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Increase LOP funding by $426,237 to canpensate 
increased cost of El Carpintero-El Sauce 
Potable Water Project. 

AIP irdicators should be reevaluated to ensure 
that the focus on CBIRD methodology is not 
lost by attempting to provide too  many 
serv ices  t h a t  can not be supported by SCF, 
ex i s t ing  i n i t i a t i v e s  should receive adequate 
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recamnerdations of this evaluation should be 
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H. fVALUATlON AIBSTRACT (do no( o x n a d  th. B ~ K I  provklw 

'Ihe mid-term gl-1 evaluation af the Q1Rnurrity Besed Inte~rated Rum1 Develq?menl 
Project, No. 519-0300, was intended to  assess prqress tcward planned outpts i n  
acoordance w i t h  goals an3 objectives as described i n  the Project Grant Agreement a d  t o  
assess the management and effectiveness of the program. 
The Project, inplemnted by Save the Children Federation, aim to: a) Increase real 
in;rme of targeted hat1~9~1ds -h -1 enterprise developer&, hpmved 
q i c u l t u r a l  yields, intmdrrticn of nore efficient farm managensle rnrl a u k e t i q  
practices, arid pramtion of new technology; b) Decrease child morbidity a n l  mortality 
throqh a conprehensive primry health care program, ard irrrease villagers' 
cpportunities to achieve f u l l  physical and intellectual ptenkial thmqh inproved 
access to  edmation, trainirq ard recreation services; ard c) Create &/or strengthen 
grass root organizations that can identify and solve local dewlopent problans. 
The analysis of progress tokard planned outpts s h e d  wt t h e  Project is an target 
far post inlicatore. Likewise, *, Prpject has Mde stibstantial progress tward met 
add project oorditions. %s waluation, rhidh awered the program activities from 
February 1985 to  June 1987, carried out by Rural Developnent Services Inc., amsisted 
in an Inpsct EMluation from the bttaa-up which =s rtrdertaken by 18 program 
beneficiaries, an3 an Institutional vvaluation £ran the top4m, which was executed by 
six professionals. 256 interviews e r e  codwted i n  28 of the 89 comrmnities covered 
by SCF in three geographic inpact areas. 
The majar firdings ardc0~~3!lu&ons are: 
* Wer the health sector, there has been a significant inprovemnt i n  health related 

conduct program beneficiaries. The emuation estimated that of the 11,125 
families potentially recchable by the program in the 89 rnnnnmIties currently 
served, abut  76% have actually been positively influenced, or about 8,455 families. 

* Wer t he  eduzation sector data collected idicate  that program activities have 
definitely had a positive impact i n  improving access to education. There has been a 
significant growth i n  the percentage of rural children in s c b l  ard adult literacy 
beneficiaries are running abut  1,200 per year. 

* The prodmtion sector was fomd to be the wakest. Techniaal assistame is lacking 
in a l l  agricultural activities. The Danonstration Centers for Pgprqriate 
Tecfrnolqy (CDFis) are cord~t ing mny practices incorrectly; these apply to 
planting distances, fertilization, disease control, wea control, ard others. As 
presently structured an3 inplemnted, the OXAs are not now nar ever w i l l  support 
the production objectives of the OK. Small farmers are increasing incane due t o  
credits ard micrcz-enterprise activities. 

* The El CsrpinterP-El Sauce Water Project was estimated 30% carpleted. .A highly 
organized arrl participatosry project. There are 167 mrk groups representing about 
1,670 participants. The e ~ l u a t i o n  estimated a real s b r t f a l l  of U.S. $426,237 i n  
project hdget ard recomneds tht A.I.D. increase the size of the O K  by that 
amount in order to  avoid causing a negative impact in other program sectors. 
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A.I.D. EVALUdVPION SUDJONlARY PART II 

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOYMENDATlONS (Try not to excud brr 3 paper pror#.d) 
Addrear tho fo1;owlnp Itornr: 

Purpou of activity(ies) wrlurled 
Purpose of evrlualion and Melhodology used 

-Rha'pJ- - L.rronskurwd 
Find~ngs and conclusions (relate lo questions) 

Mission or mi-: _USUD/ESI IRDO ~ . h   IS m m n q  p r e p -  S-1988 
Second Global Evaluation of the Community'Based Integrated 

nil@ and D;rw of Fun Evaluation Fbport: -- 
Rural Development Program of Save the Children Federation in El Salvaor (OPG 
No. 519-0300). August 1987. 

1. of the activities evaluated. 
I h e z t  deals with the prdblem of the serious decline in the *ity of rural life, 
felt at all. levels throughout the country. At tbe same time the nee& are becudxq . 
greater, there is also a growing inability on the part of local inatitutione to respad 
wifh the human and material resources. A significant void in management-18vel 
personnel exists within the field programs of most mjor governmental organizations. 
The result, of course, is a decrease in both quantity and quality of services offered 
with an attendant drop in impact. Through the Qnmnnrity Based Integrated Rural 
Devel-t approach, emphasis is placed upan developing the capacity of local peaple 
to organize themselves into functional groups. Through these struct~r-, oorm~fnity 
menibers determine local priorities, plan projects to meet critical needs, secure 
resources needed for irrplementatian, and assume management responsibilities incluling 
ooordination of inputs and accountability for results. Projects eventually enoompass 
the many sectors that have a bearing on the quality of rural life: agriculture, 
health/nutri tion, educatim, econunic developnent , and public works. Training and 
technical assistan= furni~hed by Save the Children relates both to the process and 
substance of achieving sector specific goals. Pddressing this problem, the Project 
aims to: a) increase real incomenf targeted households through small enterprise 
development, improved ag;'icultural yields, introductim of m r e  efficient farm 
management and marketing practices, and promotion of new technologies; b) decrease 
&ild mrbidity ard mortality significantly through a comprehensive primary health care 
program and increase villagers' opportunities to achieve full physical and intellectyal 
potential through improved access to education, training and recreation servicest and 
c) create and/or strengthen grass root organizations that can identi&- and solve local 
develapment problems. Accordingly the Project goal is to improve the social ard 
e m m d c  oanditims of lm-inmme households and their children in the three selected 
impact areas. - 

2. Purpose of the evaluaticxl and methodology used. 
The purpose of the evaluation was to assess progress toward planned outputs in 
acooidahce with goals and objectives as described in the Project Grant Agreement and to 
assess the management and effectiveness of the Camunity Based Integrated Rural , 
Develapnent Project No. 519-0300. . 
This mluatim, hich covered the program activities from Februaxy 1985 to June 1987, 
consisted of an Inpact Evaluation from th2 iotton-up, which was undertaken by 18 
program beneficiaries selected by Save the Children field personnel and trained @?.the 
Rural Develapnent Services professionals, and an Institutional Evaluation from the 
topdawn carried out by the team povided by Rural Developnent Services, Inc. The field 
interviewing carried out-by the 18 program beneficiaries, covered 28 ammnitiea out of 
the 89 wered by SCF in the three impact areas, representing a population of abcut 
3,50d families. Atotal of 256 interviews were conducted, which represents a 7% saaple 
of the beneficiary populaticn reached by the program in the selected villages. The 
results of this fieldwork were discussed in workshops held in each inpact area with 
carrmnrnity leaders and SCF personnel. These events provided the evaluaticn team with 
the eitunity to report rnt only the ~esults of the impact evaluation, but the 



'For the 'Institutional hraluation, the consulcants interviewed SCF staff both on a group 
basis and irdividually. The primary focus of these encounters was to docment program 
performance agains planned targets in the Project Implementation Plan. The s d q  
focus was to gather information on as many of the items of the scope of work as possible. 
'me professio~l staff accanpanied the Impact Evaluation Team into the villages where the 
survey was oonducteii. While family interviews were being conducted by the met 
evaluation participants, the professional evaluators corducted interviews w i t h  -unity 
leaders. 

- - - Program kqxxvision s3ould be improve3, it was fowl to be deficient, with visits f ran 
the central oJfice tending to be too infrequent, improvised, and rarely reaching as far 
as the cumunity level. - A nmber of staffing problems must be resolved, inclaing the National Director being 
shared between two countries. (In a recent field trip carried out by the Project 
Officer, it was found that SCF has taken actions to improve field supervision. In 
particular a Deputy Program Manager has been appoint&, w h o  will reside in each i m c t  
area for specific periods, to provide technical assistance. The SCF Program Manager, 

.. who also participated in the field trip, informed that the. vacancies for the Praductim 
Wvisor an3 Sectoral Specialists are now filled.) 

, Xnstitutifnal Evaluation as well. 

As part of the feedback workshap in each impact area, the evaluators provided a verbal 
report to SCF staff for those sectors they had been assigned to report. This was f01laWBd 
up by a written report of specific conclusions and recamnerdations for each impact araa. 

3. ~ir&n& an3 mclqsions 
I -  The analysis of progress toward planned-outputs shawea that the Project is on target far 

most idi-tors. Likewise the 'Project has made mbstantial prqress towaxd most 
.&-of-project cmfiitions. Caranunity participation ard satisfaction with SCF activities 
was doc~pnenked to be generally high. 
The evaluation documented generally p r  program canpliance with the recamnedations of 
the previous global evaluation of 1986. In contrast, the program's ampliarice with 
targets of the Annual Implementation Plan of 1986/7 has been high for the health, 
education, -unity banks, and potable water sectors, but poor for the production 
sector. Progress taward quantifiable targets of reduced infant mortality, illiteracy, 

-, malnmrithwnt, other impact idicators can ,now be measured, a l w  data are still 
- 

fragmentary. The evaluaticrn reviewed 63 program actions to imprrme living wrdftions 
among the beneficiary population, of which 45 were classified as high priority 
interventions an3 18 as canplimentary. Only 11 of the 63 actions were judged to be 
implemented with high effectiveness a d  8 'mre with mderate effectiveness; this leaves 44 
actims jaged to be implemented with low effectiveness, in most cbes because they have 
?law levels of canpliance with AIP targets or because they have only been cwxlducted in a 
single impact area. These results suggest that the SCF program has stayed £ran its 
central focus or the CBIRD methodology ard diluted its effectiveness by trying to 
implement too broad a range of services. SCF has show& much greater strength at the 
pranotion of new projects or services than the follow-up of existing initiatives. SClF i e  
strongly encouraged to focus on the growth path of canmunity self-developnent, identifying 
the characteristics of assisted cam~lunities as they advance fran initial through ad- 

) self-develaunent & eventuallv "sraduate" £ran the proqram. 

4. Principal Recamnerdations 

Recamnedation No. 1: K F  should give renew4 attention to the recamnerdations of the 1986 
evaluation. Those meriting greatest effort are 1, 2, 3, 6, 8, 9, 10 and 18 (See Annex A 
of the Evaluation Report) 
Rxumendation No. 5: Once refind and integrated with its present typification, the above 
c~mnunity-growth path system should be integratd into the AIP process. The performance of 

. . 
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impact area offices and even idividual staff members would now be based, at least in 
part, on their success in "graduating" assisted camunities fran C to B to A arrl finally 
independent status. Impact area offices should also be gradd on the extent to which they 
are successful in utilizing the leadership of more advanced cumunities in the training 
d supervision of less developed camnunities. 
Recamnerr3ation No. 8 In the AIP, every sector of every impact area office shauld carefully 
program what leadership training activities it plans to conduct. Indicator should specie 
betwen 1) initial training a d  2) follow-up training. 
Recamnendatim No. 16 A.I.D. should increase the size of the OPG by the amount of expected 
budget ahortf all, i .e. by $426,237 -00. 
Recamnendation No. 21 G n g  beyorti diagnosis of mlnutrit~m, it is nee8sary to help 
communities design a series of immediate action steps to rescue malnourished children. 
Recamnerr3aticn No. 33 Performance indicators should go beyorrl nunber of participants to 
measure qualitative results of educatign activities, e.g. No. of literacy circle graduates 
(able to read a+ write). . 
Recamnerr3aticn No. 39 A registry of literacy graduates is needed. It should specify (1) 
graduation date, (2) name of teacher, (3) location of the circle, and (4) names of 
graduates. 
Recumnerdation No. 43 In all crop triald at the CIIPRs, it is urgent to stress that farm , 
management record-keeping be corr3ucted to accurately measure costs, yields, and incune. 
Recamnedation No. 44 In the planning of crop trials at the mAs it is necessary to 
emphasize crops of demonstrable'profitability, arfi which w511 also allow the ClYAs to 
becane self-f ilmcing . This means some, if not all crops, should be planted on as close 
to mercial scale as possible. .. 
Recamnendation No. 46 To be effective replicators of technology, Production Sector 
Volunteers must participate in all stages of its developnent to fully understan3 a d  
explain its ratiamle. This includes (1) *the study of local production mentials, (2) 
choice an3 planning of specific crop projects, (3) systematic participation in lard 
preparation, planting, cultivation, ard harvesting stages, (4) canplete crop 
record-keeping, and (5) design of a replication strategy. . 
5. Lessons harried 
The central focus of the Cumunity Based Integrate3 Rural Developnent (CBIRD) methcdology 
has been lost in many of project services and activities that'are not logically integrated 
into an over-arching strategy of pranoting camnunity self4evelo~ent. The central job of 
SCF should be to wrk intself out of a job. Xts central activity should be to train 
others to d u c t  the work autonanously, so SCF can move on to assist new camunities. 
m e  original CBIRD methdolqy remains viable in El Salvador, as does the focus on 
participation anil camnunity self4evelopnent. But the success or failure of the SCF 
program will ultimately depend on how intensively SCF focuses its personnel ard material 
resources on training camnunity leaders. In this regard, the -unity D€?velOp~t 
Qmmittees are dcuned as the central organizing concept for movilizing cunmunity 
participatian, unless SCF provides their leaders with the necessary skills 
to make these camnittees dynasnic and indispensable to the camnunity develapnent procesp. 



1) Evaluation ~ e ~ o r t  : 
2) Terms of Reference. 

me evaluaticn oamplies8with the scope of work and has pointed out 'a~cwanents an3 
weakness of the program providing necessary zeoaumedations to achieve the goal a d  
plrpose of the Project. 

A briefing was presented to USAID and SCF personnel by the contractor before the init ial  
presentatirn of the written evaluation. The substance and spirit  of the briefing was 
highly inconsistent with the written evaluatim. hring the briefing the Contractor 
talked very favorably of SCF, to such an extent that no constructive criticism was. 
provided far discussion. In wntrast, the written evaluatim cuntains caustic renarks 
e i d h  are disruptive of what is hope3 to be an unbiased presentation. 

The Mission noted that SCF has been trying to cover too broad a range of activities. As a 
result, sane of these activities have not been managed well. Thf! Mission is particularly 
oancerned where productive projects have not done well. Cunpliance with the 
recumendations wvering these weaknesses w i l l  be closely follawed and evaluated. 
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A C K N O W L E D G E M E N T  

In txnductinq this evaluation, Fhml Develqmnt , M c e s  was priviledged 
to w r k  with many ~utstandir~g people. The evaluation team itself was a 
blend of mnsultants recruited by RT36 and Save The Children Fbundation. 
Oonsisting of two Peruvians, tm Salvadoreans, me Guaterrralan, and one 
Amrican, the evaluators qrew together and gave l i f e  to a shared visian 
-to leave behind a preoedent h d  three bans of program beneficiaries 
trained in participatory evaluation. 

T b  the 18 program beneficiaries who i n p l a n t e d  the hpact evaluation, 
FQS wishes to acknwledge the i r  infinite dedication and patienoe in 
learning skills that were entirely new to them, their courage and sacri- 
f ice  in conducting 256 interviews in  29 camunities, and their  effective 
participation in tabulating and analyzing the f inal  results. 

To the dozens of SCF personnel we mt and worked with during six weeks 
in E l  SalMdDr, RDS wishes to cammicate its sincere gratitude--for 
their  rmy gif t s  of sinoerity , friendship, hospitality, and logistical 

Finally, to the hundreds of rural families and camnrnity leaders who 
patiently answered the questions of this evaluation, not anly RE6 but 
SCF a ~ e s  them a great debt of gratitude. We are confident the canclusions 
and reamendations of the evaluatian w i l l  strengthen the quality of the 
program, and this w i l l  benefit all program beneficiaries. 
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C. Production Sector 
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B. e r a 1  Qrtpliance of A D  Targets 
-Health Sector (4 pages) 
-Education Sector (4 pages) 
-Pmductim Sector ( 3  pages) 
-Potable Water Sector (1 page) 

C. Actims Taken to Inprove Living m t i o n s  (2 pages) 

( E . Formats for farm managemnt arxxxtnting ( 3 pages) 

F. Formats for project financial control 



I. E X E C U T I V E  S U M M A R Y  

I p.qoss of this evaluation was to assess the xnanagmt ard effectiveness 
of CPG No. 519-0300, whi.ch is finarced by a f iveyear  cjrant from USAID of 
=$3, 6508000 for the period 1985-1990 to ~lppcrt the ~ ~ t y - B a s e d  GI-- 
t d  Wal Develapnent Pr:ogram of Save the Children Federation (SF)  i n  ~l 
5alvador. 

I 
The fieldwcrk was wrductd by a team of 18 program be~teficiaries select& 
from the three *b% areis wvered by the evaluatio~:, and by six profes- 
sional COTlSUltants selected by SCF an3. Rural Develqment Services, Inc. F011w- 
ixg a special FOgrmr the team of beneficiaries designed their am 
questionmire, interviewed 256 rural households fran 29 CQRmfnities, and 
tabulated the data. me product of thei r  efforts is suhnitted separately in a - 
34-page document i n  Spanish entitled mlts of the Particiwtary ~vdluktion 
of the SCF Program in Ilubasco, E l  Sauce, ard San Alejo-El Salvador. 

I n  addition to training d supervising the evaluation by beneficiaries, the 
s i x  professional ~0.7sultants mdertzok a ocmprehensive institutional evalua- 
t ion of the program follcrwing a highly structured scope of work prepared by 
SCF axti USAID covering 48 w i f i c  tasks. 

'Ihe evaluation -ts generally p r  SCF ampliance with the recarmenda- 
t ions of the previous g l W  evaluation of 1986 (although sane of these recam- 
mendations were viewed as too general or unnecessazy) . In contrast, SCF oatr 
pliance with the targets of its Annual Implementation Plan far  1986-1987 has 
been high for health, education, o~rmerce and h&astry, and potable water 
sectors, but in the production sector. Progress has been mde Ward 
quantifiable targets of reduced infant mrta l i t y ,  i l l i teracy,  mdLnourishmnt, 
and other inpact indicators. The evaluation rwiewd 63 distinct program 
actions to inprove living condiths amng the beneficiary population, classi- 
fying 45 actions as high pr io r iw a d  18 as catp1inrent;lyy. Only ll of the 
63 actions were judged to have been inplerwted w i t h  high ef fectiveness, 
leaving another 8 actions implenented with moderate effectiveness and 44 inr 
plementd w i t h  lw ef fec t iveness -mt ly  because they were oonducted i n  only 
one impact area or were w e l l  be lw their  assigned AIP targets. These results 
dramatize the conclusion that  the SCF pl.mgram is beginning to -er its 
success by attanpting to offer too broad a range of services. The evdluation 
also fir& that SCF has not given sufficient focus and arphasis to its highest 
priori ty fund-ntinuing training and follakl-up of camunity leaders. 

-ty participation iuld satisfaction with SCF activities is documn&d 
to be generally high. Nonetheless, &le SW has sham strength i n  the pm- 
notion of new pro jeets cr senrices , it has been less successful in sustaining 
assistance to existing projects; mreover, services to existing projects 
have suffered fran high ~persmel turn-- and under-doc\Pclentation i n  avail- 
able reports. 'Ihe evaluators strongly encourage SCF to maintain focus on its 
central task-catalyz* ccmnunity self-help-and not be enticed into beaming 



a .direct provider of multiple servioes. In .,%is regard, SCF is encouraged 
to identify with greater clarity the desired grawth path of oamuni$y self- 
developrr?nt, identifying what skills or ~ c t e r i s t i c s  allm each oamntnity 

-.Sa advance fmm initial  --advanced-stages of aubxmy until.they are 
'able .bo *gmdmW fran~the:poogram altogether. 

Wanen's participation was  evaluated to be significant and gmwing within the 
SCF program, particularly i n  the areas of heal+h, ed-tion, and oemMlity 
banks. SQ? persop1~1el and volunteers were generally seen as well-mtivated, 
-cat&, self-critical, anxious to learn, and w i t h  a deep sense of acoaunt- 
ability to their assisted OamaPLities. Program Supervision was fmnd to be 
def3ciezrt:due i.to .irbrequent )visitation by ,- staff., insufficient 
stmetmew -supemirioby .visits. '(inprovisatjm) ., an3 JCW outrea& of visitri 
bey& the regional office. 

(me borrowing of US$600,000 fm fifth-year b-t xesources t o  finance cost 
increases i n  t l ~ e  E l  Sauce potable water project has created a prcbable short- 
fall in the remainder of the program estimated at U5$426,000. The evaluators 
reccmrrerd that the CPG budget be expanded by this anrrunt to avoid negative 
inpact, not so rnuch cn taeget oaqliance Re, but to avoid possible harm 
uf the pmgmn'a &~OJAS to i n s t i t u t i m  and replicate its CBIIP> mthod- 
ology, whichhas taken fmr years .tobuild.andmatuze. 

W i t h  regard to  the analysis of specific sectors, program perfomme was 
found to be generally successful but uneven. Health has proven to be the 
mt effective and least-astly program area, follawed by the Education Sec- 
tor w i t h  its exciting New School Initiative. The Potable Water Sector re- 
IMins on track, behind schedule but having achieved notable sucoess i n  m- 
bilizing anti sustaining W t y  participatibn. The Industry and w r c e  
sub-sector has sham growing dynamh, mst ly  due to its successful and 
rapidly q i & g  village banking project. The weakest program sector is 
that  of Production. Oxrpliance w i t h  programned targets (many of which are 
modest to  begin w i t h )  has been deficient, the (PrA's have not been ef fective, 
dmqht -has -zed nrany fie- hestnmtsr &i le .both p l .mxbg  
and'docunenbtion~f .secbr activities (and iupcw.have k e n  imu@ua+P. 

Lessons learned include the follwixq: (1) the need to focus future evalua- 
tiam on a narmer s m f - w o r k  to assure mre in-depth analysis; (2) the 
ned  to m t r a c t  the evaluation i tself  w i t h  mre lead t i x ~  for better pre- 
paratim by the contractor and SCF staff ;  (3) the need for SCF to reduce the 
soope of providing direct services to OCmtMlities; (4) the need for SCF ta 
clarify mfe .preci&ly the grrx~th path of oamarnity self-develaplwt, and 
thedil ls  to master.- stage after arrnther, the .of .an exp l i d t  

.--- #this pmcess, and clear ,cribPrin for when an 
assisted village is reatiy to "graduaten fxun the progran; (5) the need to 
d f y  A D  targets by sector &Ween a~ inpact area and another, including 
new targets that encouIzLge inter-sectoral coaperatim; and (6) r e r e e d  -a- 
sis m training and follm-up activities, w i t h  insistence that s& activi- 
ties be mre fully reported by field staff . 



I I . M E T H O D O L O G I C A L  O V E R V I E W  

Ime averall purpose of ?his evaluatim was to  assess the r r t s ~ w t  end 
effectiveness of 6G No. 519-OX0 in inpact amas of the Satre the 
Children Federation (SCF) P-n in E l  Salvador: Inpact Area 01-El S a w ,  
Inpact Area #3-*an U j o ,  a d  Isrpact #4--1labas43. 

The specific tasks to be -red by the evaluation were 'the follawing: 

1. Proqress Wward & jectives: Evaluate the degree of scamp 
hhmn . t s  during fisd 1986/7 w i t h  resard to (a) the Feb- 
ruary 1986 ediatian; (b) the 1987 ~npi&atia 
Plan, and (c) the hg-fzzxn strategies of the cuxrent 5 year 
mratiaral Program G r a n t .  

2. Sectoral Oxrdinatia: Evaluate the effectiveness of the 
'interrelatim and ooordinatiar between progranratic sectors, 
addressing the aspec* of resource use, project a-tra- 
tion, program &sign in each inpact area, inplementatim, 
d t o r i n g ,  and evaluatim. 

3. Actiars Taken to Irrprove Living mditians of Needy Families: 
%view the actions taken in eaeh program sector, appraise 
their potential to generate &anger and masure a t  per bene- 
fidary. 

4. Camamity Self-Beloprent: Evaluate the d e v  of efficiency 
and effectiveness of the progran in acfrieving armunity self- 

5. rnxesentivity and Effectiveness of Cbmmity Organizadcns : 
Assess whether camaaritv omanizatim are representative 
and effective in s6lf-sustdnable deklapmmt, and 
analyze the role of SCF in the or@zatimal prwxss. 

6. OamPrnity Oemnitbee Selection Criteria: Evdluate the criteria 
used m the! selecticm of mmrmnirt ami t tee nmbers and the 

7. Orienfatim, T r a l m q  and Fbllaw-Vp: Evaluate hm well these . . 
functions are performd by CSF in support of a m m i t y  amit tee 



S c q e  of Work (oantinued) 

I n m e d  ihlral D e v e l p t  nethoblogy , and the Child Focussed 
DevelOpTent Straf32gy. 

9. #dditi& Needs : Identify fhe additional ' m d s  for  training, 
tedrnical assistanae, and ~naterial/fkrancial resources required 
by staff ,  tlolunteers, and attended families. 

l0. Camunity Participation and S'ahtfacticn: INaluate me lewel of 
local parlicipatian and satisfacticn in the planning, exemtian, 
and m a n a m t  of ammiti projects. 

12. ria* ~ % ~ l o s y :  Determine if appropriate technology is 
s l iZxred  in all sec- during tk planning m d  -cut in of 

. . 611 projects. 

13. Womn's Participaticn: Detelmine the level of waren's partidpa- 
tion in the decisim-making p r o ~ s s  relating to project design 
and iaplementatian . 

14. F&sourc~ Use: Assess the efficient use and management of insti- 
tutional and amunity r~sources i n  reacfiing program cb jectives . 

15. Coherenoe of Strawies and Program G3aI.s: Detelmine the level 
of sectorial strategies in acmrdance w i t h  long term OPG a b j e e  

. ~ e s ,  and .& , Of pr~aranratic gOalS w i t h  those strate- 
I 'gies, U y z i n g  ,their intezrr?lationship. 

16. Institutional Caordinatian: Evaluate  internal and interinstitu- 
tiad axrdinaticn of the program in relaticn to the goal of 
cunnunity self-sustainable detlelopmt. 

17. Inpact Indicators: kdse tfre irrpact indicators and determine 
whethsr they are adqua* instnrments for long tern planning. 

desired behavioral dmnges. 

19. Sprvisim: Assess the skills,. attitudes, . ~ c a t h ~ ,  and . 
in.terpersonal relatianships of program supe-?risors terward their 
subordinates and viaeversa. 



20. 'kdmical Assistance: Determine the efficiency of -chid 
assistanoe dixected to the W t i e s .  

21. Potable Water Project Inpact cn Other Program Oarpanen*: 
Evaluate the inpact on other project goals of the increase of 
 US$=,^ i n  potable water pkject f;nding with no additimal 
apG funding, and detexmine wether the project will be aenpleted 
on time 

22. Ileal* Cbnducts: Detexnine to what &gxee the ten health axducts 
p m t e d  by SCF have been hl~~rporated by the beneficiaries. 

23. Child Survival:  Evdluate the direct inpact of the health program 
on d u l d  swival. 

24. Unit Cbsts: Calculate the incurred cost per beneficivy in  the 
health area tD date. 

25. New School Pmqram: Evdluate the satisfact.cn with benefits of 
the N ~ J  School system, and the level of training and effective 
mrdination with Ministxy of Education personnel. 

26. Adult Literacy: De-e its -rage and functianabi.lity. 

27. Children and Youth Activities : Determine their effectiveness t o  
personal and amunity develapnent. 

28. &eater Access to Eduation: Detzmi.ne whether sector strategies 
have facilitated greater acoess the educaticnal system. 

29: Vocationdl Edxation: Determine actions and possibilities for 
vrjcaticanal fontratiar. 

30. Unit Oosts: Calculate the incurred oost per beneficivy in the 
eduatianal area. 

31. CDPA Effidenq: Evaluate the efficiency of the Appxqriate 
khnology Denonstratiool Centers ( m A )  in oontributing to  the 
inplenrentation of specific secbrial strategies. 



S=qe of Work (amtin1~d) 

32. .=A Self-Suffi&iency.: Identify possibilities. 

33. Diversification: Detennine what pmdwtion sector activities ham 
oantribuM to a diversified e d c  base. 

34. MicrrrIndustxy: Evaluate whether agricultural and liwstodc prrr 
jects are &signed to -a* small in-generating industries. 

-35. ,unit U x t S  Rnd ,Y;ields: DetePPlae 
' ,  

Ahe1protbrcticnand.oostsper 
d'wm prom and w i t h  .- of 

similar projects elsewbere i n  the anmw. 

36. In- Inpact of New C n p  : Investigate the relation be- the 
lintroductim of new crops and mDdernization to the generation of 
in-. 

37. Unit Oosts : Calculate the incurred mst per benefidyy in ttre 
.- secisr. 

INDCGTRY AND OCEli*ERO3 SECPOR 

38. w a r r ~ n ' s  ~articipatim: Assess the quality and quantity of vmm's 
participation in inategenerat ing and enplqmnt projects. 

39. Inpact of Ommmity Banks : Debmine their contribution to  in- 
creased credit acoess , in- and atplqmnt, ar.d to  the diversi- 
ficatia~ of the ecmomic base. 

40. man ArrPunts , Use, and Inpact: Intestigate the dollar anuunt of 
loans provided to date, haw the credit was used, and its impact 
,;a in- -+and ~armercial e v i t i e s .  

41. Unit Costs: Calmlab the incurred cost per beneficiary in the 
4md~try and mmrce sector 

AIXINISmrON SEClOR 

Trainins to Treasurers : Determine the level and effectiwmess of 
training and administrative orientaticn given to oomrmPlity trea- 

Inpact: Determine the inpact of ahhistratitre procl,- an in- 
stitutions and oQmMlity dwelopmmt at the local 1 ~ ~ 1 .  



46. -ty Participati&Satisfactian: Determine the &.gree of 
participatim and satisfaction of beneficiaries. 

48. Unit mst:  Detexnine the oost per beneficiary in the exemtian 
of the Ckpintem-El Sauce project. 

lb execute this arrbitious scape of work, a -pronged evaluaticn procress 
was conceived: (1) an Iryt. Evaluaticn, fxun the bottarrw, tD be under 
taken by 18 program benefic~aries . and (2) an Ins titutimal Evaluaticn , 
ftun the tap-&, to be executed by a kam of six professionals : 
Salvadoreans, two Peruvians, one Guaterrrdlan, and one Amtrican. 

1. Inpact Evaluation Participants 

Ihe 18 program beneficiaries selected for t k  impact evaluation were dram 
fran all three inpact areas-six represenbtives per area--as follows : 

Inpact Area ' No. 1 (Municipics El Sauae y Ooncepcim de Orientel 

Fredy Aparido 
Mario Rf2yes 
Angel Abraham do6 
Petxma Bcdlla 
Amanda Velasquez 
Delia Cbnswlo V i d e s  

Inpact l h a  No. 3 (Municipios San Alejo, El Yayantique) 



t 
Inpact Evaluation Participants (mtinued) 

-act Area No. 4 (Mmicipio Ildxscn) 

Milagm Ayala 
Wrrrrbc Bonilla 
Maria Luisa Iadcs 
Jc6e.Pabb Duran 
ma3rDxeUana 
Guillernr, GuPMn 

San V i o ~ l l t e  
San Francism Iraheta 

San.Luis Granales 
.Sari \Fraacisoo m t a  
Penas Blmcas 

i 
2. Professional Cbnsultants 

The professional team nmbers and their respactive areas of respa~lsi- 
b i l i t y  axe presented below. Jahn Hatch was cmtrackd for: only 12 days 
biElSalvador; a13. k h e z e m i n h g m n s U L t a n t s ~ t h e i r s e r v b i s  
mera~gf35rbyS, .a l l inElSalMdar .  

John Hatch, American Evaluatim design and write-up 
Aquiles Lana, Peruvian brief of Party, AdmMstratim 

Sector and Industry & m r a e  
Sector 

W i l b e r t  Cbmejo, Peruvian Potable Water Project and Public 
Works 

E f r a i n w z J u a r e z ,  Guat. Healthsector 
C2rlos thma Cema, Salv. Educatim Sector 
Mamzlo ~Fosada Vida l  Pmd~m35msecbx 

1. Preliminw ' Cbnsultatia~~ (July 6-12) . 

2. mi- Workshop (July 13-16) 



Design Workshop (continued) 

of indicatxm arotard which evaluation qwstians awld  be fonmrlabed. The 
e c i p a n t 6  then divided in- six work w r i n g  tb sebrs of 
(1) Health, (2) E b t i a r ,  (3) Productiar, (4) Oomreroe and Industry, (5) 
Public Works, and Potable Watzr. Ea& gmup was xrspasible for foPrmlating 
one page of the inpact evaluation questi- (Irrurimmr 12  questions per 
#sector). 

On the semnd dcy, the work groups concluded their Qsign and once again 
met in a plenary sessicn to pxesent their proposals and allw other p a r  
ticipants to suggest i n p r ~ ~ ~ m ~ t s .  Ihe discrssiclls that ens=&, -ti- 
m s t i m ,  mt d y  strengthened questioanaire design but served .to train 
each participant in the wfiy of every questian. An app- questionnaire 
format was finally zpproved by the end of the third day, causing the work- 
shop to be extended to a fourth day. 

!he final day was spent practidng i n t e ~ e w s  w i t h  the appmved q u ~ t i a  
naixe. mle playing and group discussion of ways to deal. w i t h  various 
problems helped participants to gain confidenoe with the process. Before 
returning to their respective impact -as, participants gained additicnal 
practice by interviewing each other. 

Of the 89 ammudties -red by SCF in the three irrpact areas, inter- 
views wexe uxducted in 28 (31%) of t ! ,  representing a m a t i =  of 
about 3,500 families. Ten villages apieoe were visited in impact areas 
No.1 and No.3, while 8 -ties we= visited in Wct Area No.4. In 
each area, a stratified s q l e  was used to include newly-assisted villages 
as well as old, 1- villages versus small, and amunities cansi&red 
to represent yariable degrees of trans@rt ac&ssibility. A Wtdl  of 
256 inenriews were mducted, which represents a 7% sanple of bene- 
ficiazy populatian reached by the program in the selected villages. 'Ihe 
respcndents were almost equally divi&d be- mn (51%) and wanen (49%) , 
& average *S being 46 and 39 respectively. ~ l l i t e r a c y  amng r e s p d -  
ents was 43% for rn and 32% for warren. The aver- family size was Qcu- 
rrrented to be 7 persons, and 57% had cfiildren in the mpst vulnerable age 
group of 0-5 years. 

The thxee! inpact areas were surveyed s w t i a l l y :  first Ilabasco--July 
17-a0, E l  Sauae-July 23-28, and San Ale je-July %-August 3. 

4. Tabulatim and Feedback Workshop 

'Ikre last W days in ea& inpact area were &voted to (1) a tabulatim 
worlcshop, and (2) a feedback workshop with SCF staff and oomnariw leaders. 
Tabulation of questicnnaire data was  mducted by the inte~ewers thenr 
selw under the supenrision of the p r o f e s s i d  cansultants. T!X! three 



Tabulation and Fkecbadc Workshops (oontinued) 

I 
feedba& wf~xkshop .were -13 as follam f --July 21, E l  Sauce 
-July 29, aria San Ale jeAugus t"5. These ewnts provided evaluatim 
team w i t h  the cpporhrnity report m t  akly the results of the inpact 
evaluation, but the institutimal evaluation as w e l l .  

In ea& impact area, the professional evaluatoxs i n t e ~ e w e d  SCF staff 
both m a group basis (by se+rs) and individually. 'Ihe primary focus of 

i these enaounters was to &current program performane against planned 
gets in the Program I n p l m t a t i o n  Plan. !he secandary focus was to gather 
infoxnatim on as many of the i t e n s  of the saqe-of-work as passible. It 
was the sense of the evaluatozs that a large unount of f ield staff  activi- 
ty goes unreparted or  is mderxeported because it does not fit the Pm 
.indimtar ~~. By the sa~e .Wen; because m y  of itens in 
evalmtion soape-of-rk are likewise outsick arrrent reporting formats, 
it is diff icul t  to -t than. ?he i n t e ~ e w  process, however, did 
allw the team to rea& sorre subjective deteminaticns for many items we 
were asked to investigate. 

2. Intenriewing Ommmity Leaders 

Professimal staff  acanpanied the impact evaluation in- the villages 
whre the survey was ocndwted. While family in te~ews  were being can- 
ducted by the impact evaluation participants, the professicnal evaluaWrs 
oonducted inte~ews with oamPPlity leaders. mese enoounters dit! cot  
crrploy a fixd -tionnab; xather, ea& .pzafessicmal -wed 
f r i s a w n ~ ~ g l d d e .  

3. Fkedback Sessions 

As part of the feedback workshop in each inpact -a, the professimal 
evdluators provided a verbal report to SCF staff  for  sectors they 
had been assigned to report. This was follawed up by a written report 
of s p c i f i c  omclusions and -dations for  each inpact area. In 
San M'MdCT, paofessiaal evaluatar met wi th  . U W  and otkr  prrr 
:gran ,&&f tD'..gmA&! t...aad ,,written q&fir2ic.,- 
and recemrwdations for  the sectar of his xespmsibility . 



was prepared. It acntained a ndrrative analysis of the results of the 
inpact evaluatian, a carpilation of 69 *ficiencies observed in the 
progranrby s e c t o ~ a n d  a total of 69 specific reamdations .  

In additim ts .the present report, this evaluatim has yielded the fo l .1~-  
ing pxducb M c f i ,  bpefully, w i l l  be useful to SCF ih its cmtinuing 
efforts to strengthen the program: 

1. 18 Wficiaries-six per inpact area-trained in progrm 
evaluatim s k i l l s  that incl\lde design of qwstiannaires, 
field intenriewing, tabulation of results, and p~~~entatirn 
of findings. 

2. A specialized emluation report m the program of each 
linpact area, by program sector 

3. 256 ques,tionnaires, available for analysis by f i e ld  staff 
for the sake of inprwing program i n t e r n t i a s  in specific 
axmumities 



111. G E N E R A L  P R O G R A M  A N A L Y S I S  

1. Omplianoe W i t h  R?oomnendaticns of the 1986 Evdluatim 

SCF anpliance w i t h  the 1986 evaluation has been gemrally unsatisfacrtoky. 
I n  Annex A  is presented a sumnaq of the 45 rwnrmendatims made by tfie 
team f i P a 9 m  and--,-and the'bgxee of SCF- to each 
ane. Our review indicates &at SCF has dnly aQquably -lied w i t h  13 
(29%) , while another 13 recarment3atia-s have been part ial ly nret. Of the 
19 mansered xe0~rm3ndations, six have not been implenrrnted at a l l ,  10 
we amsider to be inappropriate, and three we were unable to document. 

-(XI: SCF should give reneed attentim to the re~~rmendatians 
#1 of the 1986 evaluation. Bmse meriting g e a t e s t  effort, 

i n  our whim, are 1, 2, 3, 6, 8, 9, 10, and 18. (see - A) 

Acoemplishrmts Relating to Annual Inplemm-tim Plan 

Orrerall p,mgrarn oonpliance by SCF with its AIP targets is quite good. Of 
the qua3ity of o3nplianoe varies considerably fran one program 

sector to another and also between impact areas. I n  Annex B is presented 
a series of charts prepared during the present evaluation to anpare 
a c t d  program results against A D  targets. !h cclnclusicns, by sector, 
axe the follcrwing: 

H e a l t h  Sector cenplianoe with a total of 17 targets (activities and indi- 
cators) is calculaM a t  117%. 'Ihis result can be considexed excellent, 
but  w i t h  several inportant qualificatims. me HedLth Sector's perfomanoe 
was cnly clearly exceptiaml in Inpact Area 3 (San Alejo) . -re the prrr  
gram mducted a rrmch broader variety of activity (17 targets versus 15 
in I l d a s c o  and ll in S a m )  and averaged 124% in aarpliance. I n  wntrast, 
Ilabasco awraged d y  69% ampliarice, which is not uceptable perfom 

andalthoughzlsauoe -9s.coapliarraer Atdidsomly  acro6s 
- Uaf theUwM'.&-Za:the!eas.a*hWith-tD 

financial targets, the Health Sector shed 99% ampfiance overall. It spent 
94% of budgeted SCF resources and mebilized 81% of targeted oamrrnity re- 
BOUlOeS. 



In the Ed-ticnal Sector, overall cenplianoe w i t h  physical targets was 
133% across a range of 35 perfomarm indicators. Oarplian~ was highest 
i n  Ilabasco, whi& meram 233% but only -xed 12 indicators. San Alejo 
was seoond w i t h  103% oarpLianoe aver 21 indicators. In third p l a ~  came 
E l  Saua w i t h  92% corrplianoe over 21 indicators. With regard bo financial 
perfomarm, Educatian Sector expenditures were 101% of the b e t  p m  
gramned for SCF, and 110% of the afmumity resouma prograrrantd were 
n&ilized. 

O\lerall ccrrpliane w i t h  program~d physical targets was 88% w i t h  regard 
t o  28 separate activities. Ihe leader in the Proddm Sector was Ilo- 
basw, which achieved 103% sclrplianae but anly across 14 of the 28 t a ~  
geed  activities for the sector. E l  Sauoe scored 78% aonplianae and cnly 
-red 10 activities. The lawest soore was Sari Alejo, which achieved 72% 
camplihce across 18 activities. With regard to financial targets, the 
~roduction Sector spent only 84% of its budgeted SCF resources, but it 
MiLized 97% of programred crxl~narity rpsouroes. 

No p h y s i d  targets for this project were specified in the AIP, only 
financial targets across five separate stages or work f m t s .  The project's 
feeQr structures (captacim) have been m l e t e d .  Work m W i n i t i a l  
8 Ian, stret& (CarpintewPunta Aguja) is not scheduled to begin until  
Septenber 19 87. The s e m d  stretd.1 (10 km--Punts A g u j a - B L ~ )  was begun 
in June and wrk is p r ~ c ~ e d i n g  normally. Nine of the 12 water storage 
tanks have been carpleted (75% e c u t i c n ) .  In Mysical tenrs the overall 
project can be ocnsidered to be about half-finished. Financially, hwever, 
only 22% of the budgeted resouroes fran SCF were spent i n  1986/87, and 
cnly 48% of the mmmity resouraes pmgmmwd have been rrabilized. Thus, 
the exlecutian of the project is behind schedule, but the cause of the 
delays are seen t~ lie autsiQ the control of SCF. 

: With ~ L E  allawanae for d i f fem- between inpact areas, ' 
the= exist major inronsistencies regarding hw many 
programed acti~ties are to be implemnted by ea& s e e  
Wswm one inpact area and the next. It is reoemnended 
that Scp smtinize more closely the p x p s e d  work plans 
and targets proposed by the area offioes, and m q u h  that 
the n m k r  of targets programned by all o f f i ~ s  be equal- 
ized to the greatest extent possible. 



3. Progress la~ard I;roncy2krm W Objectives 

At tbe tins ,of. the present .evaluation, data mlkctim was s t i l l  -ding 
; .a&l.regand'.'bbqact.- f a r ~ u r i n g ~ . ~  *,- 

and eaxmic amditions of rural households i n  the three inpact areas. Ihe 
available findings (limited to inpact areas 1 and 4) offer  s a ~  fra~llentary 
evidence of podti- gains as w e l l  as slipping inpact. 

Infant  Mrtality: A decline in mrtdlity wwng infants un&r 12 nmths is 
absenrable h-Inpact Area # l  (fmn 144 to 117 deaths per thousand). In con- 
t rast ,  a rising rate appears to exist i n  Izrpact Area #4 (fran 154 to 190 
deaths per thousand). 

Vaccinated Children: In Area #l the rate has dmpped frcm 45.2% to 39.6%, 
-a surprising~resul2 in ,.view of SCF's lwery active effarts in this field. 

Children In School: There have been important incxeases in 1rtpa& ARa #1 
( f m  58.1% to 62.1%) and Inpact Area 4 (57% to 59.9% for girls, 49% to 
54.9% for boys- 

' Illitera Declining rates of illiterate adults are observed in Inpact 
Area - - d o  1 % to 43.6%) and Inpact h e a  #4 (39% to 40% for w m ,  but frun 
41% to 34.8% for m) . 

t 
I A g r i c u l W a l  Impact : Data an yields for  corn, beans, and maid110 are 

extrenrely fragmntary. A positive trend in corn in Inpact Area #1 ( f m  
15 to  18 quintals per manzana) nay be -ted. 

Z k - :  Ro'1aingS 6f cattle have hereased in Inpact m a  #l fflcm 1.8 
to 3.2 head per family) but declined in Inpact Area #4 (frun 1 0.8) . 
Pig holdings have increased in lnpact Area #l ( fran 3.4 to  4.9 animals 
per family) as w e l l  as Inpact Area #4 (fxun 2.2 to 2.5 animals) . Ch;.dcen 
stocks have increased in Inpact Area #1 (fran 11.1 t6 13.2 birds per  
family) but  is vir tual ly  mchanged i n  Inpact Area #4 (14.4 to 14.3 birds) . 



Overall, the evaluators found a great deal of verbal s-rt for ooordina- 
tim between programatic swrs  the SCF program. In practice, 
a v e r ,  *re appeaxs to be la&g a oonsistent policy priority and 
s t r a w  for casing su& amrdinatiar ln happen. mxe are many obvious 
-ties for intexsectoral coordinatim that have sinply been ig- 
nor&. Exanples include: (1) a m t r i b u t i ~ ~ ~  of didactic material fxun all 
sectors to the paleras radoras (key words) aorrpanent of the literacy b (productim w i t h  health) 1 (3) CM!A program; (2) p m a  0 - gar 
prodluction to  support nutritional educdtim oylters (productdm with 
health) ; (4) linked animal and humn vaccinatim actihties ( p r o d d m  
with health) ; (5) using village bank weekly or monthly meetings to can- 
duct a training activity in health, p-cm, or adhrlt education; and 
many mre. 

Ime Annudl Irrplerrrentation Plan dces not prom* inte~sectoral coordina- 
tion because of its specialized sector budgeting and planning procedure. 
'Ihe AIP contains no explicitly joint-sector undertakings or targets. If 
the m a s i s  i s  on meeting sector specific targets, there is even less 
incentive to create coordinated actiwities. 

A t  the cumunity level the SCF progran has tended to  prarrpte the creation 
of specialized camittees as well as volunteers for specialized tasks. 
N s  also disaurages aoordinatim. A t  the other ex-, sonre volunteers 
have been trained for activities in nore than one sector. While the latter 
-tion would appear to encourage #x>xdhati&, it has the &trhntal 
effect of concentrating leadership gprtun i t i e s  in the hands of a very 
few people. - 
Theoretically, the Oamunity De\relopmt Oonmittee (CDC) has the functicn 
of &sign, d t o r i n g ,  and evaluatim of local p r  activities i n  a l l  
sectors. lhat is, its essential purp~e  is mordinatim a t  the local level 
as well as interfa- with external senrioes and resouroes . However, tfie 
QX: has ~ a s e d  to be a vi ta l  organization in rmy SCP-assisted rxxm~arities 
because its bct icns  are less well understood than those of sector-specific 
volunteers ' trained tb provi.de health, educatiun , or productian services 
that are immdiately tangible to villagers. 

FEU3MNDA!lT(rJ : In the AIP, for every inpact area's plan and budget for 
*3 a given sector there srwnild be a section Qvoted t o  

tklo or moIt3 coordinated actihties with other sectors. 
Each of these ooordinabd activities should have its am 
taryet and separate budget i t e m .  



Secbral coordination (=tin&) 

i .-[rJ:. On a quarterlylbasis, AU SCF persaurel in ,tfie inpact azea 
Y3 0 offioes should be asked to report in  writing on any activi- 

t ies oan-d in ooordinatian w i t h  other sectors. Every 
quarterly report submitted by the administratiwe aoordina- 

- tnr should am* a seetian whi& surmariaes these joint- 
W r  activities. 

4 
. Hcxeer,  .-within >tire XSIRD methodologyAt is - M y  the mummity it- 

self, not.scF* .&a.t'& .kb.most, "e!Ilti.q.&J?.czmdhti~l.h~ 
sectorETb stimulate or indue =ation it will be necessary ts 
either (1) reinforce the CDC's ooordinative functiars so that it, rather 
than specialized trolunters, are #e point of a n t a c t  between SCF and 
the camunity for all developkt activity; or (2) xeplac~ the CM3 by 

I transfering its functions to  the most dynamic group aheady organized 
w i t h i n  the ammmity. 

=-ON: rmr i l ina t i~  fxun tb bottutr~~ b just as important as 
#4 'w the 3 t o p - e .  V a l m t e e s  sharld besensitb&, both 

in p u p s  and indi~dually,  to tfE importance of pramting 
joint activities with other volunteers and between spe- 
cial ized ami t t ees  to which they belmg. 

me cmsultants xemgnize them are many activities being cmducted at the 
camunity and impact area levels *at are not reflected in the AIP w t s  
nor reported cm a sys-tic basis. Nevertheless, the A P  provides the 

b , must mrpeknsive~~nnre~mmik*le fcrr listingq- -actims *ing urPder 
'lctakenentD'ilcpme 3!ivingwnditims. Zn'AnnexC'these actioc~s haw been 

listed by sector, ranked as to high priority or lw, and graded as 
their level of inp1arrentatim effectiveness. ?he results are surmrized 
b e b :  

1. Health Activities 

In the  heal^ Sector we have l i s t e d  17 activities. Tkn are cansidered 
%i*pri.ority. . m e ! s e : a r e i ( I ) , ~ u l r  ,(2) depaaasftstim, (3) .gmrth 
mmi-, ' (4) .oral '-cn tkrapy, (5) village *drug stores, +6) 
training mi&ives, (7) latrines, (8) camnolity 'wells, (9) watrer savce 
ixpro\lanent, (11)  ha^ inprovemnts, and (16) sewage amstructian. l'he 
first four activities are judged to be very effectively implemented. 
Activities #ll and 16 have been implenrented with lcrw effectiveness. The 
others with -rate effectiveness . 



2. Education Activities 

Out  of 18 activities, 12 were ranked as high priority. ne~e are (1) equip- 
ment for  sdmols , (3) school repairs, (4) 'school c m s t r u c t i ~ 1 ,  (5) teacher 
m t r a q t h g ,  (10) dewlopent of didactic materials, (ll) school organi- 
zing, (12) the New Schcml mvement, (13) teacher training, (14) literacy 
chles,  (16) Libraries, (17) wocational wm3wh0p8 and (18) basic adult 
education (EBA) . Ebur of the above actidties ere amsidered to be very 
effectiwly -1-ted (#I, 5, 12, and 13). BBderately effective inple- 
mtatim has been a&ieved wi*  Bur of the activities (#3, 4, 10, and 
14) , and the balanoe have been rated at law effectiveness, in mst cases 
because they a.m limited to only one inpact area. 

3. Production A c t i v i t i e s  

%is has pmved to  be the weakest sectnr, yet ircnically it has the mst 
activities and indicators : 28. Of these, 23 are amsidered high priority. 
They ccrver (1) organizaticn of credit groups, (2) credit group follw-up, 
(3) pig projects, (4) denonstration plots, (6) camMlity banks, (7) s o i l  
cansenmtim, (9) tree nurseries, (lo) &its, (ll) ham gardens, (12) 
vegetable production, (14) beekeeping, (19) anirrval ~ccinatim, (21) 
veterinary drug stores, (22) grain s i los ,  (23) irrigation, (24) rrplltiple 
senrice axperative 8 (25) training volun-rs in animal health, (26) 
training credit  aomnittees, and (27) CZrrA courses. Only three of these 
activities (#lr 4,  and 6) are judged'to Ix effectively inplemn.ted. Four 
mre have been -1-ted noderately w e l l  (#Z, 19, 22 , and 24) . The re- 
IMining 16 high priority activit ies,  as w e l l  as another ten Inw priority 
activities, have all been gim. a lw implemntatim rating, most of them 
because they are limited to only one inpact izea or have very law carplianoe 
with progranmd targets. 

4. Potable Water and Faads 

The Carpin.tero-El Sauce project is regarded as high priority with mderate 
inplexmntatian, because it is lagging behind its physical and financial 
targets yet it is a solidly sucx~ssful undertaking. The other p t a b l e  
water projects-12 of s h a v e  been cenpleted; they wllectively are 
rated as inplatrated with &rate effectiveress. The road inpmvemnt 
and m t r u c t i o n  projects axe similarly ranked in the &rate ca-gory, 
again because of lagging conplianoe with targets. 



1. Participation and Satisfactim 

Ihe evaluation m y  &mmstra+cra raeher convincingly that when 
SCF program semi- have reached the oammdty level, they generaliy- - 

4 result in relatively high participatim by Villagers and with subsequently 
hi@ levels of satisfactim with the benefits of the pmject or semioe. 

>.me inpact surveyo-ts .emt976% of X e s p m ~ t S  have participated in 
'hea1~ projects, and '72% of f3m are satisfied wim their benefits. "In 
eduation projects, 51% of r e s p a t s  said they participated with a 
satisfactim rate of 78%, particularly with literacy training. In eon- 
trast, only 18-%% of respondents said they had participated i n  produc 
tion sector activities, but 63% of those were satisfied with the benefits. 

2. Pranotian versus Fbllaw-lbmch 

It is patently clear mt SCF%has beenSltaoring an ex&knt jcb of p-g 
amunity organizatim ana participatim. They have prrrrroted the mation 

I of hundreds of QXS and specialized amnitteest they have trained even 
mxe specialized volunteers. ?he program has inwoed  Salvadoxean villagers 
to a wide range of new functions: diagmsis of oamarmity problem, design 
of devel-t plans, bookkeeping, budgeting, reporting, mnitoring , evalua- 
ticm, and replication. manks SCF intenentionsf thousands of rural men 
and wunen have been elected to leadership positions in their -ties ; 
the vision and expectations of these people have no doubt been p e m e f ~ t l y  

t transfomd. Su& outmms are of greatest inportan- to  the process of 
oamanrity self-developmt and should m t  be underestimated. 

N c ~ l e t h e l e s s ,  SIZF.&s .not &mnstrated mt s- at farlCw-thK,ugh: 
' '*at sustaining andmipandhg'uhat i l t  sets in mtioa. bw axe rnany pclssible 

explanations for this situation: hi* persannel -8 the civil war, 
1 

program m t s  that reward new actions mre than follaw-up, a distractica 
w i t h  proje- rather than self-ck\~loprrent process , etoetera. 

In our vie:, -ever, p*lem of poor follaJ-thrargh is caused by 
three esamtial limitations: (1) lack of a clear amazpt of the cmmnity 
self-&velopllent grarth path; (2) lack of a clear strategy for the sequene 
. o f . S m . g r r l m ~ t j . ~ . ~ < ~ ~  to facilitate the 
~ammdty's.n~1~ment'.~ that.mrand (3) hck of away -dearly raeet- 
sure results of this process. 



3. Identifyins the aamarnity Self-Dewlopnent C;ratth Path 

SCF has established a typology for identifying the distinct stages of a am- 
xmmiFs self+veloprent pmcess. Ha~ever, it would appear this classifica- 
tion has nat yet been fully integxated w i t h  systematic skills training and 
graduaticm criteria whi& pennit OarmPzities to advance fmn one stage to 
the next. The folluving cxnstitutes a anceptual omtribution to  achieving 
that integration. 

'Ihe C CUmdty: -ON: A l l  SCF-asasted villages sharild begin in the 'C" 
on "&d light" c a m ,  whi& would be charac&zizd by .(I) few or no famal 
leaders, (2) few or no local organizations, (3) infrequent meetings, (4) l a u  
lwls of resident participation, particularly by wcmn, (5) limited or m- 
existent skills i n  demxratic process, project design, budgeting, managemnt, 
evaluation, and resource nrobilizaticpl; and (6) many unresolved devel-t 
needs. ~-SUOGESTED TRAIMNG ~ ' I Y S N T :  Minimum of two visits per mth by the 
responsible SCF p m t e r  (6 hours/mth. of . trainin7. SPECIFIC SKIUS TO BE 
TRAINED: (1) How to vote, (2) How to M i l i z e  ideas (brainstorming) , (3) H m  
to select best ideas by c o n m u s ,  (4) H w  to hold a n e t i n g ,  (5) Haw to keep 
minutes, (6) Haw to create bylaws, (7) How to keep sinple records of cash 
and materials, (8) How to conduct a participatoxy diagnosis of ocmrmnity prob- 
lems, (9) HW to design a m u n i t y  project (logical f ramork) ,  and (10) How 
to anduct a participatory evdluatim of project results. 

The B Cunnunity: IEFINITION: !he ."B" of "Yellow Light! camnurity has how. 
adueved a threshhold of self-sustained devel-t. Suggested characteristics 
of a B cmmdty might includ~: (1) a t  least  5 f d  leaders; (2) a local 
organizaticm (e.g. CDC) that m x t s  weekly or nrnthly, keeps records of its 
decis ias ,  and manages resources for me or mre mmunity projects; (3) p m  
ject execution w i t h  a t  least  50$ participation by local families (with labor, 
cash, or -mterials) ; (4) A t  least 20% of leadership positions held by m n ;  
(5) has ocmpleted at  least  m e  camatnity project in a participatory fashicm 
--including prcblem identification , design, execution , and evaluatim ; ( 6) 
able to  oollect data on sinple impact indicators; and (7) able to m e t  and mke 
decisions without S(IF prarroter. SUGQ3STED TRAZMNG OOMMIDENT: MuLurum . . .  me - 
v i s i t  per mth by responsible SCF pmmter, and 6 hours of training per 
quarter. SPECIF'IC SKIUS TO BE TRAINED: (1) H w  to design a cumnmity annual 
plan, (2) Group dynamics, (3) Supervising others, : (4)!40nitoring results and 
preparing %itten reports, (5) Fi les ,  (6) How to  write a proposal for external 
assistmas, (7) Advanced recordkeeping, (8) Preparing and i n m r e t i n g  a finan- 
cidl statknrtnt. 

A wty: IEFINITION: The "A'' or  'Green Iightt' aamPmity is ane which 
as achieved m i s t e n t  self-sustaining dew lopnent . Suggest~d characteristics 

include: (1) A t  least  10 formal lea&rs; (2) specialized decentralization of 
oamaslity organization into functional amittees, each able to nmt criteria 
#2 abave; (3) project executim w i t h  at least 75% local participation; (4) a t  
least 40% of leadership positims held by wcmn; (5) have created a t  least one 



annual mmrvLity plan, (6) m i s t e n t l y  effective perfaxmanoe of acquired 
sk i l l s  i n  problem i d e n t i f i d m ,  project design, resame ~mgertlent, 
buihgeting, evaluatim; (7) :have .prepared a pmpokl for assistance fran 
.oae oo: moae '- agencies, and ha#e -wedl resarmes; (81 brme a 
capacity to llonitor, r e d ,  report, and f i l e  the particulars for any 
given project activity; (9) are inoorporating self-managed data in the 
Oemnrnity decisicn?naking process; and (10) -2 able to do the above 
without the presence of the SCF prcnroter. SUOGES!lED TMENlNG -: 
1Ik "A" cammrnity shuild reoeive a querterly visit by the SCF p m t e r ,  
with at least 6 bows of leader trauung every six months. It is also 
suggested that Wders of the A mmuniw be utilized by S W  to proiride 
selective t m b b g  and amsultation tD other -ties still at the B 
and C levels. SPECETC SKILLS TD BE TRAINED: (1) H w  to create a regional 
(miLti-oamnmity) organization; (2) H w  to beach .lea&rship skills to other 
oamarnity leaders; (3) Coordinating activities with other oammnrities . 
After one year in category A, the oomrmnity would "graduaten out of the 
a I R D  program and begin to replace SCF as a trainer of less-developcd m 
mnities. 

F E m O N : Q l c e  refined and i n t e g r a a  with its present typificatiarr, 'us the &me W t y - g r a r t h  pth system skuld be integrated 
into the IUP prooess. The performance of bpact area offi~lpp 
and even individual staff  menkern would I~OW be based, at 
least in part, on their suwess in "graduatingn rmiisted 
cumunities f m  C to B to A .and finally independent statrrs. 
Inpact area offioes should also be graded an the extent to  
which they aIz suca3sful in utilizing the leadership of 
more advanced cnmwities in the training and supervisicn 
of less de-eloped : - d t i e s .  

As stated in the previous section, there appars m be early SCF success i n  
p-g village organizaticn and f d l c x d ~ b y ~  in follaw- 
through to assure oamnunity organizaticns.bem increasingly capable of 
self-sustained developrent. 9u-e deficMcies were abserved in this reg*d. 
The - first is the tendency for specialized oormnrnity volun-rs to eclipse 
the functions of the (PCs. Since it is tk volun-r who receives focus of 
SCF training and interfaoe, rather than the oamarnity develaprmt d t t e e  
as a whole, the role and dynamism of the latter is undermined. The secctnd 
deficiency is the lack of fol lmtbmgh itself, characterized by insufficient 
v o l m  sf training, lack of a systenratic and progressive system of sk i l l  . . 
trsunurg cllrrinrlrn~laaaca an specializd units, and Udc of l d t t e n  re- 
materials for use by cumnmity leaaers. A third deficiency is that SCF, for the 
sake of convenience, has permitted and p e s e t x x l u ~ a g e d  aamunity leaders 
to hold multiple leadership posts simltai.leously. This keeps leadership op- 
portunities ancentrated i n  the hands of only a few people and thus ultimately 
warks against the self-develapnent objective. 



. a  

mxesentivity and Effectiveness of Camaasity Organizatians (oartFn~ed) 

I W X E X W T C N :  SCF should never train only one person fran the 
i n q  givenskill- ldhentrainingocsur.ouLside tk 

ty 

amrmnity, a t  least two representatives f m  ammity 
should be trained at the sam the. Wben training occurs 
inside the village, every effort should be & to  train 
-rs of the CDC sinail-ly, or a l l  merrbers of 
specialiaed amittees simultaneor.sly. 

I n  gmeral, the evaluation found that the nenbers of aamunity amittees 
are selected demPcratically by vote of local resiQnts. There do not appear 
to be any widely-generalized cr i ter ia  for selectioa of camittee mrbers. 
W e  did observe a tendency for leadership positions to be f i l led  by p e n  
of mer ecoIlanic pcsit im and educaticnal preparaticn. Males are elected 
disproportianately to leadership roles. For exanple, of the respdents 
inbrviewed for the inpact evaluatim, half were males and half were fe- 
mles . Of the males, 45% had sened i n  a leadership positim, while amng 
wmm,  only 21% had served. 

There appears to be a tendency ts exclude i l l i te ra te  ~tren and wren from 
leadership positions. W e  do not kr#rw whether this is a cr i ter ia  induced 
by SCF or  applied by oamunity s i d e n t s  themselvs. Nmtheless, this 
practice should be discouraged whgnever possible. While the inability to 
mad and write mnstitutes a difficulty Is leadership, it is by no mans 
an absolute barrier to effectiveness. The amstraint can be easily over- 
by using literate sons and daughters of these leaders as scribes. 

W O N :  SCF should attenpt t o  in* a m a d t i e s  to  allw equal 
-s of w~rrn and nen to leadership positions. Illitelc 
ates should be  welacme t o  leaership posts, but each should 
be encouraged to  use a child scribe to assis t  them. 

As c b e n e d  p r e v i o ~ ~ ~ l y ,  SCF does an -llent jab of pranoting m t y  
oryanizatian, but sustained training and follcw-up activities have been 
absened to be generally weak. 'Ihe level of training and follow-up has 
been observed to be strongest i n  San Alejo, which in 1987 aonduc&3 seven 
training activities in health, trained 262 leaders of CDCs, and gave 
five training activities i n  pmductia~ which included follaw-ip of solid- 
axy credit groups and training of credit amnittees in six m t y  banks. 
In oerntrast, neither Ilabasco or E l  Sauce reported a single pmduction 



Training and F b l l w U o  (amtinued) 

1- a O r + . m t y  ~ L S  ,-- 1987. 
. * /->.Sectmy s m  -.'rthe ' M g  s'f 137 m r s  

(half as many as in San Alejo) and none in El Sauce. I n  the health s e e  
tsar, 1-00 trained 436 mthers in oral rehydratian, trained eight mid- 
wives, and held ten nutritiaral edwatian oanrses. In El Sauce there -re 
WY bm ~ r 0 g r h  training activities: training and follow-up of mid- 
wives; W r ,  non-programned training covered 701 mthers in oral  re- 
hydratian and 387 ~mthers in i5xd preparatim. 

Withzdrre all- 8- =rims ~ ' ~ r f i ~ ~ ~ r t i n g ,  these. figures suggest very 
1- priority given to leadership training and follm-up within the SCF p m  
gram. I f  there is one key fmction aamron to a l l  SCF pgrscnnel, it is that 
of tra+nq. The SCT Prarpter. should define his work, f i r s t  and foremst, 
as a trawr. And mt as a trainer of final benefichries se, but as - 
a trainer of trainers. As sugges- in pxevious recomnendatrw: the mst 
important c r i t e r i a  for judging personnel effecti-s, as well as that 
of the impact area offices as a whole, is W tlolune and effectiveness of 
j3mzir ,tr;aining activities, particularly amunity leaders who w i l l  repli- 

. cate Mrkza idng  ..to lNgl -idents as a whole. 

IEa3NBXWTON: In the AIP , every sector of every impact area o f f i e  should 
# 8 carefully program what leadership training activities it 

plans to m&ct. Indicators should specify between (1) 
initial. training and (2) follm-up training. 

Ihe tecfinical inputs of the CWRl mthodo1ogy can be identified as (1) 
organizatian, (2) diagmsis of f e l t  needs, (3) planning, (4) resource . . 
-tion, (5) .- ma~geraent, (6) evaluutiar, and (7) mplicatian. 

For the mst part, the evaluaticn c m f h  that the f i r s t  four tedrnical 
inputs have been effectively perfonred by SCF. 'Ihe participating oonmamzi- 
ties have their CDCs and speciali.zed sector camittees or other orgahi- 
zati- such as wlidary credit groups and ocmMlity banks. I f  anything, 
assisted oamPnzities raay be overorganiazd relative to their capacity 
to sustain these entities as viable, functimal structures. The highly 
participatory diagnosis of W t y  felt needs is an inpressive S(T in- 
rrnmtion (Ittrat has .lxszn .lwidely -'lied tin :sural El .S&wa&e. Many assisW 
-ties fmtle prepared their awn annual developnent plans as well as 
chigned project specif ic  plans. mgarding resourae rrobilization, the 
participating cammities mbilized over (1 3,094,909 (U5$618,982) in local 
re so we^ contributians during fiscal  1987/8. lhb ammts W U5$6,955 
per mmmity assisted by the program (89 ammmities in total). When 
SCF and w t y  resource oon t r ibu t i~~~  axe d i n e d ,  it w i l l  be sem 
that Virtually 60% cam fran the Villagers and 40% frpn SCF. 



'Ik l as t  three elexrents of the C3IIID nethodol& have been far  less success- 
ful, particularly zes- managmmt. Ihe evaluatim encountered a high 

, 

med for bookkeeping and accounting training for  treasuxers of aamuu 
gmups. 'Ihe demand is particularly anrte wieh the the comuu 'fa 

'ty -, 
whicfr lak a standardized acmunting format, manual, and basic equipmnt 
for f i le  keeping and o~nputing figures. Ollerall, S(T has un&rmined the 
raticnale and effectiveness of c c m d ~ l e v e l  acoounting by failing to 
inform w t y  ~ a s w r s  of p ro j ee  expenditues ma& a t  the 1-1 of 
the inpact area offioes, thus introducing total incmsistency between 
SCF and mmrmnity recnrds. 

0x1 an annual basis, amnni ty  leaders and specialized t101~-rs sre 
cmducting data collecticn on program inpact indiaators. 'Ihe p w e n t  
evaluation reinforced this praess  by t ra ining s ix  benefidaries fmn each 
inpact area in questionnaire &sign, intenriewing, and data tabulation. 

A t  me  leve1,project leplication has worked when limited to interchange of 
€ ? ! . d e n =  be- neighboring ccmnnities. Hwver,  the initiative to 
fom municipal developl~nt amittees (CDM) was regarded by the evaluators 
as prmature. The role and functions of the (DMs are seen as m b i g l l ) ~ ~ ,  
and a -rent strategy for their prmotiar-or me precisely, for bus- 
taining them as viable organizations-is lacking. !the formation of rnulti- 
amMlity organizations is vitally important to sus&.ed self-developrpnt 
praess;  but their organization nust grw out of a Ral f e l t  need an the 
part of the mmhnities they are to sene .  !that need dDes not yet appear 
to be widely felt. When the ttre is right multi-anmmrity entities w i l l  
surface cn their am pwer. They need not, and must not, be pmnted by 
outside agencies such as SW. 

1. For SCF Staff 

Relative to  m y  less-well funded private sector agencies, the SCF E l  S a l w  
dur program is already a luxury -1 with regard to itr staff r e o o u r ~ ~ ,  
transportation, equipnrrnt, of fioe faci l i t ies ,  and budge- ~esources. While 
there is need for f i l l ing  technical staff ~ c a n c i e s  a t  the field level as 
w e l l  as central office, SCr generally has sufficient manpver to do itJ 
job. Its salary lewls are reasonable and staff mrale is amsidered to 
be relatively high. We would a am rend the creation of a new management - 
positim- Gxxnte--to take specific w~geren t  wpasibility for all 
sspects o f P k m 9 - 0 y 1 3 .  Similarly, the appoinbend of a National Advi- 
sor for the Onnamity Banking Program is r e m m ~ ~ ~ d .  aese and a few 
additicnal xeam~ndations are presented in the section 01 Acministratim. 



Additimal Needs (ccntinued) 

:: what is nc& me&d by SCT staff is a c f m d m s h l  ~xeorientatim in what 
-.their -mists .of-i.e. -for self-ckveloplent of assisted 
mmmities-and haJ to do th~s =?? Q cate and o~nplicated jcb in a sys- 
-tic way. Sin= axmunity volunteers are to reoeive and replicate 
such training, it w i l l  be discussed further under the follawing heading. 

2. For cumunity Voluntsers 

Staff and a u n -  needed &ents#eir thinking awq fran the p~o- 
visicn of gooas and servioes (asis-cialisrrp) and Ward their Eunctian 
of stimulating self-dleuelapnent by others (auto- tian). shift w i l l  
first require a clear definition of the ~amrrrrm-ty-help gmRh path, 
its progressive s-s, and criteria for graduation frcm one stage t o  
another. Second, the s p c i f i c  sk i l l s  which amnunity leadership m s t  master 
to achiew su3tained self-developnent must de identified. lIhird, a special- 
ized padcage of training materials to support the teacfiing of each skill 
needs to  be Wlaped. Fourth, the existing reporting and planning f o m t s  
of the SCF program need. to be .revised so t h ~ t  indicam clearly XIWSW 
self-ikvelapnent outcams rather then v o l u ~  of activities by SCF staff. 
fifth, self-de.elapnent targets n u t  be intemaliaed by aamunity leader  
ship, who must clearly undxstand where they are headed and why. And 
finally, in a -ination of natiaral and m g i d  training events, SCF 
staff need to  be= familiar and amfortable w i t h  the shift in strategy 
as well as the tools for its i m p l m t a t i m .  Once SCF staff has w t e r e d  
the dxtnges, it can be taught to cumunity volunteers. They in turn w i l l  
teach it to other cumunity leaders. 

I 

3. For Camunities 

toring, evaluation, groezp dynamics, and problenrsolving. Even mre import 
tant than developing a training curriculm for these subjects, what is 
needed is sinply written guidance mterials for local ax~unption. . . instruc- 

inos. E w n W l y ,  as these mterials  get tested and r e f i n 7 e  
It W l  '-=le to develop the instructivcs on an increasing levels of 
ocnplexity: for in i t ia l ,  intenrrediate, and advanced OQrnnunities. 

-ON: !fb w t y  s e l f - d e v e b p ~ ~ ~ t  path p d h  a structure 
49 r* .orga~iAng m systemtically SCP's training and 

follw-up activities. It is reammad that SCF give 
priority attenticn identifying its am C-B-A -1 . 
(see 111-D, above) 



4. Industry and Comeroe 

1. Health Sector 

Ammg health projects, 76% of the 256 respondents inenriewed were familiar 
with antl/or had participated in Mccinatim and &parasitation activities. 
41% w i t h  camunity drug stores, 35% w i t h  weight cantrols for infants, and 
28% with latrines. Of the 147 families in thewed  with children aged 0 to  
5 years, 52% had vaccinated the i r  d l d r e n .  ( N a  : the average for tbe 
baseline inpact data gathered by SCF volunteers was 52.4%) . Of these sarw! 
families, 69% had participated in t%e weight amtrol program. Village 
druq stores have been used by 63% of the  res-dmts. Nutritim classes 
had been receikd by 39%. 30% had *Loved their water SO-, 536 said they 
knew h w  to prepare oral rehydration liquids, and 33% had bui l t  a latrine. 
! b s e  figures reflect  resanably high levels of participatim. 

2. Educatim Sector 

Of the 256 respmdmts, 31% had participated in literacy classes, and of 
these 79 families 78% said they had learned haw tD read and wri.te. 13% of 
interviewed families have &ildren in the N w  School progmn; of these, 
94% prefer the mw schcol systw t~ traditicnsl schooling. N i n t y  seven 
families (38%) had participated in scfiool amstruction o r  rehabilitatim 
projects ; 26% had participated w i t h  the library projects o r  the prwis im 
of didactic materials. Of those who participated in one or mre educatim 
~ c t o r  projects, 51% oantributed labor, 17% cash, and 16% other resow-. 

3. Prcductim Sector 

~articipatim levels were much lawer in the pmduction sector, with animal 
vaccinatim hairing 'the mst coverage (33% of respandents) , followed by 
dmmstratian plots (21%) , basic grain projects (19%) , pigs (19%) , and hame 
gardens (18%). 'Ihe ?rindpal f o m  of beneficiary participatim were w i t h  
labor ( 75%) , xroney (12%) , land (10%) , and as production volunteers ( 4%) . 

O f  256 respondents, 108 (42%) haw an industry or a m r o e  project in their 
mmmity. O f  these, 65% listed their  camunity bank, 45% grain silos, 8% 
chickens, 4% pigs, and 6% other projects. 



CAPACITY, 

: >Zt has already been abservled that "braining and fo1101~'thmqh are major 
d?ficiencies of 'the 'SCF program in*El' Salvadar. -This -has;in 'turn,-ly 

axmdty leaders in exe!dsing the mamgemnt and organizational 
skills crutial to the self-devel-t proaess. It is notworthy that 
QQmMllity treasurers axe perhaps thase l e e r s  experiencing the greakst 
training d. !this applies to txeasurers of the potable wabr camittees 
in tb W i n t e m E l  Sauce project, as w e l l  as to m e  in the CDCs and 
hocmMnitybanks. . 

Amoag speualizea trolunteers, the SCF conoentratim on ten specific be- 
haviors has greatly enhanced the effectiveness of health tlelunWzs. Haw- 
ever, it was &served that s a t ~  volun-rs have mv mutezed - *a&- 
ing of these behaviors and wish to rrptle on to new skills ; tl?us, the focus 
has begun to be a limitatim on their potential growth. It was observed 
that many education volunteers b v e  -ly limited formal education, 
such that they barely haw the skills to read and wri* thenselves; this 
greatly limits their ability to tea& others. Finally, it was observled 

. that the CDEU >are nok'50llekjing a wide: range of prcpar cultivatim 
practices; as a xesult, many proauction volunteers have nothing new 
m d r  or may be extending practices which are less than desireable. 

Overall, evaluation found amunity leaders to be highly dedicated. 
W e  found virtually no evidenoe that leaders ha= taken advantage of their 
p i t i m s  to extract dispmrtimate benefits for themelves from oom- 
d t y  projects. 

L. USE OF 

In 'tW..Healtb Seekc it is pa-tly dear that -te ,-chnology is 
being used. Weight and amband oantrols are very sinple, highly visual, 
and easily understood by parents of mdlrw,urished children. kaord-keeping 
foxmats have been simplified. Oral Mydratim therapy stresses a low 
=st fluid any household can make for alrtPst nothing. rihe village drug 
stom has prwiQd a simple way of extending drug outre& at wry mini- 
raal a t .  Inrena stoves amstitute a highly efficient use of scare fuel 
SOuraeS. 

.In~~Educatiar.-CPctnr, . * , N e w s d m l . ~ ~ ' ~  ldimited 
opportunities for students to vi r tudl ly  design 1e-g envirolMents 
best suited to their pobmtial, their inkrests, and their practical 
meds. 



In  the Production Sector, the CfYPAs reflect a great deal of inprovisatian. 
'Ihey lack a clear strategy for testing, d x u m t i n g ,  and replicating 
the mt axt-effective practioes. I n  essenoe, the Q)TA1s function i s  to 
creak appropriate tedmology for  s-t pramtion. In  p r a c t i ~ ,  the 
ladc of aost aontmls and m n a g m n t  infomatim on activit ies 
cripples their opacity to &cmmt anything, whether appropriate or 
otherwise. 

In the Oarnrerae and Industry Sector, cumunity banks a m t i t u t e  a highly 
oast-effective way of delivering credit W rural poor. P l i s  is 
essentially a credit education program. Laan armounts are very small b 
begin with (m$40-60) but can aamdate rapidly when linked to a moer ted  
ef for t  by the b o m i n g  family .to saw. In sun, W e  banks c a s t i t u t e  
appmpriate &*logy f;or credit delivery to borrcwers in the self-em 
playnrtnt stage tha t  pre- mi-teerise per se. 
/ 

- 

It is only neoessary to surmarize cbsenratians m& i n  other sections. W m .  
axe naw participating actively throughout the SCF program. mt health see  
tor activit ies are targeted directly a t  children, but through behavior 
cfranges of mthers primarily. Overall, education interventions are tending 
lm favor females sl ightly mre than males. Wie average level of school 
attendence is now higher for fenriles (2.2 years) than males (1.6 years) . 
mere axe now mre illiterate mn (43%) than worm (32%). Pie wanan still 
lags behind the man with regard to access t6 leadership oppartunities. On 
the average, 45% of adult male beneficiaries have held a leadership pcr 
sit ion as carpared to 21% for wmen. With xegard to access to agricultu- 
ral credit, the program's solidary credit  groups are predaninantly oan- 
posed of male &rs. Y e t  within tfre camrarmity banks, 39% of all mhers 
axe warw. In Inpact Area #3 wmn coolstitute 63% of all camParity bank 
-ship, and in  a few cases them are banks with exclusively female 
W r s h i p .  I f  current trends ccntint~, camanrity banks w i l l  soan sene 
predaninantly f d e  borraers-in effect, a wm?nls banking system. 

The discussion of resource use efficiency in reaching program objectives 
was dlready described in detail  in Section A (above). To stmmarize the 
cmclusions , by sector: (1) Health Sector activities a&ieved a U7% conr 
plianoe with PIA targets in 1986/7; this was acaxplished with an expendi- 
taaxe of 94% of budpted SCF resources, and the mbilizatim of 81% of 
targeted a m u n i t y  resauroes. (2) Education Sector activities a&iew?d 
113% oonpliance with physical targets, spent 101% of budgeted SCF resources, 



Ihe e m n t h  amdition is that  "... 3,000 anall f m r s  w i l l  achieve an 
increase i n  producticn and/orsreal in- through credit and/or tedmical 
assistanoe in one o r  mre of the follwing areas: basic grains, animal 
husbandry, credit administration, cmp storage, marketing, re sour^ con- 
servation, and new small enterprises." % 

The beneficiary target!is mt-c. Hadever, given .arrrent 
Mtatims of t t ~  productim sector, it is far  mre likely that desired 
gains in  real in- w i l l  not be generabd so nu& fm agricvltural and - 
livestock enterprises but rather self-emp1oyment and micro-enterprise 
investments financed by oormarnity banks, wh i&  hawe tripled in average 
over the l a s t  year and can be expected to a n t i n =  their  rapid expansion 
are bookkeeping and credit camittee training reoomnendations are im- 
plemnted. Current coverage stands at 650 homers (22% of 3,000 target) . 

2. Social Devel-t Sector 

The e m n t h  aondition is that  "1,500 village families w i l l  have been 
reacfied via a c~nprehensive p r i m q  health care program; that there will 

..be a 35% increase in dllagers xea&ed by mnhmal educatiaxil. SerVice~; 
mt five additional private sector institutians w i l l  have been strength- 
ened through oourses and exchange v i s i t s ;  and that  8 d c i p a l  develop 
ment mmci l s  and 20 s e c t o r d y  focussed project omnittees w i l l  have been 
organized. 

Already f a r  mre than 1,500 fanilies (mre l ike 8,500) have been ma& 
by carprehensive health services already. mere has been a significant 
grarth in the percentage of rural children in school. Adult literacy 
M c i a r i e S  are~xuaning*about 1,200 per year. 

In the opinim of the evaluators, it is hiwy likely that a t  leas t  five 
private s e a r  institutims will adept one or mre innoMtim developed 
by SCF under the CBIm m e m l o g y .  'Ihese replicatians, howe\ner, w i l l  
mst likely occur near the termination of the progrm. As Br the d c i -  
pal dwel-t councils, we aansider this an entirely premature init ia- 
five and recomPead &at a@iawe w i t h  d h e  karget be excused. 



Overall the level of the SCF program's omrdination w i t h  other institutions 
has been mixled. ~ealth Sector hss worked closely w i t h  the Ministry of 
Health to ooordinate vaccination efforts; hclwetler, wrdination with the 
public health systEm on other health activit ies has been negligible. It 
would appear that the entry of other institutions into ehe field of latrine 
p m t i m - i n  s a ~  cases paying ea#nanic incentives-will overlap w i t h  
SCF prcmtim efforts. In such cases it is a~propriae for  SCF to s m  
promoting the distribution of la t r ine IMterials i t s e l f ,  but assis t  villagers 
to gain a-ss to latrine revurces W l a b l e  from other institutions. 

The a ducat ion Sector has generally worked rather clcsely with the Ministry 
of Educatim. Such aoordination is vital for efforts in the areas of teacher 
recruitnwt, certification for new sdmols, and eventually for broa&r rep 
l i c a t i m  of New School methods. 

?he Production'Sector appears .to have sought mjor  aoordination w i t h  the 
Agricultural DeveIaprrent Bank; this has yielded important financing for 
the Multiple Services mpera t ive  of E l  Sauoe and for  solidary credit 
groups. Hawever, mordinaticm with dependencies of the Ministry of Agri -  
culture appears have been negligible. 

It will be notioed that attenpted mordination has been usually project- 
specific. This my inprove project benefits in the short-run, but it w i l l  
prabably do nothing for sustainable aOmmarity self-developm?nt. It is 
important that  amunity leaders be given the opportunity--and the res- 
~ibiliwto persue coordinaticn with external resouraes. Iradeed, 
follming the C-B-A system p m e d  i n  this evdluatim, one of the cri- 
te r ia  for graduation of the amunity to A status or beyond would be 
its efforts and S ~ S  in seeking -s fran institutions - other than 
e m  

Q. REVIEW OF IMPACT INDICATOE 

%'t~re is very little to cr i t ic ize wnoeming tk inpact indicators YE 
& by the Sm program. ~ssen t i a l ly ,  they include (1) population an family 
size, (2) mhutrriticn in the e.4 age group, (3) infant and child mrtali- 
ty, (4) peroentzge of children vaccinated, (5) pelrzntage of sdml age 
children in school, (6) adult literacy xate, (7) yield estimatres for 
beans, and maicillo, (8) livestock. .bldings, and (9) indicators of harne 
aanstructim. 



-ken -red in- Oamputer storage for more reliable- 
processing and analysis. 

Inpact Indicators (oontinued) 

The current list of indicators oould be extensively lengthened or its level 
of detail made mre precise, but that is not the criticdl problem. The real 
-ens are -: (1) *Not all .indiEators axe applied in-* same w a y r i n  
each impact area. 72) 'Ihe infomatian is not aollected, or at least not 
tabula- and analyaed, in an opportune fashim. Fbr exerrq?le, a t  the t h  
of the pxesent glcbal evaluation none of the impact areas had reported their 
data to the ~ n t r a l  offioe; and as of thiS writing the data fran Inpact Area 
13 has not y e t  been reported. 

Ihe weakest set of indicators are those attenpting tn masure yields of 
QML. -, and - . . .' Zbe data on these indicatmxs are -y frag- 
men-. A separate system of oollection is prcbably required. 

=-ON: Ime poor quality of agricuhral data reflect the fact *at 
89 SCF has as yet failed to hplenrent reliable farm record- 

keeping systems, both at & level of the - as well 
as individual farm reoeiving M c a l  assistance. &am 
mmQd formats for -farm xeard systens haw been in- 
cluded w i t h  the technical report for the Productim Sector 
(subruitkd separately). 

IIE-m: It is suggested that UCAT carefully review the tabulaticns 
810 of impact data r e d v e d  £run each area office, identify 

wk~inconsis tencies  have arisen, and prepare a revised 
se t  of instruccio~ls intmded to i n p m  tmllecticn and 
tabulation efforts in the future. 

=-ON: The hpct indicator questiaMaires should be carefully 
t l l  preserved, stored at the oentral office, and some day 



1. Personnel 

evaluation found SCF persavlel to be g e w a l l y  dedicated, wr?ll~(otivated, 
self-critical, anxious to learn and inprove their work. We faand staff  to 

I & m-defensive about p d I e m  and weaknesses, and very responsive to  an- 
structive criticism. W mnthues to attract specialists and -eralists 
who are highly ocn+cicus of their soda1 missicn w i t h  the nual pore With 
few exceptions they display deep ~ s p e c t  for the program's beneficiaries, 
sensitivity for the tark of enamraging their partidpatian, and the inber- 
perscral skills for draarirq par t i apa t im fmm the people. Repeatedly, 
the evaluators heard stories of exaptiondl sacrifices made by SCF field 
staff to met their amitmcr.ts "so villagers. A few pranoters have becare 
virtual ledgends i n  &ir areas; their  departure or transfer inevitably 
causes deep disappointment w i t h  beneficiarie . 
Given the hi* quality of SCF f ie ld s ta f f ,  program sucozss is virtually 

. . guaranteed. I t  is far easier to sucoeed than to fai l .  The greatest need 
1 i s  therefore channeling and focusing this talent and dedication with in- 

ceeasing effectiveness . We believe the focus an the C-8-A gtauth path of 
tmmmity self-developrent w i l l  adieve that result. 

2. Volunteers 

In general, athe large majority of volunteers met during the course of the 
evaluatian were found to be dedicated, w e l l - m t i ~ t e d ,  hard-working , and 
endlessly eager t o  learn new skills. It is abvious that mst volunteers 
feel  honored t o  represent their village of origin and feel a deep sense of 
d t m m t  t o  not disappointing the expectaticns of their  neighbors. 

!l!m areas of deficiency were detected, h w m r .  As mtioned previausly , 
the evaluatim docunented a tendency for wlunteers t o  assure multiple 
leadexship pcsitiom slrultaneously. 'ibis practice needs to  be discouraged, 
because its effect is to monopolize leadership cpportunities m g  a few 
individuals. The second was the tedency for  Sm staff to use the volun-r 
as the primary, and sanetimes exclusive, amtact point w i t h  village resi- 
dents. !&is kind of special relaticnship terds to undedne the functim 
and effectiveness of the C#3 and specialized amnittees . 
F E m A T I : C N :  To the extent feasible, SCF pmmters should program lheir 

. v i s i t s  t o  qmmities an a fixed schedule--2.g. ! first 
nonday of every nmth-to maximize the qportumty for 
the full xmhrship of cormarnity amnittees to  rmet with 
them, and not just the volunteer. As a general norm, it 
is always preferable t o  create two v o l m ~  than to 
have one tlolun-r a u ~ d ~ ~ t  double functicns. * goal rmst 
always be that of e a t i n g  a steady gmth in the n W r  
of local leaders. 



! X ! b  evaluatim found the administrative ooordinators to be generally quite 
effective as supervisors. A s  a rule, they shw adequate i f  not exceptiaolal 
inter-personal skills, respect for volunteers and amunity leaders, good 
cllamnrmicaticn with subordinates, and a respansit~ness to subordinate need!!. 
On W negative side, the evaluaticn found the ooordinators to be very 
mr-bu&ned with detailed clerical work that oauld easily be handled by 
a aecretsry or assistant. F!uthenaoxe, ,the w- of inpact ~ ~ ~ o f f i o e  
mpxkingkmes& b b e  fksird..QuarhrlyxqmrU ,tend -.be th in ly  
&tailed, prepared with little oansistency fran orre area offioe ta the 
next, are usually submitted late, in same instances are not even f o n d -  
ly  written but rather called in. Owrall, the SCF infonnatim system s h m  
exoeptimal potential, and the quality of the A D  reporthg has inproved 
steadily; yet major capliance difficult ies e, and their  solution is 
the responsibility of the a U s t r a t i v e  coordinators. 

S u p e d i c n  by the a t r a l  off ie  (Program,Manager and UCAT) was found to 
bedeficientina v a r i e t y a f ~ t a x e a s . . S C F h a s  aU.wedvacancies 
to exis t  in the advisor positians for  Production and Industry & Currrerce 
sectors for periodS -05 up 'i+ ~ . - s x x @ s ;  and .the qml&ty -of. p w a j n  perfom 
.ace lsuf&red - ~ ~ F & ~ Q L Y  %e P m g r m  mulager has not virited inpact 
areas #1 and #3 since m r  1986. Kst &sor visits to tfae field mly 
go as far  as the impact area offioe; the z&dsors rarely travel to the 
m m m i t y  level to supervise program activities. The supervisory visits 
by UCAT advisors were &senred to have an M o d ,  improvise6 quality. 
Ihe purpose of such visits, their desired activit ies and outcemes, axe 
seldan clear t o  subordinates. What is needed is a foxnal supervisory 
visit report that gives both parties a =cord of the visit and makes 
explicit  expectations for impro\rements o r  ~ x t  step. 

atere is general clar i ty  about the need for supenrisicm fran the tcpdawn. 
But ultimately, it is the ammities themselves that need to zeagnize 
their right to supervise fran the bottcm-up. Particularly within the 
CBIRD nrethodology, it is appmpriate that  assisted camumit ies  learn to 
Qcument the frequency and quality of technical assistance visits made by 
SCF .field staff, !tb .&.is ,,end, mmamity s h a U  have a nokbods for 
mmzdhg visits by.SCF persameland otkr  e!xbxmd -r and for 
xearding in writing the specific reammdatims l e f t  by those visitors 

3. Attitudes Ward S w i m  by subordinates 

As menticned previausly, f ield staff  of the SCF pmgram appear to  be well- 
m t i ~ & d ,  dedicated, m-Qfensive abut  constructive criticism, and 
- ~ O U S  tO . i n p m  the mty >of 1 . W  exists,, - t h e k ~ ~  



a w a l l z e d  feeling of dissatisfactian expxessed by field staff W 
the quality and freqwicy of supervision and tecfvliaal assistance xe- 
d v e d  fran the oentral of f i e .  The cmmplaints include (1) insufficient 
supenrisory vis i ts ,  (2) visi ts  that ramly go m d  the lnqpact area 
office to the oomunity level, (3) lack of clarity in the objectif~s 
of supervisory visi ts ,  and (4) a general oollfusian of chain of uannand 
between UCAT pexsaurel and & Pmgram Manager. lXlring the last year, 
the frequent absences of the National Director to cover the SCF program 
in Honduras oontributed to  a vacum of lea&rship and amfusicn amo~lg 
field s taff  regarding who was authorized to give them orders. 'Ihis prob- 
lem is seen as a tenporary one. Ihe naninatian of a manager (prente) 
exclusively in c h m  of the OPG is seen as a way to amsolidate anew 
a clear chain of oarmand. 

I t  is s u g ~ t e d  that each UCAT advisor be required to 
cmply with a variety of explicit criteria in the plan- 
ning of supenrision schedules, and that oarplianoe be 
reviewed directly by the National Director or his &sig- 
nated representatiw. Suggested criteria include (1) a t  
least one visit per mth to ea& hpact  area, (2) s u p e ~  
vise ac t i h t i e s  in a t  least two amuni t ies  per visit, 
and (3) conduct a t  least  are staff training activity 
an each visit .  

FlE-CN: Every assisted oemrrPrmity should have a ~corm~3datians 
#13 and visitatian noteboook. 1t would indicate the date 

and duration of the visit, sumrrary of xecemnendatims, 
and signature of the visitor. The notebook would be 
kept by * CDC. 

E E m D A T 1 : O N :  A s  a mtter of highest priority, SCF should f i l l  the 
#14 advisor positions for Production as well as Industry 

and Camroe. 

Quarkrly reporting formats f m  the impact area offioes 
should be standardized. Ttm new sections should be added: 
(1) intersec*ioral activities oarpleted, and (2) super 
visory visits reoeived. Each sector should make specific 
reference to training activities m d u c b d  during the 
period. The quarterly leport by ea& impact area offiu? 
should be typed, dated, starrped for day &=dl and 
suhnitted w i t h i n  15 calendar days of the M a t i a n  of 
the period repo-d. 



!WB s & j e c t h a s ~ ~ a u n & a v a r i e t y o E ~ h e a d i n q s .  msm~ 
&ze sane of me principal findings of evaluaticn: '(1) ~~IIE =lure 
of training activities has been generally insufficient; (2) -g 
events haw been mre frequent in the health and educatian sectors, but 
far belcw a&quate in the production secbr; (3) SCF personnel should 
moentrate an tfie training of volunlzexs, leaving these to train the 
beneficiary populatia at  -9; (4) training of treasurers has been 
lagging end narst be intensified; (5) training should be seen as the 
highest nrjnrie -ty of- pscxmel ,  at all lewels; (6) 
SCF should intensiQ its use of camunity lea&= and vohteers  as 
trainers of other leaders fran neighboring ammities ; and (7) a major 
enphasis should be given to the &velapnent of written mab?riab to 
reinforce informatim and sk i l l s  introduoed verbally. 

Overall, it can be ccncluded that  technical assistanoe to the d t i e s  
by SCF ferscrmel has been ncdestly ef f i d e n t ,  but with mrh man for im 
w t .  Zhe single acticm that  oan increase tedvlical assistance effi-  

t h e ~ t . ~ b e  the-*-of wdttenmte&¶ls toreinforoe 
training roessages. The mre reference materials available to trainees, 
the more training respcnsibility can be transferred to the volunteers 
and way fran the prorroters. 

U. 'ME $600,000 ISSUE 

The baget of the Carpintem-El S a e  p a l e  water project was increased 
by W$600,003, but with no conespcnding increase in the total budget of 
the OPG. Subsequently, by a design &ange that replaced conventianal tubing 
with WC p i p s ,  a *&ion of US$178,000 was achieved in the project bud- 
get. 'Ihere Rmaias .a b a l m  of .=$422,m . a t  nvst be tamexed either by 
(1) hczedng the size R f  t k  QPG by thak ame,mt, or (2) reducing the 
brdget of o ~ e r  program sectors. Ihe ' q m s t i m  are: W i l l  it be necessary 
to increase the size of the OPG, and i f  so by haw &? And i f  the OPG 
is not increased, what w i l l  be the net impact on the other program sec- 
tors? 

Ihe total OPG =source cemnitmnt by AID is t6$3,648,?8%. Of this  amunt, 
flS$3,200,000 had k e n  obligated as of June X), 1987, leaving a b a l a ~ ~  of 
-8- to abLigae. Fwtkzmze, irs of Jkme SCF hadsubmit- docu- 
mmtatim far.- eqenditures Zar IE$lr028,s'%- this leaves 
an unspent balance of US$1 , 371,663. Ccnbkljng both unspent resources and 
tfie funds still to be obligated, SCF wuld ha* US$1,820, 225 tn oatr 
plete the OPG over the rembbing two years. lhis result  an be smnarized 
mre succinctly as follaws: 



+lbtal OPG  soum me Q0rnni-t by AID t6$3,648:%8&. 
-!tbtk2, funds obliga- to date (3,mO,oOO) 
-FWds pending obligation 448,888 

-'lbtal £unds obliga- 
-Acc\lmilakd expenditures 
-Unspent abligated resouroes 

-Funds pending obligatian ' 448,- 
-Unspent obligated nsouxoes 1,371,663 
-Funds available to finance last W years 1,823,425 

Naw then, according to  the OPG f iveyear  budget, the expenditures of AID 
and SCF for  the last  Ism years w e r e  supposed to  total m l y  US$1,575,261, 
as follows: 

A t  first glance it would appear that  there are enough to carr 
plete the OPG without a serious'shortfall. HorJever, due to deferred ex- 
penditures of the CarpintemEl Sauce project, whi& have been passed 
to the caning year, the budget for the AIP 1987/1988 (fourth year) is 
U5$1,623,m. I f  approved and spent as programned, this w i l l  leave only 
US$197,162 for the f i f th  year. The estimated real shortfall  is therefore - 
US$426,237, follws: 

-Funds available to finance l a s t  tm years ~$1,820,=. 
-Funds ;requested for AIP 1988 (1,623,500) 
-Funds available for f i f t h  year - - '19@,= 
-Fifth year OPG budget (623,399) 
-Pro jeckd shortfall (426 ,-1 

The estimated impact of such a shortfall can be presurred not uiLy serious 
but potentially disasterocrs. Integrated rural developtent is a p~ooess 
w i t h  a slow gestation but gathering nranentum. In the f i r s t  years the 
observable results of sustained self-&veloprrjnt are minirrrdl. It takes 
years to gmove leadership s k i l l s ,  cnnsrarne early mistakes, and finally 
inelement what has proven mt sucoessful. Thus, the fourth and f i f th  
years are by far  the mt critical to ad&ving rapid grawth and replica- 
t ion of project benefits. rn withdraw xesouroes at the very end of the 
pr-s can thus s h o r t - c i r d t  the entire investnmt. 

-CN: AID should increase the size of the OiPG by the m m t  
#16 of e x p e d d  budget shortfall,  i.e. by U5$426,237. 



7 V .  S E C ' T ' O R A Z  A N A L Y S I S  

A. EAL'IH SECrOR 

1. Inaxporatian of Health Oonitucts by Beneficiaries 

beneficiaries. Ihe ha& evaluation &timated that of the 11.125 bknhallv ]I 
~ - - - -- - - - - . - - - - - - - - - - - - - - * 

rexhable by the prcgkm in the 89 cummi t ies  curm~tly sewed, about 76% Im 
1.; have actually be& wtd, or about 8,455 families. 6 majority of these 

households have reoeived mre than one health serviae. It was docummw 
that 57% of all  fanilies interviewed have children between the ages of 0 and 
5 years of age; this would indicate the a r e  target populaticnwtimated at 
about 6,340 households. 

'. 3me impact guesti- masured both aoverage of specific heal& ssrvioes, 
and whet.her it was perceived to ha= had a beneficial inpact on family 
health. The latter questicn is m i d x e d  a reasamble proxy for inoorpora- 
ticn of the health behavior. The results can be sunnaxized as follaws: 

Behavior C 0 V E  R A G.E'. p E ~ B E N E E t ~  I 
Percent Families P e r ~ n t  Families 

1. Vaccinatian 76% 4,818* 72% 4,565 
I 2. Deparasitatim 76% 4,818* 69% 4,375 

3. O r a l  rehydratian 53% 3,360* 53% 1,782 
4. Village drug stores 63% 7,009 76% 5,327 , 

c 5. N u t r i b  classes 39% 4,339 Ilnkmm - 
6. Weight ~ o n t r o l  af infants 69% 4,375* 35% 1,531 
7. Harre gardens 57% 6,341 Unlaxwn - 
8. Access to clean water 308 3,334 Unknown 
9. Latrines 28% 3,115 56% - 1,7a4 
LU. W g e  disposal - udcnmn - 

I 

* Unless indicated by asterisk, coverage calculated as a percentage of 
I x b l  familjcrc (U,125). Asterisk indicates anexage as a percentzige 
of rami with LfTildren aged 015 years. 

C 

2. Inpact cm Child Sunr iva l  

Irrpact Bata collection is still too fragmtary to estimate w i t h  great 
4 reliability changes in child s d v d L .  has .been a perceptible de- 

cline in Dpa& Area #1 fIPn 1.44 ko 117 deaths per thousand. Far other 
areas the data is still too fragmntary (see p.14) . 



Health Sector (cantinued) 

'Ihe oost per family of health senrioes is estimated a t  g93.13 (U5$18.63) 
per hcusehold (see Annex D) . Of this amunt, g50.81 (LSS10.16) carrespcnds 
to SCF resmces, and e42.32 (C6$8.46) to ammmity resources. 

4. General Achievmmts of Health 

In priority order, the principal addevenmts of health sector activities 
are peroeived to be the follawing: 

-unit custs of the Health Secbr are,- lawest of the SCF 
Program. 

-Very high coverage was a&ved with the vaccinatian pmgmn, 
together w i t h  good coordination with the Ministry of Health. 

-Deparasit.atim a c t i ~ t i &  have achieved high cwerage and 
bmeficiaq acceptanae . 
Ihe village drug stores mipresent the closest health service 
available to the am mi ti^. -rage is ~ l a t i = l y  high and 
the senrioe well appreciaw by xesidents. 

-Clean water activities are ' C R ~  w e l l  m i v e d  amng beneficiaries 

-With the exoepticn of h m  gardens, the sector's carplianoe an . . 
perfomme targets has been excellent. 

-Rxummdatians of the previous evaluation were carried out. 

5. Deficiencies of the Health Sector (in priority order) 

-The infant wleighing program has not been well-received by mothers 
of mahourished babies. mther than recmmdaticns, they want 
imnediate help in rescuing their cfiild fran malnour isbt .  

*ere exists aonsiderable underrecoding of program activities 
du? to pr@blem of oamamity-level data wllection plus lack of 
amsistency in targets beween one impact area and another. 

4 ~ !  ten health anducts  have been 1- by some health wltm- 
teers and they now want to upgrade their skills further; but . 
program training remains targeted a i l y  on the ten behaviors. 

-Exoept for vaccination actidties,  ooordination with the Ministry 
of Health has been very lw. 



- - 
Health Sector (oantinmd) 

-me aollection of baseline study and impact data are seen as 
a central offioe requi-t, and not as infomation cummities 
c8n lse for their am tplwning. 

6. WQarmendatians for  the Health Sector (in priority o a r )  
7 

-a: BE f i r s t  of the ten health oanducts-family health =rd- 
117 keeping-has not been fully inoorporabed. The fomats need 

to  be sysbrnatiaed and the participants mre stmnly rro- 
ti=&(? to keep these m. 

=-ON: In coordination with the Production Sector, a prrnotim plan 
#18 for  ha^ gardrtns needs .bo be designed and inplemented. 

=-ON: Ihe should cnly senrioe mthers of malnourished cfiildren, 
#19 or at least give these m e r s  priority attentim w i t h  re- 

gard to their services and resouroes. 

IZEa3WNDAECN: Scales ,for infant weighing need to be mlihrated every two 
#20 nrrmths. Also, weishinq tecfrnic~es of health volunteers 

=-a: Going beyond diagnosis of malnutrition, it is neoessary 
#21 to help a m m i t i e s  &sign a series of imnediate a c t h  

steps to rescue malnourished d l d r e n .  mis r e s v e  sys- 
should be coordinaed through the CEN. 

~I3-a: In coordination with the Production Sector, it is re-ded - that  soybean crrps be pramted a t  the village and m A  levels, 

a-: !lbtk-t.passible,. ' a n a c t i ~ t i e s f o r h u m n s  - should be amrdinated wi-tim of livestock; 
otherwise, vectors w i l l  sinply sh i f t  fran one host to the 
other. 

la3-m: ~epars5itatim p i l l s  should be sold to beneficiaries, never 
1124 given away. 

-ON: 'Ihe prices of adicines sold by the village drug stores should 
I - .*-byat h ? a s t m % . ~ : ~ y . o f f s e t  u s e s  &mu* 

inflation, spillage, brwkage , etc. Oamarnities should be en- 
aoura~d to gradul ly an- these stores into fully self- 
financed servioes . 

=-ON: Village drug stores need  mud^ mre supenrision, and tk i r  
lj26 managers mre training. Every botequin should r e d -  a super- 

1 vhoryrisit  at3east>on~mery thxeexmths. 



An effor t  should be made to coordinate a d v i t i e s  mre closely 
Y27 w i t h  the Ministry of Health, for  exanple to obtain supplies of 

xehydratj.cn salts. 

IEaXWENI3ATIm: A study should be amducted of the acceptan- of pregnancy 
P28 spacing activities. Strong appasition to this one activity 

(by dmr& or even W t y  leaders) could jeopardize the 
acceptana? of the entire SCF program. 

EEOMENDA!l!I(TJ: Such is the demnd for health senrim supenrisim that the 
Y29 single UCAT advisor can not satisfy it alcme. A seoand health 

advisor is n e e e r n e  t o  m r  inpact areas 81 and #3, the 
other #2 and #4. 

=-ON: Throughout tk Health Sector, it is important that,in all 
#33 training and semi- activities ,drugs be identified by their  

generic nares, not mmrercial brand rams. 

RE-m: SCF need not p m t e  latrines in  areas already -red by 
# 31 other institutions; better yet, it should sene as a broker, 

putting villagers in contact w i t h  the resources offered by 
other organizations. 

E m  - ATIm: ?here exists anbiguity in  the definitian of functians be- 
#32 specialists ar.6 generalists within the Health Sector. .me 

distinction needs to  be clarified, along w i t h  n o m  for their  
training and supervision. 

New School Program 

Of 256 families i n t e r v i d ,  13% have children in the New School Program. 
All found the program to  be h i w y  beneficial, and 94% were of the cpinim 
that the New School Program was clearly s w i a r  to traditional educaticn. 
Ime evaluatim found tha t  a very dil igent  program of teacher training has 
begun, spreading from 11-co to E l  S a u e  (22 teachers trained) and San 
Ale jo (19 teadiers trained) . Coordination w i t h  the Ministry of Education 
is regarded to be adequate. 

2. Adult Literacy 

Overall, i n  the formation of new literacy circles SCF program oarplainoe 
was 84% of its targets ,for 1986/1987. Oarrplianoe was clearly superior anly 
in Il&asco, where 63 circl& were form?d (108% of wt) reaching 960 
beneficiaries (216% of target). In contrast, E l  Sauae organized anly seven 
circles (70 beneficiaries) and San Ale jo only six ( w i t h  148 beneficiaries) . 



IUative to the &nand, the v o l m  of literacy servioes in the l a t t e r  
bpact areas can be ansidered 3 - t i a l n .  'Ihe impact evaluation 
dmummted tha t  43% of adult men wd3a of adultwanen i n  the'program 
area are still i l l i te ra te .  Qds suggests a total populatim of about 12,700 
adults who need this s e ~ o e .  AIP for 1986/87 mly  lists 1,178 bene- 
ficiaries of literacy a ~ t i d t i ~ t  or about 1 adult art of every 11. Because 
abandannent s t a t i s t i c s  are not kept, the mal inpact-i.e., hcrw m y  %-dults 
who attend literacy classes actually learn W read and write-is pmbably 
fa r  less. 

3. Qlildren and Y a u a  Activities 

T ~ E  velum of a c t i ~ t i e s  of a general n a w ,  directed a t  dildxen and 
youth, were rather m&st. Ih'ey include (1) t.-ducational excursions--3 
(in San Ale jo mly)  involving 270 children; (2) sports t r x u n m t s - - 3  
involving 1,200 &ildmn; (3) cultural ccntests-6 involving 4 1  schools 
and 1,003 cfiildren (San Ale jo cmly) , and (4) celebratian of Children's 
Say., wbich involved 30 s&ools and 3,382 chi- (San Alejo arly). It  
'will be .xeadily seen that the .&me.:activities weze not. -24 within 
the SCF program inpact axeas. 

Ihe evaluators decline to pass judgemnt an the inportance of such acti.vi- 
t i e s  r se in  stimulating youth education. We do feel, haJever, that  they 
~ I X  a b ~ t  amplimn- (and therefore of laver priority) when cpnpared 
to activities s u b  as school amstructim, s-1 repairs, creation of 
tea&ing materials , and oontracting of tea&ers. 

4. Greater Acess to ~ d u ~ a t i o h l  

ICiFle still fragmn-, the inpact data mllected by SCF persannel and cun- 
d t y  volunteers indicate that pmgram activit ies hue definitely had a 
-title inpact h rinprw;ing access ;to'edwtfian- Inhpact Area #l, the 
peroentage of school-age crlildren in school has g r r x l ~ n  fzun 58.1% to 62.1%. 
In Impact Area #4, the peroentage of girls in  school has risen fran 57% 
to 59.9% for girls, and fran 49% to 54.9% for boys. 

Aeczording to available docuntntatim, the area of \rocaticnal education 
is virtually unttxdx?dhy SCF. .In 1986b87 culy  me w c a t i d  mrkshop 

-.YBS .- ,.- 
. . 20's-t~) inr.San .Ale  jo; -12 had been program 

-I&. The other impact areas prograrmed no vocatianal eduatian activities. 
T ~ E  two subjects that  rural people wxdd mt like t o  stu3y i n  tloc~itional 
education are sewing and tailoring (for umm) and carpentry (for m) . 
In third place is literacy training. While mered by mo-r type of 
educatiandl activity, it is  neth he less mrth exploring haw wcational 
educatian could be axrbined with literacy training to  create a paerful 
additicrrnl incm+iae ,&rr: artendence. 



6. Unit m t s  

Ime mst per family of educatimal s e ~ o e s  is estimated at 11109.23 
(W21.85) per par (see bmc D) . (If this anxat, fZ59.65 (E$U. 93) 

to S(3F re~ouroeS, e44.19 (USS8.84) to ccmMlity re~our~es, 
and a . 3 9  (tsS1.08) to " o h r "  oourses. A t  56109.23, Health Sectar 
send- are the next least mst activity of the SCF program, afMr 
those of the Health Sector. 

7. General Achievermts of the Education Sector 

-!he Educatim has achieved signif icant  inpro\lement in the quality 
and quality of its ajirplians w i t h  programed targets listed in 
the AIP (canpare AII? 1985/6 and 1986/7. 

-SCF has entered an inportant new @wise: supporking qualitative 
inpmvemmts in educatim-via curimlun reform and general 
youth activities-that go beyond the quantitative targets of 
school canstructicn and repair. 

-ALthough in i t i a l ly  an unprogramred activity, the New School 
Program has enjcryed solid s~~cpss  and is now being expanded to  
other impact areas. 

-BE Accelerab~d School for  Adults in Ilcbasco has achieved a 
inpressive integratim of volunteers and s-ts; it has also 
i nkgra ted  New School oonoepts into its curriculum. 

-SCF1s literacy training ac t iv i t i e s  have had a major inpact m 
kaikrship preparatim throughout the program, for many of the 
first literacy teachers have rwx~ gone on to ass- volunteer 
p i t i c n s  in other sectors, and s o  too with many of their students. 

-Ihe EIhrcation Sector has tkmnstrated reasonably high axpliance 
with its physicdl targets. 

8. Deficiencies of the Education Sector 

-There is a lack of standardizatim in indicators of Educaticn 
S w r  activi t ies be- axea offices. Inportant indicators 
for measuring the quality of educational services have been ig- 
nored--for example, desertion rate, repeat rate, etc. 

+re is  considerable variation between area off ices  in the 
n&r of activities programred. For exanple , Ilcbasco rneasured 
a i l y  I2 activities in 1986/7, while San Alejo y El  Sauce =red 
21 activities or  indicators. 



Education Sector (oontinued) 

-Field supenrisian has been mre frequent in the ~ducaticm sector 
thaDlinotfiers,rmd.theadPisarhasmadeanefforttDreaehtk 
W t y  level; ncnetheless, supervisory visits display an im 
provisatianal quality, ladcing clarity in objectives, actions tn 
met objectives, and specific results or next steps to be taken. 

-Given the rapid grwth of New Sdwols, there are ncrw 45 of them, 
all requiring rather extensive supemision in  their start-up 
phase, not to m t i m  technical assistance and trsining. Current 
staff - are insufficient to -1y these inputs. 

-Many literacy instructors were noted to  have excessively lm levels 
of formdl education (2-3 years), which is a d i s a d m n m  in stem 
ing desertion and/or effectively performing the literacy training 
job. 

-Literacy circles reflect exkremly lw target levels* relative to 
 acute-dforthisservioe~nxlgwdlnenandwa~en. 

d registry of pexsons*wfro hatse graduated fran Zitxxacy training 
&es not yet exist. It would be invaluable to masure program 
effectiveness, to identify new m t y  leaders, etc. 

-The key words (palabras generadoras) nethod lacks support material 
from the different program sectors. Here is perfiaps one of the 
greatest apporhtnities for inte~sectnral -ration . 

4%e leaikrship training program of l 5 ~  Health Sector needs to  be 
amsolidated extensively w i t h  didactic materials, hstructives in 
different subjects , teacher guides, etc. 

EE-CN: Performnce indicatcrrs should go beyond n u h r  of partici- 
833 pants to masure qualitatim results of education activi- 

ties, e.g. no. of literacy circle graduates (able to read 
and w r i t e )  . 

IEaMENXQICN: The Education Sector needs to ooordinate w i t h  all other 
Y34 progzam secixm to.&cit uontributkns of key words .and 

=-ON: A supervisim visit instrummt should be desigmd which 
#35 clarifies objectives of the visit, technical aspects and 

recarmendaticms, and next steps to be taken. 



-a: Ihe Nay S&ml Pmgram requires a naticnal-level achrkior 
Y36 who w i l l  supenrise and provide technicdl assistance to it 

M a full-& basis. 

le-ATI.a: Targets for  literacy drcles need &be doubled and tripled. 
# 37 ATP -ts should clearly specify CLPnulative results, indi- 

cating exis* circles/beneficiaries versus - new circles 
organized. 

WWMENDATICN: lb lcwer the literacy b e r t h  rate, it is  suggested that 
#38 the board of directors of each circle contact desertom 

to enmurage their reinaxporation to the prooess. 

R E V O N :  A re&- of l i t e r a q  graduates is needed. It should specify 
#39 
- 

(1) graduztitxl date, (2) of teacher, (3) locatian of the 
circle, and (4) names of graduates. 

RE-CN: A s M y  should 5e amacted to identify the training needs 
#a of w t y  leaders. w e d  m this study, S(T should pre- 

pare a systematic training curr iculum to met those needs, 
and reinforced by specialized didactic materials (instruc- 
ti- crmpes - inas, ek . )  

FE-ATTCN: A t  least  me  or more qualitative indicators need t o  be de- 
signed t o  masure the progress of assisted cummities almg . 
the self-developrent path, The C-B-A typo1ogy may ke useful 
to this effort. Annually SF should be able to identify hcu 
many -ties are a t  each stage. 

1. CDTA Efficiency 

93e WTAs have been organized (there are three of them), but vew l i t t l e  
eise caq be reported about them in brms  of positive acfflrplishmslts. It 
was f& by the waluatiol that the (Ifips are m t i n g  many practices 
inwrrectly ; these apply to planting distances, fer t i l izat im,  disease 
cmtxol , weed control, and others. 'Ihese oenters require extensive technicdl 
orientatim in ampspecific technology, but they a k a  need equal guidance 
i n  management tasks. They have yet to institute cost controls, measuremnt 
of ylbelds and in-, or  attenpt b be- self-financing through the sale 
of their am production. As presently st- and inplanslted, the WAS 
are not ncxcr nor ever w i l l  support the production cbjectiws of tk OPG. ' 



-re ipre a variety of strategies for making the Q[fiAs self-sufficient. 
lhey range fran least-participative to met-participative. A t  the first 
urtrenre, SCF oould sinply rent each p q e r t y  .to one or mre f m r s  at 
the prevailing market rate per manzana o r  kctare. prooeeds fran such 
rentals would then be used to finanoe tectanical traininq events i n  the 
participating ammities. Secmd, SCF mild operate a properties as 
-a1 ven'tures, h i h g  amanagerw supenrise -oars? net prrr 

fmnthesa l ewou ld 'be~ to ' f inanoe tedmka l  t t a h h g c m n t s  
w i t h  oamamities. Neither of the first tklo options necessarily oantenplate 
use of the praperties thenselves as a .technology &nunstratian oenbr,  
rather as a s-le *generating activity. 

A third option would be to p a r d  properties out into aonvenient units 
(manzana, hectare, or fraction thereof. SCF would then entertain "bids" 
submitted from a d j a ~ n t  villages (as a collective activity) o r  individual 
farnrers. In essence, & bid wuld be n prcposal fran the offemr des- 
&g (1) h w  the cmp lot kRuld.be ased ~(crcp mix, etc.), 2 errpected 
cost, (3) expected yields, and (4) expecbd incure. Offerors w i t h  the mst 
innwative o r  economically prunising projects would be approved to  lease 
crop lots.  A special ward wuld be given the fanner o r  oarunaLity which 

up with the most profitable enterprise per crclp--e.g, the best corn 
yield, the best bean yield, the best f r u i t  c r q ,  etc. Offerors wuld be 
respcnsible for fully doammting all their costs , yields, and inme. 

A fourth option U d  be to run option three, but make SCF a parter in 
the enterprise. I n  other words, of the prcposals selected by bid, SCF 
would entEr in to  a share cmp arrangerrent w i t h  each offerer. Fbr any 
given plot  the partners would s p l i t  the costs and s p l i t  the in- from 
sale of barvest. 

3. Diversification 

Most of SCF's effor ts  i n  farm diversificaticn have been in the area of 
animal husbandry, not crcps. ?he principal livestock projects include 
milkgoats, rabbits, and beekeeping a lmg w i t h  varietal w a d i n g  of pigs, 
cattle, and &idens. Possibilities for further diversification in non- 
traditional e s  include d o t e ,  oregano, okra, nraranon, l o m a ,  pine- 
apple, .and -. But pf=iOr to tb in- offsuch uups ,  ea& 
will require a study of its market potential. 



Pmduction sector (oantinwd) 

4. Microenterprise 

TO date ldrtually a l l  micro-enterprise hvistrnents financed by acmmrnity 
banks have been in (a) basic grains, (b) small livestock, or (c) amnercial' 
d v i t i e s  . It has been dlocrmMted that the least profitable, highest risk, 
and longest pay-off inmstment for b o r m x e r s s  amunity banks is is 
spend their loan on the family milpa (subsistence plot). Xnvariably, sueh 
int~stmnts~madebym.Whenwomn5orratfrantkmmitybaPlk~ 
h-r, IAey are mst likely to invest i n  &.idem and pigs. Such in- 
vesimmts mature mre quickly, are less risky, and can be axveniently 
~~naged by the housewife wi*out leaving her horn. A few bo- have 
i n c ~ a s e d  the value added of their produr=tion by butchering the pigs 
or lpultry (destase) prior to sale. 

H a J e t R r ,  the fastest eoonomic return, least risk, and nost profitable 
operatians financed to date w i t h  microenterprise loans fran cumunity 
banks have been ammrcial activities. %ese include (1) buying and selling 
vegetables, (2) buyi~g/selling f r u i t ,  (3) mJdng and selling clothes , 
(4) buying/selling baskets and mats, (5) making and selling baked goods, 
tortillas, pupusas, etc. 

Unit Costs and Yields 

CDn: xeoord-keeping m crap yields and incane is virtually non-existent. 
SCF collectian of inpact data is supposed to a m r  am, bean, and rrraiciUo 
yields, but it was not yet available a t  the time of the evaluation. &liable 
donrmentatim of aosts , yields, and inam for principal crop enterprises 
inpacted by the SCF program is an enomus W k ,  one w e l l  beyond the scope 
of the present evaluatioa. Such d~cunentatian nust wait the creation-- 
carefully and systenratically--of farm record-keeping systens. Rural De- 
velapnent Services Inc. has extensive field experience &signing and tea&- 
ing fam remrd-keeping systefis to peasants. 'Ihe firm has even designed 
visual remrd-keeping foxmats which would allav i l l i terate  farmers to keep 
su& reaxds. Once i n  p l a ~ ,  such information system can -rate remark- 
ably detailed and reliable data at virtually no cost. F m r  acceptance of 
such systens tends to be enthusiastic. 

Inpact In- of New C x u p  

There is no informtion currently available in the SCF program, nor in  
the inpact survey aon-d for this evaluation, t o  answer this questim. 
Given the severe drought ccnditias that have effected agriculture in E l  
SalMdor in the l a s t  two years, CQIJ3ined w i t h  the la& of dirsction and 
effectiveness of the Production Sector w i t h i n  the SCF program, it is hi@ly 
likely that the program has had no piti= in- inpact ar participating 
fennilies. In any event, even i f  a pcsitive inpact occurred, it sinply can 
not be dxurented given the information available to the SCF program a t  
this time. 



!Jh total unit c o s t .  per family of Agricultural Sector activities are esti- 
mated at g296.37 (Ulij59-27) .per . lhis estimate qpfsus be unusually 
high. It is three t i n s  higher dF an the unit cost of health sewices and 
alnost three times higher than education servioes. Given the inferlor p e r  
f o m o e  and target aonplianoe of the Productian Sector relative to the 
other two, not to mtion its inability to measure final results, one 
might axlclude that the program investment in  production sector semias 
is highly axt-ineffective . 
Wlen the unit  oost -.is brdm daJn we find that e y  j27S.90 (CLSSIS.18) 
or  26% of the g296.37 oost per family aorrespmds to SCF resauroes. H w e v e r ,  
a huge 16220.47 (74%) of ^ t  total oost per famil oorrespcnds to resource 
contributions by participating cammities. F d -re, thmgh June 1987 
the (3armerce and Industry Sector constituted a'sub-sector .of the Production 

I 'sector. W d t y  banks'a.16 account for 21% of SCF expendit- and 4% of 
cunmmity resource contributions (see p 051) . 

8. General Achieverrents of the Production Sector 

cSCF hrrs W a e d  an estimaw 90 solidary credit groups, bene- 
f i t t ing an estimated 650 faxmrs. 

-The organizatim of the hbltiple Sendoes Agricultural Coopera- 
t ive of E l  Sauce is an inportant achievmmt. In less than a 
year it has gained 216 rmbrs and a credit line from the Agri- 
cultural Bank of $893,220 (U5$178,644) . 

-Warren have been inmrporated into the productive sector via 
such activities as f w l ,  pigs, goats, rabbits, h m  gardens, 
and bakeries. 

-1U. silos for. .basic grain have been irrstalled. T b s e  
axe very inpartant to assisting rural families manage both their  
subsismce stocks and marketable surpluses of basic grains. 

-&forestation and soi l  cmservatim activities have begun in all 
three inpact areas. 

-The inpact areas of E l  Sauce and San Alejo have worked very hard 
in animal sanitation and vaccination activities. In the f o m r  
area, neaxly 5,CW animals lme been vaccinated. In San Alejo, 
7,UD head of catt&, 1*aD0 pigs, aad over l0,OOO -1 have been 
vaccinated. 



9. Deficiencies of the Producticn Sector 

-The QYrAs are not enplaying correct crop cultivation practioes 
in  m y  areas including planting distanaes, fertilization, fumi- 
gation, weed control, etc. In general, the CDl!As have not been 

'expcsed to sufficient and mistrent technical guihoe fmn 
SCF. 

Jlhe WPAs are not using oost o~trols,  and have mt developed 
f a n  rnanagt,mt information systems to measure mets, yields, 
in- , or market sales. 

-!Ihe CMlAs have not b e a m  financially self-sufficient, whi& 
was the original objective. 

-?he planning of c r q  enterprises by the rn is tkficient. 
!Ilkre does not exist d clarity axmrning the production 
potentials of neighboring acmnorities. 

-The do not errploy aanparison plots, and there is lacking 
a strabgy for replication of prwven results. %is has not yet 
beme crit ical ,  however, because the CDTAs have yet to generate 
any replicable technology, or the data to document what is or 
is not pornt ia l ly  replicable. 

-Technical assistance tn the Productim Sector by the fKaT has 
k e n  seriously deficient at  the CDTA and camunity levels. 
The post of Pmducticn Sector advisor has pne  vacant for s ix  
nollths. 

-Production Sector activities have genera- very l i t t l e  crap 
diversificatian, particularly in San Alejo and Il&asco. 

-Virtually nothing has i n  the inportant technical 
area of d e t i n g .  Witbut this m t r  all yield-increasing 
reQDrmMdatians are potentially dangerous, and oe-y pre- 
mature. 

-JIhe evaluation was unable to -t use of aertified seed. 
Use of criollo varieties is causing seed rwersion. Pxuven 
v a r i e t i m r n  and d c i l l o  (m 31 and =A M=3B)--both 
adapted to dry cxmditions-have not been introdwed. 

-Targets for so i l  oansenmticn and reforestatim are very law 
to begin with, and ccmplianae c d y  24% of targets. For lack of 
adequate technical assistanae, tree nurseries are M n g  pruroted 
at the m g  t ire of year. 



Pmducticn Sector (mntirnued) 

-WatM have mt been Sufficiently incorporated. into Production 
sector ktivities in El S w .  

-2he swine breeding program in E l  S a m  is deficient in that 
it is f i r s t  necessary to upgrade the bxeed of the saws. 

-In both E l  Sauoe and San Ale jo, inadequate attention has been 
given to upgrading cattle b&. 

l0. lmmendatims (h priorfty arder) 

In support of an e f f e d v e  inpkmta t ion  plan for the - -8 a study srvniLd be mducted of the production po- 
tential of assisted oemrarnities in each inpact area. Such 
a study amld be rmdertaken by Productim Sector volunteers 
with the support of SCF specialists and the natiaml athrisor, 
i f  orwfienhired. m p u r p a s e o f  theskrdywouldbetoidm- 
:tify thme .crops and p r a c t i ~ s  nost suitable to  each icrpact 
area, &-at tbeCIIIIA.. . . 

lREu3MmWIm: In all trials at the CDTA, it is urgent to inplement that -- fam mnagement record-keeping be anducted to accurately 
masure msts  , yields, and in-. S c m  suggesw foxnats 
for those amtrols are :included in Annex E. 

m-CN: In the planning of cmp tridls at the mAs it is neaessaxy 
W44 to enphasize crops of demmtrable profitability, and which 

w i l l  also allw the mAs to self-financing. 'Ihis 
means sare, i f  not all crops, should be planted on as close 
to oarmercial scale as possible. 

~ : ~ ~ ~ ~ l P g e d ~ ~ t h € ! ~ s e I f - s u f f i c i e n e y ~ a l s  
P45 suggested an page 44. Any one of these cptions could be 

tested m a portion of CMIA pmperty and then, i f  S U - S S ~ ~ ~ ,  
extendedtotheentirearea. 

=-ON: !tb be effective replicators of technology, Pmducticn Sector 
#46 volunteers must participate in all stages of its develaprtrent 

to fully understand and explain its rationale. 'Ihis includes 
(1) .the .s+lldY of local w a n  potentials , (2) choice and 

*:.phming D f  -C trap projects, (3) systematic part ic ips  
tian in  land preparaticn, planting, cultivation, and hamest- 
ing stages, (4) mplete c r q  -keeping, and (5) wig 
of a replication strategy. 

w a e n  in ~1 Sauce should be o f f e d  mm -ties to par 
P47 ticipate in commrrnity banks, microenterprises, and hane gardens. 

!Be hcme gardening p m t i a n  should be coordinated closely 
39Y? Health sector. 



Production Sector (cmtinued) 

I E ~ X M W D ~ I O N :  It is f i r s t  neoessary in inprove the breeds of saws befom 
148 amtinuing w i t h  the swine breeding program in E l  Sauoe . 

-(TJ: In amsidering non-traditional crops for trial at the mAs, 
149 the follcwing are worth attention: acfiiote, oxegano, maranan, 

&r&mt pina, vegetables i n  general, and soybeans. W poten- 
tial crops should have a marketing study cmpleted an them. 

In inprovlng the b&g program for milk attle, it is 
(50 s u w t e d  that criollo cattle be first crossed with brahmm, 

then that cross w i t h  holstein. Ebr beef catt le ,  the seq.mce 
should be cr iol lo  with brahman, and that cross bred an- 
againwith-. 

me participatim of wmen i n  oarmrmity banks has rww reacfied 39% of thei r  
total mnbership. !hir  parkicipaticm is highest i n  El Sauce w i t h  63% fe- 
male marbership. O\lerall participation is 1-t i n  San Alejo at  33%; hw- 
ever, three of the 11 oamrrnity banks (Piedra GO&, Agua F'ria, and Crucil- 
l a l  ha= 100% fenrdle m b r s h i p .  In Ilobasao female participation re- 
37%. 

It is anticipated that  female participation i n  the mmmi ty  banking program . 
w i l l  mntinue to incmase. As m t i d  previously (p.45), warn tend to 
use their loans for mre profitable investments than m. While mn a h m t  
invariably invest i n  the milpa> wanm engage i n  fas t  -r invesfmnts. 
By reducing loan repayment pen& from me year to a r ~ y  six mths (which 
is too s h o e  for agricultural cycle investment in rrost,cases), SCr can make 
sure t ha t  the mjori ty  of mailable loan resouroes w i l l  f a l l  into the hands 
of wmm. Gradually, the anmunity banking program a x l d ,  and we believe 
should evolve, into a womn's banking system. 

Of the 256 families who were ianriekFed for the impact Wdluatim, 108 
(42%) belonged t o  a amun i ty  bank. Of these, 80 families or 78% held the 
winion that  their  household had been benefitted by the bank. Principal 
m r t e d  uses =re pigs a m ~ r a e ,  and m a s e  of inputs. 

In the Fcbruary study, mmmity  bank evaluators Hatch and P a l l a  docu- 
mted ten inves-t profiles. These provide a repxesentative sanple of 
results, so they are pnsented belm: 

-Mario Hernandez, used a $60 loan to purchase pigs, mde a 
profi t  of $47 equal to 23.5 days of errploynrent. 

+aria Milagro used $40 for buying and sel l ing vegetables , 
made a net prof i t  in four mths of $106.40, equal to 53 days 
of enp lopn t .  



-Maria Zhparo Cruz invested $40 in f ru i t  trading, earned net incam? 
of $89 in four nonths equal to 44.4 days of errplqmmt. 

Juana Beltran took $40 in loan and started a tortilla business 
w h i & d l a s  kr a daily net ~irurrae.of ,$1.,80 far s;tr hauls of 
wo&. 

-Victorina Chavez, who began with $40 of credit, parlayed her 
imestrnent into a sewing and clothing business that earns her 
about $246 per ma. 

-Josefa Garcia, a w i d m ,  used a $40 loan to  start trading i n  baskets 
and wts. She now nets about $3-4 per day* 

-Pean> Salvadar invested $72 of credit in his milpa, but barely 
managed to earn a net  inoatre of $20 (equal to 10 days of enploy- 
mt) over a s ix nunth period. 

-Angelit0 Flores used his $40 loan to start a business of butcher 
ing pigs. In four mths he cleared $92.83, equal to 46.5 days 
of emplqm?nt. 

-Alfredo -it= makes rooftiles behind his hause in two batches 
per week totalling 1,- tiles. Each batch earns him a net  inam 
of $50. H e  paid off his f i r s t  village bank loan of $40 with the 
profits of his f i r s t  batch. 

m e  exanples do not.include m r  savings, whi& is g r a h g  'at a rate 
of about 20% of the loan portfolio each lending cycle. W t  of the born-  
ers reinvest most of their profits to expand their business or  evolve into 
a mre profitable me. ~ u t  m y  report inp-ts in  the family diet, 
b e  inprovemnts, school uniform5 and supplies for their d l d r e n .  Most 
inportant, the greatest benefit of the lams is the dramatic cfiange i n  the 
self-image o f b ~ r r a w e r ~ .   any n a ~  unsrstand that poverty i s  no l a g e r  
inevitable, that  by simply saving and using gradually increasing amamts of 
csedit, they can ra-t themselws out of poverty. 

Ihe totdl loan portfolio of camunity banks in tbe three inpact areas is 
estimated a t  fl!133,388 (=$26,078) . In E l  Sauce, the portfolio 8xmunts to 
fZ23,250 (=$4,650) distributed ammy fwr banks cad 93 borr~rers. In addi- 
tiai to the cJDmrprmity banks, there IS the nultiple senices agricultural 
cuperative with 216 e r s  and a loan portfolio (credit line) of 11893,220 
(US$178;644) . .lir San Alejo, ,11 camrPrity*banks and 223 members share a loan 



Industry and -roe (aontinued) 

portfolio of 5644,138 (US$8,828). I n  Ilabasoo, the estimated loan portfolio 
stands at f263,W (US$12,600) , distributed aver eight ccmr~rnity banks and 
333 makers. The delinquency rate for  the program overall is currently esti- 
mated a t  about 158, which is remarkably lcw crnsidering b w  l i t t le techni- 
cal assistanae and s ~ r v i s i a n  this program has xedved. 

For the read, SCF' s largest cemmPrity bank program is outside t h e  scope 
of ~ evaluatim-in fnpact Area #2. mat regiar boasts 18 oomMlity 
banks with a d i n e d  mrbrship of 478 borxwers. Ihe portfolio is estinrated 
at Cll6,500 (U5$23,3OO) . 

4. Unit w t s  

Until June 1987, the Industry and Oarrmerce Sectar was included i n  the 
Production Sector. A total of !l120,000 (US$ 24,000) . ww budgeted in SCF 
rpsources.for .-ty banks, and another f266,320 (US$13,264) was t o  
be mobilized i n  c d t y  ksourues. Unfortunately, because of the sub- 
sector nature of the activity, financial oarpliance was not documnted 
but rather included in that of the ProZtuction Sector. 'Ihe l a t t e r  achieved 
a ccnpliance of 84% financial oonplianoe w i t h  its SCF budget and 97% w i t h  
its ammity resouroes budget. Assuming those same percentages held fo r  
the sub-sector of Industry and -roer we wuld  be able to estimate a 
unit oost for  cOmnnrity banking of 16257 (~~$51:40)' per family. 

Sa? &sources 
-P- in AIP 86/87 
-spent 
-0mpliance 
-Estimated borrrx~ers (families) 
-Unit oost per family 

ckmmlity ~ C P C  
-Pmmrmed  i n  AIP 86/87 

-Unit mst per family 

It should be -red that virtually dl1 of the unit cost of mmmity 
banks represents capitdlizaticn of revolving loan funds that  rotate end- 
lessly in t h e  ummities.  This is a very different cost i t e m  than t h a e  
incurred by the other sectors, whi& are ane-tine expenditures tha t  w i l l  
never be recavered. 



-IChe aamunity bank oonoept enjoys -iderable sqprt a m g  
beneficiaries, and 75% of those wfro participate in them believe 
they huve benefitted their families. 

-Despite ina'dequa* tedurical assistanoe, training, and supenri- 
sim to this sector, loan zepaynents are running at least 85% 
in all inpact areas. 

-Several ummity banks haw been wy surrpnsful md now seme 
as p n x e t h t s  for other banks tro follw. Exanples include Bara- 
.-ha=, .-, y .-a 

-The Multiple Senrioes Agricul- Coqerative of E l  Sauce has 
been wry successful to dab, having achieved 216 rrerrJsers and 
a credit l i n e  of @893,220 (USS178, 644) w i t h i n  its f i x s t  year of 
operatians. 

-ty bakeries and I$E pottery Qnter in Inpact Area #4 
shaw great potential; also pranising is the factory of ceramic 
stoves in  Inpact Area #3. 

6.  Deficiencies of the Industry and Cmmroe Sector 

- ,  m t y  baoks, O y  in Inpack #3, have not 
d v e d  fmds .te, e t e  tbdr hrrsic equipmeht: file cahkat, 
calculator, stapler, etc . 

-Despite the reoomtlenchtions of the Hatch-Padilla evdLuation, 
mst of the oamunity banks have not cenpleted their missing 
doam%tatim. Gaps inclub (1) no dab? an loan amtract, (2) 
n W r  of h r ' s  aedula, (3) lack of rnentim of loan size IMde 
to m r ~ t  (4) l a m r c r r p t e r ' s  signature, (5) &sing appm 
vals by credit amnittee. 

+70 bank yet has a set of bylaws to guide its activities. Bone 
has an acoounting mual to guide its txeasurer. No standard- 
ized accounting systrem has yet been created, nor standardized 
credit oantrol fonnats. 



Industry and Oamr!rze M r  (aontinued) 

Ihe leaders of the mmmity banks, particularly the treasurers, 
have received insufficient training to n r a ~ g e  their entities 
effectively . 

-Existing accounting and bookkeeping formats m inadequate and 
, poorly-designed. Most of the single-entq books currently managed 
are not up-to-date. 

-!&st of what amunity banks call "interest" really ~ t ~ u n t s  to 
foroed capitalization. It is wry inportant t;o distinguish be- 
b#een credit oxts and m&er savings. - again, the reammda- 
tiom of the Hatzh-Padilla evaluation regarding savings pmmticn 
have not been witkly inplanented. -- banks have lost their dynamism because oollectians and savings 
p m t s  are arly made a t  intenmls of 6-12 mths. TO restore 
-&&ism, it is essential that mrtizati.cn and savings paym?nts 
be encouraged cn at least  a m t h l y  basis, and even better on a 
weekly basis. 

Including Inpact Area #2, there axe already 4 1  oemmrnity 
#51 banks organized by SCF in E l  Salvador, with the prospect 

of further rapid grawth likely. This situation justifies 
that a natimal &sor be cmtracted t o  supenrise this 
Program* 

=-ON: A&d&trative proaedures , bookkeeping formats, &ls for 
152 bylaws and minutes of neetings, loan controls, savings 

proceedures and passbooks--all these itans need to be de- 
velm, standardiaed, and explained via sinple manuals 
and periodic training of trasurers. A ready source of tech- 
nical assistance for this process is the oamunity bank 
program of Oosta Ria. 

IEaMENDATICN: 3b better indue that ammity banks get their working 
t53 capital into the hands of wuren, loan xepaymnt periods 

s h d  be be& from cine year to six nun& and even 
better four nonths. 'Ibis w i l l  discoutage use of loans for 
agricultural .purposes (which are the mst risky, least 
profitable, and longest to generate in-) , and instead 
create incentives for rapid tum-over investments in  l i v e  
stodc and mmercial activities (whi& are cmclusively 
thmstrated to be less risky and nore profitable). 

-ON: SCF i s  strongly urged to p m t e  an installment paynent 
#54 system based cn mtf i ly ,  and i f  possible weekly paynrents. 

% paynrent should include (1) capital, (2) interest, and 
f savings. Fbr e-le, a $250 loan a t  2% interest per mth 

and 23% savin~ would require-for a s i m n t h  repa-t 
period (26 .weeks) --a weekly paymnt of p112.65 (169.60 for 
capital, $9.15 for interest, and $1.90 for savings . 



Industry and Oarmeroe (oontinwl) 

EE-CN: SCF should hire an expert to  oaduct a marketing feasibility 
P55 study for pottery projects finanoed by lhe axmmity banks 

f ar other miaoenterprisr? credit. 

EECUM3nXEON: The a q e r a t i v e  -Pa) in E l  Sa- needs the part-time 
156 s e r v i ~ s  of an aoc~untant to train We treasurer and help 

get their c~coo~ting m r d s  up to data SCF is urged to . 
pay the aost of the e c m t a n t  for the f i r s t  three mths 
w i t h  the m&rstanding that the cxrq? w i l l  take over this 
reqmsib i l i ty  areafter. 

1. Training to Treasurers 

As mentioned in a variety of p rev im sections, Sm training of treasurers 
has been deficient. The quarterly reports of the program, as w e l l  ak inter- 
~ v i 9 w s w i t f i S C F p e r s ~ a n d ~ t y . t r e ~ i n d i o a t e ~ ~ ~ s -  
trative azea of activity has been badly neglectred. Further exaggerating 
the problem is the fact  that there is a severe scarcity of guidanae m- 

i &rials in  accounting and bookkeeping proQdures to provide treasurers w i t h  
reference material. Gim this lack of tpdmical support, it is nearly 
miraculous that  camunity treasurers have kept any records at all, or i n  
sorne cases--like the CarpintpmEl Sauce potable water praject-have actually 
&me a fairly good jab of bookkeeping. F'inally, given the rapid expansion 
of the cumunity banking program, it becanes absolutely critical that  the 
training of treasurers be ma& a high priority in all inpact areas. 

2. W t r a t i v e  Coordinators 

I n ~ d e o e n t r d l i z e d p r o g r a m ~ t f i a t o f ~ ~ ~ , ~ . ~ r o l e o f t h e ~ t r a t i v e  
mxdh&r is YiM. !Ihe title a ~ ~ p ~ l y ~ ~ ~  the oen- 
tral functim of in&~sectoral ooordination, but in practioe the positim 
is really tha t  of a regional disctor w i t h  functions of ooordinaticm, super 
vis im,  evaluation, planning, and inter-institutimal liaison. In other 
words, the! s t r ic t ly  a&his t ra t ive  xespansibility is often ovenhhd  by 
a flood of t ic  respa-sibilities. In a l l  three inpact areas the 
evaluatim was e to &xuxrent that  administrative anrdinators are close 
to hqcesibly wer-burdened with too m y  tasks, so that neither their  
a & i n i s t r ; r t i ~ ~  Carlb2.-erflnrPll . . tly .aar can iheir pr~granr 
aticautifs. 

IE-CN: It would seem appropriate for each administrative coordi- - nator to be supported by a true &nidstrator, i.e., me 
who specifically &Is w i t h  administrative tasks so that 
the  mordinator can focus rn program. The pmposed assist- 
ant should have an o f f i e  a d  f ield xespcmibility, the 
.latter 94 



'BE SCF program has created m y  apportunities for "enpmernentn of local 
leacbrs by assigning them pdmcy administrative mspcolsibility for t h e .  
projects and services that effect  them. Wle oamunity &asurers may 
-1 quite vulnerable because #ey are not yet sure what they am supposed 
to do and hCkJ to dD it, me the l e s s  they are very proud to have been 
assigned administrative tasks and f&l a strang sense of accountability 
.tD thei r  neighbors to oanduct these tasks correctly. 

H a e g  created this conbxt-which amstitutes the ultimate frontier for 
the CBIRD methodology-SCF has engaged in a practice tha t  could potentially 
neutralize all benefits of having oenoeeded administrative participaticm 
bo villagers. That practice is to &arge m y  axt i t e m  to cutmmity pro- 
jects (usually materials pu&ased by the inpact area office) without 
notifying the amunity treasurer of these dwrges. The result is to des- 
troy a l l  cansistency between project records kept by SCF, and those kept 
by ocmTunities. I f  the reoords a t  both levels are not intended to match, 
what is the purpose of the umnunity keeping records a t  a l l?  

4. General Mievemnts of the Adhninistrativle Sector 

+ran the level of the inpact area office up tc the internaticnal 
offioe in Wes-rt, SCF accounting information is excellent; all 
deficiencies exist between the inpact area office and the aarr 
numities . 

-SCF's information system is, relative to other p r i ~ t e  voluntary 
organizations, remrkably aonplete and quite detailed. me prrr 
gramning and budgeting p r o ~ s s  has been w e l l  integrated. 

-The evolution of the AIP docunent fran suarterlv to annual tar 
gets provides for  a better  ovenriew of program &tivities and 
their degree of oatplianae. What still needs develcprmt is to 
use cumulative targets that  measure progress from one year to 
the next. 

5. Deficiencies 

-Informtian fran the cr=armcmities to the *act  areas is flawed 
because (1) a-ting rewrds are not upt.rrdate, (2) amunity 
treasurers are p a x l y  trained, and (3) project charges made by 
the inpact area office are seldm oomrPaiated to camunity 
treasurers, thus causing inconsistencies between both sets of 
records. 

-It is not possible to s u p e d s e  the frequency, duratim, o r  
quality of camunity visits by SCF permme1 for lack of a 
visitation notebook kept by each cama;mity. 



. . 
Administrative Sector ( m ' h u e d )  

-.lfie lack of cummicati091 between Area #l and the Oentral 
. g f f iCJL .- ,t;be :cmatisa ..of...cu3e . ~ t ] i c n .  

-~&inistrative ooordinators are heavily overbur&&, especially 
w i t h  zeporthg tasks and clerical activit ies of questionable inr 
portance. 

-hcaining of oamamity ka&rs occupying positions in  the CDCs, 
d t y  banks, and spec ia l id  Oomnittees-particularly their 
. t x e a s ~ - i s  ldeficient. UllRnn h m d i a w y  m, #thiS - rould j e q ? a r d i z e ~ ~ . s l x m s s .  

I ~ E a 3 m r w m C N :  ~o alleviate staff tunw>ver, it is suggested that salary 
1158 bonuses or special allawanoes be paid to field staff work- 

ing in areas of greatest -3 ic t  and/or physical h-hip. 

q RE-CN: Cases have been found of cmmmity hadexs who belmg to the 
#S9 sam family. For emnple, a husbana and wife who serve as 

p-idlent and txeasurer of a aamdty bank. This kind of 
I mcentraticm of administrati= responsibility should be 

carefully avoided. In-, it is inportant that leadership 
positians be rotated w i t h  masonable frequency-pxeferably 
a c e  a year-to rtlaximiae the dlistributicm of leadership 
q?portunities throughout the Oampmity. 

IECDbMNUEICN: The memorandum of .Bland0 A g u i l a r ,  SCF adhninistrative 
. #60 manager, dated July 2, 1986 should be reviewed by the 

insd.tutian and i& recarmendations amsidered. - m e  relate 
to inportant proposed changes in financial, accounting, and 
zaninistratita system. 

-ATI(TJ: A short-wave radio system should b installed to  Link San 
i161 Salvador with the E l  Sam inpact area offioe. 

ECCWENDATI(TJ: To ease the 'ahinbtrative o#>rdinatorls clerical burdens, 
862 each deserves a full-tine secretary. Also, an administrative 

of f i e r  w i t h  office and field supervisim, training, 
follaw-up functions is W d  in ea& impact area. 

F E ~ ~ O N :  It is suggested that SCF appoint a program m g e r  

1 164 to administer exclusively the entire CPG 5194300 program. 



1. Project Proqress 

!Un? uuer2ill construction on tbe Carpintrero-El Sauce potable wa-r project 
is about 30% oorrpkted.', Ihe work cn the feeder saurae, begm i n  -r 
1985 and utilizing 116 wrk groups (estimated partidpatian: 1,160 persms) 
was q l e t e d  in May 1986. The first stage of the distributicn system-- 
an 8 Ian. s t r e t d ~ ,  from Carpintern to Rmta Aguja, will besin in -. 
aYts will be the m~st difficult section becam it lacks road access, and 
pi- will have to be carried by hand. Estimating 290 6-mter pipes, times 
8 men per pipe per day, will require 2,323 m-days just to get the nra- 
terials i n  place. 

Ihe se- stage of the distributian system-frun Punta Aguja to Btqdn, a 
10 km. stretch-is currently under oanstruction. Work began in June 1987. 
%e third stage is a 10 Ian. stretch fran Buquin to E l  Sauce i s  about 40% 
oempleted, with 4 h. of pipe laid and 2 lars. of ditch dug. Of the 12 
storage tanks, 9 have been oonple- and the raMining three are close to 
ampletion. 

Due to unforseen delays in start-up, whicfi were beyad project aontrol, 
the progrcurming was rescheduled. Un&r the rwised plan, storage tank cwr 
struction is slightly behind s-e (88%) but all other work fronts are 
slightly ahead of schedule. As of June 30, 1987 the accurmlated expendi- 
tues an the project cam to 161,012,011 (US$a02,402) , whicfi represents 15% 
of the total revised project budget of e6, 684,774 (US$l,336 I 955) . 

2. Oarmunity Organization and Participation 

lhis is a highly organized, hi*ly participatory project. It  is organized 
into regicnal ccmnit1-tx?es (CRAP) and amunity U D ,  whicfi in turn have 
organized 167 work grcup qresenting about 16m participants. In 1985/6 
these gr? i~ps  amtributed about 5,000 work days (3 per participant) , and 
in 1986/7 about 25,000 work days (15 participant). The value of the 
camunity resou1:ce mtributians was $60,000 in 1985/86, which represents 
58% of the SCF mntributicm and 30% of the total project budget. In 1986/7 
the amunity portion was ftZW,000, which represents 38% of t.he SCI" cmtri- 
buticn and 25% of total pmject cost. mtal ocmnrnity oontributions are 
projected to be $2,246,000 or 53% of the SCF mtribution and 34% of total 
project mst. lhw, aamunity oantributicrrs appear to be close to project- 
ians. 

Of .the 63 families inwewed by the krpact d u a t i o n  in the El Sauce 
area, 89% said they had participated in the project-a remarkably high 
&gree of participation. Of -e, 77% aentributed labor and 21% cash. Of 
the families i n e e w e d ,  84% are happy with the perfo~mance of their work 
grcup and 87% are happy w i t h  quality of the project to date. 908 said 
they had been visited by their .water premptert and of these 82% said they 
are visited every 1-2 weeks. evaluators found that the regicnal oonr 
mit- treasures truly do manage project bodrkeeping ; as one leader said 
proudly, "1 have mster&hy three aof lwms. " 



4%- 

Potable Wa- Sector (cmtinWI) 

3. Btivaticm of Perscnnel an8 Beneficiaries 

mile t b e r e . 4 ! f x l s t : ~ a r r ~ , ~ , d i f H r ? l r l t i e s . ~  pmmmel of SQ? 
and PIPINSBAR, the progress of the project has mt been hindered. 
enthusiasm of the project beneficiaries is not a r l y  high, but it ccntinues 
to grow. As project amstmctian advan-, the dreain cares ever closer to 
&ty. One resident of E l  Sauce put it this way: 'We can already feel 
the water oaning. 

4. unit OOst 

% estimated population of the regim to be benefitted by the project is 
12,121 inhabitants or about 2,424 families. !Ib date, the direct cost w i t h  
regard to SCF resources has been $2631,304, wfiicfi translates e52 (USSlO. 40) 
per beneficiary or a60 (IS$%) per family to be benefitted. When camunity 
rescue amtributiohls are i n c l a d ,  plus those of other -rating organi- 
zations, the total oxt c l h h  b (C1,012,011 (US$X)2,402) ox. $83 (USS16.60) 
per inhabitant or c417 (USS83.X) per family. The above applies cmly to direct 
costs. When indirect oosts are added, an additional $44 (USS8.90) per bene- 
ficiary ox e220 (E$44) :nust be 

5. General A&ievements of the Potable Water Sector 

-!the Carpintaro-El Sauce potable water project is the largest 
of its kind in E l  S a l ~ d o r  and Central Amrica. 

-Tk achiewmnt of having organized 31 camunities , 167 work 
groups, and 1,733 families for this project is remadcable. TIE 
project has unified two municipalities that have never anper* 
ted before. 

-By a design change that replaed metal pipes w i t h  WC pipes, 
scme USS178,UX i n  project .budget was saved. 

-A diligent and s u m s f u l  effort to train regional camittee 
treasurers in project bookkeeping was oondwted. 

* project has achieved an exloellent record for m.terials 
pmcuemmt and transport, hmring rrabilized 163 km. of pipes 
in s i x  nrrnths. 

-SW has maintained political. irrparcidlity i n  this vexy anflict- 
l v e  regian, eanzing the xespect Of bth  sides--guerillas and 
govermmt foroes--while avoiding a single incSht of damage 
to  W project. 



Potable WatEr Sector (continued) 

6. Deficiencies 
4 

-cummity oqanizat im to date has been based exclusivedy on 
the potable water project, neglecting oanscientizaticn for the 
past-project self-sustaining prooess . 

-An estinrated 308 of f3x? papllatim has not yet  participated in 
the project. 

-Fbr interpersmal and organizatiorral masons, difficult ies of 
anperation have been observed be- project personnel. 

- T k  Mysicdl advanoe of the project is behind schedule with re- 
gard to the aonpletim of three water stor- tanks. 

-!&st project personnel have not been familiarized w i t h  the 
overall project schedule and oenpliance &idlines. 

-Sane of the pmject's mst critical d e w s  have not been 
adequately planned, particularly those involving the 11 dis- 
tribution lines, and need t o  be upgraded to assure project 
oarpletim on s&edule. 

-The total project b a g e t  and the critical path managemnt prcr 
gram need to be formally apprwled so that val id doarmentation 
is  on f i l e .  

-Progress controls should list cunulatiw targets, not just  annual 
or stage targets. 

I 

-Project expaditures are lagging well behind the pragramned 
target. 

I hbre enphasis and mscientization of leaders is needed t o  
# 65 prepare them for the post-project maintenence stage, and 

to take admntage of existing organizationdl inkastnrclllre 
for other ccomPrmitry projects . 

RE-CN: The Wignation of ,mspadbilities be- the resist 
1166 engineer and ScF S d a n  is not clear and requires 

explici t  Qfinition to avoid unnecessary oanflicts at the 
Wrperscnal and project levels. 

-ON: Work crew l e e r s  and other coolstnlction personnel should 
#67 be given apies of the work plan, critical deadlines, and 

&r inpork t  m t s  so-they have an cy#cwae overview 
of the project and where they fit :in. 



Potable Water Sector (amthued) 

w ~ ) M ~ D A T I @ . I :  Progress mplianm should be measuredl w i t h  curmlative tar- 
1'68 ,,gets as well, mt just annual nr stage targets. is 

p r t i m l a r l y  true for financial wntrol f o m t s  (see belav) . 
IE-ATZ:~: ExpendFtu~w mda in the *act area office and charged to 

169 local project activity should be omMlicated imred.iately 
to aamramity treasuers so they tun update their am re- 
aords. 

m-ON: To fadlitzw rmeiatenq of CICOOIP1.w betmen camrrrmity 
#70 &treasurers and m. area office it is suggested that (1) 

c n e o f t h e t h r e e ~ ~ ~ t C R R P ~ b B d e s i ( p r a t e d a s  
the cmrdinator, who would cunnmicate charges made by 
the oentral office to camunity treasurers; and (2) the 
otrer two teeaswrm wuld cantinue to exactly what they 
do not, but would report to the treanuer-coordinator. Only 
the treasurer-cmrdinator would prepare the financial re 
port for SCF. 

3B-CN: %m a d d i t i d  mlmS a ~ e  reamm&d fbr tfie 
# 7 1  report; these would permit 9 e  .reporting of accunailated 

figures. A format for the change is included in m x  F) . 

1. (bntracting the Evaluatim 

Ihe preparation for the present evaluatim was flawed by the fact that it 
was contracted w i t h  very little lead t h ,  which in tun prevented the 
contractor fmn being f u l l y  briefed m the pmpcsed smpe.Qf work prior 
to admitting thek bid. :BY tek@me, ,the cantractor was given an ovenrierr 
of fhe kind of e m l u a t i ~ l ' ~  was seeking. A t  this t k  c ~ t r a l  -is 
was given to creating a participa- methodology which wuld actively in- 
volve project henefidaries plus mntMt suggesticns by SCF persamel. A 
proposal to neet these specificatim was suhitted by Rural Developrent 
Services which, with minor budge- reductia~s, was appmved by SCF, again 
by telephone. It was cnly after the R C ~  ansultanfs arrived kr E l  SalMdor 
that the team was presented w i t h  a fonml smpe-of-uork nrntaining 48 se- 
parate tasks (and within these many subtasks--see paws 3-6) that the con- 
tractor did not ham the ,,apporkmity ,to r a & w  mhaitting their bid. 
~ s ~ o f ~ ; i n f M 8 b a d ~ t a o t N n g t D 6 3 w i t h t k - Y - o f  
a participatory methodology. ?bus , in inplarenting its original pmposal 
(which was a-ted by SCF) and also m e t  the surprise sc~pe of wrk, the 
contractor was &ligated to amduct two separate evaluatians for the price 
of one. 

REOXMENMmCN: Planning for f u t w  evaluatim should be initiated with - at least tm, nenths .lead th. to allrv potential tm- 
~ t o m a & w b f i n a l a c w p e o f t a k b e f ~ p r e s e n t i n g  
their bids. 



21 B n f l i c t h g  W a l s  of the Evaluation 

(me addit ion of the 48-task scope of work, ccniddng questiars and issues 
predetermined by SCF and USAID, a>nstituted a t ~ b l l y  different aoFenue for 
the evaluation that amflicted directly w i t h  its participatory intent. In 
participatnry evaluation, project bmefidariee are given the apportunity 
to identify their iss- and questions, design their awn q u e s t i d r e ,  
oonduct the intenriws, and tabuZabe the xesults. HakEever, ihe USdllS/SCF 
soq# of work foreclosed this optim by s tmcturhg  the inquiry iri advance. 
Fbrthemre, the sheer velum of investigatory tasks, i f  inoorporated into 
a questiavlaire managed by beneficiaries, would have created an instamMt 
of unmanaqable length for these participants. 

RE-TTON: In tire futum, SCF and USAID axe stzmgly encouraged to  
#73 not mix an externally strucAxred evaluation with a partid- 

patory evalmtion mthodology. I f  both are desired, then 
t h y  need ' to be OOndllcted as separate evaluatian activities, 
perfomd on a sequential basis so  that the quality and focus 
given to each activity is not dilluted. 

3. Cumunity Self-Dwelapnent Versus D i r e c t  Provision of Services 

SCF' is plesently aonfron.t.g a dil- oamm to m y  other non-govemrtlental 
organizations. They start with a focused nrethodology-like =IF&-and are 
successful in gaining the trust of the beneficiaries. .Because of this band, 
participating ammities , to bcnbard the M;O with requests to further 
assist them in a mu& b-r n u b r  of prablem m a s .  Slcktly the NGO begins 
to a direct service to met health needs, a di-t serviae to met 
farming needs, a direct senrice to pxtiide help w i t h  credit and marketing, 
etcetera. The pravisicm of these specialized sewies gzeatly increases the 
NGO's program costs, because it must (1) aoquire specialized professimal 
staff ,  and (2) these expensive resour&s oanstitute a deepening investment 
i n  the sm amuni t i e s  and are not being spread across a ccinthually expand- 
ing benefic* population. It is precisely this dilamra that  has b m g h t  
to  the fore for m y  NQOs the whole issue of sustainable develcrprrent inter 
v e n t i ~ 1 ~ .  

A t  the present t h  SCF operaticns in E l  Salvador have be- 
with the organization attmpting to m y  more things than it can -kly 
sustain w i t h  required follaru-up. Seoandly, by placing so IKU& atphasis on 
masuring program impact, changes to i n p m  living oanditions, etoetera, 
SCF staff have beoerne distracted by their goal orientaticns at the cost of 
a weakening focus cm " h m  developlnentn -imnestnrents that haw a longer-- 

' gestatiun-Pike leaders learning to plan, w t r  and keep books-4th anly 
indirect payoffs and difficult-temasure linkages .trj .Utimate inpact. It is 
ncrw neaessary for SCF to "get back in balance", redacing its direct s e ~ e s  
( w i t h  imnediate, masureable x~sults) and expading its trainin9 activities 



, . '. 4. "Uhifyinq '.and Deepenin9 AIP ~argets 

'14irgo*-,-wise, SCF is "spread all ovler the map". Many of these targets are 
specific to only one inpact area.' Qle inpact area of* may have twioe 
as many sectoral &rgets as another. Under these circ~p~lstanoes, d t o r s h i p  
of relative p lq l rw  effectiveness f x u n  one ama to  another becaes extremly 
diff icult .  Whi& is better: an o f f h  that had l00e .uapIlanae with mly  

( six p~~ activities in pmductim, or an offioe that 75% axpliance 
.over a.- of  18.,pgogrirmaed actiIvities3 I-, at this tirae GCF3ms 
a o A I P ~ t a r g e f s . ~ t h a t ~  .(oaprmicb:innent;i~06 ecreating) in- 
activities. It has no AIP tcvgets that M u r e  n u b r  of aoPmPnIties t3mt 
have "graduatedgt or  no longer need the program. It has no AIP for 
d t o r i n g  hax m y  cxmmities have =ached their seoxd or third stage of 
evo lhg  autplcmy and self-help potential. Finally, RIP targets &en@msize 
training and follow-up I-. 
The lessan seems fa i r ly  straight-forward. Staff energy w i l l  tend to  fluv 
into those activities rjhich are mcst m a s w d  and evaluated, while giving 
lm priority ,to W which are not. If SCF wishes.- restore baJhnoe in its 
program, it has to dhange its mts. 

5. ?he Central Task Needing Ieinforoemnt 

The original CBIFD mthodology m d n s  viable i n  E l  Salvador, as does the 
focus on par t i c ipa t immd cumumity self-devel-t. But using such words 
to describe aurselves and'our programs does not make it so unless they are 
backed up by specific strategies and acti- dizeckd a t  targe&d zesults. 
!The sucoess or failuxe of the SCF proqram w i l l  ultima.bely depend, in our 
opinim, on hcw intensively the orqanizatim focuses its personnel ancl ma- 
t e r i e i l  res- cn training Camanzity leaders. 

-ON: l b m z s t o m 1 ~ b o i t s r i ~ p r i t x 5 * t y w i t f i i n ~ ~ ~  
#74 mthodology, SCF is enwuram to adopt a budgeting and mi- 

toring guideline to spend no less than one third of its 
available resources (includirrg sMf tim) on ccumumity-1-1 
training. 'Ib reinfore sud.1 a o a t m i m t r  SCF w i l l  need to 
greatly increase its production of training mabrials for 
m t y  use as w e l l  as staff ori~tation. Every inpact 
office should have an extensive library of 1-2 page "unitsm 

..eennering fheJmst~,ligeartrmt.skiLls kdng -hught baflmmity 
I ' l e a & r S .  !rile Ifmlr . O P ~ ~ t r n i n i n a , a h r r r f A  &=.:anq 

specific local neeaS;.. m i o n d l  oaurses (bringing in leaders 
fran many different aamamities) sha&d&.~argdaed a i l y  
sparingly, and when used it is inpaartant tha t  a t  least two 
representatives be invited fran eveq aamaarity. Finally, 
SCF is strcngly urged to use leaders from mre advanced uxn- 

I d t i e s  as teachers and rmsulmts in , sk i l l  training actid- 
.ties JD3ess&vdoped ~ t i e s *  



A N N E X E S  



NO. R E C O M M E N D A T I O N  

A. Usefulness of CBIFEl  thod do logy 

1. Cbnoentrate m anscientizatim of cmmmity groups; p m t e  
people, not projects 

2. Prcrmote a s t r a w  for inkgration af program sectors 

B. Pmqramning and Ekentralizatim 

3. Give mre attentim in PIA to cmwnity e x p ~ s e d  needs 

4. carry out m t y  baseline studies more uniformly 

5.  U s e  0 3  for follm-up and control 

R E S P O N S E  altWLIANCE 

Cood initial. pramtim a d  organizatian Partial 
of cmmmity, but poor follow-up 

Much l i p  s e r v i ~  but little evidenae of Im3quate 
aggressive pmmticn: many obviow o p p ~  
tunities missed or ignored 

Increased enphasis on ammmity-generated Partial 
dewlopmnt plans, but not yet i n w b e d  
effectively with PIA 

Fb~e inportant that oumunity create Inapprqriate 
and use i t .  indicators. S(F should not - reoarmendatim 
inpose for sake of m i f d t y  

Unable to determine Not lmcwn 

. . 
C. Tra.mmg and Tix3mica.l Assistan- 

6. Give priority to effectim training of pmters in -ity Good initial training, poor follamp Partial 
~~t skills 

7. Oonsider increasing n-r of specialists -tim is not cost-effective and Inappmpriab 
aontradicts nxamndatim 2 reaomnendath 

8. Give mre effective t ra in ing to volmteezs and axmnrnity N o  evidenoe of intmsificatim; l w  Part ia l  
leaders enphasis relative to need 

Wndency obser\led of loading existing Partial 
volun~rs with nultiple positims; las 
enphasis on new wlun~ns -1ative to 



Give basic math training and sinple aammting guides t~ 
oamrrrnitjt treasurers 

Train other amnittee m~&rs to reinfoe illiterate 
lTelbers 

mudhator should be trainer of treasurers, not auditor 
0fammniGyboOks 

SCF Directar should axlsider necfianizatim of acanmting 
system, -t arrtrols by project and inpact atea 

-tract cmpukr specialist to study applicatioc~s 

Design a system of oast aaitmls for CDl'As 

E. ~roductim Sector 

Include incxeased family in- target in future work plans 
for inpact areas 

Pmmte micro-industry 

Easeline studies should seek uniform, aqarable data 

~ a t h  training included in fiteracy 
prograin; no a m t i n g  guide yet 

Oarpliance with SUE d t y  banks, 
but nat a l l  

Preferable to use literate ifiildren 
as scribes ; should not mk! literacy - 
appear to be a prerequisibe for 
leadership 

I&vierJ anducted, sane p?&erwo* 
still over-- w i t h  

naressehtial clericdl tasks 

Both training md audit of treasurers 
should be by --cialist, mt by &- 
ministrative osordinator 

Considered and un&r inphkntatiar; 
proaess hot yet m e t e  

Not evdluated 

Not iRplrenented 

Not .irrplemntE?d 

Being d e v e d  thmugh cQrmrnj.ty banks 
and dcm-enterprise projectc3 

sam as recarmendatitn 41 riot q r q r  
riate w i t h i n  -1EID 

P a r t i a l  



21. Study qpmpriate t&mology as m m s  t~ diversify, rrpdernize, 
and technify agriculture 

23. Create oollaborative relatimfiips w i t h  qovemmt and private 
agencies for provision of specialist inputs 

24. Pmvide technical assistanoe to all microenterprise f i n a n d  
by amunity banks 

I 

! 25. Pnrrrote agricultural diversificaticn via UYrAs 

F. Education Sector 

26. D e f i n e  djectives of sector, select methods, train and follcw-up 

27. Incltldle educaticn volunteers in a l l  education sector pmjects 

23. mtinue to provide teachers aides to scplools ladring t e e m  

29. -ate a mini-library in each carrraslity w i t h  an educaticn 
volunteer 

30. Expand literacy training 

31. Exbend school and recreatianal cl* tn children during vaca- 
tial period 

32. ~ e s i g n  ski l ls  training cmrses using governmnt agency resoures 
or thc6e of nearby oamunities 

Anbiguous reoamrendatim; presuned Rdequate 
to be plrpose of =As 

Not implemented Inadequate 

antacts, but this functian Partial 
should be taken on by cammities 

Not wst-effective and not neoessaq Inappropriate 
a t  initid s w  of CISSSO loans re-ticm 

N o  evidenoe of q l i a n a e  

New School metfiodology being given Zldequate 
strcng enphasis 

Apparent ccmplianae t no eviQnoe of Adequate 
exclusion 

Increased efforts to di l i ze  Adequate 
required 

Libraries being -located w i t h  liter -te 
acy circles 

Adequate rmplianae with targets, 
but targets themelves too low 

J-'wte 

relative to need 

Not: clear this is a cxmnmity felt Inappropriate 
need; no eviQnoe of ocnplianoe reamoendaticn 

Not evaluated urknaJn 

No wi&noe of discriminatim based Adequate 
a a g e  



34. a3ntine ~ccination € U I ~  deparisitatian projects 

35 mtih* pure water projects, link with teforestation 

36. mtinue fiutritim ~ducatial  Centers, ooordihating efforts to 
readl nraZnourished children 

37. Maintain oral rehydratiar efforts 

38, pronote fanily gardens 

39. P d d e  technical assist-aae to f d l i e s  wanting latrines 

40. Provick pmhnters with trensportation (mtoscycles) 

41. PnxCik prrmoters w i t h  addikimal recreatiaal and study 
wrtwit ies  

43. Change nanr! of mthers club to in-vzlve unmarried womn 

44. Support inceatim of mnicipaJ camnittees 

45. Andlyze pras and oons of shgle  POP 

159% &KI 118% of taqe& 

71% darpliance with -ts 

(Xt4 abntinue, but semi- not 
sllfficiently targebd ai nost 
vuhrable 

-169% c a p l i a n e  with targets 

31$ aarpliance with targets 

Many naw ham traclspoi-tdtim mb * 

No evidenae of s-g felt need Imppropria* 
remmnendatim 

N a k  is amnmrity prerogative, not Ihappmpriatk 
r n ' s  recarmendatian 

~ IE  pmmture, do not yet -rapria& 
reflect local felt need - A t i m  



I 46. J. Carpinterp-El S a w  Project 

1 46. Iksign progrars to p m t e  and d n t a i n  local enthudam N o t  necessary; enthusiasm hrgh and 1 nappropriabe 
I gnwing as axlstructial proaeeds reoomaendatial 
I 

47. Study alternatives for transporting materials tn an- Hand-carried has be- anly altern- Adequate 
structian areas ative in most diff icult  axeas 

Area - 

A, CBrm 
B. Programning and Deaer,kr 
C. Training and T.A. 
D. Finanoe and Adnin 
E. Productian 
F. rncatim 
G. Health 
H. Hurran resouroes 
I. Oarmraity Organkat ioc l s  

C O M P L I A N C E  
m t e  P a r t i a l  Inadequate 



CtIADiIO DE C U M P L I M I E N T O  GENERAL DE METAS 86/87 
- 

. . . - . . . - - - - - - - - . - - - - -. - . _- 
SAN ALEJO T O T A L  

- . 
A C T I V I D A D  
- --A---- 

I L O B A S C O  E L  S A U C E  
- --. 

% 

107 

99 

- 

89 

- 
147 

- 
ETA 
O 
ROG . 
$00 
100 

B 

- 
100 , 

E J E C U -  
TADO 

PROGRA- 

MA!?!=?- 
~ J R ~ G R A ]  EJECU-C' PROGRA- ' c . 3 3 ~ ~  1 HAbO TADO - -- MADO ~ T A U O  - ---- 

1-- 
1 )  vacunación: 

N i f i o s  

Mujeres 

2) Desparacitación 
N i ñ o s  

3) vigilancia de l  
C r e c i m i e n t o  

4)  R e h i d r a t a c i ó n  O r a l  
M a d r e s  C a p a c i t a d a s  

Campañas  por 
C o m u n i d a d e s  

V o l u n t a r i o s  
capacitadores 



\:- - 

ACTIVIDAD 

---- 

T O T A L  EL SAUCE SAN ALEJO - r- BASCO - 
EJECUTA- 
DO % 
-- - - 

8 80 

B B 

242 60 

B B 

19 8 7 

5 41 

B fl 

30 4 2 

10 130 

B B 

--- 
PROGRA- 
MADO 

2 3 

2 2 

PROGRA- 
MADO 

-. -. . - - - 

6)  Capacitación a 
Parteras, Nuevas 5 7 140 

o e META 

EbG 
Seguimiento 

7. Const. de Letrinas 

  ami liar es 

Escolares 

8.  Pozos Comunales 

9. Mejoramiento de 
Rientes de agua 

11. Mejoramiento de 
viviendas 

12. ~ducac ión  Nutri- 
c ional ,  CURSOS 

MADRES 



EL SAUCE 

ACTIVIDAD 

---.-S 

13. Demostrdciones 
sobre preparación 
de a l i k n t o s  

C O ~ I D A D E S  

MADRES PARTICIP. 

14. Salud Oral 
~ampaiia 

~ratarhiento a rriñc 

(~ is&ibuciÓn de 
cep i l l o s )  

15. R e d  de Distribu- 
ción 

Ampliación 

16. canaleta para dre - 
na jes 'de aguas 
l l u v i a s  y servida! 

Construcción 

17. Campafias de con- 
t r a s  de vectores  
y basuras 



m 

MONTO 

D J C  

COMUNIDAD 

OTROS 

CUADRO DE CUMPLIMIENTO P R E S U P U E S T A R I O  P I A  86/87 

I L O B A S C O  E L  S A U C E  SAN 

PROGRA- 
MADO 



CONSZCUCION DE !ETAS P.I.A.'87 

SZCrOR EDUCACIOI 

A l 7 3  1 3 D m  EL CAUC3 S a  ATXXB T O T A L  
ACTrlIDAD Progracs20 Ejecutsdo 5 Progrsaado Z:ecut&a 5 " Programado EJecntado 5 ProgaiPaCo ZJecutado 5 

1. EWCACIOI ZCCJLAR 
1.1. Infraestructurs 

a )  !bbi l iar io  
Escuela 
Pupitres 
Beneficiarios 

b) Parques 
Canchas y parq-;es 
Buef i c i a r ios  

c)  Reparación Escuela 
Escuelas 
Beneficiarios 

d) Construcción Escuele 
Escuelas 
Beneficiarios 

1.2. Contratación Personal 
a) üocentes 

Docentes 
Escuelas 
Beneficiarios 

1.3. Actividades Generales 
a) G i r a s  Educativas 

G i m  
Beneficiarios 

b) Torneos Deportivos 
Torneos 
Escuelas 
Beae,'iciarios 

c) Concursos Cultureles 
Concursos 
Escuelas 
ñeneficiarios 



- .  

EL SAUCE 

d) celeoración Jía d e l  I 

Niito 
Celebración 
Zscuelss - - - Bcneficia~ios 

1.4. üaterial Diddctico 
Escuelas 
Beneficiarios 

1.3. Organización Escolar 

Clubes 
Beselicir-ios 

1.ó Escuela Xueva 
Escuelas Involucrridas 
Docentes Ca?acitados 
ñeneficiarios ( 6 3 0 ) 0 ( 3 )  839 

2. DI;cAC!OH DE )EACUL?(jS 
a) Cfrculos de Al?aktíz. 

Beneficiariosi 
b) Cfrculos Ntura l e s  

Beneficiarios 
C )  Bibliotecas 

3eneficiaríos x f x - - 
Voluntarios Capacitados x 

a) Talleres Vocacionales 
&3efíci&-ios 

e) E.3.A. 
Escuelas 
Haestros 
Beneficiarios 



cursos 
3r'neficiuios 

m s  
k.1.  Const=ucciÓn Riente 

Z-3eflcic-ios 
6.2. Casa Ccaunal  

Benefici=ios 

incluye eeucha de San Alejo. 
Incluye COSO beneficiarios a l o s  vo?untuios. 
k omgscado en e l  ?iAm8?. 
in=luye Cfrculos 6e Heolr=tua. 
No incluye voluntarios. 
Los mestras son contratlaos -por CJC. 



S!TU!kIOI; FItltrllCIIRA P.I.A. '4  
SECTOR EMICACION 

- 

EL SWCe SIldALkJO T O T A L  
P m ~ r r a l o  f:ecutk60 5T ?ro~r-do EJecutedo CT Prcgr-do kJecutedo ST Proptaaldo Ejecutado 

'C t1~7.hOo.00 P151.688. L3 49 Plb5,550.00 C151,~26.31 58 e250,OOO. W C2hf ,724.88 56 0542 ,950.00 4550.839.62 

%r;uD llh,k75.00 13h,980.65 U 82,714-00 99.452.75 38 174,870.00 173.674.30 ko 372.055.0~~ 408,107.70 bo 

ms 27,030.00 29,798.50 7 9,822.m 11,666.50 4 22,825.00 17,272.50 4 59,647.00 49,737.50 5 

7 - - - 
 TALE^ C258,875.a~ a307,9óT.58 100 ~238,086.00 4262,5k5.56 100 é447,695.00 Cb38.671.68 100 C974.656.00 ,CiooE,684.& 100 

= =  - S  iri m-= r*tPr=t-=ci rnr rrrrirrrrn hr*-=r== 111 -su- ~=r=su===l  



CONSOLIDADO DEL ~ i L I E I I B R I D  DE METAC- 

SECIOR PROT;VCCION 

ARgA 11l:MSal m,.- SU- T O T A L  - 
ACTIVIDAD Pmgramado EJecutsdo Programado EJecutado % Pro~raaado EJecutado % Progaado Ejecutado 

1. ~rganizacidn de agricultores 
en grupos solidarps. 

2. Seguimiento a grupos 
soiidarios. 

3. Familias con cedan 
reproductoras. 

b. Parcelas demostrativas. 

5. Proyectos de cabra lechera. 
6. Montaje de Bancos Caiunales. 
7. Proyectos Comerracidn de 

Suelos. 

8. Fincas kdelo con Obran de 
Conservación de Suelos. 

9. Viveros Forestales. 

10 Proyectos de Conejo.. 

11 Huertos Carneros. 

12 Proyectos de Producción de 
Vegetales. 

13 Centros de Wonta Porcino. 

.lb Proyectos Apfcolas. 

15 Proyectos de Cabaiioa. 

16 Establecimiento de Pansderfa. 

17 Establecimiento de CDIIA. 

Finca Hodelo 
*. r n A .  



9. ~&unaciÓn anidal/Fss;ilia 3,500 
beneficiada. x x x animales 4,970 64 3000 bov. 7231 

373 fam. 16Oü porc. 1199 

?O. Establecimiento dt plantas 
fkstales en lugar- defini- 
tivo. 

21; I~lementaciÓn de Botiquines 
%terinarios. x x x 8 0 0 6 6 100 14 

24. E6tablecidentó. de cooperativa 
de serr ic io  &tiple. x x x 1 1 100 x x x 1 

(195 soc. ) 

25. Capacitación de voluntarios 
por &o de 3 cursos de 
-dad 3 n p d u ~ c i ó n  d. x x x x x x 30 vol. 30~01. 100 30 

27. fipartir curso# iobre t k n i c a e  
de cultivo en ei ~üi l~ .  x x x x x x 12 7 58 12 

28. Pvticipacidn d i  agricultores en 
giran de obseac i6n  y demstra- 
cián en e l  CIITA. x x x x x x 2500 ag. 260 agr. 10 $ 5 ~ 3  

note: En S.m-3hjo s e  redujeron 15  -dañes durante el año f l eca l  1987; 
esto  aiectb en el cinplimiento de ~ t a s .  

1 t :  
En KL Sauce no s e  hizo una buena planificacidn i i e c t d o  l a  eJecucibn 
de mucha# wtae .  

-. / - 

ioo 

lo0 

58 



BO disponible 

l b e m  caounidades por &ea 23 
Familias beneficiadas 2.875 
Aporte RTC/Pamilia fl! 81.00 

Aporte por famflia(cainunidad) 94.00 

Aporte total/familia 175.00 

Cobertura real: (68% de las familias participó en proyectos) = 7,565 familias. 

DJc m 1 76-00 
CaMidad = 220.00 
Comto/f amilía- 296.00 



CUADRO No, 4 

EJECUCíON PRESUPUESTARIA PIA 86/87 

N I D A D  

EJECUTADO 

C O M  

M E T A S  

~ons trucc ión  l í n e a  de d i s -  
tribución k1 Sauce 

~ o n s t r u c c i 6 n  de l í n e a  de 
distribucibn en toda e l  
área de inipacto 

~ o n s t m c c i 6 n  de  l í n e a  de  
aducción primera y se- 
gunda etapa 

~ o n s t r u c c i 6 n  12 tanques 
de  almacenamiento 

~ o n s t r u c c i 6 n  de 111 etapa 
tubería de  aducciSn 

T O T A L  

I 

NOTA: ~egGn datos d e l  Personal de  Area 



ANNEX C. 

H e a l t h  Activities 
~ - - - -  - - 

1. v a d a t i m  
2. Kkpamsitation 
3. G r a r t h  m i t o r i n g  
4. O r a l  rehydration therapy 
5. Village drug store ( b e )  
6. Training mi&ives 
7. Latriraes 
8. OamMlity wells 
9. Water souroe hpmvemnt 

10. mreM sto\nes 
ll. IimE iIq?zuvemnts 
12. Nutritional educatian 
13. Ebcd denrmstratiaa 
14. Oral health 
15. Drug distrfiution 
16. Sewage a o n s t r u ~ m  
17,. Garbage dismal 

Edumitim A c t i v i t i e s  
T % q u p m t n t  for schools 

2. h-tr .  parks, playgrounds 
3. School repairs 
4. Sch-1 aanstructim 
5. B=cher oontracting 
6. Educaticnal excuzsicns 
7. Sports tournanrents 
8. Cultural amtests 
9. Ulild's Day 

10. Didactic material.. developnt 
11. School o ~ n i z i n g  
12. New Schools 
13. %&er training 
14. Literacy c i r c l ~ ~  
15. Cultural circles 
16. Libraries 
17. Vocatrianal w b m  
18. Basic Adult  Educaticn (EBA) 

Productial 
1. Organiz joint mdit grarps X 
2. F o l l ~ u p  of credit groups X 
3. Pig projects X 
4. m t r a t i o n  plots X 
5. Milk goat projects X 
6. Cbmrmnity banks X 
7. Soil aonservation X 
8. Model faxm with s o i l  ansew X 
9. Tree nurseries X 

10. Rabbit projects X 

Poor follos-u@ 
m acrrplianoe 
63% aanp l i ane  
71% oarpliana? 
60% ampliance 
no carpliance 
42% cmpliance 
1CO% in only one area 
one area only 
cne area only 
one area only 
one azea cnly 
100% but cne area 

75% aaipliance 
60% i n  em. axeas 
(%e area only 
100% in  one area 
89% 
llo% but i n  me area 

151% but modest targets 
808inaEarea 
lOOB in one area 
8% in one area 
one school only 

two areas - area only 
one area only, 84% 

one area cnly 

o m  area only 
one area cnly, 25% 
37% aempfiance 
ane m a  only, 509 



4 

Annex C., page Ism 

-- 
X 

13. Swine ~laproductian X 
14. Bekeeping X 
J.5- *Bcoe. pboject X 
d6. Bakerim X 
17. ~stablish Wl%s X 
18. &vitalize m~ X 
19. Animal vaccinatim X 
2). Estab. forest plantatians X 
21. Veterinary drug stores (butequine , X 
22. Grab. sibs X 
23. Irrigatim sptens X 
24. Estxib. multi-serviae a - o p  X 
'25. ~~g mlmfzers in animal X 

-e;i1th 
26. Training cmdit ami t tees  X 
27. WSA courses X 
28. Excursiaw w i t h  fanners X 

- - 

2. ~ & r  projecs-12 of 26 x 
3. Fural mds-inplmllmmts of 35 )an. X 
4. Rural roads-canstructian X 

31% c o n p l l a n ~  
one m a  anly 
54% 
me area only, 100% 
m e  area only - aKeacdly, loo% 
pax execution 
one area only, 10% 
Ism areas, 80% 
20% 
43% 
Ism areas, 119% 
no eonpliance 
a& t! m l y  
ME P i  Cplly 

m e  area only 
one area mly, 58% 
one area m l y  , 1.0% 

behind schedule 
60% ' 



Annex D 

CIIi\DPO PE CASTOS I!NI?"I!PIOS POP SECTOR DFL PPOCPANA D . J . C  

Programa de Implementacion Annual 
P I A  86/87 

, 1 TOTAL 
n~scri~cidri\, 
Cobertura . ( f a r i l i a s )  

. ~articipacibn 

Cobertura M e t c  - 

Fijecu tado 

costo I in i tzr ic  

OTROS fiPODTES 
Proqramado 



GRAN TOTAL COLONES 1 1 1 1 !! 
COSTO POR MANZANA-COKMES 1 

i- 

l/ PARA CADA üN0 DE US INSüMOS ~ I L I Z ~  HAY DOS LINEAS, EN U PRIFERA, O XA DE ARRIBA, S E  '*A EL -RE Y CANTIDAD - - 
DE UNIDADES UTILIZADAS EN EL MES QUE CORRESPONDA. EN LA SEGUNDA LINEA? O EA DE ABAJO? S E  ANOTA EL VAiAR QUE RESULTA DE 
iA MULTIPLrCACIdN DEL NUMERO ¡)E UNIDADES POR EL PRECIO POR UNIDAD. 



Costo/Unitario: 

CostolUnidad medida: 

Costo Total: 

FECHA ACTIVIDAD 

PIANIFICACION DE ACTIVIDADES POR CULTIVO O PROYM3TO 

AREA 

Precio por unidad: Comunidad: 

Ingreso por Unidad Medida: Proyecto : 

Beneficio total esperado: -- Extensión: 

I N S U M O S  

DESCRIPCION PRECIO 
'LMITARIO 

-- 
COSTO 
' iWAL 

MANO DE OBRA 


