine shelled vs. hand, less cheff, etc.) or to
greater volume (e.g., severa farmers pooling their individua sacksto reach a 1-ton hauler load; and

4. Reduced crop losses from (a) being able to shell asack of corn, for example, in minutes instead of days
—which lowered fungal attacks, or (b) having ahauler to get produce to market despite poor roads.

Impacts Achieved - SO2: Group Capacity Improved

The second Strategic Objective of SWIFT/Mindanao was Group Capacity Improved. The project facilitated
training ddlivery to 325 village groups, primarily in financial management, simple bookkeegping, and basic
equipment maintenance. Two quantitative and two quditative indicators were used to measure achievement
toward this objective. The quantitative output indicator was Training Sessons Delivered. The quantitative
impact indicator was Additiona Membership. Quditative impact was measured by members self-assessments
of both their internd skillslevels and confidence in their organizational management.

Training Delivered — quantitative output indicator

SWIFT/Mindanao facilitated delivery of 845 training sessons for an estimated tota 4,753 participants as part of
the 374 completed village-based grant projects (see table on pg. 16). The mgority of training activitieswas
conducted under the two ingtitutional Capacity Building grants mentioned in Section |. Orient Integrated

Devel opment Consultants, Inc. (OIDCI) provided 220 sessions of its 3-day Establishment of Village-Based
Financial Management Systems training, plus another 217 one-day refresher training sessions held 2-4 weeks
after theinitial training.

The Notre Dame Business Resource Center Foundation, Inc. (NDBRC) consortium of affiliates conducted 197
sessions of its various one-day modules. Unfortunately, field vaidation confirmed many sessonsto have been
one- to two-hour activities instead of the full one-day modules. The most commonly provided module was
Simple Bookkeeping (86 trainings). Community groups sparingly requested some of the other seven approved
modules. Ranked by frequency of request and subsequent ddlivery, the OTI-gpproved modules were:

1. Simple Bookkeeping — 86 sessons

Cash Management — 60 sessions

Effective Collection Strategies— 16 sessons
Pricing/ Sdlling — 9 sessions

Strategic Planning —9 sessons
Leadership— 6 sessions

Other — 11 sessions (assorted unapproved modules conducted in lieu of the OTI-gpproved Advanced
Collection and Record Keegping, which was not delivered to any community group).

N o oM~ N

Theloca Kubotadistributor, in aprivate-sector partnership with SWIFT, volunteered one full year of their staff
technician’ stime to conduct at least 135 training sessions on basic operation and maintenance of smal diesdl
engines. VivaMachineries and Mitsubomar (two equipment vendors) also provided technicians on a pro bono
basis to conduct equipment operation and maintenance orientations in scores of Stes.

Governmentd units provided another 76 training sessons. These were conducted by Municipa Agriculture
Offices, Cooperative Development Authority, Dept. of Trade and Industry, or similar service unit of the GRP.
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One NGO in Lanao dd Sur (Ranao Integrated Assistance Program) conducted a few training sessionsfor
grantees with whom they had existing relationships.

Training Service Provider Training Sesson Topic(s) # SessonsConducted | # Participants
(male/ female)
Orient Integrated Development | Establishment of Village-Based | 437 (3-day: 220 sites; 1- 2,458
Conaultants, Inc. (OIDCI) Financia Management System | day refresher 217 sites) | (1,710/ 748)
Notre Dame Busness Resource | Smple Bookkeeping; Cash 197 (86 Bookkeeping; No report data;
Center, Inc. (NDBRC) Management; Collection; other | 60 Cash Mgt.; 51 misc.) | est. a& 1,108
Kubota (pro bono) Smadll engine operation/repair Approx. 135 stes No report data
Municipa Agriculture Offices | Production Technology; PHF | Approx. 31 Stes No report data
Coop. Development Authority | Organizationa Dev't.; PMES | Approx. 45 Sites No report data

The audience for OIDCI sessions was composed of gpproximately 70% men and 30% women participants. No
other training service provider reported accurate data on participants number, gender, or other characterigtics.
NDBRC especialy was disgppointing in its reporting on results, snce SWIFT was direct supporting its activity.

An even greater disappointment in the Group Capacity Improved objective, however, wasthe appallingly low
rate of actud training sessions conducted by local governments, compared to their commitments. Detailed
analyss of counterpart training provided vs. that promised shows that only 7.4% of all LGU training sessions
expected ever occurred. According to PAT analyses, 18% of al TAGsthat were supposed to receive LGU
training actually did. Of the 609 capacity building sessions promised by local government executivesto 227
grantees as part of their project counterpart, only 41 groups received any training for atotd of 45 sessons. The
level of GRP ddlivery vs. commitment is discussed more fully under the SO3 Impact below (pg. 18).

Additional Member ship — quantitative impact indicator

The SWIFT/Mindanao team debated severd different indicators before settling on one to measure the extent to
which MNLF community organizations actualy were being strengthened by capacity building activities. The
difficulty in tracking arelatively intangible trait such as strength of an organization, and its dynamic during
relatively short time frames, was acknowledged fully. Y e, the need to somehow track and document the results
of the training investments suggested that a proxy indicator be identified that could accomplish thistask. After
much discussion, and testing of severa proxies, OTI selected Additiona Membership asthe indicator of impact.
The rationde for this selection was that a strong organization — one that was serving the needs of its members—
would attract new members from among the community where it operated.

The Additional Membership indicator does not capture the margina utility of OTI investments in capacity
building per se, but at least points toward overall organizationa strength and a positive dynamic which might be
due to increased trangparency in financial record keeping and management. The assumption, of course, for this
latter element of the rationale was that financia transparency led to community trust in the organization. This
assumption has a strong foundation in its counter argument: that having internd financial management be
unclear to members, leading to distrust of leadership, is the quickest way to destroy a community organization.

Of the grantees who underwent Progress Analysis field assessments, 335 reported data on membership. A total
of 1,691 new membersjoined the MNLF community organizations, compared to initial SWIFT contact with the
organization. While some groups saw increases of 10 or more members, the average was approximately 3 new
membersin each group. Itistoo early to be able to draw any conclusions about these increases, snce many of
the new members may have joined only to take advantage of reduced rates for accessto the agriculturd
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processing equipment. Sustaining the increase, or a least the higher membership rolls, over two or more
cropping seasons would be perhaps a better indication of the communities’ trust in organizationa leadership.

Grantees Saf-Assessment of Skills —qualitative impact indicator

Based on the results of the quantitative impact reported above, plus community members responsesto aseries
of questions about their perceived abilities to manage their organizations' project, the following are the results of
the qualitative assessments PAT members reported for the 333 groups reporting on this factor:

Qualitative Rating — Grantees Managerial Skills (per celved)

No. of groups

Per cent of groups

Excellent — organization is fully capable of managing projects 11 3.3%
Above Average — organization can cope with project management 144 43.2%
Below Average — organization has difficulty managing project 142 42.6%
Poor — organization isill-prepared to manage a single project 36 10.8%
TOTAL 333 100.0%

It is clear from these results that most organizations recognize their needs for additional capacity building. Itis
important to stress that these results are not a comparison of MNLF village organizations with a broader cross-
section of Filipino community groups. Rather, these rankings are scored against acommunity’s own internal
basdine of what condtitutes “ average” manageria skills. Note that amost haf of the groups ranked themselves
above thismark. However, it is generdly acknowledged within the Mudim community and by devel opment
professionals that the villages targeted by SWIFT and other donor programsin fact lag far behind the genera
population in developmental progress. Literacy, numeracy, geography, and conflict have al worked against
these communities sharing wholly in the general economic gainsin Mindanao during the 1990s.

Grantees Confidence in Leaders— qualitative impact indicator

Based on the results of the quantitative impact reported above, plus community members responsesto a series
of questions about their leaders’ abilities to manage their organization, the following are the results of the

qualitative assessments PAT members reported for the 331 groups reporting on this factor:

Qualitative Rating — Grantees L eader ship Abilities (per ceived)

No. of groups

Per cent of groups

High — members have complete confidence in their leaders’ skills 69 20.8%
Above Average — members are confident of their leaders &hilities 186 56.2%
Below Average— members are unsure of their leaders abilities 53 16.0%
Low —members are not confident of their leaders management 23 6.9%
TOTAL 331 100.0%

Fully ¥ of al groups reporting on this factor believe that their leaders have the managerial acumen to be ableto
manage not only the SWIFT project, but also other endeavors they might undertake. This contrasts somewhat
with the assessments made by the PAT evauators themsalves, who recognized many traits among the MNLF
organizations chairmen that could signal weaknesses for operating the projects. Foremost among the traits
noted was singular decision making, rather than any participation by the general membership. Much of thisis
cultura, but the largest contributing factor undoubtedly isthe military hierarchy of the MNLF. Inamost all
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cases, the community cooperatives and farmers groups have adopted the military structure, often with the same
“commander” who led the members on the battlefield during the years preceding the peace agreement.

Lessons Learned — Group Capacity Improved

1. Continuing effort at capacity building remains the Sngle greatest need in the MNLF communities. Indeed,
across Mudim areas of Mindanao, intensve and extensive training efforts are needed on awide range of
topics—from small engine repair and masonry to leadership and organizational development. Low levels
of literacy and numeracy among Mudim women, especialy, indicate the need for specid atention on this
issue.

2. The spotty record of performance by severd training providers indicates the difficulty of attempting to fast
track something as complex as increasing the ability of isolated, former combatant communities to manage
even basic economic infragtructure. Many of the communities started from a very low base of knowledge,
compounded by issues of literacy, numeracy, and language. It is apparent that frequent repesat viststo
coach them through the process may have been more effective. Accomplishing thisin such alarge number
of stes (374 villages) was not possible with the human and financid resources available. Future projectsin
smilar contexts should more clearly balance quantity and quality of training activities within the alotted
time for project implementation.

3. NDBRC'soverdl performance was disappointing; especiadly since they are an established ingtitution.
Because they were a grantee, however, USAID had no recourse in the face of their mediocre performance.
Asit happened, OIDCI was brought in relatively late in the program (September 2000) to make up for the
inability of NDBRC to provide dl the training sessions for which they were engaged. By February 2001,
OIDCI had provided more than twice the number of training sessions, of higher quality, in one-third the
time, for approximately the same cogt per training as NDBRC.

4. Onamore positive note, SWIFT/Mindanao demonstrated conclusively that the rank-and-file MNLF former
combatants and their community members are very eager training participants. Contrary to other reports of
“training fatigue” among the MNLF, SWIFT found attendance at dl training sessions was higher than
expected. Often, the trainers faced 2-3 times as many participants as they anticipated for topics such as
bookkeeping that are generdly not widely appreciated among rura populations. The team’s conclusion
was that other reports (e.g., by UNDP) that the MNLF no longer desired training activities were due to the
target audience of those trainings and where it was conducted, not alack of interest in capacity building per
se. Wefound that a conscious effort to hold training in the communities among the grassroots was much
more important than the topic discussed. Also, it wasimportant to ensure that the training participants were
the individuals who needed to use the skills. Programs, therefore, who bring MNLF “leaders’ into regional
capitalsfor training in hotels have clearly missed an opportunity to contribute to the Mudim people of
Mindanao gaining the skillsthey dedire.

Impacts Achieved - SO3: GRP-MNLF Linkage

Thethird Strategic Objective of SWIFT/Mindanao was GRP-MNLF Linkage. Thiswas aunigque objective not
found among all the other donor-funded activities assisting in implementation of the 1996 Peace Agreement.
The first two SWIFT objectives addressed the socio-economic infragtructure of Mudim areas of Mindanao,
primarily by providing income-generating hardware (agricultural equipment and village micro-infrastructure)
along with software (capacity building). Thisthird objective addressed instead the political stability of MNLF
communities— seeking ways to demongtrate to the MNLF that the GRP was sincere in its desire to implement
fully al the provisions of the agreement. Thiswasimportant due to both growing discontent among the MNLF
former combatants themselves and to the opportunity for the GRP to convince other rebe groups (especidly the
Moro Idamic Liberation Front — MILF, who operated in the same areas as the program) to sign their own peace
accords. In order to maximize this*“demonstration effect” to MILF, USAID/OTI conscioudy sought to have



19

every sngle grant project include some contribution from one or more Government of the Republic of the
Philippines agencies.

Overdl, of the $2.9 Million invested in SWIFT projectsin Mindanao, 58% ($1.7 M) came from counterpart
organizations, while 42% was direct donor grants from OTI. Within the $1.7 M of counterpart resources, 71%
was from various nationd agencies, provincid, municipal, and barangay government ($1.2 M, or 41% of totdl).
Communities themsel ves contributed 16% ($468,800) of their own resources —including “ swest equity” —to
their village-based self-help projects. Other Donors contributed 1% ($28,922).

By program category, Village Infrastructure projects had the highest rate of counterpart, at 67%, with more than
half of tota project costsin this category being provided by the GRP. Many municipa governments, and the
provincial government of Cotabato, provided significant materias to infrastructure projects. Typicaly, SWIFT
would provide cement, nails, and form lumber, while the municipality provided aggregates (sand and grave).

Other categories with large counterpart components were Agricultural Production (62%), Post-Harvest Fecilities
(60%), and Gender and Devel opment (58%). The Reconciliation category was noteworthy in that Grantees
provided almaost 40% of al resources, with SWIFT contributing dightly more than half (53%). The Gender and
Development category aso saw grester than average grantee counterpart contributions, at 24%. Curioudy, this
category saw GRP contributions lower than average (31%).

For the mgjority of categories, the ahility to leverage large counterpart contributions for individua projects was
aided by an agreement with the Philippine Department of Agriculture (DA). USAID, the DA, and SPCPD
signed aformal Memorandum of Understanding in March 2000 to establish the tri-partite DA-SWIFT Village
Partnership. Under this Partnership, the DA provided an eventua PhP35 M ($750 K) in counterpart funding to
purchase agricultural equipment that complemented that from SWIFT. More detail about the DA-SWIFT
Village Partnership is found below, following discussion of impact.

Two quantitative and two qualitative indicators were used to measure achievement toward this objective. The
quantitative output indicator was Interactions Facilitated by SWIFT. The quantitative impact indicator was
Non-SWIFT-facilitated Interactions. Qualitetive impact was measured by members' self-assessments of both
the GRP s ddivery of basic services and implementation of the Peace Agreement.

SMFT-Facilitated I nteractions — quantitative output indicator

The overall purpose of SWIFT/Mindanao was to contribute to economic and politica stability. The program
was never concerned primarily with delivering power tillers or building solar dryers. The “hardware’ deliveries
and accompanying “ software” capacity building were intended to provide a subgtantive contribution to stability
in Mindanao by providing MNLF communities with solid evidence that the Government was sincerein
honoring its Peace Agreement commitments. That is, the program sought to begin shifting the perception that
the GRP was not fulfilling one of its most basic functions: delivery of basic servicesto its citizenry®. Measuring
the shift in this perception with any rigor would be difficult in any timeframe. Attempting to do so within avery
short two years would have been impossible.

Therefore, OTI selected a proxy indicator that would be measurable and could point toward at |east the seeds of
a perception shift having been planted and perhaps taking root. USAID, SPCPD, and dl othersinvolved had a
clear undergtanding from the beginning that the program could only hope to carry the relationship asfar asthis;
that nurturing those beginningsinto a productive, fruitful relationship would take years of hard work by both the

® This perception of abandonment, neglect, or outright hostility toward the Muslim communities by successive generations of government
was one of the roots of the Mindanao conflict. Elsewhere in the country, including non-Muslim areas of Mindanao, similar sentiments
have given rise to the communist New Peoples Army (NPA) and other rebel factions who continue to wage guerilla war and effectively
control portions of the countryside. Correctly or not, the perception is widely held that Government is failing the common tawo (people).
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government and the communities. A common metaphor that SWIFT staff used in discussonswith MNLF as
well aslocal government officials was that “ SWIFT can only build abamboo bridge” across the chasm built
over three decades of open conflict; that “it isup to dl of you to make it into an iron and cement one.”

It wasin this spirit of making theinitid introductions, which the two sdes themsalves would then need to build
into solid working relationships, that the quantitative output indicator selected was the Number of Interactions
that SWIFT facilitated between grantee organizations and one or more levels of the GRP — barangay, municipa,
provincia, regiond, or national. Grantees' own reporting to PAT assessors shows that 2,844 interactions took
place among 326 MNLF communities and their government. Mogt of these were local government interactions.
That is, the ddlivery of apiece of DA-provided equipment did not count as an interaction unless someone from
the DA actualy accompanied the truck. Included in the tally were things such as: mayors atending awarding
ceremonies, municipal agriculture officers conducting atraining session, or the provincid engineer’ s office
coming to the village to assess conditions of aroad.

Non-SMFT-Facilitated | nteractions — quantitative impact indicator

Progress Analyss Team members questioned grantees about how many times they have interacted with one or
more levels of the GRP after SWIFT facilitated initial contact. Thiswas done to seek additiona evidence of the
likelihood for SWIFT -facilitated interactions to be leading toward dowing building bonds that might hea the
wounds of war between the MNLF and GRP. The PAT assessments showed that 152 grantees reported having
1,450 additional interactions with government agencies that had not been facilitated by SWIFT. Follow-up
guestioning showed that some of these interactions led to substantive assstance from the government.

The best exampleis when Gov. Zacaria Candao of Maguindanao attended a ceremony with USAID Misson
Director Patricia Buckles and others, on a SWIFT-facilitated ingpection visit. Thiswas Gov. Candao’ sfirgt visit
to this particular village. Because he nearly fell into a stream crossing a narrow coconut-log bridge, the
Governor later directed his provincid engineer to build astedl and cement bridge to the site. This community is
now able to trangport their produce to market across the new bridge.

Beneficiaries Perception on GRP’ s Ddlivery of Services — qualitative impact indicator

To assess how grantees perceived the genera State of relations with the GRP, Progress Analysis Team members
asked a series of questions about ddlivery of basic services. These questionsincluded the following
information:

1. Intheir understanding, who represents the Philippine Government — a question triggered by awiddy
reported phenomenon wherelocal government (mayor, barangay chairman) is not viewed as a GRP
representative’;

How often has their village been visited by a government agency, and by which agencies;

What services or projects have been extended or delivered by these agencies,

What istheir impression on the performance of those agencies; and

What are the priority problems and needsin their village that still require a government response.

g wbd

Based on results of the quantitative impacts reported above, plus community members responsesto this series
of questions about the perceived delivery of GRP services and how it might have changed since the project, the
following table shows the results of the qualitative assessments PAT members reported for the 335 groups
reporting on thisfactor.

7 Curiously, many mayors themselves told SWIFT staff that they do not consider the municipal government to represent “the GRP.”
Likewise, the SPCPD has vocally and publicly chided the GRP for not living up to the Peace Agreement, apparently without noting the
irony that they are directly under the Office of the President within that same government.
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Qualitative Rating — GRP's Ddlivery of Services (per ceived) No. of groups Per cent of groups

Full Delivery — government provides everything expected of them 1 0.3%

Satisfactory Delivery — government provides sufficient services 83 24.9%

Inadequate Delivery — government should expand service provision 191 57.4%

No Delivery —government still neglects rura Mudim communities 60 18.0%
TOTAL 335 100.0%

These results show that most communities remain dissatisfied with the level of servicesthey are receiving from
the GRP. When pressed for explanation, villagers are sometimes unable to articulate precisaly what it isthat
they expect to receive that they are not. Generally, however, communities percelve provision of roads, accessto
clean water, schools with full-time teachers, and hedlth clinics with full-time nurses as some of the types of
servicesthat are currently lacking.

The*good news’ from PAT assessors conversations with communitiesis that those who received full delivery
of project counterpart for the SWIFT TAG ranked the ddivery in the satisfactory range, while those with either
delayed ddivery or non-delivery on a promise tended to hold amore negative perception. The lesson for GRP
fied staff is not to make promises you cannot keep. This behavior — unfortunately common throughout the
country —merely reinforces negative perceptions and stereotypes. The same lesson could apply to donor staff.

Grantees' Assessment of |mplementation of the Peace Agreement — qualitative impact indicator

To assess how grantees perceived the current status of implementation of the Peace Agreement with the GRP,
Progress Andlysis Team members asked a series of questions about the Agreement. These questions included
the following information:

1. What doesthe Peace Agreement mean to them;

2. Inther opinion, has the Peace Agreement been implemented? Why or why not;

3. What can be doneto further the full implementation of the Peace Agreement; and

4. How can they contribute to the successful implementation of the Peace Agreement?

Based on results of the quantitative impacts reported above, plus community members responsesto this series
of questions about the perceived Peace Agreement implementation and how it might be improved, the following
table shows the results of the qualitative assessments PAT members reported for the 335 groups reporting on
thisfactor.

Qualitative Rating — Peace Agreement |mplementation (perceived) | No. of groups | Percent of groups

Full Implementation —agreement’ s provisions have all been enacted 15 4.5%
Satisfactory Implementation —sufficient progressis being made toward

, , - 148 44.2%
enacting the Agreement’s provisons
Inadequate I mplementation —insufficient progressis being made

: , o 159 47.5%

toward enacting the Agreement’ s provisions
No Implementation — no progress has been made toward enacting the 13 39%

Agreement’ s provisons

TOTAL 335 100.0%
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The surprising result on thisindicator was not that 51.4% of MNLF communities remain dissatisfied with the
progress toward implementation. Rather, that 48.7% perceive satisfactory or better progress. This appearsto be
at odds with the MNLF leadership, who consstently portray their rank and file as being dternately disgruntled
and disgusted with progress. One explanation for this apparent disconnect may be that the grassroots MNLF
“foot soldiers” are much more concerned with the economic provisions of the agreement, where substantia but
till incomplete progress has been made. Almost no one in the GRP or the MNLF bdlieves that the political
provisions have been advanced meaningfully since the September 1996 signing.

SWIFT gaff and management were told repeatedly by community members throughout the areas of program
operations that they would not rejoin the conflict even if called upon to do so by their MNLF leadership. A
common theme heard in villages was that they now have too much to lose — children in school, crops growing,
and the beginnings of economic opportunities. Donor programs were given the lion’s share of credit for dtering
this dtuation. Though not done, SWIFT contributed to this shift and thus achieved its political objective.

Lessons Learned — GRP-MNLF Linkage

1. When SWIFT gaff first went to the field in May 1999, describing the project procedures and counterparting
required from both grantees AND government, the response varied from disbelief to laughter. Staff from
other donor projects derisively predicted utter failure. Some MNLF leaders warned that there could be no
projectsif local government counterpart was required. By thetime UNDP, ADB, World Bank, and OTI
held aregiona conference in January 2001 to discuss processes for community-based programsin post-
conflict areas, the other donors were asking SWIFT staff “How did you do that?” The USAID/OTI
evauation of SWIFT/Mindanao by Heard and Magno (September 2000) described the counterpart resource
leveraging aspect as where “the project hastruly excelled.”

2. Key tothisoverall successwas the use of delivery by SWIFT (especidly in infrastructure projects) asthe
lever to guarantee counterpart deliveries. Whether grantee counterpart —each equipment delivery required
prior construction of a storage shed — or government resources, SWIFT relied on its credibility to cgole
those who wavered on their commitments. By requiring that all aggregates be in place, for example, before
SWIFT would deliver cement for asolar dryer, the onus shifted to the municipality to deliver on promises.

3. Generdly, government units understand their obligations both to the Peace Agreement and to provision of
basic socid services (e.g., schools, hedth care). Furthermore, they want to deliver on these commitments.
Often, the loca executives are constrained by competing demands on limited resources.

4. Another congtraint faced by local aswell as nationd government was their rdative lack of flexibility
sometimes required for rapid response to changing circumstances. This aspect was tested most severdly
during the outbresk of GRP-MILF hogtilitiesin March 2000 that resulted in displacement of more than
100,000 people. Many of the aress evacuated were SWIFT project sites. Although most communities were
ableto return and gtill implement their projects, afew had to be either permanently relocated or even have
their projects cancelled.

5. Materia support from local government units (LGUSs) was much essier to redlize than ether training or
technical assistance support. While 52% of al LGUs delivered part of their pledged support, amuch lower
number (57, or 13.7%) delivered fully on their pledges.

6. SWIFT conscioudy took advantage of upcoming local eections (held May 2001) to not only increase LGU
pledges, but to ensure ddivery. Reminding recacitrant officids that € ections were lessthan ayear away
hel ped to convince some mayors and barangay chairmen to make pledges, and to make good on them,
especidly for materias.

7. Traning and personnel support were very easy to pledge but more difficult to actually get delivered. Seen
asrdatively intangible, local politicians did not perceive much immediate electora benefit from sending an
agricultura technician to conduct a seminar on post-harvest sorage and handling of grains, for example.
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A GRP-MNLF Linkage Success Story: the DA-SWIFT Village Partnership

Asmentioned in Section | of thisreport, and on page 19, USAID signed a Memorandum of Understanding with
the Philippine Department of Agriculture (DA) and the SPCPD in March 2000 to formaize the DA-SWIFT
Village Partnership. DA Secretary Edgardo Angara approved an initia P23 M ($575 K) fund for the regiona
offices to use in procuring complementary equipment identified by communitiesin their discussonswith
SWIFT personnd. In November 2000, Secretary Angara approved an additional P12 M ($245,000) to purchase
more equipment necessary because the Partnership reached more communities than originaly intended,
bringing the total to P35 M.

The DA-SWIFT Village Partnership was the Philippine Government’s most visible and effective grassroots
demongtration of its commitments both to implementation of the 1996 Peace Agreement and to improving the
agriculturd livelihood of former combatants. Beginning in June 2000, the DA regiona offices delivered 233
pieces of agricultural machinery by March 31, 2001. An additional 163 pieces of equipment (41%) remained
undelivered when SWIFT offices closed. Subsequent communication, however, conveyed the DA’ sintention
to complete dl deliveries by May 31, 2001 (email from Bong Ofiate 7 May 2001). Thetable below summarizes
the status of DA déliveries as of March 31, 2001. Additional information about DA-SWIFT equipment is found
in Annex D.

DA-SWIFT Village Partnership Equipment Deliveries

Equipment Type Delivered as of 3/31/01 To Be Delivered Total
Corn Sheller 78 12 90
Rice Thresher 25 16 41
"Kuliglig" Power Tiller 27 14 41
"Bao-bao" Power Tiller 42 31 73
Tiller/Hauler Assembly 36 70 106
Rice Mill 17 1 18
Corn Mill 0 14 14
Mechanical Grain Dryer 8 5 13
Totals 233 163 396

The causes for delaysin delivery are complex. One obvious oneisthat the GRP did not have the flexibility for
rapid response that SWIFT enjoyed. Commission on Audit regulations dictated a procurement process that was
less streamlined than that of the SWIFT program. A second cause was the manufacturing capacity of local
vendors. Because the DA was doing bulk purchase by lotsinstead of the Blanket Purchase Agreement/Delivery
Order system that DA used, fabrication times extended longer than expected. Another reason for the large
number of undelivered itemswasfiscal. The nationa government accumulated huge budgetary deficits during
the Estrada Administration and was unable to pay vendors for the initial purchases within FY2000. Suppliers
were understandably reluctant, therefore, to ddiver additional items. Warehouse stocks were exhausted and
delivery schedules uncertain for the next batch of equipment as the SWIFT offices closed.

The delayed deliveries caused sgnificant discomfort in the field as communities realized that SWIFT staff were
ending their service, with no assurance other than our word that the DA would ddiver after we completed our
work contracts. Theissueincreased security risksin severd locations. To their credit, DA staff werefully
aware of the implications for the GRP, and promised that they would complete dl ddiveries as soon as possble.

The DA-SWIFT Village Partnership received accolades from the highest level of Philippine government. The
program was officialy launched in a presentation by Secretary Edgardo Angarato President Joseph Ejercito
Edtradain Davao City, dong with alarge World Bank program for Mindanao and two other donor programs.
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Presdent Estrada later participated in addivery ceremony in Gen. Santos City, where he conferred adozen
pieces of equipment to beneficiary organizations. Secretary Angara also personally participated in two other
awarding ceremonies, including one attended by Robert Randolph, USAID Assistant Administrator for Asa
and the Near East. These high-profile visits to recognize the DA-SWIFT Village Partnership hel ped keep the
DA fidd staff engaged in the program. Without this engagement, they might have been less eager to continue
ddivery after SWIFT gaff ended their contracts.

One of the closing actsthat SWIFT did in its final months was to attempt to ensure that continuing training on
operation and maintenance of the equipment took place. Following reatively quick negotiations, initiated by
DA Undersecretary Panganiban, the Dept. of Agriculture s Agriculture Training Ingtitute (ATI) received
approvd for funding and moved toward field operation of extensive on-site training on agricultural equipment
operation and maintenance. This additional activity further strengthens the DA-SWIFT Village Partnership by
ensuring follow-on capacity building that will continue beyond the life of the SWIFT program itsdlf.

Lessons Learned — DA-SMFT Village Partnership

1. Asimplementation moved forward, it became clear that nationd officials—including Secretary Angara, the
Undersecretary for Field Operations, and Assstant Secretary for Mindanao — were genuinely sincerein
their efforts. They provided the Partnership full support at key points both during negotiations before the
Partnership and as implementation struggled once the program was underway. While their motivations
may have included political ones, furthering the Estrada agenda, they aso understood the difference they
were making on the ground. It was not just about politics to them; it was about government performance.

2. Among regiond officids of the DA, the response was more varigble. The former regiond director in
Centrad Mindanao betrayed his persond biases, complaining about programs targeting only Mudimswhen
there were Christian communities that also had equipment needs. In the other two regions, however, staff
enthusiagtically embraced the program.

3. Provincial and municipa agricultura officers were devolved from the DA under the Loca Government
Codein the Philippines. Therefore, they are no longer under the DA directly. Ingtead, their roleisto
coordinate delivery of nationa programsto loca units. While afew complained about an *unfunded
mandate’ from Manila, most were very willing to assist in coordinating the equipment deliveries. Some
actively sought to be part of the program, in order to demonstrate their commitment to service ddivery.

4. Perceptions among MNLF communities about the genera sincerity of the GRP to deliver on its promises
under the Peace Agreement could belinked directly (albeit anecdotally) to the timeliness of the DA in
ddivering its counterpart equipment. The Progress Anadysis Team documented this, as noted above.

5. Thereverse Stuation was aso true. When DA delivery was delayed, community members were quick to
surmise that thiswas " just another broken promise” from the GRP to the Mudim community. Non-
ddivery became a strong negative reinforcement for perceptions of an insengtive, inept, or even hodtile
national government with no desire to fully implement the peace agreement. While praising the donor
community for trying to assst the MNLF, many former combatants joked about the naive SWIFT gaff who
believed the government’ s promises. This should be alesson to al GRP agencies.

6. The DA-SWIFT Village Partnership provided a*“win-win-win-win” mode that may deserve replication
both in other programsin Mindanao, and for other country contexts by USAID/OTI. Specificaly, having
thefield staff of SWIFT conduct al the “legwork” for the Partnership, we took advantage of comparative
strengths. SWIFT had personnel dedicated to this activity alone, unlike most government staff with
multiple duties. Also, PDOs had fewer redtrictions on their travel budget or logistics compared to the DA.
This alowed the DA to “win” by getting fieldwork in Site identification, grantee screening, and needs
assessment done by the PDOs. The local government units were able to “win” by having nationd agencies
paying for delivery of equipment that the mayor could claim was provided through his efforts — useful as
eectiontime neared. The SWIFT staff themselves were ableto “win” by having ardatively easy
counterpart ready, giving them greater bargaining power with both grantees and local government to
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provide alarger amount of their own resources, to keep theratios even. Last but not least, the grantees
themsalves were able to “win” by receiving twice as many resource investments in their communities.

7. Overdl, the DA-SWIFT Village Partnership provided anew mode for how SPCPD and key line agencies
can work together to deliver tangible assstance to the MNLF former combatant groups and communities.

I.2.  Program Operations

One of the areas highlighted in the USAID/OT]I evauation of SWIFT/Mindanao was the operational procedures
developed by DAI. To quote the Heard/Magno report:

“In general [program processes] are effective, innovative, efficient, and low cost. There are a number of aspects which
should be considered for application in other similar settings. This is especially true of the database developed for project
tracking and management.” SWIFT Mindanao Project Evaluation, John Heard and Lisa Magno, October 2000.

This section of the Activity Completion Report will highlight some of the reasons for such an endorsement of
DAL’ s operationa processes employed in SWIFT/Mindanao. Thisis not an gppropriate forum for a detailed
operations manuad, so the following will briefly review some of theinnovations. It is hoped that readers who
may beinvolved in managing similar projects will find some of these innovations useful. The presentation
below follows roughly the outline initiated by Heard & Magno.

Project Development Process

The 423 TAGs were developed by the Project Devel opment Officers (PDOs) using an OTl-approved process
detailed in earlier reports. That process, the TAG Life Cycle, featured reiterative consultations with community
groups during project identification and design, followed by implementation steps performed by the severa
units within the DAI SWIFT/Mindanao team. Theseincluded a procurement unit, grants adminigtrators, the
engineering team, finance unit, and progress andysisteam. Individual PDOs were responsible for coordinating
the various interactions among these units for each of their grants, as well aswith other partners such asthe
Dept. of Agriculture, OIDCI and NDBRC, and local governments providing counterpart resources.

Unlike most other grant-making programs, including others operated by OTI, SWIFT/Mindanao did not accept
applications or proposals from potential grantees. Thiswas specifically intended, to avoid creating overly high
expectations on the part of communities who submitted proposals that ultimately were not funded®. Instead, the
Project Development Officers (PDOs) facilitated a participatory process in each community that was both part
screening and part needs identification. Initial contacts with potential grantees were based on consultations with
and recommendations from the MNLF State commands. If aparticular grantee did not meet the OTI-specified
criteriafor grantee qualification, the PDO moved on to the next recommended Ste.

For those groups who qudified, the PDO facilitated a participatory needs assessment to identify the type of
project that the mgjority of membersfelt would address their highest priority need. Typicdly, this processled to
3-8 vidts per community during project development. Asnoted earlier in thisreport, due to time pressures from
TAG targets, the PDOs did not dways allow this processto function idedlly. Nevertheless, many among the
community group members and leaders expressed sincere appreciation for the TAG development process. It
was, they sad, the first time anyone asked them what kind of project or activity THEY wanted.

8 Other donor programs assisting the GRP in implementation of the Peace Agreement use a process whereby project staff screen
unsolicited proposals. One large program has been able to fund only 10% of submitted proposals, resulting in widespread discontent
among beneficiary groups about the timeliness and efficacy of the selection process.
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Information Systems

The core of the management approach used by DAI in SWIFT/Mindanao was the suite of integrated detabases
developed for specific ements, but using acommon platform. Severa innovative database design features
used to customize each component of the suite made them al highly user friendly even for staff with limited
computer proficiency. At the sametime, the background complexity provided numerous opportunitiesto cregte
any number of management reports for various internd and external audiences. The suite consigted of the
following databases. Because it formed the core of the suite, only the Grants database is detailed further below.

1. Trangtion Assisance Grants (TAGS) database— complete records of each grant project from initial
proposa submission through implementation and fina reporting; database included 64 proposals that
did not reach approved status; data replicated daily via remote online access by field personnd;

2. Monitoring & Evaluation (MnE) database—records for each TAG that underwent assessment by the
progress anadysis team; linked to TAGs database to diminate duplication of entry for some fields; data
replicated daily viaremote online access by field personnd;

3. Village Survey database— records of basdline data on each community that received a grant;

4. Procurement database—records of every item purchased by the procurement unit for delivery under a
grant project, including comprehensive listing of al suppliers; linked to budget fields and other sections
of TAGs database records to eiminate need for duplicate data entry;

5. Field Expense Report database — independent recording of al expensesfor both grants and operations
throughout the project; not linked, to alow crosscheck and reconciliation of actua grant expenditures,

6. Inventory database—records of dl project inventory and household effects purchased with project
funds or transferred from other projects (NRMP and GEM).

Grants Database

Based on atemplate provided by OTI’ sfirst country program under the SWIFT global contract (Indonesia), the
DAI Information Systems/Database Manager for SWIFT/Mindanao developed a TAGs database that provided
OTI/Washington with the ability to receive regular updates on al grant activity, aswell as serve as a day-to-day
management tool for the OTl AsaRegionad Manager and DAI Field Representative. 1t was an indispensable
tool for the latter purpose. The updates for USAID/Washington and USAID/Maniladid not work aswell dueto
limited technica interest from information managers. For the PDOsin thefield, traveling 4-5 days per week,
the ahility to replicate online through phone cals from most lodging houses proved to be an incredibly efficient
mechanism for submitting new TAG proposals as well as receiving feedback on ones dready submitted. DAI
recommends that any OTI or Smilar program with multiple field staff spending the mgjority of their timein
travel status adopt an adaptation of this online replication method where practica.

MS Access, however, is not the most efficient database package to use for this purpose. It iscumbersometo use
inavirtua networking environment, has limited data security capabilities, and requires the full time services of
ahighly skilled information systems manager. DAI was fortunate to have such amanager on staff in Mindanao.
Although hired at twice the original approved budget line for the position, thisindividua proved to be worth
several multiples of her salary. Sheis now on the home office staff of DA, servicing information management
needs of saveral OTI and other USAID-assisted programs around the world.

Procurement System

The highlight of the 3-person procurement unit was the efficiency with which they purchased and delivered the
thousands of individua items required to implement 413 grants. DAI was able to ddiver equipment and
congtruction materias within amaximum of 15-30 days after confirmed counterpart compliance, with each
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purchase meeting or exceeding the applicable FAR regulations. A key to this efficiency was the negotiation of
multiple award indefinite delivery contracts with a pool of loca suppliers, whereby open bidding was conducted
among qualified vendors, with awards based on price, quality, and reliability factors. Each equipment item
purchased on aregular basis had 3-5 contracted suppliers. Based on proximity to the delivery site, ranking of
each vendor produced a 1%, 2™ and 3 choice for each individual purchase. Stock availability and delivery
timeliness then determined which among the three received that particular ddivery order. Thisresultedina
system that al suppliers described asfair, transparent, and efficient.

The system was severely tested during the intense period of delivery for the 35 Reconciliation grants. Often,
these were approved within hours or days of receipt, for eventsto be held within less than one week of gpprova.
This additiona burden of numerous small-item procurements under extreme time congtraints did not, however,
result in abresk down of deliveries on grants under the other program categories.

An areafor potentia improvement to the procurement system would have been to have counterpart compliance
confirmed independently of the PDOs. Often, they relied on indirect communication from beneficiaries about
the status of counterpart ddliveries, due primarily to strainson the PDOs' time. Thisresulted in some SWIFT
deliveries being premature; that is, itemswere delivered prior to full counterpart compliance. The difficulty
then became alack of leverage to usein achieving full compliance with counterpart resource ddivery. Serious
consideration was given to independent confirmation, but the operationa resources available prevented doing it.

Finance System

The 2-person Finance team had the advantage of being headed by an experienced manager who was thoroughly
familiar with both genera audit requirements and particular USAID regulations. He became an integral part of
internal control systems that SWIFT/Mindanao employed to ensure full compliance with DAI corporate policies
and USAID regulations. Efficiency was increased through innovations like providing regular travelers (2/3 of
all project staff) arevolving travel advance account, minimizing personnel time required to processtravel
vouchers. Fidd personnd thus were able to focus on their job, not whether or not their salary or travel costs had
been deposited into their accounts.

Similarly, vendor relationships were greatly enhanced by a policy of payment before an invoice due date. Ina

context where many agricultura equipment suppliers regularly must wait months to receive payment from other
customers, DAI was able to demand much more professiona levels of service from suppliers. Simply knowing
that they would get paid on time increased the willingness of suppliersto be very flexible on delivery schedules.

Within DAL, the SWIFT/Mindanao program became known as one of the first overseas projects to consistently
submit field expense reports to the home office within 2-3 days of closing areporting period. Thiswas possible
due primarily to the highly efficient database recording system and the skills of the finance unit members. Of dl
the operating systems on the project, this was the only one that did not require mid-stream adjustments by DAI
management (the Field Representative) throughout the life of the project.

Of DAI’'soverdl financial management, the OTI Evaluation team cited the SWIFT/Mindanao ratio of program
operating cogsto total grant project costs at $0.56:$1.00 as noteworthy, calling this comparatively low for such
afidd-intensve program. The USAID-approved modified budget was expected to be sufficient for 19 months
of operations. In fact, the project lasted 25 months, with about 6% of operationa funds remaining at the close.

Administrative Systems

The Admin team consisted of one satellite office coordinator each in Cotabato City and Iligan City, the bases of
operation for PDOs and other field staff, plus a Program Operations Manager and one admin assistant in the
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Davao City main office. The sheer volume of work handled by this small team was amazing. They handled al
personnel matters (including insurance, socia security benefits, leaves, and timesheets), property inventory, key
personnel household and al office leases, travel arrangements and vehicle fleet management (4 project vehicles,
14 leased 4x4s), non-grant procurement, grant agreements, communications (by phone, fax, email, cell phone,
and courier), officia visitors (20 USAID/Washington and USAID/Manila visitors, plus Philippine government
officias), conferences and seminars, and OTI secretarid duties. In addition, the Program Operations Manager
served as part of the interna control by reviewing al financid transactions and being signatory on checksin the
Field Representative' s absence. The admin assistant entered all datafor Village Survey database records.

If any fault were found with the admin team, it istheinability to deliver grant agreements to Grantees within the
target of 5 daysfrom TAG approva. Often, the approved proposals required significant editing and clarification
before these agreements could be generated from the TAGs database. 1n most cases, inconsistency between
various sections of the proposals necessitated going back to the PDOs for clarification prior to printing the legal
document upon which the grant deliveries would be based. More careful scrutiny of proposals prior to approva
would have increased consderably the ability to generate Grant Agreements within the target of 5 days. The
Field Representative accepts respongbility for not imposing stricter discipline upon the PDOstto refrain from
submitting proposals before they were coherent enough to merit OTI approval.

Engineering Team

The three-person Engineering team supervised completion of 67 infrastructure grant projects. Some lessons
learned related to the engineering team are presented under the Program Categories subsection earlier (pp 9-10).
In generd, the Village Infrastructure category could not have been successful without thisteam. Their magjor
contribution was in providing technica assistance for project design and construction supervision, plus on-the-
job training that community members received in practical skillsthat many groups did not have before SWIFT.

Any similar post-conflict or combatant reintegration program that anticipates engaging in construction of village
infrastructure, or rehabilitation of damaged infrastructure, would do well to give serious consderation to having
in-house engineering skills. The rdatively modest cost of such ateam can very easily be judtified on the basis
of reduced materias padding alone. This, of course, assumes that the program engineer is trustworthy and that
program managers have enough basic congtruction knowledge to monitor the field staff. Extrapolating from the
estimated 10-15% “materials contingency” often added by municipal engineers, however, the SWIFT Engineer
reduced excess purchases by at least $50,000 for al solar dryers and warehouses constructed. Actual purchases
of materiasfor village water systems tended to be 20% lessthan initia estimates by Department of Public
Works and Highways, Provincial Engineer’s Office, or Smilar designers.

Progress Analysis Team

The three-person Progress Analysis Team completed 336 Find Reports on individud projects, covering 81.4%
of al TAGsand 89.8% of village-based projects. These accomplishments were attained in only 10 months of
fiddwork. Using a standardized questionnaire astheir guide, PAT members recorded qualitative responsesto
basic input-ddivery and other smilar questions, while also asking a series of questions related to communities
perceptions about improvements to their quality of life, their groups manageria capacity, and their relationship
with the GRP. Drawing on their individual experiences as veteran community development workers, the PAT
members then assessed the accuracy of the information they were provided, to account for the phenomenon of
“tell them what you think they want to hear” that is common in socia science surveys. Thesefiltered responses
were then recorded on afour-point scale for each of the qualitative indicators, followed by an overall assessment
by the evdluators of the groups' potential opportunity. The results of these 336 overall group assessments were
presented in the table on page 6.
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One of the key findings from the analyses was to highlight capacity building as the largest need for continued
success by the mgjority of groups. Another insight from site analyses was that groups were taking joint
ownership serioudy, reinvesting their income in other commonly held machinery items. A disappointment
from the PAT assessments was the rdatively low levels of group income mobilized by equipment and other
grant projects, discussed earlier.

An unexpected outcome of PAT members independently analyzing each grant project’s degree of success was
to discover inaccuracies in reporting by two PDOs that resulted in disciplinary action. It isrecommended that
all other OTI programs adopt a smilar interna monitoring and eval uation component early in the project life.
The advantages provided from in-stream managerid information — to fine tune implementation processes based
on real-time results — and the enhanced reporting capability from reliable field data make the investment in staff
resources easily worth it.

Asan epilogue, the DAI Field Representative was requested in February 2001 by OTI’s East Timor country
program to make an assessment of their monitoring and evaluation systems and needs. A frequent comment by
gaff there was that they did not have time to conduct monitoring of impacts achieved by their grant projects.
This concluson may not be giving full consderation to the potential for more efficient reporting due to greater
automated data analysis, or to more rapid response to requests from USAID/Washington or other agencies for
specific information on how funds are contributing to the rebuilding of East Timor. Depending on the nature of
the request and its source, it is likely that aresponse of “we don't know” to a question about impact may not be
the most advantageous.

Lessons Learned — Program Operations

1. Severd innovations and unique aspects of the SWIFT/Mindanao program proved to be keysto the degree
of success enjoyed. Among those that provided potential lessons for smilar programs are the following:

a) Feddsaff developing proposasinstead of soliciting proposals— by reducing the number of rejected
proposals (and discontented applicants), a greater contribution is made to the political objectives of
building foundations for peace. If aprogram’s purpose isto train organizationsto write good
proposas, they might consider conducting proposal-writing workshops for NGOs instead of using the
approva processto achieve thisend.

b) Decentraized decison making —having an OTI presence on-dte in the contractor’ s office Sgnificantly
streamlined dl decision making, especialy regarding grant approvals. Programs considering future co-
location arrangements should include knowledge of FAR/AIDAR regulations among the criteria for
selecting the individua to be co-located.

¢) Loca procurement unit —the purchasing needs of an in-kind grant program demand that the contractor
have g&ff on-dte to both provide redl-time manageria ability and greater accountability of resources.

d) Information technology — not gppropriate in many contexts, but whenever the capability is present, full
use of email, online database replication, and similar IT tools can greatly increase efficiency. Unlike
both the Indonesia and East Timor programs, where most data are entered at least twice due to system
incompatibilities, Mindanao steff al entered their own datadirectly. This enhanced not only the skills
of personnel — important for their next jobs— but aso accountability for their own recording/reporting.

€) Community focus maximized perception shift — had SWIFT worked with the same beneficiaries that
many other donor programs call “community” (the State MNLF Chairmen and close associates), we
can confidently say that the perception shifts about GRP delivery of services would not have happened.
Likewise, programsthat alow the State leadership to dictate completely who receives projects, what
kind of project, and in what order of delivery are doing nothing to strengthen the peace process.
Indeed, they may be counter-productive by contributing to an erosion of confidence at the grassroots.
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2. Some of the chalenges faced by SWIFT/Mindanao were unique to the specific context — the time and place
parameters that defined central Mindanao in the period May 1999 to March 2001, when fieldwork was
being conducted. Others of the challenges, however, are likely to be faced by either continuing programsin
Mindanao, or by smilar combatant reintegration or post-conflict efforts elsawhere. Some of these arethe
following:

a)

b)

f)

The personal security of each staff member had to become part of the calculus for each and every
managerid decison. While every effort was made to minimize risks, the fact was that this was a post-
conflict program working on a daily basis with former combatants who were not disarmed as part of
the peace agreement. These particular beneficiaries have strong cultural norms that obviate violent
resolution of even minor disputes. Also, there were at least three other armed rebel groups operating in
the same areas as the program, belying the “ pogt-conflict” nature of the work.

Related to the persona security was the fluidity of the “peace and order” dtuation in the program aress.
In May 2000, the GRP declared “dl-out war” in central and western Mindanao, following a breskdown
in peace talks between the government and the MILF — the breskaway faction of the MNLF that is now
the largest Mudim rebd group with as many as 15,000 combatants. The challenge for SWIFT wasto
continue program operations insde what had become awar zone. Why continue? To do otherwise
posed seriousrisk of permitting a broadening of the conflict as many of the 45,000-strong MNLF
rgjoined the battle out of frustration with the government.

Another chalenge, related to these, was the apparent lack of clear GRP policy or strategy for either
ending the ongoing conflict or addressing the root causes of the broader, historical Mindanao conflict.
The outbreak of war in May 2000 occurred less than 24 hours after the GRP negotiation panel signed a
preliminary agreement with the MILF about how to begin discussion of the mgjor points of contention.
The lesson isthat post-conflict programs must either have a mechanism for assisting a government to
achieve gability of policies, or have a mechanism for dedling with the resulting ingtability.

Among the beneficiaries themsalves, the greatest challenge was the hierarchical structure of not just the
MNLF, but also the Mudim communitiesin genera. It proved very difficult to eicit honest answers
from ordinary people to asmple question: what do Y OU want? Within the grantee organizations, few
memberswould speek at dl if their leader were in the meeting; fewer gtill would contradict hiswords.
Often, though, dissenting opinions came out from one-on-one conversations with individual members.
The chalenge and lesson isto identify waysto extract reliable information from reticent members.

In dedling with the local governments, the greatest challenge was on-time delivery of counterpart
resources. There was a common joke among L GUs — often not entirely complimentary —that SWIFT
lived up to itsname. The fact isthat donor programs often impost their own time frames on projects,
with little regard for the redities faced by local leaders with whom the program hopesto partner. If a
mayor has no funds left in this year’ s budget, it is not necessarily an indication of unwillingnessto
assig his condtituents. Given sufficient notice of the program objectives and procedures, budget cycles
may be followed more closaly and reasonably, perhaps increasing the leveraging potentia of donor
funds.

Finally, a challenge for USAID and the donor community at large has been theissue of hand-off. OTI
invested congderable effort in identifying potentia governmenta or nongovernmenta partnersto
whom to bequeath the SWIFT program. Nonewas ready, willing, and able. Similarly, attemptsto
encourage saf-sufficiency among MNLF communities — essentialy handing off to themselves—ran
aground on the redlity that no groups were adequately prepared after a short two years of investment.
USAID was forced to recognize that it must continue the program itself, albeit under different funding.
The recommendations for the follow-on Livelihood Enhancement and Peace (LEAP) program arein
Section 1.

3. Inaddition to the Innovations and Challenges listed above, there are afew other general lessons learned
from SWIFT/Mindanao that are noteworthy for the Activity Completion Report. These are the following:
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Therdative youth of DAI’s staff for the SWIFT/Mindanao program meant that there were generdly
higher energy levels. Thiswasimportant given that amost all staff members worked 50 or more hours
inatypica week. The intense demands of such afast-paced program necessitated this. It was
advantageous as well in that reatively young staff came with relatively lower sdary histories. The net
result was an energetic roster of dedicated personnd at reasonable daily rates, but without sacrificing
performance. Y oung but experienced individuas staffed al managerid postions.

The corallary to the above note is that more mature personnel may not have been able to withstand the
severe time demands of the program. Many staff worked 60-80 hours per week on aregular basis.
Experience in other OTI country programs appears to show thisto be a common characteridtic. Itis
recommended that OTI give serious consderation to the issue of staff burnout.

Operating systems used the principles of sdf-sufficiency, efficiency, and invisibility to the maximum
extent possible. Invishility refersto the target of having the operating systems be run so well that they
were not noticed as congtraints on doing things faster and better: they became “invisible’ to program
managers.

Theinternd checks and balancesin the procurement system proved worth their effort to implement.
By applying adrict and conservative interpreation of the AIDAR and other regulationsto all purchase
decisons, opportunities for interna problems were limited, while the chances of finding difficulties
early were increased.

Also on procurement, timely and accurate payment of invoices by an efficient finance unit resulted in
content suppliers who were much more flexible with the program’ s need for rapid response to changes
in delivery schedule — commonly due to the fluidity of security issues. Payment deductionsfor late
ddivery aso helped provide discipline and improve professionalism among the suppliers.

As noted above, the Progress Analysis Team proved invauable as both an internal management tool
and for timely and accurate reporting on impact to avariety of audiences. It isrecommended that all
future OTI programs consider a separate monitoring unit to the typical “ grants managers’ or program
development staff. Having the ability to serve both an internal audit function and an impact assessment
function greetly enhances the value added from an M& E team. If they are also tasked with compilation
of resultsfor reporting, their cost-benefit ratio becomes even more favorable,

Summary of Analysis

The above 24 pages have provided detailed insghts into the SWIFT/Mindanao program. Recognizing that not
all readers of thisreport will have the time or interest to delve into the detailsto that degree, the following
summary statement is provided. It is quoted verbatim from the OT1 Evaluation of SWIFT, conducted in
September 2000. The clarity and brevity with which overall results are presented cannot be duplicated easily.

The SWIFT project has accomplished an extraordinary record of performance in its brief life and given hope to close to
100,000 ex-combatant and other vulnerable family members. Clearly it has made a significant contribution to maintenance
of an atmosphere for peace. In this sense, it should be considered a resounding success.

Technically, in terms of management and delivery, the project has also been highly successful. The volume and quality of
services rendered to the target group has been exemplary and should serve as a model for projects in other similar settings.
Program processes have been effective, innovative, efficient and low cost. The linkage formation aspect of the project
(strategic supporting alliances between the target group, LGUs and other key stakeholders) has been especially noteworthy,
as has been the associated record of counterpart resource mobilization. This has been vital to both low cost coverage and
to the peace and stability related objectives of the project.

The one area that has fallen short is training. The training element has not been large and comprehensive enough to do the
necessary job. Quality and volume both suffered from a series of difficult constraints related to logistics, ongoing conflict in



32

the area, limited absorptive capacity of recipient groups, functional illiteracy, limited time and institutional weakness of the
primary training contractor. SWIFT took steps to correct this situation, but they were late in the day.

Finally, to state the obvious, the project does suffer from one fatal flaw. It is a medium to long-term effort in a short-term
jacket. There is a reasonable explanation for this in that the intent from the beginning was to develop a hand-off strategy that
would carry out the necessary follow-up assistance. There was no way that designers and managers in the early phases of
the project could foresee the events of the past year. This should now be corrected, however, as detailed at length in this
report.

But regardless of what happens from here forward, OTl and the SWIFT team can be justifiably proud of their effort. They
have made a truly important contribution to peace in the region and to U.S. objectives in the Philippines.

John Heard and Lisa Magno final Evaluation Report to USAID/OTI, October 20, 2000

It would be difficult to say more about SWIFT/Mindanao that the above. An eminent scholar and author on the
Mindanao conflict and Mudim-Christian-highlander rdations, Notre Dame University President Fr. Eliseo
Mercado, Jr., who has been an ardent critic of donor programs, told the author that based on NDU' s assessment,
“If the 85% success rates hold, SWIFT has done more genuine development benefiting more real combatants,
for one-third the cost of the [two other donor programs active in Mindanao]. Congratulations!”
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IIl. Recommended LEAP Priorities

Beginning in March 2000, OTI and USAID/Manila began discussing plans for hand-off of SWIFT. The author
was not privy to many of these discussions, for reasons of USAID procurement integrity. He was asked,
however, to comment on the proposed priorities of any follow-on project. Asthe year progressed, especialy
after the OTI Evaluation by John Heard and Lisa Magno, ideasfor the Livelihood Enhancement and Peace
(LEAP) project solidified. Asthisreport isbeing written, bid proposasfor LEAP are under review by the
MissoninManila An award isexpected sometimein May 2001. The discussion points below are those
presented by the author to USAID/ManilaMisson Director Petricia K. Buckles and some of her staff during an
exit debriefing on March 30, 2001. They are repested here at the request of OTl Asa Team technical staff at
USAID/Washington, including the Cognizant Technica Officer for the SWIFT/Mindanao activity. Therefore,
with the cavest that the statements below reflect only the opinions of the author®, and do not represent official
statements by USAID/Manila, OT1/Washington, or DAI/Bethesda, the following are suggested prioritiesfor the
follow-on LEAP program, expected to be a 2-3 year activity:

1. Capacity Building —training activities, on awide range of topicsrelated to genera organizational and
rura economic development aswell as basic literacy, numeracy, and other skills, remains the largest
single need among MNLF former combatants and the broader Mudim community of Mindanao.
Contrary to the training fatigue noted earlier in this report, numerous persona conversations (in the
vernacular) with local-level MNLF leaders, community members, farmers, and equipment operators
has led the author to conclude that sustained efforts to strengthen community organizations through
increasing the skills base of their membersisthe only way for the MNLF former combatants to be fully
reintegrated into Mindanao society. Many scholars, including the President of Notre Dame University
in Cotabato City, have estimated that Mudim areas of Mindanao are 15-20 years behind Chrigtian
dominated areasin terms of basic, practical skills about modern farming methods, machine processing
of agricultura cropsto increase their value and market price, and other associated aspects of rurd life.

2. Participant Selection —while dmost any training topic could be useful, it isimperative that any training
activities be targeted to the proper participants. Too many seminars have aready been conducted in
regional capitalsfor the“leadership” of the MNLF —that is, the State Chairmen and their trusted
advisors (most of whom have successful business ventures and do not farm) —while the actua 1abor
force who need the skills are left behind. 1n a society where attendance at training seminarsis used
regularly as an “incentive bonus’ reward for reasons unrelated to the training topic, any training that
takes place outsde of the village itsdf islikely to have an audience that does not include those who will
actualy apply the skillsbeing transferred. 1t is recommended that LEAP implementers carefully screen
al participantsin any training events to be held, to ensure that those who need the sillsarein
attendance.

3. Local Government Involvement — the bridges that have been initiated between the MNLF communities
and the GRP, especialy LGUSs, will require substantive nurturing before they can begin to produce any
long-term resultsin terms of permanently atering the negative perceptions and stereotypes that persst
across central and southern Mindanao. The May 2001 loca dections are likely to produce few changes
in political leadership in rural areas of Mindanao. Many areas have perennia dectora problems, where
warlords of various stripes use competing private armies to decide the winners. Dynasties are common.
In this atmosphere, where fear and violence are part and parcd of theloca political scene, communities
griving for peace and development have only one choice: to continue reaching out to elected leaders.
Likewise, these leaders are dowly coming to redlize that they cannot continue to marginalize the poor
Mudim villages within their municipality or province. While theissue is often not Mudim vs Christian
(many MNLF farmers remarked that they preferred Christian mayors who were perceived to be more

® The author of this Activity Completion Report, who served as DAI Field Representative on the SWIFT/Mindanao project, has lived and
worked in various parts of the Philippines for 10 of the past 16 years. His technical specialty, practiced throughout the Philippines and a
half dozen other countries, is community-based natural resources management.
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honest, aslong as they did not harbor anti-Mudim biases), the distinctions between villagesin the same
municipdity are stark when compared across the landscape. LEAP has a solid foundation of initial
breakdown of these biases— aided as wdll by the MNLF maintaining neutrality during the MILF-AFP
war of 2000 — and should focus specific attention on those enlightened leaders who recognize that only
by bringing the under-served villages into their service areafor delivery of basic government services
will lasting peace be achieved.

Active Participation —from planning through implementation, local government units need to be
involved in more than just ceremonia roles. They will be much more likely to contribute substantial
counterpart resources and perform basic service delivery functions, when they have as much chance to
get to know the beneficiary communities as LEAP gtaff do. The same appliesto national agencies.
Many are eager to asss in substantial ways toward economic development throughout Mindanao.
They do not, however, have the staff resources to conduct extensive screening of the thousands of
barangaysin Mudim areas to determine which particular groups have the greatest needs for their
sarvices. LEAP can provide these agencies with the knowledge of field conditions in hundreds of
villages, assisting in matching programs to the maost needy groups that have aso been shown to be
good devel opment partners.

Community Focus — there have been many debates about asssting individua former combatants or
organized groups of MNLF members and supporters. While each approach has merits, one redlity of
GRP operation proves decisive. Almost no government program will provide meaningful assistance to
individuas. For the DA and many other agencies, there must be an organized group — often requiring
formal registration — before program benefits will be forthcoming. LEAP should move as quickly as
possible past the false debate and recognize that ultimately, any USAID project hasto fit within the
parameters of GRP operational procedures. That isthe only way to build any sustainahility into it.

MNLF Leadership —the individua State Chairmen are struggling with persond trandgtions from being
“outsiders’ who fought arebelion for nearly 30 yearsto “indgders’ who must become active
participants in the economic development of the broader Bangsa Moro community. LEAP should
asss thistrangtion in any way possible by providing leadership training to sub-commanders, and by
nurturing and encouraging transparent processes for transfer of power to anew generation of leaders.
Some donor programs have been counterproductive by targeting their assistance only to the State
command level —in effect strengthening existing warlords. LEAP should not contribute to this effort
snceit isunlikely to lead to broad reintegration of the grassroots MNLF into society — a necessary part
of achieving the palitical objective of peace and stahility throughout Mindanao.

MILF Demongrator Effect —while the Sulu archipelago is often cited by MNLF Chairman Nur
Misuari asvitd to peace in Mindanao, this claim is not supported by leaders from centra Mindanao
where the mgjority of Mudimslive. Basic political economics demongtrate that the heart of Mindanao
iswhere the peace must bewon. The MNLF Centra Committee has even taken umbrage with Prof.
Misuari over theissue of geographic priorities. LEAP should concentrate its effortsin the central
Mindanao corridor from Lanao del Norte to Sarangani, and perhaps the Zamboanga peninsula. Itis
here that “ peace and order” difficulties have the potentia to disrupt the economies of Davao City,
Cagayan de Oro, and other hopeful centers of growth for not only Mindanao but the Philippines. Also,
by concentrating in these areas, the demongtrator effect for MILF combatantsis maximized. Given
enough encouragement about the GRP s sincerity in implementing the 1996 Peace Agreement, the
MILF is much more likely to bargain in good faith for an agreement of their own.

Non-Farm Activities —there must be arecognition aswell that not every one of the 45,000 MNLF
former combatants wants to farm, knows how to farm, has access to land, or isin need of seeds and
other agricultura inputsthat the DA prefersto provide. The reasonsfor this preference are more
related to overstocks in government warehouses of expired seed than to real shortages of seed for
farmers. LEAP should engage the MNLF grassroots in needs assessment to determine the types of
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assstance they most require. Many former combatants might gain more from diesdl mechanics classes
than from “free” seed that doesn’'t germinate to be planted on land they have to rent.
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