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CHAPTER 1
EXECUTIVE SUMMARY
A. INTRODUCTIDN

In September 1979, Save the Children Federation /El
Salvador (SCF) received ar Uperational Frrogram Grant (OFGE; from
USAID/E]l Salvador in the amount ot USF B7I,7i1 o impiemnent &
program of Communitv-basedq Integrated Rural LCevelopmernt 1n the
municipalities of El Sauce and Concepcion de Oriente in the
Departmaent of La Union. The grant was to provide financial
Support for the gereral administration of the prolect. as wcll
&5 training activitiss. local community devziopmont nrojiects
and the purchasc of needed commodities. The three basic
development activities to be promoted at the cammunity l=vel
were &) Health & Nutrition, b)\ggucation . Literacy. ard c)
Agriculture % Cottage Industrv. | As a resuit of what were

—Tperceived to be significant successes of this project in
improving the lives of the beneficiaries targeted. SCF was
Encouraged by USAID/E]l ESalvador to develop & fcllow-on proisct
proposal to finance an expansion of the CRIRD model to other
regions of El Salvador. Given that this project involved a
more tharm 300% increase in funding for SCF over the Drevious
OFG, it was considered vital that a formal evaluation be '
conducted to both a) substantiate the claims o+ SCF technicians
and prior evaluations that the project had indeed generated
significant benefits, and b) to make recommendations as to
what. if any, changes miaght be required in SCF's project
design, managemert., and operating procedures before undertalking
én expansion of the proiect to allow for implementation of the
model 1n other regions of El Salvador beginning in 19685. To
this end, SCF contracted Rural Development Services (RDE) . an
independent consulting firm, to conduct a three-week evaluation
of the program during December, 1984, the findings of which are
reported in this .document.

B. Principal Findings

i. General

Generally speakinag, the evaluation team was extremelv
impressed with the wccaomplishments of the SCF program with
regard to improving the quality of life of the rural poor
living in the impact area. These accomplishments are all tha
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More impressive when vioweod against tho background of the
untavoracle peciitical, economic and environmental conditions
Bravailling 1n the ragion (Sea Section D, “"Extarnal Factars"i.
iﬁmonq the program’'s positive features were:
= significamt gains i1n agariculzural oircduction and
Droductivity
= s1gnificant increases in tawlly 1ncome dus o
agriculturz and animal husbandry
= silgniticant improvements in family health and
rnutrition, especiallyv of childran
— eéncouraaing trende in school enrollment
= & high lavel of self-help and attitude among the
volunteer worlkers that "the proaram is the benefit®
=~ broad coveraage, inczluding the dissemination of
project technology and berefits to large numbers of irdirect
beneficiaries
— the development of o s1anificant number of
competent, dedicated comnunity lazaders
= etrective proiect management, including a tairly
scophisticated plarning svstzin and tight financial controls i
—_—
While the evaluation tezm tound substantial room
fer 1mprovemsnt in the SCF Program. tne deficiencies identified
Wwere cseldom serious cres and in Nno case had these constituted a
oralkie on the ~regram’s forward memerntum. | The mssc problematic
shortcoming of the Project at thiz time —~and one which, i4 not
addressed, could erass much of the progr=s5s made -.is the
failure of the SCF to promote the institutionalization of the
project with local human and financial resources. This peoint
will be taken up further in the section under recommendations.
Dther shortcemings of the project were:
- the failure of tre cottage industrv component +o
Produce the anticipated Increases 1n family i1ncome and othar
benefits
= & fairly large twnover rate among the volunteerc
Oarticipating in the program. due to lack of financial or nther
1ncentives
T 8n underutilization of the commodities distributed
under the latrine project
. — complaints on the part ot the field personnel of
lack of support from the central office
) = & tailure on the part of tre project management to
rolate plans to reporting and information systems, thus making
evaluation by obijective difficult
- & partial breakdown of the mechanisms needad to
insure community participation in the decision-making process,
as well as to enpedite the tlow of 1nformaticn trom the field
L0 the central office.

2. Frogram Impsct

The evidence oathered b the RLS team bazicaliv
Zupports the flndlinQs ar provicus 2valuationes that the proiyect



has effected s1gnificant xmprVEments ir*thes livos of tnae
1ntended beneficiaries. Thece benefits were berceived inm zi]
three project sectorz: Health 2 Mutritinon, Education &
Literacy, and Faricul tural Froductivity., The onlv component c<
thze project whicrh Clearlv-failec to aenerate szign:ficant
bonefits was that of Cottaoe industry development. The oversal:
positive impact of the project was contirm=a both in Cartain
key proiject irdicators armg in the subjective testimonv of the
bencficiaries interviewed. The former are zummaris-ed below, bv
sector.

a. Froductivity Sector

In the case of tre égaricultural sector of the
proizct, a combination OF 100% increases in vields ard twanty
percent increases in acreage planted has led to & more than
doubling of basic arains production since the arupo soiidario
projizct was lnitiated in 1983, These i1ncreaszes have beer
achieved with relatively modest additional investments-am
inputs, with the result that real net income (adjustzd for a
98% devaluation of the colon between 198Z and the brezent from
fgariculture and animal husbandry has aporoiimately deubl ed
since 1982, Corresponding benetits in familv nutrition due to
increasesd availlability of basijic grains and animal protein have
&lzo beon documentzgd.

The total number Of direct beneticiaries of thic
component was I57 families, or 2,756 persons. @n additional
10,000 persone m&av be estimated to have bene+ited throuagh
imitation of the cultivation practices disseminated. al though,
not 1n the same degree as the direct beneficiaries,

b. Education @& Literacwv

The impact of the Education sector was Oifficult
to assess due to the lack of an evaluation-orienteq
recordkeeping system. For the two primary activities,
construction of classroomz and Promotion of schooil clubs, for
example, it would have been instructive to have "before" and
"after" figures for enrollment at the community level.
Nevertheless, based on school-level data for both
munic1palities, sSi1gnificant improvement was register=zd between
198% ard 1984 in three ey areas: a) teotal enrollment
increased from 4,041 to 4,97= (+27%), b) the promotion rate
increased from 75Y% to 79%, and ¢) the dropout rate decreased
from 13% to 9%.

These positive indicators for the system ae a
whole suqgest that, despite the gllistence of many disincentives
to remaining in school (lack of emplovment Opportunities.,
@conom e haraship, demand for on-farm child labor). an
InCreasing numbor of children are Eeiro persuaded to continue
their education. While the lachk of Comparative and basel:ine
data makes arawing firm conclusioneg dit+icult, it would seem
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that, given the lpw level of government and other Py activity
ln this area, the SCF brogram could claim to be at l2ast one
tactor in these trends.

Regarding the literacy brogram, the twentwv-—eiyx valunteere
warking in this area reported having traimed 3 total of 113
FErzons., 49 women and 44 men, to resd and write.

c. Health ¢ Mutrition

As with Education & Literacy. the impact oF this
component was difficult to AE5@SS due to the lack of
lndicator~oriented records. Interviews with the volunteosrs ang
Promoters associated with the project, however, indicated that
community residents view the impact of this Rroject to be
extremely positive in 4 number of areas. Health guides
indicated that the extensive training in nutrition and heslth
had resulted in definite behavioral changes orn theo part of the
participating mothers. The evaluation team also found that the
caomnunity residents see & link betwesn Progact activities and
the demonstrated decrease in child mortality. Health Quides
stated that in four communities o+ Concepcion de Oriente, there
WAS a decrease in chilg mortality from 18 in 1980 to O in 1984,

-

Ta Communi v Orcarization

AN important objective of the Project was to create
Self~sustaining institutions at the community lavel which would
provide for a continuation of the services beyond the
termination of external funding and technical assistance. In
general, the evaluation team found that. while competent,
eftfective cammunity leaders have been trained during the five
vear project period, and & number of functiocnal Committzes have
b22n formed, there is as yet no permanent structure, either at
the community or municipal levels, which would sSurvive a
Withdrawal of SCF'g assistance proaram.

For the most pPart, committees are oraanized around the
implemention of Specific projects as opposed to the
identification and resolution of problems on an on—going
basis,. Four municipal committees, which appear to hava assumed
more permanent functinns, not only with specitic projects, but
as liaisons with SCF technicians angd Promoters tfor purposes of
communications and resource mobilization have also been
formed., It was, in fact, the evaluation team's impression that
these municipal committees have been developed and strengthened
At the expense of - or in lieu of - strong and permanent
community—]level organications.
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Biven the ad hoc nature ot the community-level
comm ttees., the most mzaningrul wav to analv-e their
etftectivensss is om & Component-bv-componenrt Lazis:

a. FProductiwvity

The primary oraanizational wvenicle for the
agricultural proguctivity component has bzen the orupo
solidario (6S), although many kewv functions in the credit
process have been increasingly designated to the agricultural ¢
sector committee (CA). The program-s experiernce with this
model "has been highly successful to date: G3 are sSmall, easilvy
Oroanized and have proven to be good credit ricsi=. SCF ‘aroups
have not suftered the fate of other GS's elsewhere in El
Salvador, which have dissolved when members were unwilling to
assume the loans of other borrowers in the aroup who had
defaulted. SCF technicians working with the aroucs attribute
this to am intensive orientation process in which G2's are
encouraged to choose their members carefullv and arzcording to
the critericn o+ creditwortniness, Leagership is
democratically elected: agroups are self~supervised. creating a
sense of responsibilitv and accountability for all resources
received. '

The arganizaticnal process with the small
enterprise projects was not as successful. None o+ the groups
which received loans or grants in 1982 and 1987 still esist as
groups today, although the assets of some of the projects were
recovered and scld to individuals.

b. Health % Nutrition

. To an even greater extent than with the
productivity'component, the functions of this program aresa have
beern subsumed by two municipal committees, which to a certain
extent rely heavily upon the abilitiez of the SCF promoters.

At the community level, the implementing agent are the 732
"health guide", working on a voluntary basis 34 communities.
The heaith guides interviewed demonstrated a high level of
familiarity and caommitment to the program, as evidenced by
their willingness to Work as many as eight days per month for
the project, frequently covering their own travel expenses.

As a consequence of the absence of community—~level
committees, the initiative for most projects appears to come
from the SCF promoters assigned to this component, and, to a
lesser exten+, fram the two municipal committees and health
guides. i
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C. Education & Literacy

Three oreanization units have been creatad to
implement projects in this sector: the school club, the
literacy circle, and the community educatior committee. The
school club is by far the largest and most activa of thesa.
There are 23 at present, in seven schools, implementinq
Projects in four areas: sports, arts, health and agricul ture.
The clubs are governed democratically by a committee of i
members, all of whom are students. The literacy Circle, on thz
other hand, is a transitcry, Passive group, organized +or tha
30le purpose of teaching its mambers to read and write.
Likewise, the community educaticn committes jig Gracnized arocund
A project, €.9., the construction Or rehabilitation of a

classroom, and dissolves once this furction has been

fulfilled. There are as vyet nog municipal leve]l committees to
bversee the activities of thisg sector.

- 8. " Program Management bv Sector

a. Productivity Sector

, Two municipal ‘Comites Aagricolas (ca) play a
majar role in overseeing the Projects in this sector and
“Participate in al} phases of the management process:: planning,
-budgeting, implementation and financial contrcl. This role is
‘most prevalent in tha credit, animal vaccination, and silo,
construction projects: training and technical assistance remain
-the domain of the four agricultural promoters, The small

The credit program, as Coordinated with the Eanco
‘de Fomento Agropecuario (EFA) , serviced a total of 357
borrowers in 1984, for a total 1pan volume of approyximately
200,000 colones. In most cases, credit was delivered in a
timely fashion and at a reasonably low cost. Many farmers
ﬁ@ﬁmplhined that the amount of credit was insufficient for their
?nq.d’, and that it was only available for production of
‘traditional Crops, not purchase of animals. The Newly assignadg
Mmanager of the BFA, in an interview, vowed to correct these
"Weficiencies. aAnother complaint voiced by the farmers was that
“the BFA occasionally ran out of fertilizer and the borrowers
rhad to make multiple trips to Santa Rosa to pick up their
inputs. Some objected to the legal fees required by the bank
Tor all loan contracts and the fact that at least one guarantea

was required per GS. The repayment rate for the SCF GS5's was
‘elceptionally high: 98%.
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The animal VRECIN® prrogram was &§ls0 managed
etficiently anc e¥+ectivelv, resultine in broag Coveraoe at 1cow
PEIT un1lt cost. A silg construction oproject for cn-=farm Sroragae
waec also ettectively implementea. &lthouah it appears that the
demand was substantially Qnuerestimated. Manzgement of the
small enterprise Project was deficient in several respecte:
failure to Pzrform fezcibilite studies ror the proiects
lmplenented, failuras to aceauatelv train and preparz the
beneficiaries; lack of follow-up technical &ESistance once
precijects were underwav.

Ju Health & Mutri+ion

Management of the vaccination and desarasitization
campaigns was encellent with the municipal committeess and
volunteers Cooperating, under the ouidarnce of the Promoters, tc
resch large numbers of benaficiaries at low cost. On those
Projects which recuired more plamning and technical follow-upe,
however, Performance wasg at times less impreszive, In the cazze
ot the womer ‘g clubks, while the volunteers ' work was aes=sripen
as exemplary, the lacl: o+ adequate training and support fraom
the field andg central c+fices has resulted in less than M&s 1 metm
utrlization of the available volunteer resournes, In the case
of the community hezglth ouides, the lack of systematic resuppliy
Procadures has resulted in decreasing Caprtal stock and higrer
administrative costs (transportation, etc.) to Participating
health guides, Regardirg the Family Garden project., which
resultes in the cultivation of 237 vegetable plots for better
nutrition, much o+ the harvest wasg lost dus to the tarlure to
coordinate wiil the agricul tural Promoters for necessary
technical assistance. In the case of the latrine project,
while 2Z7 unitsg were constructed angd delivered..only <6 have
bezen installed, due partially to poor technical suppart and
lack of follow-up by volunteers ang promoters.

c. Education o Literacy

Havirg no municipal level comm tteecs,
responsibility for implementation of projects in thig zector
lies with the four promoters. The consultants found that the

#isting division 0f labor between these promoters - one in
each municipality assigrned to clubs, the other to the literacy
Program - was somewhat inequitable, given that the lion's share
of the worlk appeared to be with the school club proaram.

It is not sSurprising, then. that the club
promoters’ performance frequently +fel) short cf the objectives
and goals they had se+t for themselves, In 1984, for example,
the promoters planned to construct five plavarounds: ore Was
completed. The impressian Qiven bv tha reports 1s that
promoters are attempting to implement a multitude of brociects
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simultaneously. By contrast, the reports of the literacv
pPromoters indicate a much reduced level of activitv. The most
frequently mentioned problem is the "decrease in attendance" of
the circles.

s. Dverall Frooram Manzgement

The evaluation team +ound program management to be
extremely effective. The planning system, in particular, is
quite sophisticated and involves & high dearee o+ participation
among beneficiaries, field anmd central office SCF parsonnel.
The Flan de Implementacion Anual (FIA) provides a solid
foundation for the quarterly and monthly plansg developed by the
staff. In the field, promoters demonstrated a thorouagh
knowl edge of the overall objectives of their sector and their
weekly activities were geared to the realization thosc
.abjectives. . :

. The chief weakness in the management svstem was in the
areaa of reporting and program evaluation. While regular weeli:ly
and monthly meetinos are held between the coordinator and the
promoters at which problems are discussed., formal mechanisms
for follow-up on the policy changes and recommendations which
iarige,from these meetings will not be adequates in the future
giveﬁﬁthe-expansion of program activity. In addition, while
quarterly reports have documented activities and progress
‘toward objectives, a separate document analyzing successes and
problems in the first impact area could provide a valuable tool
ftD;§QE/EI Salvador in replication to other impact areas.

.. The evaluation team found the financial management of
Ahe program to be adequate, allowing for both tight controls
/and’the flexibility needed for a decentraliced field
‘operation. The team was Pleased to learn that even in the casze
‘ofifailed projects (cottage industry), concertad efforts have
bee E,ade to recover the funds invested. The orily shortcoming
bas been the fact that, to a large extent, communities and
‘committees still rely heavily on the SCF sta+f to manage the
resources of their Projects, lacking trained treasurers of
Jtheirgpgﬁi, :

&, Training % Techniecal Assistance

o "Biven the SCF program's heavy reliance on
"self-helpism", it was to be expected that its success or
‘failure would rely to a large extent on its ability to train
community leaders and volunteers. In general, the evaluation
team was highly impressed with the competence of the community
leaders and volunteers interviewed. At the samz time, the
fdesire of these program participants for furtrer training and
Zkill acquisition could be described as insatiapie.
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The eupertige Souaght was of both a tecrnnical and administrat,ve
naturs, In manv cases. volunteers erncharged with the
implamantat: on 0f a project mad received enlv a CLrsarsy,
Qne-gav seminsr bv way p< explanation o+ their duties. The
consultants rad the impre;sion that the 2xpressed high turnovayr
F&te amorne tre volunteers In eacn sector was due at leact in
Part to the failure of 3CF to provide more tollcocw-up courses te
deepen volunteers' knowledae in their Specific .areas o+
resoonsibility.

7. Frocram Efticiermcy

While a rimorcus analvsis of prohect costs and
benefits was not possible due to several limiting tactors, the
calculations below do support the evaluatinn team's opinion
that the SCF model is a low Cost, efficient means of Providing

services to the rural poor.

.

Q. Cocst per Hene*iciary Serviced

Assuming that the entire impact ares Fopul ation
benefited from the Rrogram and that the total Costs ot the
tive-vear gUg were #1,1218,774, the total cost of the Proaram
has been #11.39 Rer vear per beneficiary. That is significant
in the face of other rural devel opment Projects that cost more
than F200/year per beneficiarv.

b. Benefit/Cost Ratio

income increases due to the agricultural pProjects which
emounted to an additional US¥ 228.56 per benericiary PEI" vear.
Multiplying this by 357 beneficiaries and discounting the
stream of revenuecs over twenty vears at 10% vYields a Net
Friesent Value of uss 764,170, or abproiimatelv 67% of the total
prooram cost. If we assume that the Froductivity Sector
accounts for one third of the budget, or ¥379,8592, thea
benefit/cost ratio is 2.01. Benefits over the next twenty
YEArs are twice the cost of the project. While social benefits
(education and health) cannot be measured in the medium term,
ane can justifv the investment of the OFG solely on the
increased income streams from the Froductivity Sector.

C. SUMMARY OF PRINCIPAL RECOMMENDAT IONS
1. General

Q. Institutionali:ation of the Froaram

The evaiuation team feels Strongly tHat, in order
to consolidate the Progress made thus far. &4nd realize
significant future benefits, SCF should actively encourage the



cr=aticon of a domestic, beneficiarv-controlled institution
capable of mana@ing and/or coordinating the services praseantly
provided. While there would 5o both advantaaes and
d1sadvantages to this step (see= Chapter V), the consultanrts
teel that the former far outweigh the latter. If this
recommendatian 13 accepted, SCF should beqin to analvzz,., with
the proaram beneficiarizs, tne advantsoges and Olrsadvantages of
the alternative arganizaticnal formss cooperative, azsociation
Or corporation. At the minimum, however, based on the present
and future scope of the services required, the organizational
torm chosen snould have the tollowing capabilities:

- Frovide both economic and social services, =zither
directly or indirectly, to the membership

- Enter into contracts with individuals and other
organizations

~ Borrow and relend funds

- FPurchase and reseli commodities

= Import certain commodities and equipment dutv frze

b. Iraining

A properly designed training program could resol ve
a number of thes project’'s more SEi"1ous prrooclems:  the nigh
turnover among volunteers due to lack of incentives., the Qans
in te2chnical assistance, and, lack of institutionalization.
The concept of rewarding service with further training (as
opposed to pecuniary compensation) is nmot only fully censonant
With and supportive of the "self-help"” philosophy of ECF, but
makas sense in tarms of achievement of the otner project
cbjectives as well. The precise form this training tales wiill
depend, in great part, on SCF's decision racarding the pravious
recemmengation, i.e., whether or not to assist the
bzneficiaries in the development of a more formal,
member-controlled oroanization. In the former case, community
leraders would need *o acquire siills pertinent to the
governance and management of brganications., whereas in the
latter, a basic orientation in the planning, implementation,
financial control and evaluation of projects would ceuffice. In
2ither case, however, the consultants feel strongly that the
present "Flan Nacional de Capacitacion", while adeguate for the
preparation of the promoters, does not adequately address the
needs of the volunteers.

The consultants recommend., therefore, that a more
comprehensive training plan be developed which provides for:

&) orientation of community leaders in the initial
steps towards the creation of a more formal, member-control led
orgamization,

b) & "training as reward" concept, wherebv
¥alunteers and lzaders can advanca bevond the minimal sitill s
“Eoulired to implement SCF Frojects,



€) & more formal training progrem for volunteors
that establisnes and mMaintains necessary skills ang knowl zdge,
and

d) preparation Of minimal visuzl aide ang
referemcs materisle for voluntecr use,

c. The New OFG

The evaluation team has ro reservaticre whatsoever
regarding the Capacity of the Present SCF team and director to
implemert an Expanded project in other reqgions with equal or

greatasr success than the presznt effort in Northern La Union.
The management Capabilities, human resources and administrative
Procadures implemented in the last Ye@ar will gznerate
successful mariagement of an exlpanded OFG. Recommended,changes
Or i1mpraovements in Proagram management &nd administrative
Procedures have been discussed in various sections throughout
this report. 1In &ddition, in order tpm fully utilizz the
experience of SCF staff from northerrm La Union, we recocmmend
that SCF:

- Reguire that each of the central Office
technicians spend a month or &S long as Passible in the 1Mp&act
areac, traveling Extensively with Promoters, volunteers ard
community lezaders to achieve as total familiarity &5 possiblie
with their Problems, attitudes arnd suggestions.

= Make extensive use of the promoters, communityv
leaders and volunteers from the present impact areas in the
orientation and training of leaders frem new areas.

= To the eutent feasible, commit to pacer the
2rperience of the SCF staff, Particularly that of the field
Coordinator, in all operational areas: community organizsticn,
broductivity, project Management, health & nutrition, education
bl literacy training, general administration. SCF has
SucCessfully implemented a Proaram under extremely difficult
conditiones: that experience should pe shared both with other

~ Delegatz more formal authcrity to the impact
Area Coordinators,

= Provide a more formalized Project information
system to track Project activities and achievements of
obyectives,



d. Dissemination

The experience of the SCF Froiest hclgs valusble
sons for similar Projects alsewharz in the Countrv ana the
16n (See Chapter VI. "Leesons Learned")., scF should
publicize the results of thais PrrojJeact, both within and cutside
El Salvador. to aive other Programs and zo=nciss the bonefits
Ot th2 lessons learned,

D. PRODUCTIVITY SecTOR
1. Credit

The new gFa Mansger in Santa foss has promised that
Credit for 1985 will be open-endad, bath with regard to volume
&nd purpose. The SCF field staff should take him Up on thasg
orfer and supply as early as Possible a comprerznsive cradit
Plan which would provide for the tinancing of &) more bazic
Qrains Acreage, b) purchase of livestock, and, providsd that
sdequate technical assistance can be Quaranteed, c) intro-
duction of non-traditional, Cash crops.

In the event that the EFga does not 1iwve up to a1tg
Promises in thisg regard, 3CF should consider tnhna bC3sinility of
camplementing the availatie EFA loams with Capital chamreleg
through an alternative Credit scheme described in Arnes A,
Briefly, this Credit scheme, called "Rural Communityv Bankina“,
orovides'a means of reaching large numbers of farmers auicklyv
With modest S1Ze loans, without redtspe or elcrecive
administrative Costs. This mechanism would have the added
advantage of Constituting a tvype of “credit /s reward"
tncentiva to 4Q volunteers, Those whosa work Was particularly
mutztancing might be eligible for larger loans.

2. Micro-enterorise Froiocte

The failure of thece Proijects aoppears to have been due
less to tnhneir irrelevancy to the Communities’' needg than to tha
difficulties posed by group administration. Funds for such
Projects in the future should be made available to individuals
A5 well as groups, The "Rural Community Barnlking" concept
described in Annex A is especiallsy ARpropriate for this type of
small-scale home industry,

S+ Iraining & Technical Assistance

The following modifications are suage
=

ted to improve
effectivaness of the training and tzchnical a 3

Sl13tance program:
= To resolve the Coverage proolzm, ScF snould consider
2ating a further PAOs1tion——that @+ "voaluntaric
fEpecializado"—=-ze % bridge batweern the promoctzr and the 55,



This person in fact already evists as the Fresident of the GS:
all that remains is to provide him with advanced training ang
conter upon him & title. In keeping with the "training az
reward” ohilosopnv of tho program, this person would requir: ng
*urther compensation bevond reqular opportunities to agavancsz
hieg ¥nowledge, incluaing, parhaps, scholarsmios.

=~ ECF promoters srould supervise the volunteers at
least the first time thev demonstrate the new technology in the
their communitiec to ensure that the practices are beino tauart
Correctly. )

- Some tvpe of "reconocimienio" snould be otfered +o
CDTA graduates (e.q. diplomas), togetner with written pampnlats
summarizing the different components of the technical pPackages
taught. This would encourage whole as opposed to partial
implementation of the packages.

~ The CDTA proagram should be expanded to oficr cCourses
in more advanced technology for those reagy to go b=vend basic
grains agriculture. aAn SCF technician working in thie area haz
suggested a three-level system be implemented which provides
beginning, intermeuiate, and advanced training. The
intermediate and advanced levels should include instruction on
the economics of small farmer égriculture. and provide farmers
with some basic analytical tools for monitoring the comparative
profitability of alternative production strategies.

E. HEALTH & NUTRITION

1. Training

s The training program for volunteers should be more
formalized, as recommended in section a., and snoulg include
instruction on how to motivate Qroups and bacic program
Mmanagement skills. While the "Flan Nacional de Cabacitacion
1984/85" includes training techniques for promoters, it snculd
4ls0 be provided at the voelunteer level.

" The volunteers should be backstopped in the field with
" audio-visual aids. Other PVOs in El Salvador have alreadv
developed these materials (i.e., Caritas and CALMA) and might
make them available to SCF at cost.

e Incentives to Volunteers

: SCF should create the same "upward mobility ladder" in
the health volunteer training program - l.e., beginning,
intermediate, advanced -~ as with the ag volunteer program. Theo
"Rural Community Banking" funds could also be utilized for

such incentive purposes.



S Communitv Health Cheste

It is recommended that tre medicine LHe sold at &
3ii1ghtly higher markup to Arovica a slight raeserve for
transpertation expenses o+ the voluntecrs and that 1t be
purchased by the heal+h caommi tteas,

4, Familv Gardens

The responsibility for providing technicsl asziztance
to these should he aelegated to the egronomists who have
received speciali-ed trainirg in vegetable gardening at the
CDTA.

S. Latrine Froject

SCF should re-cvaluate th . criginal project oesign and
mal’e a detarmination whather. given zo1l Tonditions in tna
region, 1t is foasible. Where soil conditicns permit, program
imolam2ntaticn shoulg be completed.

S. Growth Monitorimo Frooram

This project provides not onlv a mocane o+ Frovidinag
ferdback to mothers on their childrzn, but alss orovides tna
hecessary information to SCF ©n the impact of tne nutrition
proiact. Thz SCF program is at & competitive disadvantage with
the Caritas pProiect, however. in that the latter "rewarde"
mothers by Qiving them free food whon thev bBring their children
in to be weiohed. SCF could meet this compecition, as cne of
the volunteers suggested, by requiring that all beneficiaries
et otne "Community Rural Banting" Program demonstrate that they
have been Mmonitoring their chilarzn's- weilignt gain.

F. EDUCATION % LITERACY

i. Recordkoeo1nq 2 Evaluation

As stated earlier, there is everyv i1ndication that the
School Clubs Program has had an i1mpress:ve impact on enrollment
in the local school svstem, however, under the present proiect
d2s1gn, this impact Cannot be measured. As part of the
fievelopment of a comprehensive project information svstem (cee
section G), theo consultants recommend that oromoters maintain
sSeparate records of the enrollment and performance of students
Joining the clubs vs. those who do not.

2
-

. Literacv Frogram

While certain Progress has been mzde, the literacy
Program doss not apopear to b2 ane which has "caught fire" 1n
the 1moact areac. While not specifically Cratical o+ the SCF
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"literacy circle"” methodoloqv, the Consultants +ee] that muck
could be learneéa from the examples of national level pPrograms
such as hawve beesn implemented in Colombia &énd Venecuel a, As &
Fesource fo- 1ntormation on thase Pragrams, the consul tants
recommend that SCF consult the Simon Bolivar Fsundaticn, based
In Miami. Florida, :

D Incent,ves tg Volunteprg

The literacy volunteers should be included in the
"training as reward" pProgram, Perh&aps 'with modest Scholarships
to continue their own formal education in San Miguel. np gsvatem
of progress:ve incantives could be implemented, wharebv for
€ach vear of service, SCF finances & Year 's direct costs for
Seconaary level education.

5. PROGRAM ADMINISTRATION
1. Flarnnira
The SCF Planmina svystenm is excellent.

2. Reporting ¢ Information

Concom1tantly with the implemerntation o0t the new OFG,
th2 consultantce recommend & Comprehenszive overhaul o+ the ,
reportirg and information system. Reports should be organiced
on a Project/objective basis, and would include, for each
period, Proaress towardc objectives, activitieg, problems
eéncountered and recommended solutions. @A suggested format for
thecse is presented in Chapter 2. At the central office, the
information contained in these reports should then be processed
electronically and analysed by sector andg region for monitoring
and deciszon-makzng. The svystenm should be Comorehensive but
sSimple to Man&ge. and. abeove all, shoulg provide feedback tn

the field staf+ ang beneficzaries.

Froject controis need to be formalized. A file must
be maintained for each pProject funded by SCF and specific
minimal information must pe maintained in those files.

-

<« Financial Controls

The evaluation team found the financial control svstem
to be adequate. In the event that further adijustments are
required, SCF/Connecticut is the appropriate entity to
recommend and implement them,

q, Evaluation

Formaslization of the Resorting & Information System
would, as a natural ccnsequence, Qreatly facilitate periodic
Program evaluation. SCF should systematize thag process as



well, and, within the rtost parameters of the pProject, provide
for ample Participation of the benetficiaries, SN outline of a
Sudoested ”Part1cipatory Evaluation” methodology, used
Withareat succass by Rural Develooment Services in other
countries, is provided in Annex K.

In addition, QPNgoing evaluation coulid occupr thrsuah
the maintenance or houscholg diaries by project bencviciaries,
Thraugh tnese diarias, tha householas could monitor dirace
Program impact on their families: nutritional status ot their

children, child mortality and morbidity, tamily incemsz, changes
in behavior, and hpusehold 1mpbrovements.

H. EVALUATION MEHTODOLOGY

The best way to describe the disparity between the planned
evaluation methodology and the actual is to quote poet Robhert
Eurnms: "The best laig Plans of mice and men aft aang aalay",
Gn the drawing board, the 2valuation called for, in adaition to
4 thorough review 0t &1l pertinent written material (reports,
pPravious evaluatlons, budgets and plans) a field visit of
appronimately ten davs wherein the consultants would interview
Frolect bersonnei, Community leaders, beneficiaries. and
volunteers baseg Oh & random sample o+ tri-site visits, In
Frizticae, a numbar of obztacles inade adharence +o this pian
impossible. The initial Problem was the ‘paro’, i.e., the
promice, Communicated via Radio Venceremos, on the part of the
FMLN to burn every vehicle attemoting to negetiate the roads
north of Santa Rosa de Lima. Once the ‘Paro’ was lifted, the
Consultants proceeded with impunity towards Coricepcion de
Drionte, complating what Proved to be the only day of
“nrectricted field worlk., The following day, the consultarts
WEr2 surprised in Concepcion by a band of 80 heavily armed
Querrillas who, after Subjecting the market dav crowd to
tiresome shezches and shaking down tha leocal storerzenzrs for
Provisions, withdrew to a position just across the br:dage,
@ffectively sealing off our return to Santa Rosa. Having been
interrogated by the comandante of the insurgent forces as we
sat breakfasting in a local comedor, we thought it imprudent to
pPress our luck, and, as & consequence, made a dignified retreat
(on muleback) across the border to Honduras, where we remained
+or two davs, awaiting news that it would be safe to return ang
continue our worl. ‘

Eut when word tinally came it was negative: the
auerrillas, far from Withdrawing, had been interrogating other
members of the SCF communities, making inquiries as to who we
were, what our Mission was, etcs, Instead of returning to
Concepc1on, then, we cpted to rendevous with selected
Promot=ig, community leaders and volunteers 1n Santa Fozsa,
where we could tontinue our 1interviews.
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In all, despite these adversities, the Consultants werec
able to interview a broag sample of pPromoters, volunteers, and
community leaders. The onlv real deficiency was our inability
to vasit Mare than three communities and tall: to the
beneficiaries, Thaes shortcoming was in Part compernsated for
by the fact that SCF voluntaers are also bereficiaries :
themsel ves, &lbeit, perhaps among the more motivated and
articulate,.

The interviews themselves were structured so az tg obtain
the beneficiary‘'s (or Promoter ‘s, volunteer's or leaderg)
perception of the Program in a broad sense: its obiectives,
activities, accomplisnments and shortcomings. Despite the
constraint of having to work out of Santa Rosa de Lima, full

Agriculture, Health & Nutrition, and Education & Literacy. Sees
Annex A for a list of people contacted and Annex: B for & list
of evaluation activities.

I. DESCRIPTION OF THE BENEFICIARIES

’ The Northern La Union impact area is located in the
northwestern portion of La Union Department on the Hondur am
border. To the €ast lies the Guascoran River; to the nortn is
the Guani jipil River. The topoaraphy is relatively

~mountainous; the soijl is rocky or sandy. Most of the arable
land is cultivated with corn or sorghum, or is dedicated to

- pasture. Only four Percent of the land remains in forest,

e Within the two municipalities of Concepcion de Oriente and
El Sauce, roughly three quarters of the population is rural.

. The total Population is estimated at 20,000, Average family
®ize is estimated at seven,

v Due to the sCarcity of jobs and the general
‘Inhotpitability of the region, one of the areas chie+¢ exports
is illegal emigrants to the U.S. (It was even commented,
‘jqcntiously, by one of the SCF Personnel that the main
objective of the Program should be to teach English in
Preparation for the trip up north.) Most of the heads of
household in the region are munifundistas: the conzultants were
chagrined to learn that the land reform, @specially decree =07,
had had almoet no impact on the area. The reason cited was
that FINATA nover promoted the decree, and that the potential
beneficiaries feared reprisals from the landlords.

Many families sSupplement their diet and income through
animal husbandry. The SCF Project, as mentioned, has made a
major contribution in the area with the vaccination pProaram,
which has saved the lives of thousands of pigs, chickens and
cattle. Likewise, average vields for the reqion among SCF
beneficiaries have risen from appro:imately 16 Quintales per

Mansana to 3I0.



Approimately 47 percent of the pooulation 15 illitsrate
snd only Z% percent of the children aced seven to fourtoen
attznd school. O0Of the 21 schools 1n the area, 4 are closad,
and several have eliminated the upper grades due to lach of
tzachers. There is a high level of absznteceism, althouah this
trend seems to have been partially reversed recentivy. pcEsibly
due to the efforts of the 5CF pragram.

Health conditions in the area can be described &s
deficient. Seventy-five percent of the children under five
vears old suffer from first degree malnutrition. The most
common diseases affecting the population are gastro-intastinal
dicorders, parasites, malaria, rheumatism, recspiratory illness
and eve infections.

While it was impossible for the consultants to measure
with any precision the average income level of tie
beneficiaries. due to our inability to collect survev data in
the field, it is obvious that, despite tne Qains rzgistered,
SCF beneficiaries still occupy the lower rungas ot the
sociorconomic ladder in El Salvador. I+ the impact data
nathered from the sample of six agricultural volunteers can be
us2d &s a very rough estimate. per capita income is in the
neighbornood of US$ 95.00 per annum.

J. EXTERNAL FACTODRS

The external factors affecting projects implemented in El
Salvador are boiler plate: guerrillas, depressed economic
conditions, restricted mobility, conciderable risk to personal
sacurity. An additional factor in the Concepcion and El Sauce
municipalities is the outmigration to the United Statees, a
situation which leads ta instability in communities arnd is
probably a factor in the high turnover rate among leaders and
volunte=rs in the program. This same factor causes pratlems
for credit programs; an often heard joke in the region i¢ that
the main purpose of loans is to buy bus tickets to Mexico.

The failure of the agrarian reform is arother constraint
on the praogram in the sense that it places a limit on the
development potential of the beneficiaries, who have no
1ncentive to make extensive improvements (such as irrigation
systems or retorestation) in their farms since thev do not own
the land. Lastly, the environment of the regian itself must be
taken into account. The consultants were franklv amazed at the
quality of the soil (or, more accurately. the quality of the
rocks) in some areas, which obliged farmers to plant in the
crevices between fractures in the bedrock.
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CHAFTER 11

FROGRAM MANAGEMENT AND FINANCIAL ADMINISTRATION
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FINANCIAL SUMMARY

Budaet Budgzted
Cateaorv Amount
Field Qffice - ¥ 216,173,855

Services
Travel 19,387.40
Capital Assets BI,637.03
Frogram 296,757.32
Direct AID 186,835, 65
Home O+fice Overhead 7Q.7249.07

TOTAL T 873,711,002
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Expendi tures
to Date
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§CF had spent 90.0% of the total budget
the following table.
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75,410.98
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170,197.68
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Under the Direct AID catzgory, a total of 78 projects have
been funded to date for a total o+ C ?18,088.36. 0OF this,
colones 269,780.39,750.99 was budgeted for 21 proiects in the
Health/Nutrition Sector, C 256,475 for 19 projects in the
Education Sectors., C 44,059.85 for eight infrastructure

projects, € 62,295.37 for thirteen cottace industry projects
and C 285,447.25 fo

r twelve projects in the Agricul tural
Sector. See Chapter 3 for a more detailed description of the
~individual projects and a breakdown of their individual budgets.

B. ORGANIZATIONAL STRUCTURE AND STAFFING

SCF staff is located in two areas. Technical support and
‘central administration is provided by a small professional
staff located in a small office in downtown San Salvador.

. Project implementation and supervision is provided by a group
of eleven promoters located in two field officzs in the impact
ﬁqrea itself: El1 Sauce and Concepcion del Oriente. Figure 2-1

o
h

‘presents the organizational chart of SCF/El1 Salvador

1

3

Bt
Tt

¢ Save the Children/El Salvador is headed up by David
gRObers, who has been with the program sinc2 its inceotion in
©197%9.  'He brings considerable experience not onlv in Latin
American develapment but in the unique prablems and challenaes
‘*facing the small farmer. He is assisted by Ernesto Moranm who
*filled a newly created Position of Froject Manager in February,
ﬁ19B44waBringing extensive experience in program management and
‘hrofessional training in agriculture, Sr. Moran coordinates all
Program activities, supervises aill program staff, and supports
gﬁrgQRggers_in administration and planning functions.

4

~ ,Reporting to Sr. Moran are two recentlv-hired
Eﬁﬁbf@ﬁsiqnals who will support the health/nutrition and
‘mducation sectors. Dr. Javier Lorenzana, a physician with a
/specialty in public health, joined SCF in June, 1984. Sandra
ide. Barraza, hired in July, 1984, is responsible for
rcobrdinating Education Sector activities and presently for
‘codrdinating all staff and volunteer training activities.

" Weakness. Both of these two staff positions were
developed in order to provide direct technical support tuo the
;Ampact area and both individuals are directlyvy accountable for
the success of project implementation in the impact area To
‘that end, administrative procedures dictate that they visit
/®ach impact area once a month in order to ensure project
implementation and to Provide necessary technical assistanco.
A8 of the end of November, this was not the case. Sra. de
Barraza had made one visit to the impact area. soending a total
of five days and Dr. Lorencana had spent onlv seven davs in the
impact area -- an average of less than one day a month.
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This lack of field experience makes it difficult for the

Sam Salwvador professionals to understand the actual worliing
zonditions of the impact arza. To make matters wWors2,according
to promoters, neirther nhad spent significant time visiting
project s1tes but had remaingd in the project office in £l
sSauce. In additiom, it appears that Sra. de Farrzzz haz been
invelvgd 1n other administrative activiti=zs Which have further
limited the time that she had available to support the imoact
arza staff. Promoters complainad about the lack of support
trom the National Education and Health Coordinators and
reguezted more assistance.

Facommendaticon. It is highly recommended that each of
the national coordinators spend up to & month in the impact
areas in order to acquaint themselves with the crogram and the
regional characteristics. The Froject Manager has spent 31
days in the impact area since February, the National
Coordinators should also attempt to sopend nore time 1n the
field. This recommendation was also made by the prodectc
benzticiaries during the participatory evaluation of Januarv.
1924,

FRecommendation. It i quite clear to the evaluatores and
Nas also been recognized bv SCF that the National Educsztion
Coordinator canmot adegquately suppo-rt the Education S5ector and
also be rasponsible for training of SCF staff and project
volunteers. 5CF has considered the possibility of placing this
responsibility under the coordination aof the Froiect Manager.
Each sectoral coordinator (including the Productivity Sector
Coordinator when that position is filled) will plan the
training needs of his/her sector in coniunction with Sr. Moran,
who will be responsible for coordinating training activities
and providing necessary resources. In light of the increcse in
tunding and program activities undesr the new OFG, this
separation of functions is necessary to encure adequate support
to the various sectors.

Financial management and general administration is under
the jurisdiction of Rolando Aquilar who has been with S5CF since
January, 1983. His aptitude and dedication ic clearly
demonstrated in the excellent control over organization
resources as described later in this chapter. In addition to
central cfflce responsibilities, he also praovides support and
supervision to the impact area in financial arexs; 1n 19684, he
spent fourteen days in the impact area. Three secretaries and
a messenger/driver complete the San Salvador office.

The Impact Area office is headed up bv an Fizld
Coordinator who reports directly to the Froject Manager in Ean
Zalvador. Alejamdro Bernitez, who prezontly holds that position
Was a agricultural promoter for four vears before he was
promoted to
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that oesiticen in April of thig year. Responsible for Proiect
implementation &t the field Ievel, he Coordinates and
SUpervises a staft of 14, has direct control aver the
impact-area budoet, and is responsible for planning,
implemzrntaticr, and evaluation of all Frogram activities in the
impact area. '

Weaknees., gr. Beritez demornstrates tremendous commitment
to the Program and risplayvs an excellent command of rnot only
the program but of the region. He is, however, relativelv weap
on plarmning and ihplementation skills. During the present GOFG
this lack of adminiztrative skills has not Fosed serioucs
problems: San Salvador statf have been able to comolement his
weak areas and take sdvantage of areas where he is strongest
(field Supervision, agricultural techniques, etc.). With the
initiatiorn of the new OFG and additional Project impact areas,
however, San Salvador sta+f will not have the time to be
involved in Program administration. Additional authority will
have to be given to this position.

Recommerdation. We strongly recommend that San Ssalvador
Carefully evaluate the experience &nd expertisz that Sr.
Eenitez offers in Program managemenrt areac in the light of the
increasazd Fesponsibility that this Position will require in the
future. With four YE&I"S of proagram experiencs in the impact
area and aiven the difficulties of encountering competent
individuals willing to work in that area, every attempt must be
made to provide him with the training and technical support .
necessary to fulfill the responsibilities of that position.
Only if that is Not peossible should SCF consider hiring another
individual with more experience and training in project
admiﬂistration; in that instance, Sr. Benitez could be given
the position of field supervisor and could also be utilized as
& "consultant" to tne other impact areas.

Reportirg to Sr. Eenitex. Orlando Montesinos, the
Administrative Coardinator, is responsible for administration,
financial management, morthly audits of the current projects,
and training of Committee Treasurers in aéccounting and
administration, Two messengers, one inp each of the project
offices, complete the project staff.

Weakness. Despite the fact that Sr. Montesincs’ job
descraiption including a training responsibility, his activities
in this area have been minimal. The Project beneficiaries
interviewed stated that he had provided minimal and inadequate
training in financial management and that when he does visit
the project (whether community or municipal level) it is in the
Capacity of an auditor rather than a trainer. He hae,
¢ccording to project Participants, provided no training other
tharn that provided during the seminars held in the project
offices. No on-the-)ob training o: follow-up has been included
1in thisg training éctivity,
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Recommendation.  This lack of training in financial
management presents a serious problem in thie program both in
terms of control of institutional rasources and with ragard to
the institutionalization of the CEIRD methodol oqy. It mav be
that the "financial - -controller" is not the most apprepriate
Ferson to provide financial training-~trecasurers might fzel &
hit timid in asking questions of the person who will evertually
arrive to investigate their +inarfcial recorgs. ECF might
consider either utilizing another individual &t the national
level or brinaing in an external consultant who could preovide
an initial seminar in elementary accounting to promot=rs and
Committee Treasurers. That person could then provide riecessarwy
technical support and Quidance to SCF in necessary follow=-up tc
the initial training. Eimple materials outliriing simple
accounting procedures should also be developed as refzrencsa
materials +for seminar participants. See Chapter S for a more
detailed discussion on training requirements.

Three oroups of promoters support the. three sectoral
progarams, generally assigred to cne of the two municipalitiss
of the impact area: El Sauce or Corcepcion del Oriente. They
2ithar handle all communities alore (in the case of the
Education Fromoters) or in conjunction with the cther sectoral
promoter assigned to that municipality. Specific communities
or projects are not assigned. Through weekly visits to the
communities, the promoters Provide technical support and
assistance as required to the volunteers who are resporcible
for the actual implementation of the projects in their
communities,

Strength. All promoters interviewed by the evaluators .
demonstrated a strong commitment to the program and brough+t 3
wide variety of skills and experience to the program. These
individuals are to be admired for their commitment and )
dedication to a program located in arn area of the country that
offers very little in terms of diversion and recreation and
challenges the staff to overcome daily logisticai as well as
Programmatic problems. The community leaders interviewsd
reiterated the finding of the evaluators, citing the promoters
a5 fundamental to project success. '

Weakness. This deep respect by project participants has
created a certain level of reliance and depsndence an the
promoters. Community-level project meetings appear to be held
only when the promoter is pPresent. Health guides stated that
the community organization Process needs to rely heavilv on the
outside individual as th2y have more status than a local
resident. The Agricultural Committee Treasurer stated that he
could not fi1ll out the FORSOZ nor maintain his financial
records alone -- those two sactivities occurred orily when the
Rromoter had the timz available to world with him.



Recommendation. This heavy reliance on promoters is due
in large part to the inadequate management and financial
training provided to the voluntesrs —— a problem alczao
identified by the promotasrs. Not only have the volunteers
received inadequata training in project managaement but the
promoters have not received adequate instruction in the
education process and training techniques. With the
educational curriculum established in the Flan Nacional de
Capacitacion and with systematic and continuous training in
project management as described in Chapter &, this heavy
reliance on outsiders will be minimised.

Recommendation. SCF requested the evaluator team tc make
an assessment of the present sectoral organication o+
promoters. FProblems had been identified withint thie cystem by
community residents and promoters. It was difficult for the
program to work as an "integrated rural development program,*
cited several staff, if the promoters were attending to
communities in a sectoral and somewhat "uricoordinated” manner.
‘Promoters provided-examples in which they had identified
problems when visiting a community but because the issue was
not related to their sector, it was not their responsibility,
and indeed perhaps felt reluctant to interfere. Several
projects, such as school and family gardens, school medicire
. ehests, have suftered from the sectoral approacin. These
projects are coordinated by promoters who have not had
- axtensive training in those subject areas;y the more appropriate
‘resource person, with his/her own sectoral responsibilities,
perhaps that time constraints prohibit their active
Participation.

. . 'Both SCF and community residents stronalv suggecsted that,
the organization return to the previous structure where )
communities were assigned to individuals who were then
responsible for the coordination of all activities within that
peographic area. The evaluatioh team agrees with an aocaptation
0f this organization. We recommend that the promoters be
organized in municipal teams. Each promoter wolld be
responsible for coordinating all activity within his/her
communities but the individual skills and experience o+ the
team members would be used as required. During the weekly
meetings, -the promoters would identify the technical
requirements for their- communities and the appropriate -
promoters would visit their communities. If. & community had a
problem with their family gardens, one of the agronomists would
visit that community to provide technical support. Each
promoter could develop their present skills and acquire new
ones throuch a serieg of technical courses aiven by the
National -Coordinators.



Weakness. 2CF identified high fizld staf+ turnover as a
continual problem. When viewed in totalitv, the situation is
more positive than would be e:pected givan the goographical
location of the impact srea. The Field Coordirator nas been
with the organization for four vears and the aversge langth of
sarvice of the promoters is 17 months. Several reasons were
ai1ven bv promoters for the hign desertion rates: ‘

1. The project impact area is located in a "zona
contlictiva" where military skirmishes and
transporation "pares" are rot uncommon.

<. No restaurants, movie theaters, or videc parks Drovide
diversion.

<. FPromoters stated that San Salvador at times placed
them in an unfair position in that their schedules
have second priority to what the central office
ultimately dictates.

4. Fromoters, like most Salvadorans. expressed a keen
desire for additional education: living in the impact
area where no educational facilities are available
makes that impossibie. In aodition, promotars stat=d
that SCF would not give them sufficient leave of
absence to study outside the impact area.

Recommendation. We believe that the develapment of a
tormal training strategy, as outlined in the Flan Nacional de
Capacitacion will make an important impact on the promcters.
Mot only will it.create a more effective team of promcter but a
formal training program will alsoc provide to those promoters
possibilities for personal imprevement and growth, In
addition, by creating a team approach to development, the
promoters can be exposed to other sectors cther than their
specialization which will counteract the "boredom" that they
*eel working in only one sector. G5CF must create a carcer
track for these individuals: perhaps they can be transserred to
or heavily utilized in the other impact arceas as thev are
cpened--bringing their experience and trainirng to bear in other
regions of the country.While the evaluation team.

C. ADMINISTRATIVE PROCEDURES

During the last year, SCF has developed an excellent
series of administrative memos which together with the "Fiecld
Office Manual" praovide adequate gquidance and ensura
administrative control. SCF might corsider translating
ralevant portions of the "Fiald Offic2 Manual" into 3panish and
consolidating them along with the adminmistrative memos into one
document which could then be distributad to all staf+.,
including the impact area.
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D. HUMAN RESOURCE MANAGEMENT

SCF has brepared & seriec o+ Procedural memce Qoverming
prersonnel policices which provica advacz on interview1nq
potential candidates, contracting additional emoleovees, and
evaluating Perzonnel. & siu menth 2valuation of new employeeg
1z “clicwed by vearly reviews which provige *eeoback by
supervisors., '

Strenagth. The evaluators found the evaluation process to
bz encellent wlth well~devel oped formats and perfarmed in a
posit:ve,vconstructive environment in which employees’ are
encoursgea to imbrove their worl: performancea.

Weakness. &sCcF has identified high staff turnover as &
S@rious Problem, both at the fizld level A4S discussed earljer
and in San Salvador. This hign turnover hac resulted in the
Present situation where tha Director ana tho Finarca al Manager
are the protecsional statf who have been with thre Frogram
longer than a vear. ThE'averaqe number of morths of tenure at
the national level for Professional stafs is ten and one ha ¢
montnz=. )

Recommendation. The evaluators could not determine the
Feascrns for ths high turnover in the San Salvaacor office. we
do recommend., however, that SCF institute SN exit interview
Procass whereby all employees terminatlng employmert with SCF
would be given the Gpportunity to discusse their reasons +or
leaving. Pased on these exjt interviews and interviews with
other available ex—emplovees of SCF, a written review of
Primary reasons for termination of ‘employment (incluaing
termiration with or without cause) could pe Prepared as & basis
for a series of recommended policies or emblovee benecfitg that
could counteract the major causes o+ desertion.

E. FINANCIAL MANAGEMENT

Under the original scope of work, the evaluators were to
Participate in tre Management Aud:t carried out by tnhe internal
audit team from Westport. During the course Ot the audit that
focus was altered by the internal audit team anc bv the
loogistical Situation in the impact area. aA determination wasg
made by the internal auditors that infcrmation on the internal
controls of SCF Was an internal matter ang was, theretfore,
inappropriate 1n an external document. In addition, extensive
review of the financial records in the impact area was made
impossible for the trarnsportation "paro" called by the
guerrillas ang by the fact that the Administrative Coordinator
Was 1n San Salvador at the time. This report cannot.
therefore, Provide an in-depth analvsis of the financial
man&aement procedures o+ the San Salvador nor of the impact
area of-tice. This section wil] instead concentrate on
financial marnaga2ment as it atfects Proaram management.
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During the +five vears of the OFG. the use of several
disbursement proccedures each with a different trsatment cf the
@ichang2 rate has resulted 1n some confusion and discrepancias
between the expenses renortzo by SCF and those accected bv the
WUSATID. Operating on a cash advancsz svstam, SCF has at times
carried one cash advance at the officizl =zuchange rate O0F .....
C 2.30 = US¥ 1.00 and another at the fluctusating parallel
market rate which USAID authoriced in mid-1982. Urnder the 0OFG,
financial management &and reporting will not present any
problems, however, due to the fact that SCF will now operate
off a Federal Resarve Letter of Cr=zdit.

Recommendation. While not a requirement under the new
OPG. SCF/El Salvaoor should send monthly financial reports to
USAID/El Salvador.

Strength. The financial records reviewed in Sarn Salvador
and 1n the impact ar=2a were up-to-date, arderly, arnd provided
adequate control over US GBovernment funds.

F. PROJECT DISBURSEMENT‘PRDCEDURES

The impact area is provided with a cash advarnce for
operations which appears to b2 adzquate for the levzl of
activity urnder the old OFG. having presented no cash flow
problems. As financial reportz are provided te San Salvador
mornthly, the rotating fund (representing planned cash needs for
two month~) is then replenished up to the established level
with a check for approved expenses.

Upon project approvdl., the Preasident/Treasurer fills cut a
form requestina disbursement of funde, outlining the budget
items they wish to spend 1t on. This form, after review bv the
appropriate promoter, is presented to the impact area otfice
where it 135 first revizwed bv the Administrative Coordinater to
determine whether there are funds are available and that the

ipenses planned are included 1in the budget. Atter his review,
the Field Coordinator sians the request , and a check a1s
prepared by the Administrative Coordinator and presented to
the committee for cashing. The committee members cash the
check in Santa Rosa de Lima or San Miguel where the necessary
1tems are then purchascd. Based on limited i1imformation
provided by the volunteers, the municipal committzes do not
have a bank account for SCF funds--as they are usually spent as
soon as received.

Monthly, the committees must $ill out & financial
reporting format, called the FORS0Q&4, which lists SCF funds
received and soent and resources acnerated byv the community
guring the month. This 13 preparad tn2 27rd ot thne month to
Qive San S5alvador the necessarwv time to 1ncorporatc this
1information 1n their monthly +1nancial raport tor oresantation

to Westpotrt.
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Weakness. As a,means o+ Qathering necessary information
for Westport accounting requaremcrts, the FORSIS6 is an adeouzte
and approoriate tool. As = plannzng/monltcrxng tocl for use by
Communities., promoters, ang otner ELF program staf+. it has no
value whatsoever. It provades no cumulative information £nor
mocnitoring enpencec against the budget and against phvsicai
Proarass to dats=. Whil= that information i3 available in the
1mp&act area throuah "tarjetz- sunliares,"financaal records at
the central office level do not track cumulative exXxpensses on A
Project by project basis.

Recommendation. We recommerd that the format be chanoed
to ore resembling & prior FORSOA6 which would provide
information useful to proaram rpecople and community residents in
an easilv-accessible format. Figure 2-Z presents an example of
& suggested format that might be adaptable to this proqgram.
This would be filled ou: for SCF-funded expenses as well &g for
locallv=-agererated resources although the budaet categories
would rneceesarily be different. In the first and second
columns would be listed the budoet categories and approvea
budgeted amounts as ocutlined 1n the FORS50OT. The community
would i1ndicate the expenses ot the present reoorting pericd in
the third column., the total eupenses to date in the fourth. and
the budget balarce for €aCh item i1n the last column. A written
Quide should be Preparea and made available to Trzasurers.

G. PLANNING

The planninag system created by the SCF is sophnisticated
and more importantly has been successfully implemented. This
could be used as an example for other development projects-~-no
matter what their focus. With the. approved OFG document as a
foundation, vearly implementation plans, FIA's (Flan de
Implementacion Anual), have beern developed which have shown
significant improvement over the past two vears. They have
bzcome increasinglyv more Specific and concrete with regard to
obrective settino and activity Plannino and represent an
1institutional Planning document that is used by all
Professional staff from Mr. Rogers all the way down to the
promoters in the impact area, who demonstrated a thorouah
knowledge of sectoral objectives and activities, These FIA's
are then translated directly into quarterly, monthly, and
weekly rlans for staf+ activities. In the field, weel:ly
Planned activities of the promoters directly supported the
achievement of established objectives.

H. PROJECT REPDRTS

A detailed memo crepared by Sr. Moran late this vear
provides astailed lnetructions in the Freparation of quarterly
reports by field staff on Project prooress. For each scctor.
dactivities during the qQuarter are listed with specific
achievements against project targets identified.
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Figure 2-2
+-INFORME FINANCIERO

DESARROLLO JUVENIL COMUNITARIO

Nombre.de Iroyecto

Periodo de Donacion

Numero de Proyecto

Periodo de Informe

PRESUPUESTO GASTOS DEL GASTOS HASTA SALD-
CATEGORIA APROPADO PERIODO LA FECHA PRESC™
TOTAL
Fondos disponibles al comienzo del perlodo
Mas fondos recibidos en este periodo
Menos gastos de este periodo
Fondos disponsibles al finalizar el periodo
Preparado por (firma)
(nombre)
. (cargo)

(fecha).



Weakness. While this provides information ori actiwvities,
it does not present that information in a format that is usefui
for planningo and supervision. While project activities are
listed, they are listed in agaregate for each sector -- not by
EpeClfic objective. Finally, while theore is & section entitled
"Froblems and Fossible Solutions," problems are not listed 1n
relation to specific projects ard seldom arc solutions actuzllw
offered.

Recommendation., Wwe recommend that a project reporting
format bz developed and implemented -- with a separate one-page
report prepared for each project. As the proposod format,

—(Figure 2.3) the objectives for each projects are outlinza at
the top of the sheet. Achievements for the period and the date
are2 then listed in the second section. The third section lists
the activities undertaken guring the reporting period. The
fourth section lists the prublems encountered durina the
implementation and the last section licste one or more

. recommended solutions for each problem identified. Depending
on the information requirements in San Salvador and the dearee

- to which that office wishes to be involved in moniteoring field
activities, the reports could be filled out monthlv or
Quarterly. Once again, w2 recommend the developmant .of an
accompanying guide for use by the committees. These reports
would also provide information hecessary for periodic reporting
to donors as well as Providing an effective Project monitoring

ool for SCF..

I. PROGRAM MONITORING

... .. The two reporting formats proposed in this section would
4llow for a tighter control over progress to obijectives and
evpenses to date in relation to tnat achievement. These reports
should be reviewed by the Field Coordinator who would then
ensure that the appropriate action is taken. Throuoh the

‘periodic reports and Sr. Eenitez’ comments and analysis of

those reports, San Salvador would be able to ensure that the

necessary action has been taken. This is important in view of
the relative low level of administrative experience of the

Field Coordinator and the level of autonomy that that area will

have under the new OFG.

‘J. INFORMATION SYSTEM

Weakness. One of the major problem encountered by the
external auditors when attempting to measure not only program
impact but activities to date was poor prooram documentation.
The institution lacks some of the more information necessary
for minimal Planning and evaluation activities. While the
®valuators were impressed with the ability of long—=term sta+f
to quote data off the top of their heads . the written
"information available is fearfully inadeauate. While quarterly
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Figure 2-3

INFORME MENS UAL
DESARROLLO JUVENIL COM UNITARTIO

Nombre de Proyecto quero de Proyecto
Per{fodo de Dornacion , .Mes .
Objectivos:

S

Logros del perfodo:

———

Logros hasta 1la fecha:

Actividades:

| Otros Exitos:

Problemas:

Soluciones:




repaorts of activities bzgan in March 1980 and provaide & clear
written account of project activities and prcaoress toward
chiectives, project files 1mn San Salvaoor and in the impact
area were tound to be relatively incomplete. In San Salvaoor,
files contained onlv a copy of the original projiect proposal
(FDREWI) amd a few but not all FORS0O6. The i1mpact arez files
ware more complete--corntaining the forms reguesting funds in
sddition to - the oriaginal FORS0Z and most if nct all FORSODE.
Neither contained any information at all on project activities.

Recommendatior.,. The new OFB has proposed the purchase of
a computar, we recommend that SCF contract am outside computer
consultsnt to develor & computerized information svstem thst
can not only classify intormation on projiect activities but
also provide a means of trackina proaram impact over time. A
determination of the information needs should be made. Hase
line information needs to be obtained orn all impact areas
envisioned under the new grant, ensuring that information on -
established indicators is gathered. Information on activities
stould be gathered on & project by proiect basis-—-with
information further detailed by individual communities.
It is extremely important that SCF be able to track the
performance of this project as it will serve as & base of
experience and information for the expansion into other arsas
of El Salvador as wesll a= into other countries. After the
effort and eneragy put into this project, it is absolutely
critical that a wraitten history of that be available.

Recommendation. We also recommend that project controls
be formalized. Each project file must contain certain basic
documents. With the FORS50F as the foundation, each project
folder must &lso contain: '

1. copies of amendments to budgete or obijectives

2. list of communities incorporated in project design
with targets for each one

2. copies of pericdic project activity reports

4. copies of comments and analysis of reports prepared by
the Field Coordinator

S. copies of monthly financial reports

6. other descriptive material on project-related
activities

Thie information should be located in San Salvador as well in
the impact areas. With increased coverage, San Salvador can
serve at the central information clearing house. In order to
apply lessons learned from the present impact area (the Filot
Froject) and subsequent modifications, the information must be
available for synthesis bv National Coordinators.



K. PROJECT CLOSE-OUT PROCEDURES

As a corollary to the previous recommendation, at proiject
termination, a final report should be prepared which summarizzs
achievements of obiectives. activities implemented, and lossons
l2arned. With information on the total nroject cost and the
number of beneficiary families served, a rost per beneticiarv
can be calculated. A description and analysis of the problems
encountered and the solutions attempted will offer valuable
information in the planning and implementation of other similar
projects.

L. PROJSECT EVALUATION

Strength. In addition to its required mid~-point
evaluation, SCF carried out a participatory evaluation with
more than 350 project participants in January of 1934,
Significant staff time and effort was spent on not only the
implementation of those two evaluations but of the application
of the resulting recommendations. SCF has demonstrated a
commitment to self-evaluation rarely found in private voluntarv
organizations.

Weakness. While the participatory evaluation provided
considerable data and feedback from project participants, it
was not focused on program impact. As such, it provided little
information for measuring ongoing impact on the socio-economic
situation of project participants as measured by indicators
established in the OFG. As mentioned earliesr in this report,
no base-line data is available for the impact area: while the
participatory evaluation provides some data on child mortality
and child malnutrition, there are no prior-period figures with
which to compare.

Weakness. In addition, SCF has not placed high priority
on training community residents in program evaluation. Mothars
-are both unaware that growth monitoring is a direct means of
measuring project impact and of the importance that evaluation
plays in program management. :

Recommendation. In order to create a base-line data to
measure the program impact of the future OFG, we recommend that
all available socio-economic information be prepared. That
information should be supplemented as required to ensurz that
information is available for all indicators outlined in the OFG
document.

Recommendation. We recommend that a seminar be held with
the volunteers. The first seminar would i1nvolve thiree davs.
The first dav would be spent in the discussions of evaluations
and their impartance. The second day, the volunteers would
develop indicators for the project sectors based on trne UFG.



and then develoep stirvey instruments to be used in a
participatory,evaluation. After practicing the uce o< those
instruments among themselves, tnhe voluntzers would go to the
“campo" for & week to interview a pre-determined riumber p+
caommunity residents. The tinal seminar woulgd b2 spent in the
tabulation of the results and the Preparation of 'a final
rebort. The promotzrs would be Closely lnvolyed during the
process‘so that they could Provide technical support.

Recommendation. During this seminar, a set of houszhold
records could be developed that would allow the householids to
mzasure direct impact of the program on their family: income,
proguction., child mortality and morbidity, household
improvement, and behavior changes. etc.

M. INSTITUTIONAL SUPFORT

1. United States Aoerncv for Infernational Level opment

Comments about sSubport from USAID were generaily
positive. A major confrontation occurred between USAHID and SCF
in 1981 due to the USAID policy at that time of funding onlyv
those proarams supporting the agrarian reform. Despite that,
the relationship between USAID ang SCF can be characterized ac
one of mutual respect and understanding. The other
misunderstanding between the two institutions from the
different treatment that the two institutions gave* eixchange
rates and reporting of expenses has been resolved by the
utilization of a Federal Reserve Letter of Credit under the
future OFG.

It was noted, however, that the USAID technicians seldom
visit the project area=-primarily because of US Embassy
security restrictions for all personnel. We recommend that
when security permits. USAID staff, especially Americans. make
an e+fort to visit the impact area. :

2. Save the Children/Westport

SCF/San Salvador has an ideal position with regard to
relations with their home office. They receive all the
technical Support and assistance when required but without
unnecessary interference in the internal operations of the
field office. Mr. Rogers characterized their position as
"autonomous but with all’ the support that we require." Control
of the budget is entirely in the hands of San Salvador: when
Westport makes expenses on behalf of the program, they are very
careful to inform Mr. Rogers in writing.
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Se Salvadoran Government (GNES)
—*—-ﬁ“—-*

Considering the budgetary constraints ang the serics of sericus
problems facing the GOES and the fact thnat the i1mpact arca 1s
in a zone of conflict, the GOES has been able to come through
with a surprisingly Righ lavel of support to this pragram.
Despite the lack of Personnel and shortages of mecicines, the
Ministry aof Health Plaved a significanmt ral2 1n the vaceinaticn
and deparasitation campaigns. The Ministry of Education has
provided adequata technical’ support to the literacy program
through its field staff who work closely with the literacy
promotars and volunteers,





