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CHAPTER I
 

EXECUTIVE SUMMARY
 

A. INTRODUCTION
 

In September 1979 

Salvador 

Save the Children Federat~on/El
(SCF) received ar Oorational Prog-amUSi4ID/EI Saivador ia' the 
Grant (OF'G; +rom 

program of 
amount o4 US$ 973,71i to impiemnt aCommunlty-basea Inteqi-ated 
Rural Dovelopment in
municipalities of tnc-El Sauce and Concepcion de Oriente in theDepartment of La Union. 
 The arant was 
to provide financial
support for the aener,:l administration of the project. as wcll
as training activities, local community developmont projectsand the purchasc of needed commodities. 
 The three basic
development activities to be promoted at the community levelwere a) Health & Nutrition, b) Education &.Literacy. and c)AgricLlture & Cottage Industry. iAs a result of what-- perceived wereto be significant successes of this projectimorovina the lives of in

the beneficiaries targeted. SCF 
was
encouroaged by USAID/El Salvador developto a follow-on pro isctproposal to finance an expansion of the CBIRD model to otherrcions of El Salvador. Given that this project involved amore than 300% increase in funding SCFfor over the previousOFG, it was considered vital that a formal evaluationconducted to both a) substantiate the claims of 
be 

SCF technicians
and prior evaluations that the 
sianificant benefits, 

project had indeed generated
and b) 
to make recommendations as
what, if to
any, changes might be required 
in SCF's project
design, management, and operating procedures before undertakingan e::pansion of the proiect to allow for implementation of themodel in other regions of 
El Salvador beginning in 1985.
this end, SCF contracted Rural Development Services 

To
 
independent consulting firm, to conduct 

(RDS). an 
a three-week evaluation
of the program during December, 1984, the findings of 
which are
reported in this .document.
 

B. Principal Findings 

1. General 

Generally speaking, the evaluation team was extremelyimpressed with the ,ccomlishments of 
the SCF program with
regard to improving the quality of 
life of the rural poor
living 
in the impact area.-These accomplish-ments 
are all the
 



more impressive -jten viewed against thz backoround o0f
un+avoraole Dciitical, 	 the
 
economic and environmental 
conditions
eV'-.'1inq 
in the rezion (.Se,* Section D. "E;tzrnal Factors").Limono the proqram's po!sitivQ i:etures were:
 

- significant gains in agricultLtral pi-dcuction
oroducti vi t,	 and 

- significant increases in ta.,ilv income due toagriculture and animal husbandry 
- sioni~icant improvements in 
family health and
nutrition, 	especiallv of children
 
- encouraging trends in 
school enrollment
- a high level of self-helo and attitude among thevolunteer workers tnat 
"the prooram is the benefit"
 
-
 broad coverac., including the dissemination of
project technology and 
benefits to large numbers of 
indirect
 

benef i ci ari	es
 
- the development 
 of a sionificant number ofcomp,?tent, 	dedicated communitP leaders
 
- C-+fective proiect maniagement, including
sci 	 a fair.isti cated planning systemn and tight financial controls
 

While the evaluation 
team found 	Lubstantial room
 -.Cr imorovement in 
the SCF program, ne doeficiencies identified were seldom serious ones and in no case 	 had these constituted abra.2 on the rr.n' 
 rwd momentum. 'Theshortcoming of 	 m t oroblematicthe project at thi- time 
-- and one which, if not*addressed, 	could erase much of the progiess made -,is thefailure of the SCF to promote the institutionali-ation of
projec 	 the
with local 
human and financial resources. 
 This point
will be taken U further in the section under recommendations.

Other shortcomings of 
the project were:
 

- the failure of 
the cottage indus=try component to
produce the anticip.ated increases in 
family income and oth~r 
bnef it s 

- a 
fairly large turnover rate among the volunters.o rticioating in the program, due to lack of 
4inancial 
or other
 
incentives
 

- an underutilization of the commodities distributed
Wider the latrine project
 

- complaints on 
the part of the field personnel 
of
lack of support from the central office
 
- a failure on 
the part of 
the project management to
relate plans 
to reporting and idiormation systems, thu3 makina
evaluation by objective difficult
 
- a 
partial breakdown of 
the mechanisms needed to
insure community participation in the decision-making process,
a well as 	to eL:pedite 
the flow of information from the field 

t:u the central office.
 

2. Froor am Irrn .!! 

The evidcnce oath7red b, tne RES teim b-,-icIl v2Lupport 1:he f andins or nr:2vi, CuS e/Valu.:? Li nr!s that the pro.ct 



I 

ham effected sicnifican- improVementsintended bonefaciat-ies, ir;,tha livos 0+ tn1-hese bene:itsthre~e projlect sectors-: 
were oerceived in allH~c-ith .. Nutrition.Literac-, Educationand (-joriL-Ultural '8FrndLctivity'.

the project whicn 
ihe only component ofclearlv.failec to esigniicant

benefits was that of cottaoePositive indLtStryimpact development.of the project was The overi.key confirmn-project indicators both in certainano in the sUOLLectiVebeneficiaries testimonvinterviewed. of theThe former are summarized below. b\;sector.
 

a. r C, vi tv Sect or 

In the case of
project, the agriculturala combination sectorof ot the100% increases in yields andpercent increases in twentyacreaoe planted has led
doubling to a more thanof basic grains production sinceproject the rtudo So1 idri-owas initiated in 19e2.
achieved with 

These increases have beenrelativel, modest additionalinputs, *lnvCestments.in with the result that real net5S% devaluation income (adjusted forof the acolon between 1982agriculture and the present)and animal husbandry has from 
since 1982. appro- imately doubledCorresponding benefits -Familv nutritionincreased availability of basic dains 

in due to 
also and animal protein avebccn documenta-da. 

The total numbercomponent was 
of direct beneficiariesZ'57 families, of thisor 
2,356 persons.
1),O)'00 persons An additionalmay be estimated

imitation to have benefitedof throughthe cultivation practices disseminated,not in the although,
same degree as the direct beneficiaries.
 

b. Education L r 
The impact of the Education sectorto assess due to was difficultthe lack of an evaluation-orientearecordkeeping system. For the two primaryconstruction of activities,classrooms and promotion of
example, it school clubs, forwould have been instructive

"after" to have "before"figures andfor enrollment at the commLtnityNevertheless, level.based on school-levelmunicipalities, data for both
significant improvement v;as registered
198. and 198 betweenin three key areas:
increased from 4,041 
a) tntal enrollment
 

to 4,973 (+23%), b)
increased from 75% to 79%., 
the promotion rate
and c) the dropout rate decreased
from 13% 
to 9%.
 

These positive indicators for the system as whole suoaget that, despite the o: aistence of
to remaining many disincentivesin school (lack of emplo\,mcnt opportunities.,economic hardship, demand for on-+arm child labor),increasiog annumber of children are telno Persuadedtheir education. to con7 in:LCWhile 
data 

the lack ot comparative and. baselinemakes drawino firm conclusions di+t-icult, it would seem 

http:lnvCestments.in
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that, g iven the loW level o+ governmentin this area. the SCF 
and other 6VO activityorogram could claim to be at least onefzactor 
in these trends.
 

Regarding the literacy program, the twentv-six
*;r.:ing in this area volunteers
reported having trained a
p.:r7orns, 69 women -and 4A men, 
tot;al 11lc 

to read and wvrite.
 

C. He___alth 
 Nutrition
 

As with Education & Literacy. the imoact of
component 
was difficult this
to assess due
indicator-oriented to the lack of
records. 

promoters associated with 

Interviews with the \'oluntc-rs and
the project, however, indicated that
Community residents view the impact of
eltremely positive in 
this project to be
a number of 
areas.
indicated that the extensive training 

Health Quides
 
had resulted in 

in nutrition and health
definite behavioral changes
participating mothers. on the part of thT
The evaluation tOam also found that the
community residents 
see 
a 
link between project activities and
the demonstrated decrease in child mortality.
stated that Health guides
in four communities ot 
Concepcion de Oriente.
was a 
 there
decrease in child mortality from 18 
in 198C to 0 
in 1984.
 

An important objective of
self-sustaining institutions at 
the project 
was to create
the community level which would
provide for 
a continuation of
termination of the services beyond the
external 


gene-al, 
funding and technical assistance.
the evaluation tetAM found that, 

In
 
while competent,
effective community leaders have been trained durinq the five
y.ear project period, and 
a number of 
functional
been formed. there is committees haveas yet no permanent structure,the community either ator municipal levels, which would survive awithdrawal 
of SCF's assistance program.
 

For the most part, committees are
implemention of organized around
specific projects the
 
as opposed to the
identification and resolution of problems onbasi s. Four an on-goingmunicipal committees, which appear to 
have assumed
more permanent functions, not only with specific projects, but
as 
liaisons with SCF technicians and promoters for purposes of
ccmmunications and 
resource mobilization have also been
formed. 
 It was, in 
fact, 
the evaluation team's impression that
these municipal committees have been developed and
at the expense of strengthened
- or in lieu of 
- strong 
and permanent
Cnmmunity-level organizations. 



Given the ad hoc nature o+ the coMmunity-le!-lcommittees. the mos-t meanino.-ul way to analvze theire,;+ectiveness is 
on a component-bv-component basi,:
 

a. Product iMi t\, 

The primary oroanizational vehicle for the
agriCUltutral prOOLtivity component has beenZ0 lidario the orupo(GS). although many kev' functionsprocess have been in the creditincreR.singly designated 
to the agricultural,
sector committee (CA).

modeihas The program's experience with thisbeen highly successful to date: Gm areoroanized and have proven to be good credit risks. 

small, easily 
have not suffered the fate of 

SCF OroLs 
other GS's elsewnere in El
Salvador, which have dissolved when members were unwilling to
assume the loans of other borrowers in the group who had
defaulted. 
SCF technicians working with the groups attribute
this to an 
in'tensive orientation process in which GS's
encouraoed to choose their mcmbers carefullv and according to
the criterion of creditwortniness. 


are
 

Leaoership is
democratically elected: 
groups are self-supervised, creatino
sense of a
responsibility and accountability for all 
resources
 
recei ved.
 

The organizational
enterpr-ise projects process with the smallias not as successful. None of
which received the groupsloans or grants in 1982 and 1983 still exist asgroups today, although the 
assets of 
some of 
the projects were
recovered and sold to individuals.
 

b. 
 Health & Nutrition
 

To an even oreater extent than with the
productivity component, the +unctions of 
this program area have
been subsumed by two municipal committees, which to a certain
extent rely heavily upon the abilities of 
the SCF promoters.
At the community level, 
the implementing agent
"health guide", working on 
are the 73
 a voluntary basis 34 communities.
The health guides interviewed demonstrated a high level
familiarity and commitment to the program, as 

of
 
evidenced by
their willingness to work 
as 
many as eight days per month for
the project, frequently covering their own 
 travel e:penses.
 

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,
lesser extent, from the two 
to a


municipal committees and health
 
gui des.
 



c. Education & Literacy
 

Three oroanization units have ben created toimplement projects in this sector: 
 the school club, the
literacy circle, and the community education committee. 
 rhe
school club is by far the largest and most active of
There 
are 29 at present, in tihese.
 seven
projects in four schools, imo1ementina
areas: 
 sports, arts, health and aariculture.
The clubs are governed democratically by a committee of 
six
members, all of whom are students. 
 The literacy circle, on 
other hand; is a transitory, passive group, organized +or 
thz
 

sole purpose of teaching its members to read and write. 
the


Likewise, the community education committee is orcanized around
a project, e.g., 
the construction 

classroom, and dissolves once 

or rehabilitation of 
a
 
fulfilled. this function has been
There are as yet no 
municipal 
level committees to
oversee the activities of 
this sector.
 

4. ' Program ManaQement bv Sector 

a. Productivity Sector
 

Two municipal 
'Comites Agricolas
major role in overseeing the projects in this sector and
 
(CA) play a
participate in all 
phases of the management process:* planning,
budgeting, implementation and financial control.
!most prevalent in tha credit, animal 

This role is

vaccination, and silo,
construction projects: training and technical assistance remain
the dom&in o4 the four agricultural promoters.
enterprise component was also managed primarily by the
 

The small
 
promters, although implementation

.responsibility of 

was obstensibly the
the groups benefitting.
 

The credit program, as 
coordinated with the Eanco
,o Fomento Agropecuario 
(SF, serviced
borrowers a total ofin 1984, for ha total r7loan volume.... of approimatey200vOOO colones. 
 In most cases,jt'mely fashion and at 
credit was delivered in a
a reasonably low cost.
AImplained that the amount 
 Mane farmers
of credit
iV-d was insufficient for their
and that it wastrAditional only available for production ofcrops, not purchase of animals.
.manager of 
 The newly assigned
the BFA, in an interview, vowed to correct these
:teficiencies. Another complaint voiced by the farmers was
the BFA occasionally that
ran out of fertilizer and the borrowers
,had to make multiple trips to Santa Rosa to pick up
inputs. 
Some objected to the legal their
 

"or all fees required by the bank
loan contracts and the fact that at
was required per GS. least one guarantee
The repayment rate for

exceptionally high: 

the SCF GS's was
 
98%.
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"Fhcani.-, vaccianeefficiently and L1v.-- alSo manaecd
effectively, resultinc in broad coveraoepe:I unit cost. a.A silo construction loworoectc
waS also for cn-farmeictlvelvI implemc.nteL, torag*.
a1thouahdemand was it appears th at thCsubstantiall, unaerestimated
small enterprise project Management of thewa deficient in 
several 
respects:
failure to perform fe CibIliz: studies +or
imlementeod the pro iectsfailure to aeouatelv train and prepare the
 

beneficiaries; 
lack of
projects were underway.
-fIll-tptechnical assistance once 

:3. Health F.,L.2u1trniJon.
 

Management 
of
campaigns the vaccination and deparasitizztion
was e':cellent with the municipal 
committees and
volunteers cooperating, under the oudance of
reach large numbers of the promoters. tc
beneficiaries at
projects which required low cost. On those
 
however, performance 

more planning and technical ,oiloLJW-,tD.
was at times less impressive. 
 In tns case
of the women's Clubs, while the volunteers
as exemplary, the lack of 
work was o=_-I0
adequate training and support
the field ano central fromcfic-s has resultedutilization in lessof the available than ma':imatmvoLuni:eer resources.
of the community In the casehealth guides, theprc'c-dures lack of systematic rCsUppl'yhas resulted in decreasingadministrative capital stock andcosts (transportation, etc.) 

higher 
health guides. to participatino
Reaarding the Family Garden project, which
resulted in 
the cultivation of
nutrition, much of the harvest 

237 vegetable plots for better
 was 
lost due to the failure to
coordinate wiLl, the agricultural promoters for necessary
technical 
assistance. 
 In the case of 
the latrine project,
while 237 units were constructed and delivered, only 26
been installed, due partially to poor tecnnica: 
have
 

lack of follow-up by SUP6ort andvolunteers ana promoters. 
c. Education ? Literrcv
 

Havira:c 
 no municipal 
level
responsibility for implementation of 
committees,


projects in
lies with the four promoters. this sector
The consultants found that the
eisting division of
each municipality assigned to clubs, the other to the
program 

labor between these promoters - one in 

-
was somewhat inequitable, given that the 
literacy
 

of the work appeared to be with the school 
lions share
 

club program.
 

It 
is not surprising, then. that
promoters' performance frequently fell the club

short of
and goals they had the objectives
set for themselves. 
 In 1984, 
for e':amole.
the promoters planned to construct five p3avgrolUnds.
completed. one was
he impression given bv tha reports is that
promoters 
are attemptino to 
implement 
a multitude of 
pro iects
 



simultaneously. 
By contrast, the reports of the literacy
promoters indicate a much reduced level of activity.frequently mentioned problem is the "decrease 
Tha most 

in attendance" o.Fthe circles. 

5. 
 Overall Prooram Manacemont
 

The evaluation team found program management to be
extremely effective. 
The planning system, in particular, is
quite sophisticated and involves a high degree o+ participation
among beneficiaries, field and central 
office SCF personnel.
The Plan de Implementacion Anual 
(PIA) provides a solid
foundation for the quarterly and monthly plans developed by the
staff. 
 In the field, promoters demonstrated a thoroLIoh
knowledge of the overall objectives of their sector and their
weekly activities were geared to the realization those
objectives..
 

The chief weakness in the management Svte,T, was in the
area of reporting and program evaluation. 
While regular weekly
and monthly meetings 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
,arise from these moetings will not be adequate in thO
giveefrithe-expansion of program activity. 
-future
 

In addition, while
quarterly reports have documented activities and progress
toward Objectives, a separate document analy.ing successes 
and
problem. in the first impact area could provide a valuable tool
to 
aSCF./El
Salvador in replication to other impact areas.
 

The evaluation team found the financial
thi,.rogram to be adequate, allowing +or 
managemen-t of


both tight controls'an the flexibility needed for a decentrAlized fieldp'tOi:on- The team was pleased to learn that even
;,'if- in the caseF~i.led projects (cottage industry), concertad efforts have
ben.Aade to recover the funds invested.
tiaumithe fact that, to a 
The only shortcoming

largeCa.miees still rely heavily 
extent, communities and
 on the SCF staff to manage th,
resouroes of their projects, lacking trained treasurers of
'thei r "1Zt~ 

6. Training& Technical A.sistance 

Given the SCF program's heavy reliance on
aes.I -helpium", it was to be expected that its success orailure 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 sam.a time, the
desire of these program participants for further training and
=-kill acquisition could be described as 
insatiacie.
 



--

The t sought was of both a technicalnature. and administratleIn many cases. volunteers encharqedimr.-mentation with theof a Project had receivedon-,ay sminar by of 
only a cursory.wcav explanationcn=LL1tants h.ad the of their duties.impression Thethat the expressedrate amonc high turnov-rthe Volunteers in eacrn sectorpart was dueto the failure of at lezit inSCF to provide moredqeeos n Volunteers' + ploLJ-up COurses|::nowledge toin their specific of.areasre=ponsibi lity. 

7. Froc- am EfF c enc,
 
While a rioorUs
benefits anayi's ofwas not possible prchect costs anddue to severalcalculations limiting +actors,below do thesupport the evaluation team's opinion
that the SCF model is a low cost, efficient means of providingservics to the rural poor. 

a. Cost per Bficiary Srvic, 

Assumirn, that the entirebeneited impact area Popula1tionfrom the program and that the total
ifive-vear costs oOF'G thewere $1,138,776, the total costhas been t11.39 per of the programyear per beneficiary.in the face of other That is significantrural development projects that cost morethan X2 0'0/year per beneficiary. 

b. Benefit/Cost Ratio
 

The only benefits estimated with precision 
are the
income increases due to the aqricultural projects which
amounted to an additional US$ 228.56 per benc-iciary per year.Multiplying this by 357 beneficiaries and discounting the
stream of revenues over twentyPrrsent Value years at 10% yieldsof US$ 764,130, a Notor appro::imatelvprogram cost. If 67% of the totalwe assume that the Productivity Sectoraccounts for one third of the budget,
benefit/cost ratio is 2.01. 
or $779,592, the
Benefits over the ne:t twenty
years are twice the cost of 
the project.
(education and health) cannot be measured in the medium term,
 

While social benefits
 
one can 
justify the investment of 
the OPG solely on the
increased income streams from the Productivity Sector.
 

C. SUMMARY OF PRINCIPAL RECOMMENDATIONS
 

1. General
 

a. Instit.Lttionalization of the Proram 
The evaluation team feels strongly that, into consolidate the proaress made thus far, and realize
 

order
significant future benefits, SCF should actively encourage the
 



creaticn of a 
domestic. beneficiarv-controlled institution
capable of 
managing and/or coordinating the services presently
provided. 
 While there would be both advantages and
disadvantages to this step 
(see Chapter V), the consultantsfeel that the former far outweigh the latter. 
 If this
recommendation is accepted, SCF should begin to analyze. wJith
the prooram beneficiarims, tne advantages and ai-a\,antages of
the alternative organizational 
forms: cooperative, association
or corporation. 
At the minimum, however, based
and future scooe of 
on the present
the services required, the organizational
form chosen should have the following capabilities:
 

- Provide both economic and social 
services, Titherairectly or indirectly, to the membership
 
-
Enter into contracts with individuals and other


organizations
 
- Borrow and relend funds
 
-
Purchase and resell commodities
 
- Import certain commodities and equiprnnt Out,.. frce 

b. Training
 

A properly designed training program could resolve
a number of the project's mC;-et-Si-ioLu proolems: the hiahturnover among volunteers due to 
lack of incentives. thein technical assistance, and, lack of 
aDs 

institutionalization.
The concept of rewarding service with further training (as
opposed to pecuniary compensation) is not only fully consonant
with and supportive of the 
"self-help" philosophy of
Mal.es sense in terms of 
SCF, but


achievement of 
the other project
objectives as 
well. 
 The precise form this training takes will
depend, in great part, 
on SCF's decision regarding the previous
recommenaation, i.e., 
whether or 
not to assist the
beneficiaries in 
the development of
member-controlled organization. 
a more formal,
 

In the former case, community
leaders would need to acquire skills pertinent to the
governance and management of 
organizations, whereas in
latter, a the
basic orientation in the planning, implementation,
financial 
control and evaluation of projects would suffice. Ineither case, however, the consultants feel strongly that thepresent 
"Plan Nacional de Capacitacion", while adepuate for the
preparation of the promoters, does not 
adequately address the
needs of the volunteer's.
 

The consultants recommend, therefore, that 
a more
comprehensive training plan be developed which provides for:
a) orientation of community leaders in the initial
steps towards the creation o.f 
 a more 
formal, member-controlled
 
organi ati on: 

b) a "training as'.,Alunteers and leaders 
reward" concept, wherebvcan advance bevcnd the minimal s:illsrEoUired to implement SCF projects, 
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C) a morethat establishes formal training programand maintains +or volunteersnecessary skills and knowledge.and 
d) prepairation of minimalreference visualmaterials aids andfor volunteer use. 

C. The New OPFG 

The evaluationregarding the capacity of 
team has no reservations whatsoever

implement an e:panded project 
the present SCF team and director togreater Success in other regionsthan the Present effort in 

with equal orThe management Northern La Union.capabilities, human resourcesprocedures implemented in 
and adminstrati.,e
 

Successful the last year will
management generateof an e:pandedor OFG. Recommended changesimprovements in program management and administrativeProcedures have been discussed in variou.Sthis report. sectionsIn addition, throughoLIt
e'xperience of 

in 

SCF staff 

order to fully Lutili=e thefrom northern La Union. 
we recmmend
that SOF:
 

- Require thattechnicians each ofspend a month or long 
the central of Ficeasareas, traveling as possible in theE:xtensively impact

community with promoters,leaders volunteersto achieve anda3 total familiarit-y as POssiblewith their problems, pttitudes and suioestions.
 

- Make ex:tensive 
use of 
the promoters, community
leaders and Volunteers from the present
orientation and training of 

impact areas in 

leaders from new 

the
 
areas.
 

-
e'perience of 

To the extent feasible. commit to paoer

coordinator, in 

the SCF staff, particularly that of 
the
 

all operational the field
areas:
Productivity, project management. 
Community organization, 

& literacy training, general 
health & nutrition. education

successfully administration.
implemented SCF has
 

conditions: a program under extremely difficult
that e, oerience should be shared both with
impact areas 
and with other
the development community in general.
 

- Delegate more formal authority to the impact
Area Coordinators.
 

- Provide more formalizeda 
project informationsystem to track project activities and achievements of
objectives.
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d. Dissemi nat i on 
The e:'perience1es3ons .or of the SCF proe,-tsi mi1 ar- pro.lets 1,.whrz hc~os valuable 

rclion (See Chapter VI, 
in the COLintr',/ anlo thePUb1iClZe the results of 

"Les-ons Learned"). SCF should
thi- proj,_c,
Ei Salvador. to ive other 
both within and outsideprogrars and ao-ncies 

o+ the the bonefitslessons learned.
 

D. PRODUCTIVITY SECTOR
 

1. Credit 
The new 


credit for 1985 will 

BFA manager in Santa Rosa has promised
be open-ended, both with regard to volume
 

and purpose. 
that
 

The SCF field staff
offer and shouldsupply as take him Lip on
early as this
possible
plan which would a comprehensiveprovide creditforqr~ains acreage, b) 
the financing opurchase of 

a) more b.aji.­live=tock,adequate technical and. provide=-dassistance can thatbe guaranteed,duction of non-traditional, 
cash 

c;1 intro-­
crops. 

In 
the event that the EFA does
promises in this regard, SCF not live up to itsshouldc-rmplemcntinQ the 
consider t:ne ocs-ioilitvvailatle 0FloansthroULC an alternative 

CFA vith capCta1 c-anneleocreditBriefly, this scheme describedcredit scheme. in Anne,, A.calledprovides'a means "Ru-al Communitvof reaching Pankino",large numberswith modest of farmerssize loans, Ouick lvwithoutadministrative redtape orcosts. e,ces~iveThis mechanismadvantaae of wouldconstituting have the added
i.ncentive a type o+ "creditto ac volunteers. as reward"Those whose:)Lltstancing wo-k w.a partiCUlarl,might be cligible for larQer loans. 

2. Micro-enterrise rojcts 

The failure of these projectsless to their irrelevancy appears to haveto been duethe communities' needs than toprojects tno 
difficulties posed by group administration.
in the future Funds forshoLild Such 
as well be made availableas groups. to individuals 
described in Annex 

The "Rural Community Bankina"A conceotis especially appropriate 
+or
sm1nll-scale this type ofhome industry. 

3. Trai ninQ Technical Assistance 

The following modificationsfectiveness arc SuoOCscdof the training to imoroveand technical assistance procram: 
- To resolve th. coverage pronb em.,creating SCF SicuIlda further POsition--that" ccnsiderespecializadoIIs o*"vluntario 

a bradqe bztkwqer the Prnmc,ter zna thc iv. 

c 
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This person in fact already erists a6 the President of theall that remains 60S: 
ccner upon 

is to provide him with advanced training andhim a title. In keeDino with thc "traininoreward" ohiloso'D as 
v of the program,

further compensation 
this person would requirz ncbevon-d regula~r opportunitias to aovanCehis knowledge, inclUoing, perhaps, scholarnnois. 

- SCF promoters Should supervise atthe volunteersleast the first time they demonstrate the new technology in the
their communities to ensure that the practices are being tauohtcorrectly.
 

- Some type of "reconocimiento-CDTA graduates snould be oifercd(e.g. diplomas), together with 
to 

summarizing written pamon'etsthe different components
taught. of the technical packagesThis would encourage whole as 
opposed to partial
implementation of the packages.
 

- The CDTA program shouldin be xpoanded ofit6 cr coursesmore advanced technology for those ready to gograins agriculture. by,,cnd basicAn SCF technician working 
in this area haa
suggested a three-level 
system be implemented which provides
beginning, intermeoiate, and advanced trainino. 
 The
intermediate and advanced levels should include instructionthe economics of onsmall farmer agriculture.with and provide farr,,erssome basic analytical 
tools for monitoring the comparative
profitability of alternative production strategies. 

E. 
HEALTH & NUTRITION
 

1. Trainino
 

The training program for volunteers should be mo-e
formalized, as recommended in section a.,
Instruttion on 
and snoula include
how to motivate groups and basic program
management skills. 
While the "Plan Nacional
*l9B#4/B" de Caoacitacionincludes training techniques for promoters, it Snouldalso be provided at the volunteer level. 

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

2. Incentives to Volunteers 

SCF should 
the health 

create the same "upward mobility ladder"volunteer training program in 
Intermediate, advanced -

- i.e., beginning,
as 
with the ag volunteer proaram.
"Rural Community banking" funds ihc

could also be utilized +orsuch incentive purposes. 
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3. Community Health Chests 

It is recommended that 
tre medicine be sold
3iightl,/ athigher markPuo to provice a 
a
 

transportation e:penses ot 
slicht reserve for
 

the VOlLntecrs and that it bepurchazed by the health committees. 

4. Family Gardens 

The responsibility for providing technicaIto these as=istznceshould be aeleoated to tho agronomistsreceived who havespecialized training in vegetable oardening at the
CD TA. 

5. Latrine Project
 

SCF should re-evaluate th original projectmalfe a detormznation oesion andwhether, given sail conditionsregion, it in theis f-;asible. W'here soil conditions permit, prcoq,-;mimmlementation shoula be completed. 

6. Growth Monitorino Prooram
 

This project provides not
7fdbac.: to 
only a mcans o provldinamothers on their childrzn, bUt rovides tnncessary in+ormation to SCF 
on the immact of
project. the nutritiocn
Th, SCF program is at a com etitive disadvantao- with
the Caritas project, however, 
in that 
the latter "rewards"
mothers by giving them free food when thev bring their children
in to be weighed. 
 SCF could meet 
this comoetition,the volunteers suggested, by requiring 

as one o+
 
that all beneficiaries
tne "COmmunit\ Rural Bankino" proorAm demonstratehzr-v been monitoring that theytheir chiloren's' weignt gain. 

F. EDUCATION & LITERACY
 

1. Recordkeeping !& Evanluation 

As stated earlier,

School there is every indication th-,tClubs program has had thean impressivein the impact on enrollmentlocal school system, however, under the present project
design, this imoact cannot be measured.lieveloPment As part ofof a comprehensive th3

project informationsection G), system (seethe consultants recommend that 
uromoters maintain
separate records of 
the enrollment and performance of 
students
joining the clubs vs. those who do not.
 

2. LiteracyFroram 

While certain progress has been made, the
program does not literacvaopea- to 
the 

0t. one which hias "caugIht fire" inImcact areas. lqhile, not soecificallv critical ot the SCF 
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"literacy circle"
could methodolo.,,be leana fromn the consultants 
such the eaIples of feel that muchas have nationalbeen imolemented level progI-ams
rCeSource fci- in Colombia

information and Vene=uela on As arccommend that SCF consult 
these proarams, the consLltantsthe Sinron Bolivar Foundationin Miami. Florida. based 

. Incentves to l Unteers 

The literacyv volunteers"traininq should be included in theas reward" program, perhaps'with modest scholarships
to continue their own formal educationof progressive incentives could be 
in San Miguel. A -vYtemeach vear of implemented, whereby for
service, SCF finances a year's direct costs for
seconoary level eOucation. 

S. 
 PROGRAM ADMINISTRATION
 

1. FLanni ro 

The SCF planning system is e::cellent.
 

2. Reportin q & Information
 
Concomitantly with
th:2 COnLultants recommend a 

the implementation of the new OFG,reporting comprahen-Ive overhaul ofand information sysZem. the on a pro.ect/objective Reports should be organied
basis, and would include, for each
period, progress towards objectives, activities. problems

encountered and recommended solutions.
these is presented in A Suggested format for
Chapter
information contained in these 

2. 
reports should then be processed
 

At the central 
office. the
electronically 

and decision-makling. 

and analyzed by sector and reglon for monitorino
simple The system shouldto manaoe, and, be comorehensi%,eabove all. but

the field staf+ 

should provide feedback to
and beneficiaries. 

Project controls need to be formalized.be maintained for each Project funded by SCF and specific
 
A file mustminimal information must be maintained in those files. 

7 EinancialControl 

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

4. Eval uat ior, 
Formalization of
Vould, the Reoortino I.az a natural ccnsequence, Information Systemprogram greatlyev.luatlon. facilitateSCF should periodicsvstematiz:e this process as 



well, 
and, within the cost parameters of
for ample participation of 
the project, provide
the beneficiaries.
SLuIgested 
"Participatorv An outline of 
a

withareat Evaluation" methodology, used
success by Rur-al Development ServicesCountries, in Otheris provided in Anne, B. 
In addition, ongoing evaluai:ionthe maintenance COujd Occuro-: ttroLgh


Through 
houschold diaries by oroject benaiciarius.
tnese diaries, the householas could monitor direct
program impact 
on their 
families: 
nutritional 
status of 
their


children, child mortality and morbidity, family income=, chanqes
in behavior, and hpusehold improvements. 

H. EVALUATION MEHTODOLOGY
 

The best way to describe the disparity between the planned
 
eValutation methodology and the actual
2,urns: 
 "The best is to quote poet Robert
laid plans of 
mice and
On the drawing menboa-d, aft gano anlay".the eValuation a thoroLgh review of 

called for, in adaitionall pertinent written material 
to 

(reports.
pPr:viOmS evaluations, budgets and 
plans) a
appro;imately ten field visit of
prolect personnel, days wherein the consultants would interviewVOlunteers based on 

community leaders, beneficiarie~s 

a and
random samole of on-site visits.
Pr-'--tco, Z Innumber
impo-ssible. of obmtacles tade adhrence to thi
The initial problem was the L

'paro', i.e., 
pan
Promise, communicated via Radio Venceremos, 
 the
 

on 
the part of the
 
FMLN to burn every vehicle attemotino to negotiate the roads

north of 
Santa Rosa de Lima. 
Once the 
'paro' was
consultants proceeded with impunity towards Concepcion de
 

lifted, the
 
Oriente. complating what proved to
unrestricted field work. 

be the only day of
 
were surprised in 

The following day, the consultants
Concepcion by 
a band of 
80 heavily armed
guerrillas who, after subjecting the market day crowd
tiresome speeches and shaking down 
 to
 
provisions, withdrew to 

the local storexps 'rs
a Position just 
for
 

eFfectively sealing off oUr return to 
across 
the bridge.


interrogated by the comandante of 
Santa Rosa. 
 Having been
 

sat breakfasting in 
the insurgent forces as
a local we
 press our comedor, we thought it
luck, and, impruident
as a conseOLuence, made to


(on muleback) a dioniiied retreat
across the border
for to Honduras, where
two days, awaiting that we remained
news 
 it 

continue our 

Would be safe to return and
work. 

Put when word finally 
came 
it was negative:
guerrillas, far from Withdrawing, had been 
the
 

members of interrogating other
the SCF communities, making inquiries
were. what our as tomission was, who we
etc.
Concepclon, then, 
Instead of returning 
to
we opted to rendevoLuS with selected
promoters, community leaders and 
volunteers in Santa Rosa.
where we could continue 
our interviews.
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In all, 
despite these adversities' the consultants wercable to interview a broad sample of
community leaders. promoters, volunteers,
The only real and
deficicncv Was our 
inability
to visit more than three communities and tall::
beneficiaries. 
 to the
This shortcoming was
by the fact that SCF volun -aers are 
in part compensatod for

also beneficiariesthemselves, albeit, perhaps among the more motivated and
articulate.
 

The interviews themselves were structured so as to obtain
the beneficiary's 
(or promoter's, VOlunteer's or
perception of the program in leader's)
a broad sense:
activities. accomplishments and shortcomings. 
its objectives,
 

constraint of Despite thehaving to work out 
of Santa Rosa de Lima, full
day sessions were had with both the promoters and volunteers
associated with each of the three main project sectors:
Agriculture, Health & Nutrition, and Education & Literacy. 
See
Annex A for a list of people contacted and Anne- D for a
of evaluation activities. list
 

Z. DESCRIPTION OF THE BENEFICIARIES
 

The Northern La Union impact
northwestern portion of 
area is located in
La Union Department 

the
 
border. on the Honduran
To the east 
lies the Guascoran River;
the Guanijipil to the nortn is
River. 
 The topography is relatively
mountainous; the soil 
is rocky or sandy. Most of
land is cultivated with corn or 

the arable
 
sorhum., or
Pasture. is dedicated to
Only four percent of the land remains in forest.
 

Within the two municipalities of Concepcion de Oriente andU Sauce, roughly three quarters ofThe population is estimated at 
the population is rural.total 

20,000. Average family
s 
 'e is estimated at 
seven.
 

Due to the scarcity of
inhospitability of 
jobs and the general
the region, one of
is .112egal emigrants to the U.S. (It 

the areas chief ex'ports
 
f-acetiously, by one of 

was even commented,

the SCF personnel that the main
'objectiveof 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 consultants were
chagrined to learn that the land reform, especially decree 207,
had tiad almost no impact on 
the area. 
The reason cited was
that FINATA never promoted the decree, and that the potential
beneficiaries feared reprisals from the landlords.
 

Many families supplement their diet and income through
animal husbandry. 
The SCF project, 
as mentioned, has made amajor contribution in the area with the vaccination program.
which has saved the lives of thousands of
cattle. pigs. chickens and
Likewise, average yields for the region among SCF
beneficiaries have risen from appro:ximately 
16 ouintales per
Man10an 
 to 30.
 



Approximately 43 percent of the population is illiterate
 
and only 23 percent of the children aged seven to fourteen
 
*ittendschool. Of the 21 schools in the area. 4 are cosend,
and several have eliminated the upper orades due to lack of
teachers. There is a high level of absenteeism, althouoh this 
trend seems to have been partially reversed recently. ocs=iblv
 
due to the efforts of the SCF program.
 

Health conditions in the 
area can be described as
 
deficient. Seventy-five percent of the children under five 
years old suffer from first degree malnutrition. The most
 
common diseases affectina the population are oastro-intestinal
 
disorders, parasites, malaria, rheumatism, respiratory illness 
and eye infections. 

While it was impossible for the consultants to measure
 
with any precision the averace income level 
 of tie 
beneficiaries, due to our inability to collect survey data in 
the field, it 
is obvious that, despite tne gains recistered,
 
SCF beneficiaries still occupy the lower rungs of the
 
socioeconomic ladder in El Salvador. If the impact data 
cathered from the sample of six agricultural volunteers can be 
us_:d as a very rough estimate. per capita income is in the 
neiahbornood of US$ 95.00 per annum. 

J. EXTERNAL FACTORS
 

The external factors affecting projects implemented in El
 
Salvador are boiler plate: guerrillas, depressed economic
 
conditions, restricted mobility, considerable risk to personal

security. An additional factor in the Concepcion and El Sauce
 
municipalities is the outmioration to the United States, a
 
situation which leads to instability in communities and is
 
probably a +actor in the hiah turnover rate amono leaders and
 
volunteers in the program. 
 This same factor causes protlems

for credit programs; 
an often heard joke in the region it.- that
 
the main purpose of loans is to buy bus tickets to Me,,ico. 

The failure of the agrarian reform is another constraint 
on the program in the sense that it places a limit on the 
development potential of the beneficiaries, who have no 
incentive to make extensive improvements (such as irrigation
systems or reforestation) in their farms since they' do ownnot 
the land. Lastly, the environment of the region itself must be
 
taken into account. The consultants were frankly 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.
 



CHAPTER II
 
PROGRAM MANAGEMENT AND FINANCIAL ADMINISTRATION
 

This chapter presents a financial summary of 
activities to
date. briefly deacribles financial
then concentrate- on 
management ProCedLUr-E:. and
a description


PIroceures o+ o* the p-ogram maraoementSave the Children: plannino.monitoring. reporting. and evaluation. 
pro ec Pro',ai, 

present l'he final section willa brief analysis of 
the institutional
to SCF/EI Salvador by Support suppliedUSAID, Save the ChildrenlWestport
the Salvadorean Government and 
(GOES).
 

A. FINANCIAL SUMMARY
 

The original 
OF1G received by Save the
Septemoer 1979 for USSR Cnildren in
652.52b received several
increasinn modif:icationzthe budget to the presentthe trmination date of 
US-r 873..711 arid extondinoMarch -17 19 3 to anuary 31,
of November 1175.30, 19S4, SCF :"had spent 90. 0%. of the total budoetas outlined in the following table. 

Table 2-1
 

FINANCIAL SUMMARY 

as of November 30. 1984
 
B ud. tet 
 Budgeted 
 Expendi turesCat eo.-rv BudgetAmoiunt to Date 
 P 1anc e
 
Field Office 
 $ 216.173.55 $ 206,414.97 $ 7.758.58
Services
 

Travel 

19,587.4o 
 16,674.16 


1 913.24 
Capital Assets 
 83,637. 03 
 75,410. 98 8.26. 05 
Program 
 296,75Z.32 
 263,844.94 
 32,90)8.38
 
Direct AID 
 186.835.65 
 170,193.68 
 16,641.97
 
Home Office Overhead 70.721.07 
 52324. 7 
 16,400. 00 
TOTAL 
 - 873,711 .Q2 " 78 ,862.80 
 86,848.22
 

http:86,848.22
http:70.721.07
http:16,641.97
http:186.835.65
http:32,90)8.38
http:263,844.94
http:296,75Z.32
http:16,674.16
http:19,587.4o
http:7.758.58
http:206,414.97
http:216.173.55
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Under the Direct AID category, a total 
of 76 projects navc
been funded to date for a total of C 918,068.36. Of th,.s,colones 269,780.89.780).89 was 
budaeted for 21 proiects in 
the
Health/Nutrition Sector, C 256,475 for 19 projects in the
Education Sectors, C 44,069.85 for eipht infrastructure
 
projects. C 62,295.37 for thirteen cottace 
industry projects
and C 285,447.25 for twelve projects in 
the Agricultural
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.
P:roject implementation and supervision is provided by a group
of eleven promoters located in two field offices in 
the impact
Area itself: 
 El Sauce and Concepcion del Oriente. 
 Figure 2-1

,!presents the organizational 
chart of SCF/El Salvador.
 

Save the Children/El Salvador is headed up by David
Rogers, who has been with the program since its inceotion in
* 1979. 
 He brings considerable experience not only 
in Latin
 
American develoqment but in the unique problems and challenues
:.!Facing the small farmer. 
He is assisted by Ernesto Moran who

i eilwd
a newly created position of Project Manager in February,
0994,Bringing extensive experience in 
program management and
professional training in agriculture, Sr. 
Moran coordinates all
 program activities, supervises all 
program staff, 
and supports
lr.' Rogers in administration and planning functions. 

.Reporting to Sr. 
Moran are two recently-hired
profeisionals who will support the health/nutrition and 
:e*ducation sectors. 
Dr. Javier Loren-ana, a physician with a
ptci alty in public health, Joined SCF in 
June. 1984. Sandra
'de4Barraza, hired in July, 1984, is responsible for
,ccoirdinating Education Sector activities and presently for
"cordInatingall staff and volunteer training activities.
 

.eakness. Both of 
these two staff positions were
developed in order to provide direct technical support to the
:impact area and both individuals are directly accountable for
the success of project implementation in 
the impact area To
t
that end, administrative procedures dictate that they visit
',ech impact area once a month in order to ensure project

implementation and 
to provide necessary technical assistance.
As of the end of November, this was not the case. Sra. de
Barra=a had made one visit to the impact area. spending a totalof five days and Dr. Lorenzana had spent only 
seven davs in the
impact area -- an average of 
less than one day a month.
 

http:285,447.25
http:62,295.37
http:44,069.85
http:269,780.89.780).89
http:918,068.36
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This la.ck of field experience makes it difficult for th_2San avador professionals to understand the actual working
 
conditions of the impact area. 
 To make matters worse.accordina 
to pr-omoters, neither had spent sianificzknt time viitang

pro.,Pct -ites but had remained in the 
project oificz in Il
 
S.:tuce. In addition, it appears that 
Sra. de Earra-a haz been
 
i.nvr!-.,v9d in other administrative activities 
 *hich have further
 
limited the time that she had available to supoort the imoact
 
area staff. Promoters complained about the lack of support

from the National 
Education and Health Coordinators and
 
requeted more assistance.
 

Recommendation. It is highly recommended that each of
 
the national coordinators spend up to a month in the impact 
areas in order to acquaint themselves with the program and the
 
regional characteristics. 
The Project Manager has spent 31
 
days in the impact area since February, the National
 
Coordinators should also attempt to spend more 
 time In the
 
field. This recommendation 
 was also made by the projec
beneficiaries during the participatory evaluation of January. 
1984. 

Recommendation. It is quite clear to the evaluators and
 
has ailso been recognized bv SCF that 
 the National EdLtcation
 
Czordintor cannot adequately support 
 the Education Sector and 
also be responsible for training of 
SCF staff and pro-ject

volunteers. 
SCF has considered the possibility of placing this
 
responsibility under the coordination of 
the Project Manager.

Each sectoral 
coordinator (including the Productivity Sector
 
Coordinator when that position 
is filled) will plan the
 
traininT43 needs of 
his/her sector in conjunction with Sr. Moran,

who will be responsible for coordinating training acti-'ities
 
and providing necessary resources. In light of the increase in
 
funding and program activities under the new OFG, this

separation of functions is necessary to ensure 
adequate Su~port
to the various sectors.
 

Financial management and general administration is under 
the jurisdiction of Rolando Aquilar who has been with SCF since
 
Janua~ry, 198:. His aptitude and dedication is clearly
demonstrated in the excellent control over organization
 
resources as described later 
in this chapter. In addition to
 
central office responsibilities, he also provides support and
 
supervision to the imp'act area in financial areas; in 1984, 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 Field 
Coordinator who reoorts directly to the Project 1annior in San
 
Salvador. Alejandro Benit2z. who Dr.:--2ntly holds that position 
waz a agricultural promoter for four years before he was 
prorroted to 



that 00sitin in April Of this Year. Resonsiblo for proectimplementation at the tieldlevel, he coonbdinates and 
supervises a 
staf+ of 14. 
has dirOct controlimD.ct-ar.a over thebudget, and is responsibleirplementaticn, for planning,and evaluation of all program activities in th.impact area.
 

Weaikness. Sr. Berite- demonstratesto tremendouZthe program commitmentand risplays an excellentthe program commandbut of the region. of not onlyHe is, however,on Planning relativelyand implementation weakskills. Duringthis lack of administrative the present OPGskillsproblems; has not posedSan Salvador serioLuCstaff have been able toweal:: comPlementareas and take advantage of 
his 

areas where he(field supervision, is strongestagricultural techniques.initiation etc.).of the With thenew OPG and additional project impact
however, San Salvador staff areas.
 
involved will not have the time to be
in program administration. Additional authorityhave to be t-illgiven to this Position. 

Recommendation. 

carefully 

We strongly recommend that San Salvadorevaluate the eXperienceBenitez and expertise that Sr.offers in program management
increased responsibi lity 
areas in the light of thcthat this positionfuture. With will require in thefour yeal-s of program experience inand given the impactarea the difficultiesindividuals willing to 

of encountering competentwork in that area,made to provide him every attempt must bewith the training and technical Supportnecessary to fulfill the responsibilities of
Only if that position.
that is not Possible should SCF consider hiring another
individual with more experienceadmi-nistration; and traininq in projectin that instance, Sr.the Position of Benitez could be givenfield supervisor and could a "consultant" also be utilized asto the other impact areas.
 
Reporting 
 to Sr. Benitez. Orlando Montesinos. thheAdministrative Coordinator, is responsible for administration.
financial management, monthly audits of theand training of Committee current projects,Treasurers in accountingadministration. andTwo messengers, 
one in each of
offices, complete the project staff. 

the project
 

Weakiness. Despite the fact that Sr. Montesinos. jobdescription including a training responsibility, his activities
in this area have been minimal.
interviewed stated that he had provided minimal 
and inadequate
 

The project beneficiaries
 
training in financial management and that when he does visitthe project (whether community or municipalcapacity of level) it is in thean 

cEccording 

auditor rather than a trainer. He has,
to project participants, provided no training other
"han that provided during the seminars held in the project
offices. No on-the-job training or follow-.tp
in this training activity. 

has been included 

http:follow-.tp
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Recommendation. -This lack of training in financialmanaoement presents a 
serious problem i'n 
this program both in
terms of ofcontrol institutional rosources and with regard to
the institutionalization of 
the CBIRD methodology. It mav be
that the "financial-controller" is not the maost approoriateperson to provide financial trainin--treasurers might feel abit timid in asking questions of the person who will eventuallyarrive to investigate their +inarscial recoros. SCF mi ght
consider either utilizing another individual at the national
level or bringing in an external consultant who could providean initial 
seminar in elementary accounting to promot-rs and
Committee Treasurers. That person could then 
provide necessarytechnical support and guidance to SCF in necessary follow-up tothe initial training. Simole materials Outlinino simpleaccounting procedures should also be developed 
as reference
materials for seminar participants. See Chapter 5 for a more
detailed discussion 
on training requirements.
 

Three oroups of promoters support the three sectoralprograms. generally assigned to 
one of the two municipalities
of the impact area: El Sauce or 
Concepcion del Oriente. 
They
either handle all communities alone (in the case of theEducation Promoters) or in conjunction with the other sectoral
promoter assigned to 
that municipality. Specific communitiesor projects are not assigned. Through weekly vizits to the
communities, 
 the promoters provide technical support andassistance as required to the volunteers who are responsiblefor the actual implementation of the projects in their
 
communi ties. 

Strength. All promoters interviewed by the evaluatorsdemonstrated a strong commitment to the program and brought awide variety of skills and 
experience to the program. Theseindividuals 
are to be admired for their commitment and
dedication to a program located in 
an area of the country thatoffers very little in terms of 
diversion and recreation and
challenges the staff 
to overcome daily logistical as well 
as
programmatic problems. 
The community leaders interviewed
reiterated the finding of 
the evaluators, citing the promoters

as fundamental 
to project success.
 

Weakness. 
This deep respect by project participants has
created a certain level of andreliance dependence on thepromoters. Community-level project meetings appear to be held
only when the promoter is present. Health guides stated that
the community organization process needs to rely heavily on 
the
outside individual as they have more status than a localresident. The Aqricultural Committee Treasurer stated that hecould not fill out the FORS03 nor maintain his financialrecords alone 
-- those two activities occurred only when thepromoter had the time available to withwork him. 



Recommendation. 
 This heavy reliance on promoters is due
in large part 
to the inadequate management and +inancial

trainino provided to the volunteers -- a problem alzo
identified by the promoters. 
 Not only have the volunteers

received inadequata training in project manacement but the
promoters have not received adequate instruction in the
education process and trainina 
techniques. With th*
educational curriculum established in 
 the Plan Nacional deCapacitacion and with systematic and continuous training fn
project management as described in Chapter 5, this heavy

reliance on outsiders will 
be minimized.
 

Recommendation. 
SCF requested the evaluator team to make
 an 
assessment of the present sectoral organi:ation o+
promoters. 
Problems had been identified withint this system by
community residents and promoters. It was difficult for the
program to work as an 
"integrated rural development prooram,,"

cited several staff, if the promoters were attending to
communities in a sectoral 
and somewhat "uncoordinated" 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 medicine

chests, have suf+ered from the sectoral approach. These

projects are coordinated by promoters who have not had
i*tensive training in those subject areas; 
the more appropriate
resource person. with his/her own 
sectoral responsibilities,

perhaps that time constraints prohibit their active
 
participation.
 

Both SCF and community residents strongly suggested that,
the organization return t6 t4 previous structure where
communities were assigned to individuals who were then
responsible for the coordination of all activities within that
,Ieographicarea. 
 The evaluatioh team aarees with 
an aoaptation

:of this organization. 
We recommend that the promoters be
:organized in municipal 
teams. Each promoter would be
responsible for coordinating all activity within his/her
communities but the individual 
skills and e~xperience o+ the
team members would be used 
as required. During the weekly

Ieetings,-the promoters would identify the technical

requirements for their communities and the appropriate­
promoters would visit their communities. 
If. a 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 through a serieg of technical courses given by the
 
National Coobdinators.
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Weakness. SCF identified high fiald staff turnover as a
continLIal problem. When viewed in totality, the situation immore positive than would be expected aiven the gcographicallocation of the impact crea. The Field Coordinato- has beenwith the organization for four 
vears and the average length ofservice of the promoters is 17 months. 
 Several reasons were
g:iven by promoters for the high aesertion rate:
 

1. The project impact area is located in a "zona 
conflictiva" where military skirmishes and 
transporation "paros" are not 
Uncommon.
 

2. No restaurants, movie theaters, or video parks provide
diversion.
 

3. Promoters 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. Promoters, like most 
Salvadorans. expressed 
a keen

desire for additional education; living in the impact

area where no educational facilities 
are available
 
makes that impossible. In 
aodition, promoters stated
that SCF would not give thcm sufficient leave of
absence to study outside the impact area. 

Recommendation. 
 We believe that 
the develooment of a
formal training strategy, as outlined in 
the Plan Nacional de
Capacitacion will make an important impact theon promoters.Not only will itcreate a more effective team of promoter but aformal training program will also provide to those promoterspossibilities for personal improvement 
and growth. In
addition, by creating teama app-oach to development, thepromoters can be exposed to other sectors other than their
specialization which will counteract the "boredom" that theyfeel working in only one sector. SCF must create a careertrack for these individuals; perhaps they can 
be transferred to
 or heavily utilized in the other impact areas as they are
opened--bringing their experience and training to inbear otherregions of the country.While the evaluation team. 

C. ADMINISTRATIVE PROCEDURES
 

During the last year, SCF has developed an excellentseries of administrative memos which, tooether with the "FieldOffice Manual" provide adequate guidance and ensure
administrative control. SCF miaht consider translatingrelevant portions theof "Fiald Offic2 Manual" into panish andconsolidatino them along with the administrative memos into onedocument which could then be distributed to all ataff.
including the impact area. 
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D. HUMAN RESOURCE MANAGEMENT
 

ECF hts prepared
personnel a series o+ vrocc-dLtralpolicies memos ooverninowhich proviacepotential adviczcandidates, on irftervi wingcontractingeval uatlQn abdtional veec,.personnol. emplA zSix andmonth evaluationiz folic.wed b yearily reviews o+ new employ.eewhich provide eeoback .YSuperi sor s. 

Strenath. The evaluatorsbe found theexcellent evaluationwith well-developed process
posit:ve, constructive formats and Performed in a

to 
environment 

encouragea in which employees'to improve aretheir work performance. 
Weakness. 
 SCF has identified hichseriOLuS Problem, both at staff turnoverthe fieldand in level as discussed 

as a 
San Salvador. earlierThis hion turnoverpresent situation has resulted in thewhere the Director ano theare the proes-sional Financial Managerstaff wholonger than a year. 

have been with the proram
the The' average number monthsnational oflevel for professional of tenure atstaff is ten and one ha cmonthis.
 

Recommendation. 
 The evaluatorsrcacn For could notthe hioh determine theturnoverdo reczmmend, in th- San Sa.Lvacorhowever, of+ice.that WeSCF institute an e,,it interviewprocess whereby al l employees terminating employment with SCF
would be qiven the opportunity to discuss their
leaving. 
 Based on reasons 4orthese ex.it
other available interviews and interviews withex-employees
primary of SCF, a writtenreasons revzewfor termination of
termination with or 

of employment (includingwithout Cause)for a Could be prepare.dseries of recommended policies or 
as a basis 

Could counteract emoloyee benefits thatthe major causes o+ desertion. 

E. FINANCIAL MANAGEMENT
 

participate in 

Under the original scope of work, the evaluators
the Management Audit were toaudit team from Westport. During the 

carried Out by the internal 
cnurse 'of the auditfocus was altered by the internal that 

logistical audit team and by the
situation in the impact area. 
 A determination
made by the internal auditors that was
 
controls of SCF 

information 
on the internal
was An internal
inappropriate in 
an external 
matter and was, therefore,
document.
review of In addition, extensive
the financial records in the impact area 
was made
impossible for the transportation "paro" called by the
guerrillas and by the fact 
that the Administrative Coordinator
was in 
San Salvador at 
the time.
therefore, provide an in-depth 
This report cannot.

analVsismanagement Procedures o the financialo+ the San Salvadorarea office. nor of the impactThis section will
financial instead concentrate
managemont on
as it 
affects program manaoement.
 

http:employ.ee


During the +ive years of the O'G. the use of several 
disbursement procedures each with 
a different treatment of the
 
exchange rate has resulted in some confuSion and discreoancias
 
between the expenses rerorte- by SCF and those acceoted by th,
 
SID. Operating on a cash advance, system. SCF nas at times 

cnrried one cash advance at the official e:cnanoe rte of...... 
C 2.50 = US". 1.00 and another at the fluctuating parallel 
market rate which USAID aLthorized in mid-19e2. Under the OFG,
financial management and reporting will not present any
 
problems, however, due to the fact that SCF will now oncrate 
off a Federal Reserve Letter of Credit.
 

Recommendation. While not a requirement under the new
 
OPG. SCF/E1 Salvaoor should send monthly financial reports to
 
USAID/EI Salvador.
 

Strength. The financial records reviewed in San Salvador
 
and in the impact area were up-to-date, orderly, and proided
 
adequate control over US Government funds.
 

F. PROJECT DISBURSEMENT PROCEDURES
 

The impact area is provldcd with a casn advance for
 
operations which apoears to be adeouAte for the level o4
 
activity under the old OFG. having presented no cash flow
 
problems. As financial reports are provided to San Salvador
 
monthly, 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 approvAl. the President/Treasurer fills out a
 
form requesting disbursement of funds, outlining the budget

items they wish to spend it on. This form, after review by the
 
appropriate promoter, is presented to the impact area o+ 4 ice
 
where it is first reviewed bv the Administrative Coordinator to
 
determine whether there are funds are available and that the
 
expenses planned are included in the budget. After his review,
 
the Field Coordinator sions the request , and a check is
 
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 
items are then purchased. Based on limited information 
provided by the volunteers, the municipal committees do not
 
have a bank account for SCF funds--as they are usually spent as
 
soon as received.
 

Monthly, the committees must fill out a financial
 
reporting format, called the FORSO6. which lists SCF funds
 
received and soent and resources o.nerated Lv the commo.nitv
 
during the month. This is prepared tn. 27rd ot tne month to 
give San Salvador the necessary time to incorporate this 
information in their monthly +innc-al reoort tor oresentation
 
to Westport.
 



Weak:ness. 
 As a. means of
for Westport accounting 
gathering necessary informationrequLremcnts, the FORS,6and approoriato is an adeoq.atctool. As -k plannina/monitc-rin

Communities, tool for usQ bvPromoters, and otner ECF program staff,value whatsoever. it hz no.It provide3 no Cumnulative iniormatlonmonitoring fore_:oenses acainst the bUdboet progres 3 
and aoainst phvsic]jto date. hile that information is available2ripact area through "t~ret 

in the. 
asri

the central o±1ice le,'el records atdo not track cumulative expenses on aproject by project basis.
 

Recommendation. 
 We recommend that 
tho format bs changed
to one resembling -, prior FORS(, which Wouldinformation orovideuseful to program people and communityan easily-accessible format. 
residents in

Figure 2-2 
a suggested format that might be 

presents an e-,ample of 
adaptable toThis would this program.be filled out for SCF-funded ex.penses as well aslocallv-generated forr0( OLtrces although the budget catego-ieswould necessarily b! 
different. 
 In 
the first and second
columns would be l isted the budoet cateooriesbudgeted and approvL*Eamounts as outlined in the FORSCC. The community,Would indicate the expenses of the present reoorting pericothe third column, the intotal expenses to date in
the budget balance for each item in 

the fourth, and
the last column. A wr:ttenguide should bo prcpared and imade available to Treazurers. 

G. PLANNING
 

The planning system created 
and by the SCF is sophisticated
more importantly has been 
successfully implemented.
Could be used as This
an 
example for other development projects--no
matter 
what their focus. 
 With the, approved OFG document
foundation, as ayea-lv imolemcntation plans, PIA's (PlanImplementacion de-Anual), have been developed which havesignificant improvement shown 

over the Dast two years. They havebecome increasinglv more specific and concrete with
objective setting and activity plannino 
reoard to
 

and represent 
an
institutional 
planning document that is used by all
professional staff from Mr. Rogers all the way down topromoters in thethe impact area, who demonstrated
knowledge a thoroughof sectoral objectives and activities. These PIA's
are then translated directly into quarterly, monthly,
week.ly plans and
for staff activities. In the field, wee:ly
planned activities of 
the promoters directly supported the
achievement of 
established objectives.
 

H. PROJECT REPORTS
 

A detailed memo orepared b., Sr. Moran late this vearprovides oetailed 
instructions 
in the preparation of
reports by field staff 
quarterly
 

on 
project progress. For each 
scctor.
acti'Vities duri.nq the quarter are listed with soecificachievements against project targets identified. 
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Figure 2-2 

•INFORME FINANCIERO 

DESARROLLO JUVENIL COMUNITARIO 

Nombre.de royecto Numero de Proyecto 

Periodo de Donacion 

Periodo de Informe 

CATEGORIA PRESUPUESTOAPROPADO GASTOS DELPERIODO GASTOS HASTALA FECHA SALL
PRESU: 

TOTAL
 

Fondos disponibles al comienzo del perfodo
 

Mas fondos recibidos en este perfodo
 
Menos gastos de este periodo
 
Fondos disponsibles al finalizar el perfodo
 

Preparado por 
 (firma)
 

(nombre)
 

(cargo)
 

(fecha)
 



Weakness. 
While this. provides information on activities.
it does not present that information in a format that is USefUi
for planning and supervision. 
 While project activities Eire
listed, they'are listed in aggregate for each sector
specific objective. Finally, while thcre is 
-- not by 

a section entitled
"Problems and Possible Solutions," problems are not listed in
relation to specific projects and seldom are 
solutions aCtUZ.ll,.
 
offered.
 

Recommendation. 
We recommend that 
a project reportino
format be developed and implemented 
-- with a separate one-pace
report prepared for each project. 
 As the proposed format,
-(Figure 2.3) the objectives for each projects are outlinea at
the top of the sheet. Achievements for the period and the date
are then listed in the second section. 
 The third section lists
the activities undertaken during the reporting period. 
 The
fourth section lists the problems encountered during the
implementation and the last 
section lists one 
or more
recommended solutions for each problem identified. 
 Depending
on the information requirements in 
San Salvador and the decree
to which that office wishes to be involved in monitoring field
activities, the reports could be filled out monthly or
quarterly. 
Once again, 
we recommend the development-of
accompanying guide for an
 
use by the committees. 
These reports
JoLId also provide information necessary for periodic reporting
to donors as well as 
providing an 
effective project monitoring


tool for SCF..
 

I. 
 PROGRAM MONITORING
 

The two reporting formats proposed in this section would
al1bw for a tighter control 
over progress to objectives and
.01,penses 
to date in relation to tnat achievement. These reports
should be reviewed by the Field Coordinator who would then
*nsure that the appropriate action is taken. 
 Through the
!periodic reports and Sr. Benitez' 
comments and analysis of
those reports, San Salvador would be able to ensure that the
pecessary-action has been taken. 
 This is important in view of
the relative low level of administrative experience of
Field Coordinator and the level of 
the
 

autonomy that that 
area will
have under the new OPS.
 

'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 program documentation.
The institution lacks some of 
the more information necessary
for minimal planning and evaluation activities. While the
evaluators were impressed with the ability of 
long-term staff
to quote data off the top of 
their heads 
. the written
information available is fearfully inadeOuate. 
While quarterly
 

http:aCtUZ.ll
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Figure 2-3
 

I N F O R M E 
 M E N S U A.L
 
D E S A R R O L L O 
 J U V E N IL 
 C O M UN I'T A R i O
 

Nombre de Proyecto 

Numero de Proyecto
Perfodo de Donacion 


.Mes
 

ObJectivos:
 

Logros del perfodo:
 

Logros hasta la fecha:
 

Actividades:
 

Otros Exitos:
 

Problemas:
 

Soluciones:
 



.,. 

reports of activities becan in March 198C.) and provide a clear 
written account of project activities and proo*ress toward 
objectives, project files in San Salvaoor and in the impact
 
area were found to be relatively incomplete. In San Salvaaor, 
files contained only a copy' of the original project prooosal
 
(FORS03) and a few but not all FORSC.. The impact are fi ics 
were more complete--containina the forms reouesting funds in 
addition to the original FORS03 and most if not all FORS06. 
Neither contained any information at all on project activities. 

Recommendation. The new OP has proposed the purchase of 
a computer, we recommend that SCF contract an outside computer 
consultant to develoo a computerized information system thazt 
can 	not only classify iniormation on project activities but
 
also provide a means of tracking program impact over time. A 
determination of the information needs should be made. Base
 
line information needs to be obtained on all impact areas
 
envisioned under the new grant, ensuring that information on
 
established indicators is gathered. Information on activities
 
should be gathered on a project by project 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 a base of 
experience and information for the expansion into other areas
 
of El Salvador as wc.ll as into other countries. After the 
effort and energy put into this project, it is absolutely 
critical that a written history of that be available. 

Recommendation. We also recommend that project controls
 
be formalized. Each project file must contain certain basic
 
documents. With the FORS03 as the foundation, each project
 
folder must also contain:
 

I. 	 copies of amendments to budgets or objectives
 
2. 	 list of communities incorporated in project design
 

with taroets for each one
 
3. 	 copies of periodic project activity reports
 
4. 	 copies of comments and analysis of reports prepared by 

the Field Coordinator 
5. 	 copies of monthly financial reports
 
6. 	 other descriptive material on project-related
 

activities 

This 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 Pilot
 
Project) 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 project
 
termination, a final 
report should be prepared which summarizas
 
achievements of objectives, activities implemented, and l-ssons
 
learned. With iniorn~ation on the total roject cost and the
 
number of beneficiary families served, 
a cost per beneficiarv
 
can be calculated. A description and analysis o.f 
 the problems

encountered and the solutions attempted will 
offer valuable
 
information in the planning and impleientation of other similar
 
projects.
 

L. PROJECT 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 1984.
 
Significant staff time and effort was 
spent on not only the
 
implementation of those two evaluations but of 
the apolication

of the resulting recommendations. SCF has demonstrated a
 
commitment to self-evaluation rarely found in private voluntary.
 
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 OPG. 
 As mentioned earlier 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. Mothers
 
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 OF'G, we recommend that
 
all available socio-economic information be prepared. That
 
information should be supplemented as required to ensure that
 
information is available for all 
indicators outlined in the OPG
 
document.
 

Recommendation. We recommend that 
a seminar be held with
 
the volunteers. The first seminar would involve three da,'s.

The first day would be spent in the discussions of evaluatlons
 
and their importance. The second day, the volunteers would
 
develop indicators for the project sectors based 
on tne iPG.
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and then develoo surve, instrumentsparticipatory to be used in aevaluato2n. After practicino
instruments the Use C+: thoseamong themselves, the volunteers would go to the
tocampo"
commUnitv

for a week to interview aresidents. Pre-determinedThe numberfinal seminar ofwouldtabulation be spent in thoof the results and the preparationre ort. The promoters WOld be 
of a final

closel v involvedprocess durin theso that they Could provide technical support. 

Recommendation. 
 During this 
seminar,
records a set of householdcould be developed 
measure direct impact of 

that would allow the households 
the program on 

to 
their family:
production, child mortality and morbidity, household 

income,
 
improvement, and behavior changes. etc.
 

M. INSTITUTIONAL SUPPORT
 

1. United States Aoencv for Intern,:tional Develoomen* 

Comments aboLlt supportpositive. from USAID were oenerailyA major confrontation occurred between USOID and
in 1981 SCF
due to the USAID policy at 
that time of funding onlythose programs supporting the agrarian reform.
the relationshio between USAID and SCF can 
Despite that,
 

one of be characterized
mutual respect as:
and undorstanding.

misunderstandino The otherbetween the two institutionsdifferent treatment from thethat the two 
institutions
rates and reporting of 

gave exchange

expenses has been resolved by the
utilization of 
a Federal Reserve Letter of 
Credit under the
future OPG. 

It 
was noted, however, that the USAID technicians seldom
visit the project area--primarily because of
security restrictions for all 
US Embassy


personnel. 
 We recommend
when security permits, USAID staff, that
 
especially Americans, make
an effort 
to visit the impact area.
 

2. Save theChldren/estport 

SCF/San Salvador has an
relations with 
ideal position with regard to
their home office. 
They receive all
technical the
support and assistance when required but withoutunnecessary interference in the internal 
operations of
field office. Mr. the
Rogers characterized their position as
tautonomous but with all' the Support that we
of require."
the budget is entirely in Control
 

Westport makes expenses on 
the hands of San Salvador; 
when


behalf of 
the program, they
careful are very
to inform Mr. 
Rogers in 
writing.
 



Z. Salvadoran Government 
(GOES)
 

Considerina the budgetary constraints 
ana 
the series of seriCus
problems facing the GOES and the +act 
tnt the 1enpact area is
in a -one of conflict, the GOES has been aole to come 
throuch

with a surprisinaly high level 
of support to this orogram.

Despite the lack of 
personnel and 
shortages of meoicines, the
Ministry of Health played 
a significant role in the vaccination
and deparasitAtion campaigns. 
The Ministry of Education has
provided adequate technical'support to the literacy program

through its field staff who work cl6sely with the literacy

promoters and volunteers.
 




