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In 1986, Save the Children Federation (SC) entered into
a Cooperative Agreement with the Agency for International
Development (AID) to develop skills transfer projects in the
field. Aimed at increasing economic self-reliance in local
communities, the program was financed by a $7.7 million
Partnership Grant (PG) and $7.7 million in $C private funds.
The funds were to be spent in seven field offices over a
five year period.

In each field office, SC proposed creating community
skills centers which would provide comprehensive training
and demonstration projects that would teach local community
groups how to increase family incomes and food production,
and how to create community services.

A midterm evaluation took place at the er.d of the
second year of the grant. The evaluation recommended
shifting the focus of the program to allow individual field
offices the flexibility to develop skills transfer
strategies in which skills centers were only one elenent.

In July 1990, in accordance with the terms of the

agreement, SC and AID undertook an external final
evaluation. The timing of the final evaluation coincided
with SC’s interest in seeking a second Partnership Grant.
In view of the lead time required to develop a proposal, SC
and AID agreed to conduct the final evaluation at the end of
the fourth year in order to apply the lessons learned in the
proposal for a second grant.

The evaluation was conducted over six weeks by a team
composed of SC Field Office Directors from Bolivia and Mali,
the SC Evaluation Specialist, and an external evaluator as
the Team Leader. The team observed activities in Tunisia,
Costa Rica, and Burkina Faso, as well as home office
policies and procedures as they applied to the grant.

During the field visits the evaluation team reviewed
+raining, demonstration projects, technical assistance,
field office management, community skills centers, skills
transfer strategies, activities in food production, small
scale enterprises, community improvements. This was a broad
overview undertaken to understand the impact of the program
on the beneficiaries.

In the home office the team looked at decision making
processes, financial management, monitoring and evaluation
systems, the Training and Technical Resource Unit (TTRU),
and lines of communication between regions and units, as
well as between the home office and the field offices.



Some of the prominent achievements noted during the

evaluation in Burkina Faso, Tunisia, Costa Rica and home
office are:

o technical skills of 6,500 key participants and field
office staff upgraded;

o 230 projects carried out in economic development,
food production and community improvements;

0 58 training of trainers (TOT), field management
training (FMT) and community development training
(CDT) workshops implemented and companion materials
developed;

o field office system for program planning, monitoring
and evaluation (PEMS) significantly upgraded;

o home office technical assistance capabilities and
grant management procedures expanded; more than 120
technical assistance visits were carried out;

o appropriate skills transfer strategies, including the
use of community centers, developed in each primary
country.

The following are the principal lessons learned:

o In providing this grant to SC, AID has invested
its money in the best interests of the Government.

o) SC’s program philosophy is concordant with the
goals of AID. SC has created a series of training
strategies that are having an impact on the lives of the
beneficiaries, and has improved capacity at both field
office and home office levels.

o SC has exercised adegquate budget control and put
in place systems for design, management, and evaluation of
projects which have helped to achieve PG’s main objectives.
There has been a real effort to comply with the terms of the
agreement.

The team also drew a number of lessons which SC should
note and incorporate into its overall program, as well as
future proposals to AID. These are in the areas of
management, primary country selection, program
sustainability, program design and implementation, and
skills transfer strategies. Addressing these will lead to
achieving greater impact at all levels. The findings are
presented below as recommendations.



A. Management

SC should strengthen overall grant management in the
following areas:

1. A person at the director level with appropriate
authority should be responsible for all aspects of planning
and implementing PG.

2. The planning and management systems developed under
PG should be integrated with other systems currently in use,
such as those related to other major grants, like child
survival. The existence of parallel systems, each with its
own requirements, creates unnecessary confusion.

3. Field Office systems for program planning and
monitoring should be linked to the system for reporting and
tracking monthly and quarterly financial information. The
present system has limited value for program management
purposes.

4. In impact areas and field offices where SC is
planning to phaseout, SC should prepare an explicit
phaseover strategy with appropriate and measurable
indicators. SC should ensure staff training and adequate
budget for the transition.

5. Tunisia and Costa Rica appeared overly-dependent on
PG funds. Likewise, important HO-based capabilities in
training and technical arsistance are heavily reliant on PG.
These field offices, as well as home office, should develop
a strategy for sustaining PG-developed capabilities with
private resources.

B. Program Planning

SC should strengthen program design in the following
ways:

1. In planning complex multi-year programs, such as PG,
it is preferable that home office provide the philosophical
framework, while individual field offices translate the
framework into a strategy based on local conditions.

2. Criteria for selecting primary countries need to be
refined and the countries themselves selected with great
care. Priority should be given to well-managed, ongoing
programs where PG funds supplement funding from other
sources. Their multi-year program plans, including plans
for technical assistance, training, and regional resource
sharing, should be subject to thorough SC review before
implementation.



3. SC has improved its program planning system under
PG. SC now needs to incorporate baseline data into PEMS so
that field offices can more accurately measure progress and
impact. To the extent that the three Field Offices visited
are representative, this will require a significant amount
of training and technical assistance.

4. Primary countries should receive priority attention
as regards timely and high quality technical assistance as
well as regional desk support.

5. The Technical Training and Resource Unit having
established its credibility found the requests for
assistance exceeded its capacity to respond. In light of
this experience, SC should examine the possibility of
changing the role of the Technical Assistant from someone
who delivers training to a Training Resource Officer who
could develop resource sharing networks which are
culturally, technically, and linguistically appropriate.

C. Monitoring and Evaluation

1. Primary countries should derive evaluation plans
which reflect core indicators, determine methods for
obtaining information, identify information users and their
needs and specify an evaluation schedule. This should be
developed as part of the program plan.

2. Periodic program evaluations undertaken by teams
including field office directors should be institutionalized
as a form of quality control and to monitor program impact.
These are valuable learning opportunities for the staff
involved. Field offices also benefit from outside
perspectives on their programs which external team members
contribute to program assessments.



II. ORIGINS

In 1985 SC proposed to the Agency fcr International
Development (AILD) the creation of seven country programs in
which community skills centers would provide comprenensive
training programs and demonstration proiects. Through these
programs local communities would learn how to plan and
implement community-based projects in the areas of small
scale enterprise, food production, and community
improvements. SC proposed introducing appropriate
technologies and technical skills, as well as improving
management capabilities by expanding SC home office’s
ability to provide training and technical assistance in
small scale enterprise, food production and community
improvements.

On August 1, 1986 SC signed a five=-year Cooperative
Agreement with AID for a Partnership Grant in the amount of
$7.7 million. This grant funded a program to encourage
local communities to become economically more self-reliant.
The PG was a new mechanism for SC and AID. Unlike Matching
Grants, with which SC had previous experience, PG objectives
were negotiated by SC and AID, and were targeted to specific
sectors. PGs also permitted up-front funding. For SC this
meant that by the end of year three the full $7.7 million
had been obligated.

The proposal originally identified Jordan, Tunisia,
Zimbabwe, Sri Lanka, Dominica, Costa Rica and Burkina Faso
as primary countries. The Philippines replaced Sri Lanka
and Dominica as political and security problems in those
countries continued unabated. SC also made available the
training and technical resources developed under PG to its
other countries with projects similar to those in the target
countries.

Two-person teams, aided by the field office staff in
each country, cornducted a midterm evaluation in
October/November of 1988. The teams visited five primary
countries: Jordan, Tunisia, Costa Rica, Zimbabwe and
Burkina Faso. The teams designed a set of instruments to
assess the major program and management components of the
grant in each field office. A team also assessed the
effectiveness of grant management in SC’s home office.

The midterm evaluation was a pivotal event. It
refocused training and technical assistance on the primary
countries. In addition, it provided the rationale to adjust
program strategies to account for local circumstances,
particularly with regard to creating community skills
centers. Staff in the primary countries then worked with



home office regional desks and technical specialists to
prepare action plans taking into account the evaluation
recommendations. These revisions recognized the unigue
characteristics of each field office’s program and

legitimized their individual skills transfer strategies.

IIT. EVALUATION METHODOLOG

SC and AID performed an external evaluation of
Cooperative Agreement PDC-0279-A-00-6200-00 in accordance
with provisions of the Partnership Grant. SC and AID
jointly developed the scope of work (Appendix A) which
called for an evaluation team to visit the home office and
three representative field offices - Tunisia, Costa Rica and
Burkina Faso. These field offices we-e selected because
they reflect geographically diverse applications of PG.

SC and AID drew together a four-person evaluation teamn.
The team leader and principal author of this report, Richard
Wall, was contracted by AID, Bureau for Food for Peace and
Voluntary Assistance, Office of Private and Voluntary
Assistance through Automat(di Research Systems, Limited.
Three senior SC staff members: David Rogers, Bolivia Field
Office Director; Michelle Poulton, Mali Field Office
Director; and Philip Davies, International Progranms
Evaluation Specialist also participated on the team. The
background and experience of the team members was weighted
in favor of training, management and program evaluation,
which are the major emphases of the Partnership Grant.

The evaluation included an introductory visit to the
home office in Westport, a three-day team building exercise
in Washington, and a final debriefing in Westport which was
carried out at the end of the evaluation. The itinerary is
attached as Appendix B. In retrospect, after working nearly
forty days non-stop, including thirty days in the field, the
evaluators would have preferred an additional week together
for reflection and discussion before concluding their work.
However, given the pressure of other commitments, this was
simply not possible.

The timing of this evaluation enables SC to take key
recommendations into consideration in the final year of the
grant. The fact that SC intends to present to AID/PVC a
request for new funding, which would take effect when the
current grant expires, was a major consideration in the
decision to undertake this evaluation at the end of year
four. One expectation 1s that subsequent proposals to AID
will reflect lessons learned under this grant.



Process and content received equal attention in
planning and carrying out this evaluation, There was close
collaboration between the field and home office, on the one
hand, and between the evaluators and field staff, on the
other. Home office staff, for instance, worked closely with
the three field offices to prepare for the evaluation tean
visits. A member of TTRU visited each field office. Using
the draft scope of work for the evaluation as a framework,
the staff member assisted in the collection and organization
of essential data for the team to review. This resulted in
the preparation of detailed matrices based on core PG
indicators. The availability of this material enabled the
evaluators to direct their limited time in the field to
assessing the qualitative aspects of each field office
program. Sample matrices are attached as Appendices C-E.

Upon arrival in the country, the evaluation team
planned site visits in coordination with field staff.
Furthermore, the evaluation team debriefed the field office
staff and AID Mission officials prior to departure and
encouraged them to reply to the findings and observations.
In response to this process, field staff and Mission
officials reacted positively and were cooperative in all
aspects of the visit.

v COUNTRY AND HOME OFFICE FINDINGS

A. Burkina Faso

Burkina Faso is situated in the center of West Africa
and has a population of 8.3 million. The capital is
Ouagadougou. The la..d stretches from the semi-desert plains
in the north to the savannah in the south. Subsistence
agriculture is its mainstay, with cotton and karite nuts
providing some exports. Linguistically varied tribes use
French as a lingua franca. Islam, animism, and Christianity
are the principal religions. The GNP is $190, the average
annual rate of inflation is 4.4%, and literacy is 5%.

A delicate ecological balance and the constant threat
of famine and disaster due to recurring drought are central
issues in Burkina Faso. The SC field office oriented its
program in each of its two impact areas, Dori and Sapone, to
these issues. Major accomplishments of PG in Burkina Faso
include:

Food Production = 16 projects in horticulture, food
storage techniques, improved agricultural techniques. 1,400
key participants were trained in relevant skills including
dry season farming, cereal banks, forage production, garden
wells, and anti-erosion berms.



Economic Development - 10 projects in microenterprise
development, vocational education, revolving loans funds and
cooperatives. 550 key participants were trained in relevant
skills including village store management, cereal bank
manigement, pump and bicycle repair, and credit management.

Community Improvements - 3 prOJects in water and
sanitation, a communlty skills center in Sapone and a
tralnlng room in Dori. 265 key participants acquired skills
in well and latrine construction.

Community Organization = 140 village committee members
and 200 members of a blanket weaving cooperative in Dori
participated in training events facilitated by SC staff.

Data to measure the successful realization of the
outputs was abundantly available. However, baseline data to
measure the impact of these outputs on the lives of the
beneficiaries was not available.

Burkina Faso has benefited from strong leadershlp both
in the field office in Ouagadougou, as well as in Dori.
Through the tenure of two directors, the field office has
benefited from continuous leadership with a clear sense of
purpose. The present co-directors use the management
systems established by their predecessor to improve program
quality. 1In Dori, the Project Manager is a seasoned
administrator whc has shown leadership in integrating SC
activities into existing community structures with the ainm
of increasing their sustainability.

The evaluators thought that both the gquality and amount
of training and technical assistance provided to Burkina was
the strongest of the three countries visited, although the
field office felt training and TA came slowly and often
late. The cascade of skills transfer from SC trainers to
the Burkina staff to the community was visible and
effective.

In Burkina Faso regional resource sharing was frequent,
effective, and well organized. Contributing factors are the
low cost of intra-regional travel and the use of French as a
common language in sub-sahelian Africa. For instance, this
facilitated Mali staff participation in the ten-year Dori
evaluation, and Burkina Faso staff participation in a
similar exercise in Cameroon. In technical exchange vieits,
such as in agriculture or credit, there is ample evidence
that staff applied their learning.



The community played a real role in Burkina Faso'’s
development activities. The programs responded to needs
analyses carried out with the communities and were
consistent with government policies. Moreover, the staff in
Ouagadougou and in the impact area created appropriate and
Judicious relationships with the popular revolutionary
government as well as local partners. These relationships
are built on defined protocols which reflect the strengths
of each individual counterpart.

The results in the credit program, especially in Dori
during the past year, can be attributed to a revised progran
strategy which emphasizes helping borrowers and village
credit committees acquire entrepreneurial skills. The
positive shift in community attitudes towards grain banks is
an example of noticeable change. The villagers now see the
banks as economic enterprises which in good years will allow
them to sell grain and make a profit whereas previously they
saw these banks as a social safety net. While food security
remains a top priority, SC is cautiously encouraging
individually profitable enterprises, as opposed to
collectively profitable enterprises.

Several community members said the credit system and
forms were too complicated for the literacy levels of their
community. They suggested that this discouraged community’s
from assuming management responsibilities for these funds.
The complexity and detail of the forms is a topic for the
Economic Development Unit to address. Literacy training is
an emerging program priority which the field office is
planning to address.

SC constructed community skills centers in Dori and in
Sapone. The center in Dori is in constant use both for PG
activities, as well as other program activities, including
child survival. The Sapone community center is used
occasionally for PG activities, but does not have the same
sense of community ownership that is a feature of the Dori
center. The Sapone center also needs to develop a cohesive
strategy for its use.

In Dori, SC concentrated its efforts on food security
by developing a project to create cereal banks in outlying
villages. In addition, SC provided credit for the
establishment of small scale enterprises. In Sapone, PG
projects emphasized natural resource management through the
promotion of anti-erosion techniques, and wells for potable
water and irrigation. In addition, there is a credit system
for small scale businesses.
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Lo Lhat TG owise ured to indtiate activivles thera, Thﬂk,
WiV 0 ity experience to guide them, staff “ad ¥o build
weoAaTine . w1t the community acd local goveinment, identify

goowy oloaptervention, and show »23sults in a short period of
time. ‘fhe iiigh turnecver of ¥.y technical staff further

contributed ta del. “ project implementation and
communitcv canter tion. The skills center was not
conmpiated unzil e u« vear of the PG.

In 1988 the ovrwiram in Dori was ten years old and the
consensus in WestpOLt and Ouagadougou was that it was time
to pian a gradual phaseout of Dori. Fortunately two things
happered. SC, on its own initiative, performed a ten-year
program evaluation, and the staff used the evaluation to
constructively re-orient and re-vitalize the program. The
program strategy used PG resources to complement other
funding sources, so Dori’s future is not dependent on a sole
funding source.

Reviewing the data, the t=am concluded that impact in
Burkina Faso mlght have been .. ater if PG funds had been
concentrated in one impact area, i.e. Dori, instead of two.
Diverting limited staff and financial resources to start up
a program in Sapone was nct judged to be a successful
strateqgy. Without PG funding the field office needs to
raise additional funds to maintain a viable program in
Sapone.

B. Tunisia

The Republic of Tunisia is situated on the northern
coast of Africa and has a population of 7.6 million. The
capital is Tunis. The land stretches from the fertile north
to the arid Sahara in the south. Agriculture is the
mainstay, but tourism and mining are important. Tunisia‘’s
Mediterranean coast has a number of good ports. The
principal religion is Islam. Arabic is the official
language, but French is widely used. GNP per capita $1,180
and the average annual rate of inflation is 8.2%,

Actually there are two Tunisias. There is the Tunisia
located along the eastern and northern Mediterranean coast
with it sophisticated infrastructure oriented to tourism and
shipping. Then there is the rural Tunisia which by
conparison lives in an earlier century. It is to the second
Tunisia that the field office has directed its program
efforts in the impact areas of Makthar and Kasserine.

BEST AVAILABLE


jmenustik
Best Available


The major accomplishments under PG are as follows:

Food Production - 88 pro  ects were implemented in dvy
land agriculture, gardening, small animal husbandry and
erosion conurol. 2,000 key participants learned skills in
crop rotation and soil managerent, rabbit and poultry
raising, forage and cover crop production and agroforestry.

Economic Development = 10 projects were implementad
including beekeeping, handicrafts, and construction. 300
key participants acquired basic skills in masonry, credit
management, innovative low cost beehive design and rug
weaving.

Community Improvements = 90 projects were implemented
in water and sanitation and village infrastructure. A
community skills center was constructed in Ouled Bough?ir,
100 key participants were trained in ferrocement tank
construction, water system maintenance, improved latrine
construction, and Hassad roof construction.

It was difficult to measure the impact of the various
projects on beneficiaries’ lives. Data available did
provide ample information on outputs, such as income
generated from beekeeping or increased agricultural
productivity per acre. It was not possible, however, to
relate these outputs to changes in the overall quality of
live of these beneficiaries.

The Tunisia program (FTDC) is underdgoing an ambitious
and exciting transition from a field office managed in
collaboration with Westport to an autonomous Tunisian
private vcluntary organization. As a multi-sectoral,
development-oriented PVO, FTDC is unique in Tunisia.
Beginning in 1989 the field office has been managed by a
Tunisian director with a Tunisian Board of Directors who are
interested in providing leadership to this newly=-formed
local PVO.

FTDC has focused its programming efforts on natural
resource management (cactus barriers, fig and acacia trees,
watershed maintenance), water resource management
(ferrocement cisterns, potable water, and irrigation) small
scale enterprises (weaving, beekeeping) community
improvements (latrines, schools, and hassad roofs) and
community organization (working together to solve problens,
cooperation with local government). The choice of these
areas reflects FTDC’s strategy to increase household
productivity and promcte sustainable economic development.
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As part of its PG strategy, FTDC constructed a
aunity skills center in Ouled Boughdir. Although not
built in response to a specific community regquest, the
center has become a focus of community activities,
especially for women. To further enhance its value, the

center needs a long tevm strategy and to increase its level
of self-management.

FTDC has developed a decentralized approach to skills
transfer that moves from appropriate technology testing and
demonstration to dissemination at the community level. Good
exar..12s are dry land techniques for raising vegetable
gardens,; improved latrine construction, anti-erosion methods
and innovations in traditional beekeeping. These projects
are now being implemented independently of SC and some have
been adapted by local government technical offices.

The credit system is carefully monitored,
controlled and centralized. While the community gathers
credit information, the final decision to accept an
application is made by FTDC staff and a credit committee of
prominent local citizens. It was unclear to the evaluators
whether a system of this complexity, including feasibility
studies, monthly revenue-expense statements and economic
forecasting, could be phased over to community management or
could provide for anything but a minor community role. The
system is, however, consistent with SC and AID reporting and
accounting requirements. Perhaps a simplified version of
the present system could be adapted as the credit programs
are phased over to community control. The team further noted
that the size of the revolving lcan fund, i.e. $20,000, was
not large enough to reach a significant number of borrowers.
Despite these issues, there was here, as in the other two
countries, an average repayment rate of eighty-five percent.

The training and technical assistance provided to
Tunisia did improve and strengthen community outreach. FTDC
feels that regional desk support to its program has been
sporadic and insufficient. For a primary country, the tean
thought more attention should have been provided.

The team found that FTDC has highly qualified,
hardworking and motivated staff. Clearly, their skills and
commitment have contributed to FIDC’s good reputation and
impact in the area. Again, strong leadership in Tunis and
Makthar paved the way in forging strong linkages with local
government. In recognition of this, FIDC has been invited
to be a member of the government’s regional planning
committee.

12
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Several issues emerded which are specific to the
process of FIDC’s transition to an autonomous agency.
"Tunisification" and field office operations are two
parallel and demanding under-"akings. Both are dependent on
the field office director wh: is still working out what
should be delegated to his staff. In managing both
processes, he spends a considerable amount of time
travelling between Tunis and Makthar, some 120 kilometers
apart. While this is not unusual for a recently-appointed
director, it is tiring and detracts him from other equally
important functions in Tunis, including fund raising and
board development. The allocation of his time is an area
where SC headquarters can offer guidance and support.

In Tunisia where PVOs are not common, the transition
from a field office to an autonomous agency is an immense
challenge fraught with risks. While funding from the AID
mission has supported the process of institutionalization,
PG has funded development activities at the impact area
level. Further funding and technical support will help
consolidate institutional and community development gains,
which have been significant. As an autonomous agency FTDC
will still require attention, especially related to board
development and fund raising.

C. Costa Rica

The Republic of Costa Rica is situated in southern
Central America and has a population of 2.6 million. The
capital is San Jose. The climate is hot and humid, with
volcanic mountain ranges that stretch to the meseta central
which has a permanent spring-like climate. Agriculture is
the mainstay. Spanish is the national language.
Christianity is the principal religion. The GNP is $1,610,
the annual rate of inflation is 28.6%, and literacy 1is 95%.

The principal accomplishments under PG are as follows:

Food Production = 7 projects were implemented in
improved production techniques, horticulture, and animal
husbandry. 100 key participants acquired basic skills in
pest control, fertilization and animal nutrition. 200
children participated in a program to establish vegetable
gardens in village schools.

Economic Development - 5 projects were implemented in
microenterprise development, including revolving loan fund
management. 100 borrowers improved their small business
administration skills. 800 fishermen received training and
technical assistance in connection with the credit program.
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Community Improvements - 4 projects were implemented,
including the Riojalandia community skills center, 2 water
systems and a program to improve low income housing. The
skills of 70 construction workers were upgraded.

Community Organization - Organizational development and
training activities were undertaken with 6 credit
committees, 11 community committees, and the boards of 3
local organizations.

As in Burkina Faso and Tunisia, the field office had
developed ample data showing the kinds of outputs these
activities would achieve. Data with which to measure the
impact of these activities on the lives of the beneficiaries
did not exist.

Whereas Costa Rica is economically more developed than
nost countries where SC operates, there are real pockets of
poverty, including SC’s impact area, Puntarenas. In a time
of resource constraints and consolidation, there has been a
certain ambiguity as to whether or not SC should maintain a
program in Costa Rica and, if so, what type. The continued
discussion and uncertainty caused by this has affected both
staff morale and program decisions.

A community skills center in Riojalandia, Puntarenas is
one of the PG outputs. In the rush to build it, however,
community participation in planning and designing the center
did not play as significant a role as it should have. The
center is peripheral to the community and despite SC’s
efforts to change the situation, the skills center fell into
disuse and now stands abandoned.

The impact of program activities at the time of this
evaluation has been limited for several, mostly external
reasons.

First, the field office went for three years without
firm direction, including a period of ten months without a
director. During this time, the field office depended on
the original PG model rather than seeking local solutions to
their problems. This was an important issue when the food
production project did not go as planned and the field
office had to re-direct the program. At the end of year
three the present co-directors took up their jobs and have
been able to £ill the management gap.



Secondly, the housing program found itself competing
unexpectedly with a government-sponsored housing program
that was offering more attractive borrowing terms. Staff
efforts to reach the poorest with housing loans were further
limited by local laws governing lending practices and
stringent conditions for credit worthiness and repayment.
In response to this, the field office reassessed its
involvement in low=cost housing. It has now helped form a
local organization to carry on work started by the field
office. Meanwhile, the cost of housing trebled and reduced
the loan fund amounts that were targeted toward home
improvenent.

Thirdly, as noted in the midterm evaluation, the field
office was forced to rethink its agriculture strategy when
the government suddenly changed its agricultural policies as
a result of the Kissinger Report which outlined a Caribbean
Basin Initiative. The government’s new policy focused on
large scale wheat production rather than subsistence
farming. SC’s food production program, which originally
focused on the subsistence crops was re-oriented to small
scale fishing.

Overall the evaluators were impressed with the extent
to which the credit program has helped small businesses to
perform ongoing activities more efficiently, i.e. fishing,
sewing, cleaning clams, cutting hair. While the program did
not create many new jobs, the borrowers reported income
increases which they judged to be beneficial. Baseline data
is not available to measure impact in more precise terms.

Loan recipient follow-up and credit committee
involvement are the weakest areas of the credit progranm.
Up until recently, borrowers were not routinely contacted
until they became delinguent. Credit committee involvement
appeared to be superficial and mechanical. The field office
is aware of these problems and is taking steps to improve
its program.

The quality and quantity of training and technical
assistance have been ample and timely. Impact area staff
have taken advantage of local training resources to upgrade
their skills. They have not done as much as they could have
to transfer their skills to the community. This may, in
part, be due to the fact that they often changed jobs and,
therefore, no longer felt directly responsible for doing so.
To address these concerns the field office has recently
reorganized its impact area team.

15
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There is a contlnulnq need for clearer communication
between the field office in San Jose, and the field office
in the impact area to avoid these kinds of problemsg This
is also important as the present field staff in the impact
area is young and 1nexper1enced and needs strong direction.
The team saw efforts in both offices to try and do this.

In sum, SC’s program in Costa Rica has had limited
impact in a changing environment. The elements of a dynamic
program are in place: competent leadership, enthusiastic
staff, a gradual evolution to support local PVOs, and a
general willingness to work hard. What it needs is a
clearer purpose and a better sense of where to focus progran
interventions.

D. Home Office

Home office efforts during the grant emphasized
expansion of its capability to respond to field office
training and technical assistance needs, and central grant
management/training processes.

Since 1988, SC has gone through a major reorganization,
including hlrlng a new president as well as replacing
several vice presidents. There has been high staff turnover
and a 51gn1flcant change of senior management and technical
staff in the International Programs Department. Despite the
fact that many of the stakeholders changed, SC has
successfully maintained continuity of its PG vision.

Several levels of staff in the International Programs
Department devoted a considerable amount of time and energy
to managing PG. This included coordination of working
relationships between TTRU and the regions, development of
an agency-wide planning system (PEMS) and data base to track
PG-funded projects, and procedures to allocate central funds
and to review field office annual program plans and progress
reports. While responsibility for these things changed over
the course of the grant, the evaluators felt the adjustments
were sensible and well thought out. SC rose to the
challenge of the complexities of administering a centralized
grant in a decentralized programming systemn.

During the course of PG, the field office demand for
training and technical assistance grew to the point where
the range of requests was greater than TTRU’s ability to
respond. Successful training events, like TOT and CDT, and
technical assistance related to SC’s community based lending
mnodel were in greatest demand. However, this overstretched
the ability of six home office~based specialists to respond
to requests from the field. A possible approach is for the
home office to change the role of the technical assistants
from those who deliver training themselves, to resource
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officers who develop resource sharing networks which benerit
the field. With careful monitoring, this is likely to be
more culturally, technically, and linguistically appropriate
and more cost effective than the traditional approach of
hiring a cadre of home office-based specialists. It is also
consistent with SC’s plan for increased partnering,
decentralization and regional resource sharing.

PG underlined a critical need for effective
coordination and communication among regional staff and
sectoral specialists and in support of PG objectives and
field programs. These issues were addressed throucgh the
annual planning process as well as the contracting for
individual technical assistance events, and through the
development of sectoral and regional PG strategies. Both
sectoral and regional staff expressed to the evaluation tean
the need to continue to improve cooperation among themselves
in providing support to the field. SC is presently working
to redefine the role of sectoral specialists and their
coordination with regions.

During the first two years, PG was managed by a large
committee (composed of staff from four regions, TTRU and the
planning unit) chaired by the Deputy Vice President. During
the last two years, PG was managed by a three-person
committee (composed of staff from TTRU and the planning
unit) chaired by the PG Coordinator, a position created in
response to the midterm evaluation. The coordinator and his
team have made important contributions to improving the
process of annual planning and budget review, as well as
processing requests for technical assistance. This person’s
role vis a vis regions and technical specialists could be
enhanced by assigning to it director-level authority and
responsibility.

The midterm evaluation recommended transferring core
program staff to SC private funds. During the second half of
PG, private funding did not increase as expected, so the
planned transfer was not possible. As a result, SC’s
capacity for training, technical assistance and regional
resource sharing remains heavily reliant on AID funding.
Careful consideration should be given to the implications of
continued dependence of AID funding. (See Appendix H,
Program Allocations).

SC’s experience with replicating community skills
centers has been mixed. The model of Caotaco, the Dominican
Republic community skills center, was assimilated in Burkina
Faso, partially assimilated in Tunisia and not assimilated
at all in Costa Rica. The midterm evaluation acknowledged
this and invited each primary country to articulate the
elements of its own skills transfer strategy based on the
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core principles of the Caotaco model. The common elements
include well organized community groups, community
management, transfer of management and technical skills,
follow up after training events, and access to complenentary
financial resources. The reader is referred to the year 3
PG report.

Two years later the evaluators found a richness in this
diversity of approaches. In Burkina Faso, training of staff
in a wide variety of agricultural skills resulted in
increased techrnical capacity of community members to
produce, store and market agricultural products. The center
in Dori is frequently used for community development
training and meetings with the community. Tunisia defined
its overall skills transfer strategy as a process of
testing, demonstration and dissemination of a wide variety
of appropriate technologies. The Kesserine center is used
for women’s vocational training, appropriate technology
demonstration, and community meetings.

There was a considerable amount of technical assistance
related to the introduction of SC’s community based lending
model (CBLM). All countries visited were implementing a
version of CBLM and reported a repayment rate of 85% or
better. The evaluators found the credit program to be
professionally organized, but perhaps overly complicated for
countries with low literacy levels. In Burkina Faso, for
instance, where loans rarely exceed $100, staff had to help
applicants fill out detailed credit applications. Borrowers
questioned why they had to answer so many "“personal®
questions to request credit. While financial analysis and
feasibility studies are integral parts of programs with
loans above $2,000, the evaluators wondered whether a
simpler form could be adapted for programs like Burkina
Faso.

Over the past four years, SC has improved its program
planning capabilities principally through the Planning,
Evaluation and Monitoring System (PEMS). This includes an
orderly multi-year planning cycle using standard sectors
which compares present and desired conditions and links them
with planned and actual activities. SC field tested PEMS in
Asia for a year before introducing it in all field offices
in July 1988. 1In response to input from the field, SC
revised PEMS in July 1988 and again in July 1989.

All three field offices visited use PEMS as a planning
and monitoring tool. Field offices’ familiarity with PEMS
makes it an appropriate framework to further improve SC’s
program planning and evaluation capabilities. The next step
for PEMS is to improve baseline data collection, which
multi-year sectoral plans express under "desired condition®.



This will enable field offices to more accurately and
objectively measure impact, as well as outputs. This is an
area in which field offices will require training and
technical assistance.

PEMS also needs improvement in linking financial and
program reporting. Now that SC has a new financial
accounting system and is instituting a new financial
reporting system, it may be possible to make this linkage,
thereby making PEMS an even more effective instrument.

SC continues to refine its planning process. In April
1990, SC introduced the Planning and Budget (PPB) package to
integrate finance and program planning in anticipation of
the fiscal year which begins October 1. The PPB articulates
the strategic direction of field offices, which PEMS
expresses operationally in annual and multi-year sectoral
plans. Home office managers acknowledged that PPB provided
useful information in preparing the FY 91 budget. However,
the short timeframe required to complete and return PPB
forms to home office did not permit consultation with the
communities. In some cases field office staff below the
level of director did not participate in their preparation.
Moreover, in calculating salaries and travel costs, PPB
introduced forms and new formulas which were new to the
field offices. At the field level, there was general
agreement that the task of preparing the PPB package would
have been less time consuming and arduous if programmed
computer diskettes had been included in the package. Next
year SC will improve PPB preparation procedures and will
strengthen the linkages between PPB and PEMS.

Regional resource sharing was judged to be effective
and beneficial. Burkina Faso is a case in point. Technical
staff from Mali participated in the Dori ten-year program
evaluation. Several months later, staff from Burkina Faso
participated in a similar exercise in the Cameroon.
Travelling to neighboring field offices broadened their
program horizons, while enriching the evaluations. These
kind of exchange can be expanded with additional positive
results. The PG final evaluation is cited by the Mali and
Bolivia directors as an example of "peer reviews" which SC
should encourage. The reasons for not making greater use of
regional resource sharing appear confused. The field staff
felt that staff availability and funding to expand the
opportunities were the major constraints to increase
regional resource sharing. On the other hand, some in home
office indicated that field office and regional staff had
under-promoted regional resource sharing and are now
beginning to appreciate its value.

19
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The team thought the TTRU technical assistance which
produced the evaluation matrices in year four assisted the
field offices to review and understand the original proposed
goals and objectives. The matrices enabled staff to focus
their record keeping and information gathering on the
original plans. Exercises of this kind would have provided
greater benefit had they been initiated in the early stages
of PG, and possibly should become a routine part of PEMS.

SC has developed effective guidelines and a reliable
system to accurately track its match for PG and other
grants. This tracking system was designed in response to
the large number of mission-funded and federal grants it
has, including Child Survival and Enhancement. (See Appendix
G, Grant vs SC Match.)

Written guidelines are used to manage the seven
principal line items in the grant, as well as individual
activities, such as training events, within each line itemn.
A review of records and discussions with home office staff
indicate that at the end of year four SC is matching its
share of PG. When PG ends in a year SC can be expected to
meet its match of $7.7 million.

Staff in the International Programs Department in
liaison with the PG Coordinator are responsible for
approving monthly expenses, monitoring budgets, and
allocating the match. Over the past four years, these staff
have ensured that SC remained within the budget for
individual line items in the grant, and complied with
procurement provisions and travel restrictions concerning
the use of US air carriers. They also played an important
role in soliciting, reviewing and approving annual plans.
(See Appendix F, Country Budgets statistics).

SC plans and budgets PG within the framework of SC’s
annual planning and budgeting cycle. Whereas, SC operates
on a fiscal year beginning October 1 (recently changed from
July 1), the PG fiscal year begins August 1. Field offices
and home office PG managers have repeatedly drawn attention
to confusion in reporting which stems from the fact that PG
and SC planning and budgeting years are not consistent.

V. LESSONS LEARNED

This evaluation is a snapshot of a program in
transition, as well as an agency in transition. It was done
while SC is reorganizing and moving from a small
personalized agency to a more prcfessional agency with
increased worldwide programs. In doing so, SC has
transformed its capabilities to meet new challenges. A
number of new officers have been hired with the skills and
experience to meet these new responsibilities.
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The final evaluation of PG also occurred one year after
SC had initiated a strategic planning exercise, which
examined agency strengths, constraints and priorities.
Regional and technical teams explored these issues in depth
through a series of retreats, workshops and discussion
groups.

The evaluation was also done one year before the end of
a five year grant and takes into account the midterm
evaluation which was a pivotal event, as discussed elsewhere
in this document. The team took note of previous evaluation
reports, as well as strategic thinking as expressed by staff
in their interviews with the evaluators.

Within the environment described above, the evaluators
sensed excitement and expectation on the part of staff and
found that the findings and recommendations struck a
responsive chord, which the team hopes this report
articulates.

A. General Lessons

0 SC has created a series of training strategies that
are having an impact on the lives of the beneficiaries and
are building capacity to program effectively in the field.
SC has put in place systems for program design, management,
and evaluation and systems for budget control which have
contributed to SC successfully achieving PG objectives.

O SC’s program philosophy is concordant with the goals
of AID and local institution building. SC emphasis on
community participation encourages democratic pluralism in
all PG countries. SC attention to environmental
conservation is reflected in its erosion control efforts
with farmers in Tunisia and Burkina. SC programs promote
sustainable economic development through community level
credit programs targeted to small scale enterprises.

o From the evidence of this evaluation AID has invested
its money in the best interests of the US Government.

B. Management Lessons

o The field and home office rely on a specific person
to coordinate PG planning and implementation. This person,
based in the home office, should have the authority and
responsibility for overall grant management, including
supervision of technical staff, and advocacy of PG issues to
SC as well as to AID. This person should be the contact
between the regions and the Technical Training Resource
Unit. The team thought it was important that the person
have sufficient authority to be heard in the agency.
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0 The team found that the planning and management
system called Planning, Evaluation, and Monitoring System
(PEM$), implemented over the past four years, has become a
working tool for the field offices. It has, however, been
created as a parallel system to those used by SC’s other
grants which seems duplicative and perhaps unnecessary. It
needs to be linked to the tracking systems used by SC for
its financial reporting. This change will link multi-year
planning cycles to both planned and actual events. When
linked with finance this could be a more valuable and
effective tool for program management. Such a link might be
possible with the new Program Planning and Budget (PPB)
package tested in 1990.

o The team learned from the Tunisia visit that there is
a strong need for SC to plan in greater detail a field
office’s transition to an autonomous agency. SC should
develop with the field office a series of indicators which
show an office’s readiness for phaseover. This could be
done generically or it could be done on an individual field
office basis. Once a country has met the conditions set by
the indicators, the home office and the field office should
develop a step-by-step plan to guide the phaseover. This
plan should include the level and duration of financial
support to genuinely assist the newly-autonomous agency
become established. Moreover the plan should provide
training in fund raising for the new director and the board
of directors.

o The team found that, although the midterm evaluation
recommended transferring core program staff to SC private
funds, this had not been possible because private funds had
not expanded at the anticipated rate. The result is that
SC’s funding for training, technical assistance, and
regional resource sharing continues to be dependent on AID
PG. In turn, Tunisia and Costa Rica have been very
dependent on PG funds. There is a critical need to develop
a strategy to sustain these activities using private
sources.

o The team noted in all three countries that the
gquality of leadership and consistency of vision was critical
to insuring program quality. All three field offices had
able field directors whose influence was being felt in the
impact areas. Tunisia and Burkina Faso have especially able
project managers in the impact area.

Burkina Faso is a case in point. The field office co-
directors was free to concentrate on building solid
programming because their predecessor established effective
planning, monitoring, and financial control systems. Thus
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the work of one administration built on the success of a
previous administration. It was also evident that the turn
around in Dori was due, in no small measure, to the ability
of seasoned administrators to use the ten-year evaluation
recommendations to refocus and invigorate the progranm.

o Regional resource sharing in the form of technical
programming visits has proved to be an effective strategy
for developing staff programming and management skills.
Praise for RRS opportunities came from field office
directors, project managers, and technical specialists.

o Field and home office staff should plan regular
support visits to verify assumptions, solve problems and
safeguard program quality. In fact, primary countries
should be visited as soon as possible after the decision has
been made to initiate activities. These early visits should
focus on making sure the program will have the impact it is
predicted to have, and if not, to make the necessary
changes. The impact of the ten-year evaluation in Dori, as
well as the midterm evaluations on all three countries was
remarkable. The team came away convinced that had course
corrections occurred earlier than the midterm evaluation,
programs would have had greater impact.

D. Program Planning / Support lLessons

o The team found that SC field cffices with the
greatest impact shared these characteristics:

Their programs were ongoing and needed little start-up
time to integrate PG into their other activities.

Their programs used PG funds as a supplement to ongoing
programns. Thus, when or should PG funds become
exhausted, the whole program would not be jeopardized.

Their field offices recognized the value of an
evaluation and used the data to make a course
correction.

o The team concluded that programs have high impact
when the home office provides a philosophical framework for
programming that the field translates into a strategy based
on local conditions, rather than programs in which a rigid
mode) is "imported". This was underscored by the experience
with the community skills centers, which were originally a
central feature of PG. The replication of Caotaco in other
parts of the world has been fraught with difficulty such
that the midterm evaluation recommended the centers become
an optional rather than a central feature of the PG program.
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o The team found that each country it visited had spent
a great deal of time and energy in developing data on
expected outcomes, as was evidenced in the matrices.
Outcomes, however, do not measure impact. To measure impact
one needs to know what the conditions were before the
program started. For example, to state that a project will
provide nine wells to nine villages to provide them with
potable water states only what the outcome of the activity
will be. On the other hand, to state that then using
pathology reports from local hospitals to measure the
reduction of parasitical infections since the wells were
installed is to attempt to measure the impact of the wells
on the lives of the beneficiaries.

o The team found that the field offices visited need to
develop indicators to better measure impact. The team
concluded that this was beyond the capacity of the field
offices without additional training.

o The team concluZed that formal criteria should be
established for selecting primary countries based on strong
existing programs with projects in relevant activities,
mature management, and in countries in which PG funds will
complenent on-going activities. Primary countries should
get priority attention in terms of quality and quantity of
technical assistance, as well as timely delivery. There was
a shared feeling in all the countries that technical
assistance could be arranged more promptly. The issue was
there were no clear guidelines in the home or field offices
as to how to prioritize primary country requests. There was
a very apparent need for a PG director or coordinator with
sufficient authority to set priorities and approve requests.

o The need for assistance from the TTRU far out
distanced its ability to provide help. A potential solution
might be to change the present training officers who deliver
training themselves to regional training resource officers
who create networks in each country or region of locally
available resources that could provide training and
technical assistance more effectively. Carefully monitored,
these networks would help insure that the training and
technical assistance was culturally, technically and
linguistically appropriate.

o The Training of Trainers and the Community
Development Training were very successful interventions.
The team found they shared the following characteristics:
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Training was adapted to local circumstances.
Training did not rigidly follow "models®.

Training events were localized to meet individual
field office needs.

Training was process-oriented, and not
proscriptive.

Training responded to the felt needs of the
trainees.

o The team heard in both Burkina Faso and in Tunisia
that the credit system in its present form was too complex
for the villages to take responsibility. The format was not
adapted to their situations. It is geared to much larger
loans requiring more sophisticated financial analysis. In
Burkina Faso and in Tunisia the need is much simpler as the
loans average from fifty to a hundred dollars. The literacy
requirements alone exclude a significant portion of the
population in these two countries. In Burkina Faso, a young
woman, newly literate, has spent a large portion of her tine
translating the loan request form to the local language.
(See Appendix J for a sample translation.)

E. Monitoring and Evaluation Lessons

o The impact of the 10 year evaluation in Dori, and the
impact of the mid-term evaluation was quite remarkable. The
changes that were recommended and the visible improvement
that resulted from taking those recommendations seriously
pointed up the critical need for regular monitoring and
evaluation of PG. Had regular visits been planned to all PG
countries from the outset much time and energy could have
been directed more constructively. The team concluded that
such a plan should be incorporated directly into the prcject
plan and indicate criteria against which to measure
progress, as well as the schedule of visits and their
purpose.

o Peer reviews of PG countries provided both reviewer
and reviewers with new insights into their programming
process. Peers are more likely to understand what each
other are up against, and more likely to be able to provide
constructive help. What is true of peer reviews among field
office directors is equally true of field office technical
specialists.
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VI. RECOMMENDATIONS
A. Management

SC should strengthen overall grant management in the
following areas:

1. A person at the director level with appropriate
authority should be responsible for planning and
implementing all aspects of PG.

2. The planning and management systems developed under
PG should be integrated with other systems currently in use,
such as those related to other major grants like child
survival. The existence of parallel systems, each with its
own requirements, creates unnecessary confusion.

3. Field Office systems for program planning and
monitoring should be linked to the system for reporting and
tracking monthly and quarterly financial information. The
present system use has limited value for program management
purposes.

4. In impact areas and field offices where SC is
planning to phaseout, SC should prepare an explicit
phaseover strategy with appropriate and measurable
indicators. SC should ensure staff training and adequate
budget for the transition.

5. Tunisia and Costa Rica appeared overly-dependent on
PG funds. Likewise, important HO-based capabilities in
training and technical assistance are heavily reliant on PG.
These field offices, as well as home office, should develop
a strategy for sustaining PG-developed capabilities with
private resources.

B. Program Planning

SC should strengthen program design in the following
ways:

1. In planning complex multi-year programs, such as FG,
it is preferable that home office provide the philosophical
framework, while individual field offices translate the
framework into a strategy based on local conditions.

2. Criteria for selecting primary countries need to be
refined and the countries themselves selected with great
care. Priority should be given to well-managed, ongoing
programs where PG funds supplenment funding from other
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sources. Their multi-year program plans, including plans
for technical assistance, training, and regional resource

sharing, should be subject to thorough SC review before
implementation.

3. SC has improved its program planning system under
PG. SC now needs to incorporate baseline data into PEMS so
that field offices can more accurately measure progress and
impact. To the extent that the three Field Offices visited
are representative, this will require a significant amount
of training and technical assistance.

4. Primary countries should receive priority attention
as regards timely and high quality technical assistance as
well as regional desk support.

5. The Technical Training and Resource Unit having
established its credibility found the requests for
assistance exceeded its capacity to respond. In light of
this experience, SC should examine the possibility of
changing the role of the Technical Assistant from someone
who delivers training to a Training Resource Officer who
could develop resource sharing networks which are
culturally, technically, and linguistically appropriate.

C. Monitoring and Evaluation

1. Primary countries should derive evaluation plans
which reflect core indicators, determine methods for
obtaining information, identify information users and their
needs and specify an evaluation schedule. This should be
developed as part of the program plan.

2. Periodic program evaluations undertaksn by teams
including field office directors should be institutionalized
as a form of quality control and to monitor program impact.
These are valuable learning opportunities for the staff
involved. Field offices also benefit from outside
perspectives on their programs which external team members
contribute to program assessments.



Appendix A
SAVE THE CHILDREN PARTNERSHIP GRANT AGREEMENT EVALUATION
8COPE OF WORK

I. OBJECTIVE

The Agency for International Development, Bureau for Food for Peace
and Voluntary Assistance, O0Office of Private and Voluntary
Assistance (AID/FVA/PVC) and The Save the Children Federation (SCF)
require that an evaluation be undertaken of their Partnership Grant
cooperative agreement, known as the Community S$kills Transfer for
Economic Self-Reliance program. This evaluation is intended to
provide both organizations with: (1) an assessment of compliance
with the terms of the agreement, particularly as it relates to
SCF's; transfer of appropriate technologies, and skills and
management capabilities; and (2) lessons learned as a result of the
Project's implementation.

II. BACKGROUND

In 1985 Save the Children Federation was awarded a $7.5 million
Partnership Grant by the Office of Private and Voluntary
Cooperation. This cooperative agreement was intended to support
a field-based initiative to develop and transfer skills to fieid
office staff and community residents in six primary countries.

These countries are Costa Rica, Tunisia, Jordan, Zlmbabwe, Burkina
Faso and the Philippines. ‘The purpose of this grant is to transfer
appropriate technologies, skills and management capabilities to
targeted community groups in the areas of food production, economic
development and community improvements for direct application in
selected rural and urban communities. This is to be accomplished
through the use of three synergistic strategies. They are:

1. replication of community skills centers:

2. an expansion of SCF's training and technical assistance
program; and

3. the development of the expertlse and capacity to better
deliver assistance in the three sector areas mentioned
above.

Implementation of these related strategies should result in:

1. The construction and operation of community skill centers in
each of the primary countries.

2. Comprehensive training programs, including developed action
plans and training strategies, for each community skill
centers and related impact areas.

3. Established demonstration projects for each of the three
sectoral areas within the skill centers.



4. Designed program strategies and implemented community projects
in the areas of food production, economic development and
community improvement; including training of trainers, field
management training, community development training workshops,
and skills transferred, in the affiliated impact areas of the
community skill centers.

Some of the activities of this partnership grant were assessed
during a mid-term evaluation conducted between October and December
of 1988; and discussed during a ©planning conference in
February,1989. The activities of this cooperative agreement are
scheduled for completion by July 30, 1991.

III. EVALUATION PRINCIPLES

The detailed evaluation protocol to be developed by the evaluators
and significant clients during the Team Planning Meeting should be
governed by the following principles:

1. This evaluation is organized by PVC (who retains the
right to guide and direct the effort). However, it is
seen as a collaborative venture aimed at providing useful
information to all parties involved about the success of
meeting the aims of the Cooperative Agreement. The main
parties are PVC and SCF.

2. On several levels, the project is an institutional and
human resource development project. It is intended to
improve SCF's institutional capability at the
headquarters and country level and to improve the skills
of those functioning in community skill centers. It is
also intended to "institutionalize" change in the lives
of beneficiaries. 1In all cases, inputs which are human
resources are seen as "enablers" which permit targeted
individuals and groups to identify problems and learn

the necessary skills to implement solutions. These
necessary changes require processes which 1lead <to
increased capacity outcomes. The evaluation protocol

must be structured in ways which reflect an interest in
both gutcomes, as represented by quantitative data, and
processes, as represented by qualitative data. The
evaluation should reflect a balance between these two
outputs.

3. Just as this evaluation is seen as a collaborative effort
between PVC and SCF, it is also seen as a collaborative
effort between the evaluation activities at home office
and the field offices to be visited. In-country
schedules should accommodate team entry and exit
activities to reinforce the collaboration between those
representing the home office and those representing the
field office.

During the TPM, team members will be responsible for developing a



protocol which includes both the necessary means of home office and
field office data collection as well as the appropriate indicators
to measure achievement of project outputs and purpose.

IVv. EVALUATION S8TRUCTURE

The evaluation team will consist of four members: an external
evaluation consultant who will be the team leader, the SCF
evaluation specialist, and two senior members of the SCF field
staff not directly involved in the partnership grant. Together
they will review elements of the project's design and
implementation according to the evaluation activities listed below.
During the in-country, field portions of the evaluation, the team
will be joined by field office staff of the country progran being
evaluated.

The following three activities will form the basis of data
collection for the evaluation and the evaluation report.

Activity oOne: a review of the grant agreement, proiject
proposal and mid-term evaluation and conference
repoxrt.

These items serve as background for the evaluation. They include
both the elements of the strategy, outputs, purpose, and goal as
originally conceived. The mid-term evaluation and conference which
followed made an assessment of the progress to date.

Issues of interest related to the evaluation and conference should
include the major recommendations outlined in the midterm
evaluation.

ctivity Two: a visit to 8ave the Children Federation’s home
office,

Issues of interest during the home office visit should include:

o coordination of all project inputs to complete project
‘outputs; and coordination of outputs to reach the project
purpose. Is SCF at home office providing the policy,
planning, management and technical support required to support
a multi-country economic self-reliance program? Have
interventions (technical, policy, planning, wmanagement,
recruitment and hiring) been timely, useful and relevant to
the program's goal and purpose?

o home office management has been significantly changed during
the life of the grant. Have changes in management affected
such things as program direction, financial management and
decisions? Have these changes affected grant management and
such things as timing for submission of reports; and the
relationship between planning mechanisms and report



subnission?

o SCF works in all major geographical regions of the world. How
do regional differences affect home office regional
strategies? How do interventions, i.e. training, differ

between regions?

o SCF has developed a management information system (MIS)
referred to as PROMIS in response to Child Survival/ Health
activities. How has PROMIS. interacted with the activities
of the Partnership Grant?

o} SCF has established a system of technical support referred to
as Training and Technical Resource Unit (TTRU). How much have
the activities of TTRU been institutionalized within SCF?
What skills should be included in TTRU in the future?

Activity three: A _field evaluation of BCF‘’s economic self-
reliance program in Burkina Faso, Tunisis and
Cogta Rica.

Issues of interest during the field visit should include:

o) Outcomes: Have inputs been combined in significant levels and
at appropriate times to produce desired outcomes?

0 Impact: Do projects implemented by SCF have a positive
effect on food production, economic development and
community improvements? Have training of trainer
programs been successful at developing a cadre of
in-country trainers capable of positively effecting
ultimate beneficiaries?

o Process: Have community activities been organized in such a
way as to increase the transfer of technical,
management and training skills so that communities
will continue to participate 1in economic self-
reliance projects?

o ‘A main feature of SCF's implementation strategy has been the
use of Community Skills Centers. As an implementation
strategy there must be some individual country allowance
between consistency of approach versus divergence of approach.
How country specific are the elements of a community skill
center? Explain the reasons for differences.

o In some countries which are a part of the partnership grant
SCF works with existing institutions; in others SCF has helped
to create the institutions with which it works. What

differences in program development exist in these situations?

o] As an Agency, AID has a particularly strong interest in



strategies which affect both economic, enterprise development
and democratic pluralism. How has economic, enterprise
development fit into the mandate of Community Skills Centers?
How have the activities of the grant affected democratic
pluralism? How has democratic pluralism affected the
activities of the centers?

The final evaluation report, to be written by the team leader (in
collaboration with the other evaluators), will synthesize
information from all three activities listed above. The evaluation
report will include a section on 1lessons Jlearned, as well as
recommendations for incorporation in follow=-on grant. It will be
the responsibility of the team leader to provide the report in
draft to the major parties, solicit their comments, and incorporate
these comments into the final report.
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PG FINAL EVALUATION ITINERARY

Juiy 15 = 17 Introductory visit to home office
Westport, CT

18 - 20 Team Building Meeting in Wash, DC
21 - 22 Travel o Burkino Faso
23 Ouagadougou: team planning with

field office staff

24 - 27 Dori: Project visits

28 - 30 Sapone: Project visits

31 Ouagadougou: debriefing of BFFO
staff and AID Mission

August 1 - 2 Travel to Tunis via Paris

3 Tunis: team p}anning with FTDC
staff; meet with FTDC Board

4 = 7 Makthar: Project visits

8 Makthar: debriefing FTDC staff

9 Tunis: debriefing AID Mission

10 - 11 Travel o San Jose vis Rome and NYC

12 Puntarenas: team planning with
CRFO staff

13 - 15 Puntarenas: Project visits

16 Puntarenas: debriefing CRFO staff

17 - 18 Herrera: evaluation team retreat

19 Travel to Westport, CT

20 - 22 Westport: home office interviews

23 Westport: debriefing
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Appendix F

SCF - AID PDC-0279-R-00-6200-00
PRATHERSKIP GRAHT PRIAARY COLMTRY BUDGET STATUS
Skille Transfer Projects

Final Final Fioal Dalence
Bpproved Yoor | Appreved Year 2 Belance Changes of Yaar 3 Yaar 3 Yoar 3 8alenca ar 4 Yoar & Yoar 4 fvailable
Fiolg BSblen 9 Vr. Total Yoor 1 Cudgot Exponsos Balance  Year 2 Bedget Expenses Balanca ¥r. 3, &, & 5 Prinary Countr  Budget Eupenses Ba)ance Yr. 8435 Budgat Expenses Bulance Yoar §
[ IR 8401 ,000 261,000 $47,483 {86,483} $137,979 $i33,273 $2,706 $298,284 $100,000 $101,322 (51,3221 $195,922 312,919 $77,886 335,073 $119,075
COBTA RIEA 2400,000 $77,320 $23,809 833,74 143,420 $13¢,750 812,670 §245,441 £104,000 88,625 $15,378 $156,816 $83,600 81,273 $2,327 $75,343
oisle $293, 050 934,200 $20,783 3,47 £133,730 £95,008 $38,722 $179,209 $106,722 $85,895 $20,827 373,314 $123,314 $69,257 134,057 334,037
208968 4373000 513,000 1,080 813,920 $108,000 372,945 435,035 §298,373 $126,000 $154,338 (823,338)  $144,637 372,000 $72,267 {8287 572,370
SRS FASD $420,0890 489,630 $9¢,998 ($1,348) $102,000 $92,113 59,285 $236,287 §107,194 $63,25¢ $43,940 $173,033 383,543 $87,357 {§3,919) 583,476
SRT LOSES $373,000 873,080 $70,420 $4,380 $74,701 $64,533 $10,148 $239,843 {$209,843) $30,000 $17,750 $12,250 $0 $0 $0 $0 30
HIRICA $303,000 £0 $0 $0 $60,730 $22,416 $38,334 $280,564 {$280,584) $498 $698 50 $0 0 $0 $0 $0
HILIPPIES ) %0 %0 30 ) $0 30 20 $187,027 §58,239 $54,303 $3,936 $142,724 #84,563 $47,556 337,007 99,188
TOTEL 62,647,080 $332,3%9 $234,7173 877,317 3760,380 $613,642 $146,938 $1,778,585 ($293,402) $632,833 $3b6,185 566,548 $%07,446 $340,039 $433,735 $123,283 $581 498
Aedactien $271,458 @ $271,458 Reduction® $271,658 Reduction®
[, s e T,
EVISED ToTRL  €2,375,342 $1,506,927 $635,768 Sub-Fotal
$304,934 Additicnai Funds
§940,742 Sub-Total
$439,756 Voar 4 Expenses
tgtaes $504,985 Sub-Total

8.} Bpviced dovaward Gwring so lecroc-o.al Funding Request to AID/Mashington.

This raflected the Comatry Projects’ portion of the reducticn froa $9.5 eillion to $7.5 oililen,

85, Tr 4 Jordes budgst facreasod fros $34,960, Burkine decroaced froe 94,712, Pbiiippinas incressed fros $81,007, and Tunisia increased froe §93,314.

$501,690 Yoar S Avallable

$3,296 Umallocated

wsoRFSREZRAORT



Appendix G

SAVE THE CHILDREW FEDERATION, INC.
AID PARTNERSKIP CODPERATIVE AGREEHEWT
Ho. PDC-0279-A-00-6200~00

PARTMERSHIP SRAMT EXPEWSES VS, RATCH, YEARS § - 3 ACTUALS, YEARS 4 & 5 PROJECTED

Projected Projected Total Life Total Life

Years § -3 Years § - 3 Years 4 & 3 Years § & 5 of Project of Project
Cotegories P Hatch ¢ P.5. Expenses P6 Hatch @ P.6. Expenses PE Hatch ¢ P.6. Expenses

of Partnerchip B/§/B4~ 8/1/86- 8/1/89- 8/1/89- 8/1/86- 8/1/86-
Braet 7/31/8982 1131789 7131/91 7731791 7138798 77131791 ces
Traieing $78,998.00  $6B4,323.00 $37,700.00  378B,118.00 $118,696.00 61,472,443.00
Secteral Dovelopeent $13,020.00  $74B,765.00 < T,809.00  $414,980.00 $25,629.00 $1,163,726.00
Country Projoects $4,301,134.00 $1,434,800.00 $2,080,308.00  £940,742.00 $5,381,442,00 $2,373,342.00
Brant Honsgoeent $61,334.00  ©124,184.00 $23,000.00 $68,013,00 $85,334,00  9192,197.00
Planaing/Eval./Dec. $0.00  £400,713.00 £0,00  $280,412.00 $0.00  6661,127.00
Regiocnal Conferances $0.60  $163,790.00 $0.00  £107,202.00 $0.60  $270,992.00
Regional Resesrce Sharing $0.00  $134,490.00 $8.00 $67,179.00 $0.00  $201,659.00
Regional /YP Suppert $737,997.00  $341,517.00 $354,900.00  $142,739.00 $1,094,897.00  $484,258.00
SUB-TBTAL $5,192,483.00 $4,032,387.00 $2,512,317,00 $2,789,365.00 $7,705,000.00 $4,821,7532.00
Indirect Cosis 30,00  $528,640.00 $0.00  $335,740.00 $884,400.00
SRAD TOTAL $5,192,483.00 $4,361,027.00 $2,312,517.00 $3,145,125.00 37,705,000.00 $7,706,132.00

# Planning/Evaluation/Docusentation, Regional Conferences, and Regional Rosource Sharing cost-sharing is not captured 23 2

calculated patch.

#¢ Hatch is through 4/30/89.

ss% Total includes $1,152 of non-Cost-Shared AID funds as per the Coop. Agrezament.



Appendix H

SAVE THE CHILDREN FINANCIAL OVERVIER
ACTUAL PROGRAR ALLOCATIONS
FY 1987 - FY 1989

{§ in thousands)

FY 1987 FY 1980  FY 190900
PROGRAN EXPEMDITURES mmmeemems semeseees eeeconee

Comaunity and Hoee Infrastructure 4,325 4,897 3,246
Food Production and Agriculture 2,884 4,608 1,242
Education and Husan Resourees Devt. 14,953 14,434 17,742
Health and Nutrition 6,514 7,973 9,711
Enterprise 3,282 3,172 6,714
Resource Conservation 379 1,092 2,826
Refugee and Disaster Relief 23,454 35,916 42,259
Indirect Costs 12,607 11,312 13,887

TOTAL 72,158 85,351 107,627

comuocoms Soomornan T

SOURCES OF FUNDS

----------------

AID Partnership f,028 1,731 2,092
Other AID 18,456 34,197 40,416
Other Grants 13,280 13,636 A 462
Private 32,343 31,807 39,046
Dther Incese =2 3,739 2,218 3,810

TOTAL 68,02h 85,603 107,785

coavmsansa ccanmaanes aceceswan

Doocamcss oo oo case camcnocoaa

& FY 1968 is 12-ponth peried ending June 30, 1980
#¢ FY 1909 is 15-senth perjod ending Septenber 30, 1989, reflecting
change in Agency Fisecal Year,



Appendix 1

PG LOGFRANE OUTPUT SUHHARY

et e O o 0 e e 4
e L T bbbt e el b i b ]

1. Community Skills Centers
constructed and operating

2. Demonstration projects
in the 7 centers

3. Comprehensive
Training Progran

7T centers constructed

250 Demonstration Projects:
100 Econonomic Developeent
90 Food Production

60 Community Improvepents

Y

Eh

Training Strategy

Training Programs in Operation:
9 Pood Production, 3 Employment
1 Construction

Orientation Training (OT)

Training of Trainers (T0T)

Field Hgmt Training (FHT)

Community Development Training
(COT)

Horkshops dissemintated in

30 FO’s and 60 community

groups

8 CSCs completed

6 skills transfer
Strategic defined and
implemented

Demonstration of

various types and sizes
conducted in: Economice
Developeent - handicrafts,
community managed credit.
Community Improvements -
prototype houses,
latrines,

vater catcliment.

Food Production -
gardening,

field crops,

aniral husbandry,
agroforestry,

beekeeping,

food storage,

soil conservation,
irrigation.

3 CSC’s training strategies
in progress

4 progrses in agriculture
4 prograss in employment
1 program in comstruction

Performed: 19 TOTs benefitting 350
participants, 8 CDTs benefiting
140, 11 FiTs benefitting 110 and

5 0Ts benefitting 100. 90 technica
assistance visits/workshops
benefitted 500 field office

and community participants.



4, Program strategies
designed and community
projects implemented

Skills transferred to 6500 key
participants

Over 400 community projects in
6 countries

Over 6500 key participants in
deconstration and community
projects including farmers qroups,
community credit comnittee, fishern
associations, training prograes in
agriculture, employment and
construction

Projects in six primary counfries a
follows:

Food production-113

Econoric development-38

Community improvement-103

N
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Appendix K
COSTA RICA

A seamstress who diversified her production with the help of
an SC loan.



LUNLOD LA

the attention of farmers and GOT,

increased agricultural production.

o v e g e g g

s 9

Weaving skills transferred to young women have
generated ilncome.




Vocational training has created employment
increased services in rural areas.

lmproved garden wells increase efficiency and
productivity.

Food security is the priority problem SC

addresses in Dori.




Costa




