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1. Background 

There is a consensus among those who study poverty in Brazil that one of its main characteristics is its correlation with the presence of children in the family. As a result, when considering the age of individuals, the proportion of poor declines as age increases: for a proportion of poor estimated at 35% of the population as a whole, the proportion of poor reaches its highest level among children less than four years of age (54.5%), declining monotonically until the 60 year-old-and-over age bracket (15.9%).
 This pattern brings out the fact that public policies aimed at elderly persons (social security, retirement benefits for those who had not contributed to the social security system in rural areas and guaranteed minimum income) have been successful in protecting them against poverty. It also shows that the priority in terms of anti-poverty policies in Brazil has to focus on children for two basic reasons. Firstly, because they are the most vulnerable and dependent in all aspects; secondly, because assisting them represents the clue to breaking the vicious cycle of intergenerational transmission of poverty.  

By the early nineties, there was an upsurge of interest in poverty. Although the theme had become a central concern internationally, poverty in Brazil presented a special feature that made it particularly unacceptable: there are enough resources to guarantee an adequate level of living to all, so that the persistence of absolute poverty in Brazil is due to critical levels of inequality. As a consequence, since the early nineties, there has been an important mobilization of the civil society that has led to the creation of many new third sector organizations aimed at anti-poverty initiatives.

FADC (Fundação ABRINQ pelos Direitos da Criança) was created in 1990, as a non-profit organization associated to the Brazilian Association of Toy Manufacturers (Associação Brasileira de Fabricantes de Brinquedos -ABRINQ). As a tool of social responsibility for the union, its most basic concern has been to guarantee that children’s rights are respected concerning education and health needs. FADC’s background, as well its successful and well-publicized policies, has contributed to its fast-growing reputation in Brazil.  

The IAF support to FADC derived from a new idea concerning the way the IAF could operate in Brazil. Ely Harasawa,
 who followed the preliminary negotiations for the agreement, as well as project implementation closely, said that the initial contact between the IAF and FADC was the result of the intermediation by Sal da Terra, the IAF in-country service at that time. According to her, Judy Morrison, country representative for Brazil, and Lucia Calil, from Sal da Terra, got in touch with FADC. They wanted to present the new line of work that was being considered by the IAF for Brazil: it involved mobilizing American companies operating in the country for joint sponsorship of projects with the IAF. Since they wanted the FADC to suggest enterprises to play this role, FADC mentioned its existing collaboration with Hewlett Packard do Brasil (HP). FADC also proposed that the IAF and HP co-sponsor a project. FADC was the one to suggest a project centered on the information system, a means activity that was their most urgent need at the time. Although the project was atypical considering most other IAF projects, which directly focus on social projects, the idea was accepted without restrictions by the IAF.          

2. From the Proposal to the Terms of the Agreement 

The proposal submitted in December 1998 follows a presentation model provided by the IAF. It begins by giving the basic information on the grantee-to-be, such as name, address, foundation date and so on. One piece of information is outstanding: the annual budget, reported to be US$ 6.7 million, probably related to the then closing year of 1997. This places FADC as an outlier in terms of economic muscle among the 19 agreements we have examined so far within the context of the IAF-FGV contract. Its organizational structure, its capacity to plan and to implement programs, as well as to interact with the IAF are, as a result of its financial power, certainly qualitatively different from those we have verified when dealing with small grassroots organizations that benefited from other IAF grants.  

As project goal, the proposal states: “to create and implement a computerized instrument to guarantee that a larger number of children and teen-agers benefit from actions that contribute to the defense of their rights and the improvement of their quality of life.” 

The computerized information system constituted by the data basis, the network of partners and the site, which the project aims at restructuring, is barely mentioned in the proposal. Under the heading of project description, the proposal lists a set of nine goals, their corresponding activities and potential beneficiaries. One of these is general in nature, referring to the FADC operation, not to the proposed project: “increase the number of children and teen-agers benefited” by the FADC. Seven other goals refer to organizing the information of seven existing FADC programs and creating specific pages for these programs within the FADC site (See Box below). The ninth goal is to increase the ability of the FADC to interact with the general public (individuals or enterprises) so as to increase its ability to form partnerships. This last goal is a by-product of the previous seven mentioned. Although the listing of programs and activities that constitute the bulk of the proposal may help to understand how the FADC has been operating and reveal its strategic plans for the near future, it is insufficient to evaluate the project to be financed. 

Main FADC Programs at the Time the Agreement was Signed  

Our Children (Nossas Crianças):

Created in 1993 so as to attract potential sponsors (individuals or firms) to the social organizations that give socio-educational assistance to children and teen-agers from low-income families. It seeks to mobilize the society to improve living conditions for this population and support organizations by means of a network: the Our Children Network. 

The program is funded by means of a system of financial adoption: the individual or firm allocates a monthly value to the FADC program, which then transfers this value to a social agency. This agency in turn opens up a new slot for a new child or group of children from low-income families to receive socio-educational assistance.

The program operates in the 21 municipalities within Metropolitan São Paulo. 

Believe and See (Crer para Ver)

Created in 1995, the Believe and See Program is a social movement network aimed at contributing to the improvement of the quality of public education. The program offers technical and financial support to projects with the potential to become a reference in the elaboration of public education policies in Brazil. 

Resulting from a partnership between FADC and Natura Cosméticos, the program is financed with funds gained from the sale of a line of products through Natura’s commercial network. 

Adopt a Smile (Adotei um Sorriso)
Adopt a Smile is a national program that began with the volunteer work of dentists in the São Paulo metropolitan area who give free dental treatment to children of low-income families until they reach adulthood. FADC publicizes the program and serves as a link between volunteer dentists and the institutions to which children that need dental care relate to. 

The program grew to include other categories of liberal professionals (nurses, speech therapists, pediatricians, nutritionists, psychologists, etc.) who guarantee assistance to children in their specific areas of expertise. 

Child Friendly Enterprises (Empresa Amiga da Criança)

Created in 1995, the Child Friendly Enterprise Program recognizes firms that conform to social accountability criteria with regard to the rights of children by giving them a social stamp of approval. 

The Child Friendly Enterprise stamp is given to firms that are committed to fight against child labor and in favor of education, healthcare, civil rights and social investments for children, according to a ten-item list.
 

Living Library (Biblioteca Viva)

Living Library is a program that has been developed since 1995 in conjunction with Citigroup. The program enables the access of children and teen-agers to reading and other cultural activities important to their formative process and personal development. 

The program began as an initiative of professionals linked to the areas of education and literature so as to educate readers among the child/teenage population in low-income families. The program installs libraries in socials organizations, schools and public hospitals, donating a collection of books for children and teen-agers and training educators and local professionals on how to mediate reading for children and adolescents. 

As a matter of fact the proposal contains only very few references to the information system and these are centered round the role it is expected to play within the scope of the FADC: 

· the system is to be an umbrella to activities and programs implemented by the FADC;

· the system will be an important tool for articulating the different agents involved in activities and programs developed by the FADC;

· the system will be a tool to link the demands from philanthropic associations and the enterprises interested in helping social programs focused on children.  

· the availability of information from nine databases will make alliances and networking easier and more productive.  

Despite these general considerations on the role and importance of the system, no information is provided on the characteristics of the system to be financed by the IAF in what concerns its basic technical viability aspects. First, what is the technical specification of the system to be implemented? Second, to what extent is this system the best solution considering its desired performance? Third, to what extent does the grant requested for implementation correspond to an acceptable cost-benefit relationship?  

The text of the proposal mentions the partnership with HP only en passant,
 although according to the budget in Annex, which became the official budget in the agreement, it was to have a relevant role in the execution, contributing 37.5% of the total value of the project. 

The arguments advanced in the PAR in favor of the proposal were various. First, the prestige, as well as the financial and organizational solidity of FADC, and of its main sponsor, ABRINQ. Second, the high rate of expansion of FADC from 1993 to 1997, when, reportedly, it reached the significant numbers of 364,424 beneficiaries. Third, the financial feasibility, which, although mentioned, is not demonstrated. Fourth, the high return on investment – 1.274% - which is estimated having as basis the additional resources that are expected to be obtained in favor of pro-children actions and programs thanks to the system (the site, the network, and the database) to be implemented.  

The agreement between the IAF and the FADC was signed in September 1999 valid for two years, thus until September 2001. Similar to the proposal, the agreement is remiss in relation to the characteristics of the Information System, which constitutes the immediate grant goal, while it mentions with emphasis the expected results in funds to be raised – US$ 2 million from 50 organizations – which would benefit 400 thousand children. That is, the project is seen as a tool to increase the possibilities of FADC reaching out to obtain funds and channeling these resources to reportedly valid programs managed by dependable Brazilian NGOs, which, themselves, help children directly. 

In what concerns the mandatory reporting of project results every six-months, the agreement lists in its annex six selected indicators from the GDF. Besides several Basic Needs indicators (1.1), as well as the ones relative to the number of beneficiaries (12.1), requirements refer to project results in terms of funds raised for the project from sponsors other than the IAF (indicator 11.1) or those benefiting other NGOs or grassroots organizations. Evidence of the project’s generating results in terms of strengthening the network (12.2) and producing demonstrative effects of FADC actions (19.1) were also selected. Thus, the choice of indicators shows the concern of the IAF both in terms of the impact of the project on the final beneficiaries, i.e., children and teen-agers, as well as in reinforcing the grantee organization itself and its links to other sponsors and NGOs. 

The total project value amounts to US$ 365,076, with the participation of the IAF, the grantee himself, as well as HP (See Table 1). While the HP contribution corresponds mostly to computers, the IAF grant went mainly to pay for wages and salaries (72.3%). 

	Table 1

	Share of Sponsors in the Budget and Main Items

	 
	US$
	% per Sponsor
	% out of the Total

	IAF
	157,236
	100
	43.1

	   Wages and Salaries
	113,745
	72.3
	31.1

	ABRINQ
	70,996
	100
	19.4

	   Administration*
	26,826
	37.8
	7.3

	HP
	136,924
	100
	37.5

	   Equipment and Materials
	83,676
	61.1
	22.9

	Total
	365,156
	-
	100

	Source: Grant Agreement BR – 774
	
	

	* Includes Dissemination and Public Relations.
	


Although the project was very successful as described below, both the proposal and the agreement do not contain the essential elements that constitute the minimum necessary information for each of them. On the one hand, the proposal does not contain the elements that describe the system to be implemented as the most adequate to meet the organization’s needs and the one compatible with costs. On the other hand, the agreement does not establish measurable and verifiable steps in implementation and goal setting for the functioning of the system, such us the number of visits or of page views. Although the IAF is primarily interested in the final and indirect impact of the project on FADC beneficiaries, the relevant elements that would enable assessing the proposal and guaranteeing adequate safeguards for the execution of the agreement are missing in both documents.     

3. Implementation 

The project got off to a late start: the first report mentions that key personnel in charge of developing the project – two information consultants and a network administrator - were hired in February 2000, thus five months after the agreement had been signed. Although some time was lost, the delay was due to internal restructuring at FADC, which may have resulted in making the organization more apt to deal with and benefit from the information system about to be implemented. 

Six bi-annual reports plus a final report were sent regularly on agreed dates to the IAF. They contain a text giving information on the main events of the conception and implementation of the information system, but they also include the monitoring of the selected GDR indicators and financial reports. From these reports and from the interviews with those directly involved in the project at FADC we have selected some topics that characterized project implementation. 

3.1 The Diagnosis 

The first report to the IAF (February 2000) includes a diagnosis of the challenge FADC faced in redefining its information system, from the production of information derived from its own operations to communication with partners and “clients.” This diagnosis, presented as Annex I in this first report, is a 19-page document describing different information systems that coexisted inside the FADC. Besides systematizing content, characteristics and shortcomings of each one of the systems, the document presents some basic lines to be followed by the restructuring process. Although this diagnosis constitutes a fundamental piece for evaluating the relevance, viability and implications for FADC of the restructuring of the information system, for the first time – at least considering the documents we have had access to
 – some basic characteristics of the existing system are presented to the IAF. 

The main problems that are to be solved by the new information system may be summed up as follows:  

a) the information system is to be conceived of as a tool that reflects the administrative and operational needs of the institution as a whole, so as to become the privileged means of connecting various FADC teams and programs.  

b) the more or less independent systems that already exist, using different data format and diverse software, are to be converted so as to be compatible and integrated into the unique new system. 

c) the existing databases are to be restructured whenever they are found to be inadequate to meet the needs, which is related not only to the basic concepts and parameters used, but also to a minimum degree of standardization in order to guarantee efficient retrieval of information. 

d) data input and the use of the system are to become part of the everyday routine for those working at FADC, which requires the definition of an information policy within the scope of the organization. This will require unifying and making compatible the concepts adopted, and changing mentalities and procedures so as to deal efficiently with information. It will also require training.   

Thus, the annex in the February 2000 report shows, for the first time, in a direct and unequivocal way that the FADC had already been operating an Internet site since 1997, though with limited possibilities and dynamics. Table 2 refers to each of the existing FADC programs, summarizing the information that could have been obtained over the Internet site at the time the IAF project began, i.e., early in the year 2000. Thus, the project did not aim at creating, but at restructuring the information system, encompassing operational and administrative databases, intranet, as well as the Internet site. To put it simply, the project was aimed at improving and modernizing the FADC information system, creating a model that would incorporate pre-existing general records and specific program databases that were already in existence in 1999. 

	Table 2

	Contents of FADC Site per Program – 1999

	Information
	BSP
	CFEP
	MCFP
	OCP
	ASP
	LLP
	CFMP

	What it is
	X
	X
	X
	X
	X
	X
	X

	About the Program
	X
	X
	
	
	
	X
	X

	Participants
	
	X
	X
	X
	X
	
	X

	How to participate?
	X
	X
	X
	X
	X
	X
	X

	Contact Us
	
	X
	X
	
	X
	
	

	Publications
	
	
	X
	X
	
	
	X

	Information / Statistics
	X
	X
	
	
	
	
	X

	Products and Services
	X
	X
	
	
	
	
	

	Forum / Meetings
	X
	 
	X
	 
	 
	 
	 

	Source: FADC, Diagnóstico dos Sistemas de Informação Existentes.
	
	


The diagnosis provides some indirect evidence that, for some time, there had been some concern within the FADC with regard to perfecting the information system. As a matter of fact, the introduction of changes and improvements in each one of the existing individual systems seems to have occurred within the scope of each program. The diagnosis shows that many of the databases and at least one site – the one from the Believe and See Program - were implemented in 1999, thus shortly before or after the IAF agreement was signed. 

	Table 3

	New Databases in 1999

	Programs and Database
	Date of Implementation

	Child Friendly Enterprise Program (CFEP)
	

	   Document input and output
	October1999

	Child Friendly Mayor Program (MCFP)
	

	   Document input and output
	April 1999

	   Documental
	October1999

	   PPC Prize (Access)
	March 1999

	   PPC Prize (Doc pro)
	June 1999

	Our Children Program (OCP)
	

	   Document input and output
	September 1999

	   New Associates
	1999

	Source: FADC, Diagnóstico dos Sistemas de Informação Existentes.


3.2 Designing an Adequate Information System 

At the time the project was submitted to the IAF, the budget was estimated based on the intention of hiring a specialized enterprise to design the information system. This resulted in relatively high values for consulting services, most of which were to be paid with funds from the IAF.  

Accordingly, once the project began, a “call for services” was put out for an analysis of existing processes, a diagnosis of needs, the design of the information model and its implementation. Nevertheless, by the end of the first year, it had already become clear that using an outside enterprise to conceive and implement the system was not the most adequate solution. Proposals were too “commercial” and ill suited to meet FADC information needs. As a matter of fact, FADC had already gathered a significant amount of data and operational experience, so that it was hard for outsiders to grasp all specificities so as to conceive of an adequate solution to be implemented. Also, there was a group inside the FADC that thought it would be more productive to generate an in-house solution.  

3.3 The Creation of the Information Department 

During the third semester of project implementation, the FADC decided to create a department in charge of the Information System, the so-called Gerencia de Informação. This initiative marks a turning point, when the option for an inside solution for conceiving, implementing and managing the information system was adopted. The creation of a specific sector for this purpose also shows the growing importance of the information system as a basic tool for operations and management inside the FADC. This department was to provide the subsidies to orient strategies and institutional measures concerning information within the FADC; create and manage the integrated database; give technical support to the information network; propose solutions to new challenges related to acquisition, storage, use and dissemination of information.    

At this time it was proposed the creation of a specific staff for the information department formed by a manager, seven technical assistants and a network administrator. During project implementation, the manager,
 who has been a consultant with the FADC since 1995, gradually increased the numbers of hours he dedicated to the institution, from 40 hours to 100 hours per month.

These changes have structural implications in terms of FADC operations, potentially increasing efficiency in all areas and programs thanks to the simplification of procedures, availability of information, conceptual compatibility, elimination of duplication of efforts and so on. The organizational change was also responsible for pointing out new roles inside FADC as well as new status associated to them, demonstrating that the directive board intended to make these new changes permanent. 

It is noteworthy that these changes were not restricted to electronic means, but that a documentation center to organize available material on paper was also a part of the reorganization process.   

3.4 Partnerships in the Information Sector 

The project proposal, as well as the agreement, specifically mentions HP as a partner in the project. Nevertheless, both documents seem to underestimate the importance of this enterprise for the implementation of the new information system. 

HP has maintained more or less permanent links with the FADC since 1994. It has not only regularly donated computers and printers, but has also provided technical staff for their installation and maintenance. Since 1997, it has sponsored the Child-Friendly Mayor Program.

As a matter of fact, HP was at the origin of the project submitted to the IAF. In 1999, before the agreement between the FADC and the IAF was signed, HP had donated US$ 80 thousand to finance the start-up of the project. The traditional support from HP to the FADC, as well as its formal commitment as a partner-to-be in the project was the main determinant for the concession of the IAF grant: in the proposed budget the HP contribution almost matched that of the IAF (37.5% and 43.1%, respectively). 

While HP provided hardware for the project, as well as cash to finance other expenses - mainly wages and salaries-, Microsoft had an important participation in donating software.  Its contribution was not foreseen in the project budget.  

During implementation, as the conception of the system evolved, the need for equipment, software and related services increased. The two enterprises, HP and Microsoft, responded accordingly and, as a result, their funding for equipment came to almost double of what had been originally foreseen in the budget.
 Because of the growing importance of these expenditures in the project, these third parties became the project’s main sponsors. 

	Table 4

	Contributions to the Project                                 (US$)

	 
	IAF
	ABRINQ
	Other
	Total

	Original Budget
	157,000
	71,000
	137,000
	365,000

	Final Result
	152,000
	71,000
	220,000
	443,000

	%
	(3.2)
	0.0
	60.6
	21.4

	Share in Project Value (%)
	34.3
	16.0
	49.7
	100

	Source: Teixeira & Associados, Audit Report.
	
	


It is noteworthy that this project as a pilot for a new way for the IAF to work in Brazil through partnerships with American companies was never mentioned in any document, not even in the PAR. If it was really a pilot,
 there has been no evaluation concerning this new institutional format and its advantages/disadvantages in relation to alternative operating schemes.  

3.5 Schedule and Delays

Although the project was to last two years, no schedule of implementation phases was included in the agreement that would serve as a basis for doing the monitoring and disbursements by the IAF. 

Disbursements were not made every six months, as requested, corresponding to the reports by the FADC, which described in detail advancements and difficulties in the implementation of the information model, as well as the use of IAF funds. Since there is no clearly defined finished product to refer to, disbursements were probably made once the funds transferred had been used up. As a matter of fact, the restructuring of the new information model has been an ongoing task, which began before the agreement was signed and has continued up to now. Two examples are useful to illustrate this point: a new version of the FADC site is being launched into operation these days, i.e., in July 2005; also, even today, the model only fully integrates four of the fourteen FADC programs. 

Delays in project execution were the result of different factors: the decision leaning towards an “in-house” solution; priorities inside the FADC that often competed with the model for the use of the information department staff’s time; rapidly changing technology; rapidly growing FADC needs that derived from having enlarged its operational scope (more programs, more partners/beneficiaries, larger spatial coverage). As a result, there were two amendments to the agreement (June 2001 and May 2002) that did not involve an increase in the value of the grant, but just the postponement of the project’s closing date so as to allow for more time in making the expenditures associated to the grant. As a matter of fact, the last disbursement was made in September 2001. Thus, the third disbursement was made when the project was originally supposed to close down. It provided the resources to cover expenditures during the additional year and a half. 

	Table 5

	Disbursement Schedule

	Requested
	Executed
	Accumulated                Interest*

	Date
	Value
	Date
	Value
	

	
	
	
	US$
	R$
	

	Mar. 1999
	70,179.00
	Nov. 1999
	70,179.00
	137,410.40
	-

	May 2000
	43,528.50
	-
	-
	-
	1,365.48

	Aug. 2000
	43,528.50
	Oct. 2000
	43,528.00
	79,701.60
	6,550.01

	Feb. 2001
	43,528.50
	-
	-
	-
	11,395.28

	Sept. 2001
	43,528.50
	Sept. 2001
	38,402.00
	108,645.89
	14,530.88

	-
	-
	May 2003
	-
	-
	24,131.52

	Total
	157,236.00
	-
	152,109.00
	325,757.89
	24,131.52

	Source: FADC
	
	
	
	
	

	* Interest perceived on unused IAF transferred funds.
	
	


Total disbursements were 3.5% lower than those originally established in the agreement,
 not only due to the interest obtained from unused IAF funds, but also to some deviation of values spent in relation to planned expenditures.   

4. Results 

4.0 Foreword

Evaluating the results of this project constitutes a real challenge. From the beginning, i.e., at the time the proposal was submitted, there seems to have existed a methodological conflict between, on the one hand, the IAF evaluation framework that emphasizes final effects on beneficiaries and, on the other hand, the project’s direct and immediate goal, i.e., the restructuring of the FADC information system. 

The project is obviously successful in the sense that it used IAF funds, as well as unforeseen additional resources, to create a new information structure and culture inside the FADC. In sum, the project successfully and competently executed what had been proposed in broad and vague terms. Nevertheless, evaluating results using clear-cut evidences is an awkward task because the definition of goals and indicators was, from the start, a confusing matter. 

In its project proposal, the FADC centered the description of goals and indicators round its existing activities and programs, not on the project it required the grant for. This may well have resulted from IAF guidelines given to the grantee-to-be for filling out the proposal. This probably derives from the fact that the IAF is concerned with the final beneficiaries, and not with the means to be used to reach out to them.  

The fact that adequate indicators were never defined implies that there were no tools for monitoring. As a matter of fact, the IAF had no alternative but to accept FADC justifications and descriptions it did not understand on the progress of the project. Also, the reports using the GDF are ill-suited to the project, especially the basic needs set, since the six indicators selected by the IAF and reportedly accepted by the FADC
 did not have their concepts and norms of presentation defined from the start.  

4.1 Results from the Point of View of Proposed Goals 

As mentioned before, the proposal was centered round goals expressed as strategic objectives of the five programs through which the FADC reached its beneficiaries, i.e., children and teen-agers. The goals are certainly meritorious, as are the programs themselves. Also, the degree of attainment necessarily reflects the operational efficiency of the organization, which is affected by its information system, but is not exclusively dependent on it. In other words, a more efficient information system certainly contributed to the FADC’s operational results, although we cannot know to what extent the improved system explains these results.   

Table 6 summarizes information obtained from the original FADC proposal (benchmark situation in 1998 and goal to be attained at project closure, foreseen for 24 months hence), as well as results presented in the final report. Column 2 shows a classification of the goals in four types, so as to serve as a reference for the comments made below, but without going into too much detail. 

The goals listed encompass at least four types, if we consider the degree in which they affect the intended final beneficiaries:  

Type A – Direct Benefit  

Whenever a child or a teen-ager is being unequivocally and directly benefited by the activity. This is the case of children that have been adopted financially thanks to FADC intermediation, as well as those who receive free dental treatment up to 18 years of age by an otherwise private dental practitioner, affiliated to the FADC Smiling Child Program.   

Type B – Indirect Benefit 

Whenever the goal focuses on the general clientele that, at different frequencies and intensities, may or may not benefit from the service or facility provided. For instance, all the children who attend a school, clinic or other facility where a Living Library is available.  

	Table 6

	Proposed Goals and Reported Results

	Programs and Activities
	Type
	Situation                     in 1998
	24-Month           Goals1
	Results2               (in 42 months)

	
	
	
	
	

	Our Children Program (OCP)
	
	
	
	

	   Financial adoption
	A
	2,324
	2,500
	2,700

	   Children benefited by product and service network
	B
	12,252
	11,600
	35,963

	   Creation and consolidation of project network
	C
	43
	-
	108

	   IT improvement of OCP associates
	C
	-
	23
	108

	Believe and See Program (BSP)
	
	
	
	

	   Students in benefited schools
	B
	149,870
	300,000
	873,155

	   Total of sponsored projects
	C
	62
	122
	146

	   Implementation of the BSP network
	C
	-
	122
	146

	Adopt a Smile Program (ASP)
	
	
	
	

	   Assisted children
	A
	392
	3,000
	3,685

	   Volunteer professionals
	A
	392
	3,000
	4,000

	Children benefited by education and prevention programs
	B
	-
	6,000
	20,324

	Child Friendly Enterprise Program (CFEP)
	
	
	
	

	   Reduction of child labor
	D
	-
	150,000
	1,010,230

	   Children benefited by CFEP projects
	C
	442,767
	450,000
	2,500,000

	   Child Friendly Enterprises3
	C
	1,064
	3,142
	687

	Living Library Program (LLP)
	
	
	
	

	   Number of new benefited children
	B
	-
	63,000
	178,000

	   Children benefited by the new living libraries
	B
	-4
	22,000
	98,337

	   Installation of new LL units
	C
	-5
	110
	317

	   Installation of computers
	C
	-
	350
	350

	   Educators trained
	C
	187
	360
	966

	   Young volunteers trained
	C
	170
	180
	513

	Source: FADC, inicial proposal and; Baptista, Eduardo Informe de Cierre.
	
	

	1 Presented in the inicial proposal.
	
	
	
	

	2 There were incompatible data from different source. The chosen data were those obtained from the Informe de Cierre.

	3 The program was redesigned, changing the number of criteria for a company to be a CFE.
	

	4 The FADC already had libraries with 32,418 children in attendance.
	
	
	

	5 The FADC already had 93 installed LL units.
	
	
	
	


Type C – Institutional Benefit 

Whenever the goal or activity is centered round institutions, institutional agents and partners that will themselves contribute to the betterment of children’s lives. These are “means” activities, such as Capacity Building aimed at Teachers and Volunteers, as well as the provision of equipment and installations for specific activities.   

Type D – Macro Benefits

These are very ample goals that express general social priorities, which the FADC may contribute to, but being responsible for a negligible share of the national results reported.  This is the case of the reduction of child labor in Brazil, which has mobilized a national crusade, involving the government, labor unions, enterprises and NGOs. A more objective and sensible indicator would have been the number of child work stations eliminated in FADC affiliated enterprises and their suppliers (Type A Indicator). Nevertheless, this information is not available, and justly so, as large and/or modern enterprises as those affiliated to FADC programs do not make use of child labor. 

Although the proposed goals reveal a lot about the FADC operation before and during the project, it does not reveal much about the contribution the improved and modernized information system has made to the organization. A possible association between the IAF sponsored project and results could be, for instance, the facilitating role the new site had on bringing new partners/participants to the existing programs. That is, how many of the new dentists that joined the Adopt A Smile Program or how many enterprises joined the Child Friendly Enterprise Program or how many individual sponsors actually used the improved site to contact the FADC. The information system certainly increased FADC capacity to publicize information on its activities; to interact with potential volunteers and sponsors; to establish more links between institutions that need help and those that want to provide help; to promote the adoption of more efficient procedures and controls on the part of associated institutions. As a matter of fact, the continuous expansion of the FADC serves as evidence that all these intermediation roles that characterize FADC action were improved, Nevertheless we do not have indicators that reflect directly what the contribution from the information system really was. 

It is worth mentioning that the data as reported show many shortcomings, which are well recognized by FADC. In relation to some of the data reported, there is no control whatsoever (conceptual or statistical) since they are informed by other organizations without following any guidelines from the FADC. That is the case of information related to Our Children and to Children Friendly Enterprise Programs: the number of children benefited and reported by FADC  (respectively 35,963 and 2,500,000) just corresponds to the sum of the numbers presented by the set of institutions that operate within each one of these programs, having thus very little value for monitoring and assessment purposes.
 Also, Goals and Results may refer to increases, or may sometimes refer to accumulated values.
 Accumulated historical values are inadequate for monitoring and evaluating. Alternatively, it is useful to know how long a child has benefited from the program (a month, a year, ten years), i.e., we need the number of beneficiaries by unit of time. Thanks to the improved system, such information is now available for some of the programs that generate a direct benefit (type A program), such as the Adopt a Smile program.    

4.2 Reporting Results Using the GDF

Six GDF indicators were selected and presented in annex in the agreement. This selection does not seem to have been oriented by a concern to create practical tools for follow-up and evaluation of the FADC project. On the one hand, the concepts and form of measurement and presentation were not discussed between the grantee and the IAF. On the other hand, reported indicators by the FADC were accepted despite the obvious inadequacies and inconsistencies.   

A few comments on how the selected indicators were reported along the period:

a) Satisfaction of Basic Needs (Indicator 1.1) 

There were no specific instructions on how this indicator was to be reported. As a matter of fact, the annex to the agreement refers to general items (education, sanitation, healthcare, and others) that do not  apply specifically  to the project.  In the first three  GDF reports, the 

	Table 7

	Basic Needs Indicator in GDF Reports*

	Indicator
	Goal
	Results

	
	Proposal
	GDF
	1
	2
	3
	4
	5

	N. of libraries created
	110
	70
	15
	36
	34
	na
	na

	N. of children benefited by libraries
	22,000
	10,500
	898
	5,233
	13,867
	na
	na

	N. of children in BSP schools**
	300,000
	1500,000
	434,818
	745,978
	756,846
	na
	na

	N. of children in associated organizations
	-
	20,000
	17,000
	25,821
	27,697
	na
	na

	Source: FADC GDF Reports
	
	
	
	
	
	
	

	* GDF Report 1 - October 1999 – February 2000
	
	
	
	
	

	   GDF Report 2 - February 2000 – July 2000
	
	
	
	
	

	   GDF Report 3 - August 2000 – February 2001
	
	
	
	
	

	   GDF Report 4 - February 2001 – August 2001
	
	
	
	
	

	   GDF Report 5 - September 2002 – February 2003
	
	
	
	
	

	** Believe and See Program.
	
	
	
	
	
	
	


FADC chose to establish goals and present a report based on four items (see Table 7). When the IAF introduced a new GDF form, these items were abandoned and replaced by other variables in the following GDF reports, such as the number of those who learned how to read and write, number of children that joined the Adopt a Smile Program and so on. Consequently, there is no continuity in the reports as they were not based on the same set of indicators throughout.   

With respect to the Basic Needs indicator, the results reported, although referring to normal FADC operations, do not reflect the working of the project itself.

b) Resource Mobilization (Indicator 11.1)

This indicator as defined in the GDF applies directly to the project and the FADC informed it in five GDF reports. Nevertheless, it is not clear whether the reported value of the computers donated by HP correspond to what was foreseen in the agreement as HP participation or to additional donations by HP. Also, and more importantly, it is not clear how the IAF would be able to use this information to monitor and evaluate the project.  

c) Resource Brokering (Indicator 11.3) 

This indicator reflects FADC’s impressive fund raising capacity. According to the bi-annual reports, the FADC had obtained and channeled to its network of associated institutions US$ 3.4 million, compared to which the IAF donation represents a relatively small amount of funds. It is thus obvious that the grant from the IAF did not play the role of “certification” for the FADC, thus paving the way for it to obtain funds from other sponsors, as is often the case for small grassroots organizations. As a matter of fact, considering the amounts involved, it seems that the IAF grant was irrelevant in promoting FADC’s brokerage capacity. 

Concerning the data, it is worth observing that in the final report the amount informed for this indicator is much lower than the total previously reported (Table 8). 

	Table 8

	Funds Raised by FADC

	and Channeled to Social Organizations

	GDF Reports
	US$

	October 1999 – February 2000
	794,165

	February 2000 – July 2000
	2,479,979

	August 2000 – February 2001
	949,289

	February 2001 – August 2001
	862,562

	September 2002 – February 2003
	809,447

	Total from Bi-Annual Reports
	3,415,463

	Total Presented in the Final Report 
	1,839,000

	Source: FADC, GDF Reports and; IAF, Informe de Cierre.


d) Coverage (Indicator 12.1)

This indicator refers both to institutions within the FADC network and to final beneficiaries. Although results were reported (Table 9), the numbers seem to refer to the situation on a given date – the same numbers are repeated in different reports -, not to new beneficiaries after the project had started, and certainly not to new beneficiaries that resulted from project implementation. Also, there is repetition of information provided here and in relation to the basic needs table (see Table 7). Nevertheless, the most serious shortcoming in this reporting of results is the lack of information on how certain numbers were obtained. For instance, how the number of children benefited by the Believe and See Program (the same information as in Table 7) was estimated or what the different number of beneficiaries in the Living Library Program (Table 7 and 9) really means. The lack of specification of the conceptual characteristics of the numbers provided made them useless for practical purposes.    

	Table 9

	Number of Beneficiaries Presented in GDF Reports*

	Indicators 
	Program 
	1
	2
	3

	Children in Associated Schools 
	Believe and See
	-
	745,978
	756,846

	Mayors Network
	Child Friendly Mayors
	-
	-
	-

	Adopted Children
	Our Children
	-
	25,821
	27,697

	Children Benefited
	Adopt a Smile
	-
	2,590
	3,036

	Children Benefited
	Child Friendly Enterprises
	-
	1,860,523
	1,860,523

	Children Benefited 
	Living Library
	-
	69,446
	78,948

	Source: FADC GDF Reports
	
	
	
	

	* GDF Report 1 - October 1999 – February 2000
	
	
	

	   GDF Report 2 - February 2000 – July 2000
	
	
	

	   GDF Report 3 - August 2000 – February 2001
	
	
	


If the IAF were interested in the results of the project, this indicator could have been informed only half way into the process of implementation. A possible direct impact to be measured would have been the number of beneficiaries because new volunteers/donors joined the network using the improved site. 

d) Links (Indicator 12.2)

Although the FADC has a clearly defined network of organizations that benefit from its support, results reported by them were simply consolidated by the FADC, without any concern for the concepts and form of measurement involved, as well as for the possibility of constructing a coherent time series using this information. As a result, the numbers reported are not helpful for monitoring and evaluation purposes, even if considering the FADC operation as a whole. 

Nevertheless, 23 of these institutions have had an information system implemented, which is a direct by-product of the improved FADC system.  

e) Dissemination (Indicator 19.1)
This selected indicator was never reported. In the final report, it is mentioned that the procedures used in Adopt a Smile were transferred to a partner institution located in the State of Rio Grande do Sul. During the visit, the FADC informed us that this “technological transfer” was not successful.  

***

In order to adjust the GDF to the specificities of the project, it would have been necessary, at the time the agreement was signed, to have explicitly defined which variables or indicators were to be reported in the selected GDF tables. Also, in order to avoid that bi-annual reporting of GDF indicators become an administrative task, unrelated to the needs of monitoring and evaluation, it would have been essential to consider, from the start, how the indicators could reflect progress achieved as a direct result of the project.         

4.3 Possible Indicators Linking the Information System and Social Impacts

Restructuring, modernizing and improving the information system have expected impacts on administrative and operational areas. The challenge in monitoring and evaluating this kind of project is to assess the direct and measurable effects associated to it. Since these necessarily result also from other determinants, we should be concerned with these cross effects.  

Nevertheless, there seems to be at least three promising possibilities: 

The first focuses on the evolution of the performance of the information system, which changed continuously during the project as a result of improvements and integration of each one of the databases that originally constituted almost independent subsystems. 

	Table 10

	Statistics from the FADC Site

	Indicators
	feb/99
	feb/00
	feb/01
	feb/021
	feb/03
	mar/042
	feb/05

	Visits
	3,389
	9,386
	12,422
	96,517
	32,143
	35,531
	44,495

	Single Visitors3
	-
	-
	-
	62,651
	19,294
	22,286
	27,391

	Page Views
	28,142
	74,855
	99,742
	144,261
	232,596
	152,431
	118,610

	Average Duration of Visits
	8m42
	13m57
	16:51
	12m06
	11m16
	15m34
	12m02

	Source: FADC.
	
	
	
	
	
	
	

	1 Values from the Webtrends, "Estatisticas do Site www.fundabrinq.org.br" (March 2002) are overestimated according to the FADC.

	2 Data about visits were unavaliable for February 2004.
	
	
	
	
	

	3 N. of visitors who accessed the site at least once in a given month.
	
	
	


Table 10 presents just this kind of information referring specifically to the use of the FADC site. It shows how the number of visits and unique visitors
 increased, as well as those of site navigators, during the project and after the project ended. It also reflects the attractiveness of the site to potential users. This is certainly a desired result that shows unequivocally to what extent the project was successful in enhancing FADC integration with partners and in maintaining an exposition to the general Brazilian public as a whole. 

A second possibility concerns the number of volunteers and donors who joined the network using the site.  For instance, how many dentists and other professionals in different parts of the country used the site to get information and then join the Adopt a Smile Program? Or, how many enterprises and individual donors became regular financial sponsors through the site? How much did contributions actually obtained by means of the site amount to throughout the period? 

Table 11 shows an annual increase in the number of donors since the year the project ended. When compared to the numbers in Table 10 it is evident that not many of the visits to the site resulted in grants, whether on a regular basis or not. Faced with this evidence, Walter Karl recognized that they have not mobilized adequately to get the most from the improved site so as to increase funding. As a matter of fact, most of the FADC resources are still obtained through direct contacts with important potential donors. 

	Table 11

	Number of Donors Registered through the FADC Site since 2003

	Donors
	2003
	2004
	2005
	Total

	Contributors to OCP
	34
	27
	11
	72

	FADC Partners 
	125
	144
	127
	396

	Unique Grants to FADC
	-
	-
	-
	66

	Total
	 
	 
	 
	534*

	Source: FADC
	
	
	
	

	* 283 Individuals; 252 Enterprises.
	
	
	


A third possibility refers specifically to labor productivity gains, thus implying – perhaps quite simplistically – that most of these gains can be associated to the performance of the information system as a working tool. Indicators such as administrative costs or labor expenditures as a share of the FADC total budget or total sponsor contributions in a given period may be taken as examples, although they are more difficult to estimate than the previously proposed options. 

5. Lessons Learned

5.1 Specialized Proposals Require Assessment by Specialized Personnel 

Although the goal of the FADC to protect children in low-income families is well in line with the IAF mission, this specific project was not directly related to social programs. It was a “means” project, which aimed at improving the information system, thus making FADC management and social program operations more efficient. Thus, the project required specific knowledge of parameters to evaluate the proposal and pursue monitoring activities, for which the IAF and its network of local agencies are not equipped. As a result, there was a clear dichotomy between the reports provided by the FADC concerning the progress it was making in project implementation and the information that could have been useful to the IAF for monitoring and evaluation purposes.   

To a large extent, whenever the IAF deems it relevant to support a specialized project outside the area of direct social concerns, it seems necessary to have a prior outside evaluation of the proposal, as well as a definition of relevant and practical indicators for monitoring and evaluation. Although the project was successful and enhanced the FADC ability to increase its network of agents working towards improving the lives of children, the IAF did not have necessary guidelines and parameters to evaluate and intervene during implementation. 

5.2 Advantages in Counting on a Specialized Co-Sponsor 

One way to circumvent the difficulty mentioned in 5.1 is to count on a specialized co-sponsor, having the specific knowledge relevant to deal with the project. 

Already in the proposal, the FADC mentioned HP as a project participant, providing equipment and funds. As a matter of fact HP had been FADC’s long-term partner, and, very importantly, in 1999, it had donated US$80,000 to launch the project prior to the signing of the IAF agreement. Thus, regardless of FADC’s having been able to obtain additional resources or not, HP was already committed to improving the FADC information system.  

Once the agreement was signed, having a partner deemed competent and reliable could have eliminated the need of the IAF itself to pursue project monitoring. The fact that the partner continued to channel the agreed funds to the project – as a matter of fact HP plus Microsoft funds were actually much higher than foreseen in the budget for “Others” - could have been used as evidence that it was progressing well. 

Nevertheless, if the IAF needed, for institutional reasons, to pursue monitoring activities and apply in this case its usual operating norms, it could, from the beginning, have benefited from the HP partnership. Although HP had the characteristics to play the role of IAF facilitator in Project BR-774, there was no concern in recurring to it so as to “translate” the project into a format that could fit the IAF operational framework and evaluation needs.   

5.3 The Choice of Indicators from the GDF

If the IAF is concerned in monitoring projects and evaluating their results, the selection of indicators is to be an important task during the pre-agreement phases that involve project design and definition of goals. 

GDF offers a wide choice of indicators, so that finding the ones relevant to the project is a viable task. Nevertheless, it is not enough to select the indicator, but it is of the utmost importance to define the involved concept clearly and in a practical way, so that the relevant information can be obtained by the grantee as a direct result of project implementation. If reporting is not to be a bureaucratic requirement, but a way of creating a useful tool for follow-up, the indicators have to be perceived by both the grantee and the IAF as meaningful and coherent throughout the execution of the project. 

Although a project focused on information systems is atypical of IAF operations, we have seen in section 4.3 that there were many practical options to define relevant indicators for this means activity. Except for those related to gains in labor productivity, they were all discussed with the FADC during our visit and deemed adequate for the follow-up of the system from the start. 

Although some of the reported indicators could have reflected the FACD operation as a whole, they were often inadequate due to lack of appropriate definitions and coherence. The selection of a few clear-cut and consensually useful indicators was not given the priority it deserved. As a result, the considerable time and effort from the grantee, throughout project implementation aimed at producing the reports were not fruitful as they should have been.   

5.4 Grantee’s Characteristics Are Relevant in Defining Project Framework 

During the visit to the FADC in July 2005, it was obvious that this NGO is an outlier as the sample of projects to be visited in the scope of the IAF-FGV contract is concerned. Its technical competence, administrative efficiency and financial muscle make it different from the usual small grassroots organizations the IAF often funds. 

It seems that the relationship between the grantee and the IAF should evolve within different frameworks according to the characteristics of the grantee. Less frequent follow-up, but more strict guidelines during project implementation, seems to be a realistic path when dealing with grantees such as the FADC. 

5.5 The Partnership with American Companies as a Possible Operating Model 

Although no document mentioned the role of the FADC project as a pilot for a partnership model between the IAF and American companies operating abroad, this seems to be an attractive idea. As a matter of fact, most large and modern enterprises in Brazil are concerned in expressing their social responsibility by taking on activities outside of their productive focus. Establishing partnerships with American companies operating in Brazil seems to be a promising path to efficiently channel IAF grants to responsible NGOs and, at the same time, reduce the IAF’s intermediating costs.    

6. Final Considerations
In spite of the difficulties in assessing the impacts of the improved information system on the grantee operations, it is obvious from the field visit that FADC is a successful and rapidly growing NGO. The IAF project played a key role since FADC had itself recognized it faced a crucial restriction due to the old and inefficient information system. FADC is well aware of the importance of incorporating modern technologies to enhance both its administrative and operational performances, and it is taking advantage of it. As a result, modernization and financial muscle are evolving together. FADC budget practically doubled in nominal terms from the time the project proposal was submitted to the IAF in 1998 (R$ 7.8 million) to the time the project closed in 2003 (R$ 15.0 million).
 In real terms, it was a 26.4 % increase.

FADC good operational record has attracted sponsors – partners as well as contributors to the various programs - so that today there is no doubt as to the NGO’s sustainability on the medium term.       
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� Rocha, 2003. 


� Then FADC manager for planning. She has recently left FADC. 


� The stamp reflects the commitment of the firm, but it is not an ABRINQ certification to the fact that the declared commitment has reached completion.  


� “We would like to mention that we have formed a partnership with Hewlett Packard do Brasil, which is committed to financing Phase I, which is to take place in the first year of the project up to the third month of Phase II, according to the timetable below.” It does not mention Microsoft at all, although from the initial contact between the FADC and the IAF, it was clear that both enterprises would be participating in the project.  


� The proposal, as well as the PAR and the agreement, does not refer to the information system, but to FADC programs and activities. 


� Walter Meyer Karl, the manager, has maintained his status as a consultant until now.  


� The expenditures with equipment evolved from US$ 74,459 (budget) to US$ 190,639 (final auditing), thus a 156% increase. 


� See Section 1 for information provided by Ely Harasawa. 


� US$ 152,104 instead of US$ 157,236.


� According to Ely Harasawa. 


� The adoption of this approach to the reporting of information was the same since the presentation of the proposal and did not face any restrictions from the IAF any time.   


� The 24-month goal of having 2,500 children benefited by OCP was the accumulated historical result, but 11,600 was to be the additional number during the project (This information was checked out with the FADC). 


� “Unique visitors” tallies just one visit per visitor within a given period of time, no matter how many repeat visits are made. 


� The value continued to grow in 2004 (US$ 5,658 thousand or RS$  
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