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1. The Project

1.1 Background

Based on the general and ample goal of “contributing to the development and improvement of the quality of life of the communities in El Cedro, Palo Grande and Vera Cruz,
 in the Provinces of San Salvador and of La Liberdad, respectively, through the strengthening of Local Development Associations  (ADESCOS),” PROCOSAL submitted a donation request to the IAF in August 1998. Its goal was to set up and maintain three systems of water collection, purification and distribution of drinking water to rural/periurban communities in the outskirts of the city of San Salvador
.

The request was the result of a consultation to PROCOSAL by poor community leaders from the outskirts of San Salvador. They had become aware of the work that the association of two NGOs - Project Concern International (PCI) and PROCOSAL (PCI/PROCOSAL)-, had already developed in El Salvador between 1994 and 1997
, benefiting over 50,000 people with access to water and sewage. 

This was to be the first large project of PROCOSAL, after having gained standing as a legal entity. The approval of IAF was seen as proof of trust in the institution affiliated to PCI, which always demonstrated competence in its earlier projects.

Community Programs for El Salvador (PROCOSAL)

PROCOSAL is a non-governmental community development organization founded in 1997, specialized in installing systems of water collection, purification and distribution. Its headquarters are in San Salvador, but it operates all over the Salvadorean territory.

PROCOSAL is a branch of Project Concern International (PCI), an international organization that began operations in El Salvador in 1994. They share not only the same field of operations, but also financial, capital and human resources.

In February 1998 the PROCOSAL/PCI association was working in 45 communities in the provinces of San Salvador, Chalatenango and La Liberdad, on projects that encompassed the construction of 1,375 latrines and eight systems of water supply, benefiting approximately 12,000 people. During the visit in May 2004, the consortium was coordinating 52 projects and another 18 projects were slated to begin in July. They had 100 technicians working with them and were expanding the group so as to be able to handle the new projects.

The reference to “Constructing Alliances” in the title of the project had a special meaning: it proposed to combine the efforts of direct beneficiaries – most of the population in the three communities (5,000 inhabitants in 925 dwellings) and their ADESCOs – and those of PROCOSAL for the implementation of the water systems. Aside from technically supervising the work, PROCOSAL together with the communities would set up the structures to operate the systems – the Water Administration Boards – and be responsible for personnel training programs.  

These alliances would necessarily involve the municipal governments where the communities were located: Panchimalco and Rosário de Mora, in the Department of San Salvador, and Ciudad Arce in the Department of La Liberdad. To make the project feasible, it was necessary for PROCOSAL to promote political, legal and institutional arrangements between the ADESCOs and the central government as well as the town halls. This presupposed the restructuring of the ADESCOs that had become disorganized and support for those that had good organizational structure. The institutional arrangement involved the legal process of buying or leasing lands for the installation of equipment to collect and distribute water, aside from authorization to installment a water distribution network under public areas (streets and roads). 

1.2 The Alliances

The structure of the alliances would be formalized between the agents committed to the process in the following manner: 

a) PROCOSAL and ADESCOs – the alliance was defined by means of a Letter of Intent that established the responsibilities and commitments of each of the parts for the execution of the project. 

b) ADESCOs and Municipalities – The alliance was consolidated in a Letter of Commitment in which each municipality agreed to give the necessary support for the acquisition of materials to be utilized and tools, these corresponding to the local contribution to the project. 

c) The three ADESCOs conjointly – The alliance among the three ADESCOs was founded on the commitment to form a work group to transfer experiences, thus facilitating the development of the project in the three communities. 

c) ADESCOs and their respective communities – The alliance was based on the creation of Administrative Water Supply Boards and on the support that was to be given to the initial implementation of administrative/financial procedures for the management of water systems.

d) PROCOSAL and other entities supporting local development – The alliance between PROCOSAL and the other participating organizations - Project Concern International (PCI), Plan-International (PI), Interamerican Fundation (IAF) and the Peace Corps - was a natural outcome because they already had close ties in El Salvador. In the scope of this project specific agreements involving financial donations and technical assistance were established. 

	Table 1

	Origin and Use of Funds (US$)

	Items
	IAF
	PROCOSAL
	PCI/PI
	Other*
	Total

	Wages
	49,925
	-
	99,275
	3,900
	153,100

	Administration
	10,900
	1,400
	38,250
	-
	50,550

	Training
	1,800
	15,000
	-
	4,750
	21,550

	Materials and Equipment
	183,475
	28,000
	122,350
	34,450
	368,275

	Land
	-
	-
	-
	41,400
	41,400

	Other
	5,950
	-
	5,952
	-
	11,900

	Total  US$
	252,050
	44,400
	265,827
	84,500
	646,775

	           %
	39
	7
	41
	13
	100

	Source: PROCOSAL, Chicas Vilchez y cia (auditors).
	
	

	* Final beneficiaries and municipalities.
	
	
	


The project, to be developed between March 1999 and March 2002, was sponsored by various organizations at a total value of US$ 646,775.00. The IAF contributed with 39% of the total, corresponding to expenditures with salaries, administrative expenses and materials for the water supply system (Table 1). The greatest financial support came from the PCI/PI consortium, corresponding to 41% of the total value of the project, while the PI would also take on the fundamental role of offering orientation to the communities as regards the use of potable water, working hand in hand with the PROCOSAL technical staff.

Plan-International – PI   

The Plan-International is an international organization that began operations in Belgium in 1937 to help Spanish refugee children from the Civil War. They currently concentrate their efforts in the struggle against poverty and the difficult health conditions afflicting children in poor regions. They operate by means of long-term projects, generally in association with other organizations that aid community development, giving priority to integrated actions that are more adequate against poverty and disease that affect the development of children. 

They use, as well, a sponsorship model, where sponsors donate financial resources to instate projects in over 40 poor countries.  

In 2004, it is active in 13 countries in Latin America and the Caribbean, Africa and Asia, maintaining technical/financial agreements with 14 international humanitarian aid organizations in activities ranging from health, education and environment to income generation. In El Salvador, the Plan-International has undertaken 250 projects, working with a team of 160 people.

1.3 The Focal Point, Correlated Aims and their Results 

The focal point of the project was to set up a potable water distribution network covering 925 dwellings existing in the three communities so as to benefit a total of approximately 5,000 persons. Table 2 shows the relationship between the estimated goal and the results attained by the project, considering the focal point precisely and in a strict sense. 

	Table 2

	Water Supply System - Planned and Attained Goals

	Items
	Planned
	Attained
	P / A (%)

	
	El Cedro
	Palo Grande
	Vera Cruz
	Total
	El Cedro
	Palo Grande
	Vera Cruz
	Total
	

	Beneficiaries
	
	
	
	
	
	
	
	
	

	   N. of Households
	285
	335
	305
	925
	350
	361
	398
	1,109
	83

	   N. of Persons
	1,883
	1,527
	1,687
	5,097
	2,151
	1,581
	1,792
	5,524
	92

	N. of Sources/Wells
	3
	1
	1
	5
	4
	1
	1
	6
	83

	N. of Tanks
	2
	3
	1
	6
	3
	3
	3
	9
	67

	Source: PROCOSAL
	
	
	
	
	
	
	
	
	


Three aims are correlated to the focal point of implementing the water supply system. The first aim envisioned decreasing the incidence of diseases related to the consumption of contaminated water, such as reducing parasitical diseases, diarrhea and skin diseases. Although statistical data are not available on morbidity levels before and after the implantation of the systems, interviews with officials at the Water Boards and with benefited families showed that all were unanimous in stating that problems had drastically diminished. In this manner, the expected sanitary results from the distribution of chlorinated water were fully met. 

The second, somewhat related to the first, was aimed at improving maternal-infantile living conditions in a general way, thanks to the elimination of the time and effort required to carry water for home use. Even though the distance varied depending on the household, in average they could reach anywhere between 600 m to 13 km. The distribution network that takes water to each plot has reduced distances between the water spout and the household to 20 or 30 m, and many beneficiaries then use water hoses to take the water inside their homes.

Insofar as this is concerned, it is worthwhile mentioning that the reduction in the distance and, consequently, in the effort required to transport water, frees up time and energy for leisure activities and work, which may produce under favorable circumstances significant indirect effects on the income and on the well being of families. 

The third and most far-reaching aim entailed substantial changes in the organizational structure of the community, as it was expected that benefited communities would gain autonomy and sustainability in managing the implanted water systems. This would imply community cohesion throughout the process that began with the technical selection of project design and culminated in the management of the implanted system. The involvement of the community is essential because beneficiaries are active participants with regard to the implantation of the system, the operational questions and occasional expansions, which entail chipping in money and work for beneficiaries. Also, in this case, the expected results were totally positive, as the goal to strengthen the ADESCOs to assume the management of the systems in the communities was entirely accomplished. It is important to highlight the fact that the systems operate entirely on a self-sustaining basis, i.e., current expenses are covered by the payment of beneficiaries without any outside subsidies, be they from government or from other institutions. 

It has become clear, therefore, that on considering strictly the attainment of the focal aim of the project – construction of the water supply system – one is underestimating the enormous and well-known effects that the distribution of fresh chlorinated water has on the well being of families, aside from the sustainability aspect due to community mobilization.  

Despite recognizing the importance of these effects, the bi-annual follow-up reports correctly focused on the results of the project related to advancement of the construction works for installing the water supply system and on the measures being taken to guarantee its future sustainability.  PROCOSAL conceived a set of indicators that allow one to see the progress of the project in general terms and in each community in particular. Table 3 below, related to the progress of the project in Vera Cruz as informed in the third bi-annual report dated October 2000 well illustrates this point. 

	Table 3

	Completion of Construction Works

	Activity
	Completion (%)
	General Advancement     of Project (%)

	Promotion of Project
	75
	11

	Legalization of Buildings
	75
	3

	Coordination with other agencies
	100
	5

	Construction Works
	75
	33

	Capacity Building Process
	80
	20

	Testing and delivery of the system 
	0
	0

	Total
	-
	72

	Source: PROCOSAL
	
	


Also concerning the indicators of results, some information according to the GDF model is also included in certain reports only to comply with IAF requirements, as they obviously do not reflect the relevant impacts of the project. In the fourth biannual report, for example, indicators relative to workstations are mentioned (indicator 2.1) and to average annual income (2.2), that are merely transitory and linked to construction works for installing the systems. Indicators are also included to measure the acquisition of knowledge and ability for 958 beneficiaries with regard to “personal hygienic practices and making good use of water,’ which are a necessity and a consequence of implanting the project. Reference is also made to indicators related to dimensions that are more difficult to monitor and measure in a project of this type, such as leadership (indicator 4.3), communications skills (4.4), problem solving capacity (4.5), increase in self-esteem (5.1), respect (5.3) and perseverance (5.4).  

Thus, although meeting the GDF requirements in terms of indicators, PROCOSAL had their own indicators, that were essential for project management. 

 2 The Way PROCOSAL Operates

For the purpose of analysis, it is worthwhile distinguishing the development of the project according to PROCOSAL working strategy on two operational fronts. The first relates to the activities of physically constructing the water supply system. These actions were preceded by a household census held in each community and by complex bureaucratic procedures – involving technicians at PROCOSAL and community leaders – with the judiciary, legislators and executive members of town halls, in addition to real estate negotiations that included land grants, purchases and rights of usage.

In the second front, the bases for the technical/administrative management of the systems were established by creating the Water Boards in association with the ADESCOs from each one of the communities. This included the process of structuring/restructuring of the three ADESCOs.

2.1 Implanting the Systems

It involved preliminary diagnoses on the most adequate locations for water collection as regards geological conditions, local characteristics of supply/demand for water and the legal situation of lands from which the water would be extracted. Once resolved, the network planning phase began, with the definition of the location for tanks and the physical configuration of the distribution network. For this phase, civil construction firms with experience in hydraulics were contracted to give technical support to PROCOSAL and also to the Communities, since the local inhabitants would be providing unskilled manpower to build the networks.  

The construction work followed, directly involving the beneficiaries under two different arrangements: on a volunteer basis (i.e. without payment) or on payment per hours worked basis. With respect to the item pertaining to salaries for unskilled labor, the project budget allocated US$ 125,700.00 (19.4% of the total cost). PCI/PI covered US$87,150.00 of the cost, the IAF US$ 34,650.00 and beneficiaries and municipalities US$3,900.00. In this phase, the technicians at PROCOSAL – civil engineers and construction foremen – oversaw unskilled workers in civil construction work and in the preparation for the distribution network. Specialists from contracted firms also gave orientation in the installation of electro-mechanical equipment – suction pumps and pressure pumps, equipment to dole out chlorine, power installations – and maintained constant contact with the individuals in the communities that would do the future maintenance work on the system. 

The choice of these future managers varied according to each ADESCO. In the case of the plumber (employee to control the system of pumps and to do maintenance work on the distribution network), the directors of the Administrative Board together with PROCOSAL technicians generally chose a person who had demonstrated good learning abilities in tasks related to setting up the hydraulic network and who also had experience in dealing with electric medium-voltage equipment.

2.1.2 Managing the Systems

Community effort was needed to organize and to reorganize the Community Development Associations, besides structuring the Water Boards that would later manage the systems. For this reason, PROCOSAL held meetings and training sessions for community leaders and created specific courses on water distribution systems for those that would take part in the Water Boards. It also established negotiations with town halls and other government agencies, both state and federal that are connected to the sanitary and environment sectors, so as to make the water distribution systems legally and administratively feasible.  

With regard to the financial aspect of the project, PROCOSAL established a disbursement plan with donating agencies that would permit covering the cost of the three systems of project ES-184. PROCOSAL helped the ADESCOs or Water Boards to organize a money-raising system among beneficiaries to cover expenses unforeseen by the projects.  The purchase of land to build distribution tanks and the acquisition of water sources were the most important purchases financed with resources derived from the beneficiaries themselves. 

Management and Sustainability of the Water System

PROCOSAL prepares the ADESCOs and the beneficiary communities to deal with the following three aspects in managing the system that it has helped to create:  

The technical aspect that entails following up on water collection, purification and distribution, which happens on a daily basis.  

The administrative aspect that monitors by means of monthly annotations based on gauges what amount of water each beneficiary consumed, calculates the value of each, distributes and collects bills, manages the current expenses of system and the financial applications for future expansion or to meet more serious problems (rupture in the pipeline, leakage in tanks, change of pumps or of automatic equipment for chlorination).  

The organizational aspect that incorporates the leadership functions and those of representation at the executive, legislative and judicial government departments to request that the needs and aspirations of the community be conceded as regards the use of springs in the region They also see to, in these cases, the regulation of statutes of ADESCOS and of the Water Boards, as well as to the buying or usage of lands where the new water springs are located or where the future distribution tanks will be located. 

For each aspect, PROCOSAL offers specific training and follow-up until the end of the water distribution implantation process is reached. 

3 The Physical and Socio-economic Characteristics of the Communities at El Cedro, Palo Grande and Vera Cruz

The three communities are located in rural or periurban areas in San Salvador, all suffering from lack of access to drinking water and from their leaders not being actively engaged in the process of improving the water supply. Still, they have different characteristics with regard to their geographical configuration and to the social structure. 

3.1 El Cedro, a Community in the Municipality of Panchimalco, in the Province of San Salvador 

3.1.1 Characteristics

El Cedro is located 2 km from the head office of the Panchimalco municipality, in a mountainous region with steep cliffs, (Annex 2 – Photo 1). It is hard to reach by dirt road and narrow paths that traverse rural properties, which, for the most part, plant coffee and subsistence crops. In 1998, the community had 285 households and a population of 1,883 inhabitants.  

The formalization of the ADESCO there took place in September 1997, but local leaders had already been working prior to that occasion on local development projects, such as the one to improve access roads, as well as initial studies to implement a water distribution system, including the adoption of quotas for the purchase of mountain springs at an average price, at the time of US$ 3.500,00. The solicitation to get help from PROCOSAL was the result of these initial efforts. 

Of the three communities, El Cedro is the one that has the most homogenous population, mostly small farmers and their families established alongside the roadway between the Mil Cumbres location and the valleys of the Rivers Quezalate and Jutillo. Family production makes use of child labor between October and March, the harvest and coffee processing time. Four coffee plantations guarantee permanent work to approximately 20 people offering salaries that vary between US$ 70.00 and US$ 100.00 per month. In addition to coffee, the area produces corn, beans and green vegetables, to be sold in San Salvador. 

El Cedro has an elementary school with 480 students, a medical outpost and a malaria control post that also works with preventive medicine. A qualified midwife certified by the Public Health Service is permanently on standby. 

3.1.2 The Water Supply System

Before the system, the majority of the population obtained water from five easily accessible springs located in the Rio Jutillo valley, in the southern part of the community. However, the average distance of 600 m uphill made the task of collecting water difficult. In addition, the collected water was of poor quality, being the main agent of parasitical diseases, infantile diarrhea and skin disease, all having high incidence in the community. The bulletins from the water quality control laboratory dated September 1997 showed the need for water treatment. 

The greatest difficulty the project faced was with regard to the contours of the distribution network as the terrain was very irregular and households were scattered over a large area. It was decided that the distribution system should reach the households situated between the River Quezalate and the Jutillo, using in this way, four of the five mountain springs in the Jutillo valley for water collection. Of these sources, one was bought for US$ 5,000.00 by means of a quota system (US$ 47.00 per beneficiary) and three were conceded on a usage basis for 20 years. The plot for the location of one of the distribution tanks was also purchased for US$ 230.00 and another three were donated to ADESCO.

The project foresaw the need of a suction tank of 15 m3 over which would be constructed a pump shed (Annex 2 – Photo 2) housing a 20 Hp pump – with 13 hours of pump time at 4 liters per second-, aside from the construction of two 60 m3 distribution tanks at the highest point in the community to supply 285 households (1,883 people). The purification system employed was that of chlorination with the addition of calcium hypochlorite by automated pumping in the final distribution tank, according to Health Department norms (Annex 1 - Map 1).
In January and February 2001 a number of earthquakes destroyed 83 dwellings, leaving approximately 500 people homeless. During an entire month, PROCOSAL interrupted its normal activities related to implanting the water supply system and concentrated its efforts in supplying emergency aid, together with other humanitarian organizations, mobilizing technical teams so as to identify the more pressing needs of the community. The government also helped opening credits in order to reconstruct damaged houses. 

When they restarted working towards implanting the water system after the earthquakes, one of the mountain springs with some network points had suffered considerable damage, which provoked modifications in the suction tank and in the design of some distribution lines, besides entailing the construction of one more distribution tank.   

At the end of the project in March 2002, the system already supplied water to 350 residences (approximately 2100 people), who paid a minimum monthly tax of US$ 5 for home use, corresponding to the consumption of up to 10m3. About 80% of the families had consumption below that level (Annex 2 – Photo 3).

What especially taxes the system is the cost of electric power needed for pumping, which is high and amounts to approximately US$ 1,000.00 per month for the Water Board. Even so, the community opted in favor of having water distributed permanently, that is, 24 hours a day, for the entire community. 

ADESCO is currently capable of mobilizing the community to buy a new plot to set up one more distribution tank, in addition to purchasing another mountain spring (Annex 2 – Photo 4).

The goals of the project in El Cedro were fully met: reduction in morbidity previously linked to the poor quality of water and facility in bringing fresh chlorinated water into the homes. Moreover, the decisive actions of ADESCO and of the Water Boards in dealing with the municipality of Panchimalco shows than the alliances made by the project were highly positive. 

3.2 Palo Grande, a Community in the Municipality of Rosário de Mora, in the Province of San Salvador

3.2.1 Characteristics

Palo Grande is located 2.5 km to the south of the municipal headquarters of Rosário de Mora, along the sides of an asphalted roadway, making one of the connections between San Salvador and the seashore. It does not present such rough contours as El Cedro, but it is in a valley surrounded by mountains and some of its locations, such as the Bairro de El Cuzuquito are situated on high ground, which makes supplying water more difficult to residences uphill. The community had 335 dwellings and a population of 1527 people, scattered in three sectors (Annex 1 - Map 2). 

Although in the initial project, the community was considered rural, in 2004 it presented typically periurban characteristics: strong commercial activities alongside the roadway and dense rows of houses, characteristic of urban spatial distribution. Certain rural characteristics remain, in more elevated areas distant from the bus terminal, though restricted to just a few houses.  

Aside from the predominantly commercial activities, the population is dedicated to subsistence farming (corn, beans and rice). Many residents work in the outskirts of San Salvador, just 10 km away. 

The community has two public elementary schools (up to the 6th grade, first cycle), with a   clientele of approximately 250 students. There are two medical outposts – one in the Los Anhelos Cooperative and the other in Palo Grande -, a Health Department Agent in Los Anhelos, in charge of preventive medicine and sanitary vigilance. More severe cases are treated in the hospital in Rosário de Mora, the capital of the municipality.  

3.2.2 The Water Supply System 

Before implanting the system, the population had to walk 12 km to get water from the river, or pay up to US$ 2.00 per 250-litre container. Traveling the 12 km could also be accomplished by bus, but the drivers would also charge for the transport of the water-filled container. In addition, there was a restriction as to the quantity of water containers allowed on the buses, which created even more difficulties for this task. 

It was, without a doubt, the community that presented the greatest difficulty in carrying out the project. Its spring, “Água Zarca”, is located along the banks of the Huiza river, which borders the municipalities of Rosário de Mora and Huizúcar. However, it officially belongs to the El Izote community, in the municipality of Huizúcar (Province of La Liberdad). The Huizúcar municipality conceded the use of the mountain spring to the ADESCO at Palo Grande on a usage basis for 75 years. Even so, the 2001 earthquakes caused great problems at the spring, it being necessary to construct new collection points, as the prior ones had been displaced by the shifting of the land mass. 

The spring is located approximately 5 km from the first storage tank and over 2 km from the three final disposal tanks. At the beginning of the project, the distribution network was scheduled to service 335 households (1527 people), but in 2004 it already supplied water to 361 households (1581 people).

Political Dispute at the Palo Grande Community

The social organization of the Palo Grande community had already been structured when PROCOSAL began its work. Local Community Groups were already in place, which represented the neighborhoods and localities, as well as Head of Household and Water committees that would get together to oversee projects linked to the future water supply system. 

There was, however, a political problem with respect to the Los Anhelos Cooperative. People, who due to the civil war in the 80s had migrated to the Province of Chalatenango, did not coalesce with the community activities at Palo Grande. The PROCOSAL technician had to conduct many meetings with the antagonistic communities, including having to establish action protocols, so that, as the installation of the system progressed, community integration might occur. 

Another problem arose with the setting up of the Water Board. Initially the Palo Grande ADESCO oversaw the water distribution project that encompassed various neighborhoods. It had been agreed by ADESCO and PROCOSAL that upon termination of the project, a Water Board would be constituted with three representatives from each neighborhood, so that the service could be managed equitably. The ADESCO, however, wished to take over the administration of the system alone, which was not legally feasible. This was resolved with the formation of a joint committee. The most important challenge PROCOSAL faced in this project was to thwart these problems.
 A committee has now been set up to deal with common concerns and is operating without any major hitches (Annex 2 – Photo 5).  

Due to the demands and conflict of interest between neighborhoods, the PROCOSAL technicians redefined the systems of distribution throughout the project, setting up two additional tanks to distribute more equitably the water from the large 100 m3 tank. The only tank initially proposed was too distant from the population located in the southern part of the municipality of Rosário de Mora (Annex 2 – Photo 6). This way, the number of connections was increased to 361 and the number of beneficiaries to 1,581 (see Table 1). 

The management of the system is similar to that of El Cedro: the installation of micro-gauges and a minimum quota of 10m3 per family, but at a lower cost of around US$ 3.50. Commercial establishments and various institutions pay more, according to a special fixed tariff that was not disclosed.
  

Nowadays the most pressing problem is the precarious supply to the Cuzuquito neighborhood. There is need of another tank that should be constructed at the highest point in the neighborhood enabling water to be distributed by the force of gravity. This tank will be supplied by directly pumping water using a weaker pump, thereby dispensing with the current system that does not guarantee homogenous sharing of water to houses in the neighborhood during a 24-hour regime (Annex 2 – Photo 7).
At the time of the visit to the project in May 2004, two new problems were surfacing related to the very success of the project. The first problem was in connection with a request of the current mayor of Rosário de Mora: he wants to take advantage of the existing system, wishing to expand it in order to supply water to urban homes in a sector of Rosário de Mora, outside Palo Grande. Those currently responsible for the committee and for ADESCO do not accept the expansion. According to the report by the treasurer of the Water Board, Mr. Carlos Lopez, the request goes against the statutes that define these systems as supplying homes in the rural area. A new intervention of PROCOSAL will be needed to project a system to expand the water supply to other areas of the municipality. 

The second problem has to do with the political demand of the current executive officer of the municipality of Hizúcar, who wants Agua Zarca, situated in his territory and given under usage to the Palo Grande community, to benefit the communities in his municipality as well, especially those closest to the spring.  

In either case, we are dealing with administrative postulations from representatives of the political class, who see the success of the project as a means to increase their electoral bases. It is up to ADESCO at Palo Grande and PROCOSAL to deal with these new challenges, considering both the political and legal-institutional angles, as for example the physical limitations of local springs as regards the rising demand for water associated to the urbanization of the area. 

Despite ideological disputes, which were minimized as time went on, and those of complex management, the project in Palo Grande was entirely successful and it gave PROCOSAL valuable experience in managing conflicts, overcoming disputes in favor of the common good.

3.3 Vera Cruz, Community in the Municipality of Ciudad Arce, in the Province of La Libertad 

3.3.1 Characteristics

In comparison to the other two communities being assisted by the project, Vera Cruz, in the Province of La Libertad, presented quite diverse physical and social characteristics. It is located on a terrain with little ondulation, it is well replenished with water springs and is near an industrial export complex (clothing, electronic parts, plastic...), known as “maquiladoras” or simply “maquilas.”

Vera Cruz is situated 10 km from Ciudad Arce, the municipal headquarters, if measured by the Santa Ana highway route and 3 km, by dirt road by way of a bypass called Água Caliente, located in the sector of the National School of Agriculture (Escola Nacional de Agricultura). It is made up of group of places such as Los Tubos, Botadero, Puente Tablas, El Carmen, Los Cerritos Vera Cruz Centro, Nuevo Horizonte, El Milagro and others. At the beginning of the project there were 305 households and 1,687 people. Of these, 65 families were considered deprived and were being aided by the Plan-International.

The community at Vera Cruz, listed by the project as rural, now in 2004 has areas of periurban nature bounding the industrial sector of São Salvador. Industrial employment is already predominant, absorbing 70% of the EAP, with wages averaging about US$ 250,00. In the agricultural sector, subsistence crops such as corn, beans, rice and green vegetables are the most important, although there are some commercial crops.

Of the three communities surveyed, Vera Cruz is the one with the best school equipment, having two Elementary Schools, one Junior High School and an Industrial Technical School located on the way to Ciudad Arce. In addition, there is a medical post and the NGO Associação Salvadorenha de Desenvolvimento Integral (ASALDI) guaranteeing the presence of a health agent working with preventive medicine. More serious cases were taken to the Hospital in Ciudad Arce or in São Salvador. 

On account of the earthquakes in 2001, 73 homes were damaged, but later recuperated, thanks to the integrated action of PROCOSAL, Plan-International and other humanitarian organizations, aside from the Salvadorean government. 

3.3.2 The Water Supply System

Prior to the project, 28% of homes had wells on their lots and 23% made use of the system of buying water. The remainder collected water from the River Água Caliente, carrying it on foot over distances that varied between 600 and 800 meters. In any event, the water was not potable, which brought on problems of parasitical diseases and diarrhea, mainly among children. 

The water distribution system proposed by PROCOSAL was that of collection by means of an artesian well (Annex 2 – Photo 8) dug in a lot purchased by ADESCO (US$ 500). The water would then be pumped to a distribution tank located in the highest point of the community. After chlorination, two networks would distribute the water by the force of gravity, initially to 305 lots, serving 1,687 people. In 2004 the network already provided the connection to 398 lots, servicing a population of 1,782 people. The minimum consumption quota was 10 m3, corresponding to a cost of US$ 3.43. Monthly expenditures per family came to about US$ 6. 

Certain specificities of Vera Cruz make the project into a highly positive reference in terms of local development. 

Community cohesion was always strong, and ADESCO was well organized when it sent in its request to PROCOSAL. In addition, Plan-International was already working in the area and was well accepted by the community, which greatly furthered the work of PROCOSAL in organizing the Water Board and during the community’s learning how to use chlorinated drinking water. 

A good example of this cohesion was the quick decision made to interrupt negotiations with the proprietor of the plot where the distribution well was being constructed and choose a new site for the construction of the well.
 At the general community meeting, attended as well by representatives of PROCOSAL, PCI and Plan-International, the decision was made not to negotiate any longer with the proprietor and to buy another plot of land so as to construct the new 125 m3 tank there (Annex 2 – Photo 9). Additional costs involved were of the order of US$ 8.000 and so it was decided to take up a collection of US$ 23 per family, complementary costs being covered by Plan-International. On account of the change, new distribution lines had to be designed. The entire community helped with the construction work and the new tank was built in three months.

Another example of community cohesion that has helped in managing the project was their understanding of the importance of guaranteeing the springs, and so the resolution was passed not to distribute water round the clock on weekdays and to interrupt the supply on Sundays as well. Just a few notions on how to save water, passed on by the technicians at PROCOSAL and PI, was all that was needed to achieve this understanding. 

Another positive point with regard to Vera Cruz was the great relationship existing between ADESCO and the municipality, which always supported the project without restrictions, guaranteeing legal assistance for organizing the Water Board and placing every resource at the disposal of the PROCOSAL technicians and of the community. At the time the piping for the network was being laid along the thoroughfare, the municipality set up special schemes to interrupt the flow of vehicles with personnel officially detached for the job. 

For all these reasons, the PROCOSAL project “Constructing Alliances” in Vera Cruz was considered to be a model project by Plan-International/Unicef, and will serve as reference for future case studies in seminars these institutions will be holding in other regions of El Salvador.

4 Lessons Learned

As the project was entirely successful, the lessons learned refer to the perception of the observer as regards the form used to curtail obstacles and neutralize difficulties. It is worthwhile mentioning that in this case the more serious adverse factors were exogenous to the project, as, for instance, the earthquakes in 2001, the political disputes in Palo Grande, which means that in either case, they were not linked to the essence of the project, i.e., to its technical aspects and to those of community mobilization.

4.1 The Risk and the Reward of Daring 

One should note that the project was daring as it entailed implanting water supply systems and promoting managerial and financial sustainability in three different communities located in non-continual areas, each one with distinct perceptions and organizational experiences, especially with regard to ADESCO and the Water Board. All this, without alluding to the physical differences especially relevant in this project, linked to the geology and to the hydrology of each place, which determine distinct technical solutions in each one of the three cases. 

Apparently the IAF ran a serious risk in supporting a project with these characteristics. Had it not been successful, probably one would say that the choice should have fallen only to one of the communities, i.e., to the one with more favorable organizational, political and physical conditions, which was no doubt Vera Cruz.  

4.2 The Importance of the Grantee’s Competence

As the project was successful and attained its aims in the three communities as predicted, it is worthwhile stating what seems to have been the main determinant in the success: PROCOSAL’s excellent level of organization, as well as its capacity for mobilization, for making alliances and for management. Although created in 1997, barely a year before the project was submitted to the IAF, the organization cannot be seen as a new NGO, but as legitimate heir to the already consolidated experience of PCI, which has been specializing in sanitation projects in El Salvador since 1994.

The grantee’s solidity and competence increase the chances of success of the project and enormously facilitate its relationship with the IAF: there was practically no demands on IAF local agents during the follow-up of projects, and the grantee dispensed any technical assistance as well. One should highlight the fact that the formal requirements of the IAF with respect to partial reports and rendering of accounts were met within the stipulated terms and without any problem whatsoever as to content due to the excellence in organizational structure and to the technical level of the grantee. 

4.3 Use of the Grassroots Development Framework  

This technical acumen and institutional maturity allowed that the writing up of the GDF report be done in a realistic and practical way. Actually, the bi-annual follow-up reports all focus on how advanced the construction works for installing the water supply system are and on the measures being taken to guarantee future sustainability. Thus, PROCOSAL conceived of a set of indicators that allow one to see the progress of the project in general terms and in each community in particular, which were reported together with other indicators listed in the GDF.  

Most of the information and breaking down presented in the bi-annual reports is dispensable, since attaining the focal point of the project provides in itself the necessary proof of the success of the project. Insofar as meeting the GDF data requirement is concerned, the lesson to be learned is that the choice of GDF indicators relevant for the project is to be seen in a practical way, not as a bureaucratic obligation. Grantee and IAF representative should consider this issue at the beginning of the project and agree, in a practical and realistic way, as to which indicators are relevant and should be followed up on throughout the project, given its specific characteristics. 

One need say as well that if for PROCOSAL, given its managerial excellence, the filling out of the GDF form is trivial, for another NGO it can be a complex and costly task that, finally, has little or no relevance for the actual evaluation of the project. 

4.4 Sensible Use of Economic Stimuli 

The project took into account and made use of restrictions and economic stimuli competently so as to achieve the proposed aims. Thus, upon foreseeing expenditures in the budget to pay for unskilled labor in connection with construction work, it had recognized the unfeasibility of relying on community effort without remuneration for the work. On establishing work quotas per family, remunerated though below the corresponding market value, PROCOSAL guaranteed both a reduction in the cost of the project and the participation of beneficiaries without bringing on significant losses to them.
  

Also, in connection with the use of water, the way both tariffs and the distribution schedule were established served to point out the scarcity of water and the high cost of pumping, thus making the supply of services compatible with the payment capacity of users. Although the educational process with regard to the use of water was fundamental, the fact that monthly expenditures are associated to the consumption of each family measured by individual gauges is an important determinant for the rational use of scarce resources. 

4.5 The Precedence of Institutional Arrangements

In its fifth biannual bulletin, PROCOSAL refers explicitly to the fact that “the setting up and the legalization of a Water Administration Board should be an initial activity of any project of this nature, so as to avoid situations of disrespect to established commitments.”
In this regard, even with effective community mobilization and a competent technical project, rigorous measures in the legal-institutional area are an essential safety net to avoid pitfalls, such as those in Palo Grande and the problems with land usage that occurred in the Vera Cruz plot of land.  

It is true that institutional obstacles created an incredible range of experiences in cross negotiations – involving representatives of ADESCOs, Boards, the community, public officials – that validated the title of the project “Building Alliances” and gave PROCOSAL a great opportunity to exercise its diplomatic abilities and internal organization. Even so, under the leadership of a less experienced grantee, the problems faced would have led to at least the failure of the sub-project at Palo Grande. 


4.6 The Importance of Inter-Institutional Support 

In large-scale projects such as the ES-184, it is always necessary to have the support of at least two or more financially strong and administratively agile organizations to face accidental breaches of any one of them in relation to the regularity in financial flow, as well as in technical and legal assistance. Lack of support at critical times during the project leads to mistrust on the part of the benefited community, which would cause a waning in the process of participation and losses, and even the failure of the project.

In this regard, PI support was instrumental not only in community development areas (use of water), but also to guarantee the necessary financial complementation, not foreseen due to changes made in the original project. 

4.7 Consensus with Respect to the Essentialness of Supplying Water 

Access to safe water is universally seen as an essential service to which population groups of the most varied kinds attribute maximum priority. Experts and governments evaluate this priority with respect to the adverse effects the lack of the service has on public health. In this regard, wherever there is no treated water distribution system, then that is the ideal starting point for community mobilization and for local development initiatives. The experience gleaned with the project shows that the motivation associated to the perceived benefit leads to strong community mobilization, resulting in easier participation in work schemes, in quota payments during construction and also in the subsequent payments of tariffs corresponding to the regular supply of water, the latter being relatively high considering the income level of the population. 

5 Recommendations for Future Projects in these Communities

Taking into consideration the fact that these communities already have drinking water and electric energy, it would be important to focus new projects on distance learning, especially through the use of information technology and the Internet. It is possible to establish cheap and long-reaching projects using the existing physical structure in the community schools and going into partnership with IT companies and other organizations that have volunteers, as is the case of the Peace Corps, in addition to Plan-International, which has experience in the field of education. 

The examples set by the Dominican Republic (the El Limón – Project DR-305) and by Ecuador (Guamote – Project EC-364) demonstrate that actions like these give good results at a relatively low cost.
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Map 1 – El Cedro

[image: image5.jpg]7"

CROQUIS DE LOCALIZACION
SIN ESCALA

D

Caserio .
EL cuzwfv'*o

{OPRDR (SO

“TRODUCCION DE AGUA POTABLE
L CANTON PALO GRANDE
ZASERIO EL CUZQUITO

J/RNSARIO DE MORA
JE: /0. SAN SALVADOR




Map 2 – Palo Grande
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� In the municipalities of Panchimalco, Rosário de Mora and Ciudad Arce, respectively.


� The notion of community for the formation of a local development association – ADESCO –, presents certain spatial peculiarities as it aggregates certain neighborhoods and housing agglomerations (casarios). 


� In 1997 PROCOSAL acquired its own standing as a legal entity.


� One example of PROCOSAL “diplomacy” was to install a macro gauge for the area of Los Anhelos so as to monitor consumption for the community. 


� A Pentecostal church pays US$200.00 a month, according to information given by the ADESCO supervisor, Mr. Avelino Oviedo.


� There are currently two new sources of income for the poorer population of El Salvador: employment at the “maquilas” and the financial remittals sent from abroad by legal and illegal exiles. See Hernandez, Rolando G. “El papel de las remesas em las zonas de intervención de los proyectos apoyados por la FIA” in  El Apoio de la FIA al Desarrollo de Base em El Salvador. December 2002, pp.27-38.





� With construction work under way, the proprietor decided to bargain about the terms the plot was to be leased, after having previously agreed to ADESCO terms. He wanted to change the previously agreed conditions, including the 20-year duration of the lease. 


� There are informal assessments that the construction work for the installation of the water system by PROCOSAL had a cost equivalent to 75% of the market value, at least in part due to the reduction in the cost of unskilled labor. 
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