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EXECUTIVE SUMMARY

This interim evaluation —carried out during an 8-weeks period beginning on November 27,
2002— had the purpose of determining the relevance and effectivenss of the strategy to
address the needs of the target population defined for the Project “Eradication of Child
Labor in the Fireworks Industry in El Salvador”. The evaluation also analyzed the
perspectives for sustainability of the project’s impact on the sector. The project is being
developed in the municipalities of Ciudad Delgado, Apopa, Mejicanos, and Cuscatancingo.

As part of the evaluation, different key actors of the governmental, labor and corporate
sectors, as well as non-governmental organization representatives related to child labor in
the fireworks industry, were interviewed. The evaluation activities also included a
workshop for the validation of the conclusions, with the participation of representatives
from all the sectors involved in the project.

The project, which has a budget of over $1 million dollars and that has been scheduled to
be implemented over a 27-month period, includes as partners the organizations Fe y Alegria
and Fundacion El Balsamo. These partners develop the two main components of the
intervention: social protection services and income generation alternatives.

Main findings

The evaluation has concluded that the elements of the project design are essential to assure
its correct implementation; however, certain gaps and ambiguities in this respect might
adversely impact the services offered to the target population.

Regarding the project’s implementation, the achievements in terms of prevention of child
labour have been more visible than those in withdrawing children from work. The limited
institutional participation is one of the critical elements threatening the future sustainability
of the project’s impact.

The relevance of the project strategy regarding the income generation alternatives is still to
be analyzed, especially due to the need to define the feasibility of fireworks production in
the future. This feasibility analysis will offer elements that have to be incorporated within a
strategy to reinforce households’ productive capabilities.

Recommendations

The project monitoring systems needs to be strengthened so as to generate reliable and
timely information for decision making.

Efforts should be made to increase the institutional support for the project. The more
institutions appropriate the methodology proposed by the project, the more will the country
be able to eradicate child labor effectively in the fireworks industry.
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1. INTRODUCTION

1.1 Background

This interim evaluation of the project for elimination of child labor in the fireworks
production in El Salvador was planned in the project document. It had the purpose of
providing information regarding the project implementation and results obtained up to the
moment the evaluation was carried out.

The evaluation focused more on the project processes than on the impact generated on the
target population; however, the evaluation did provide information that could be useful for
predicting how the target population would be impacted if the project’s trends and practices
continue as they were at the time of the evaluation.

As part of the evaluation process, the focus has been on aspects related to the project
design, how it was implemented, and its management in order to comply with the
objectives established.

1.2 Project Description

The project is trying to implement a methodology for dealing with children involved in
child labor in the fireworks sector. The project has tree components: (i) identification,
prevention, removal and provision of services to children involved in fireworks production;
(ii) capacity building among key social actors —employers, workers, government agencies,
civil society organizations— and the communities in which the project is implemented, and
(iii) awareness raising and social mobilization of social actors to act against child labor.

At the time of the evaluation, the project had put into practice direct action programmes to
provide services to children, it had raised awareness and mobilized various social actors —
very successfully at the Municipal Mayor’s Office of Ciudad Delgado and the parents that
produce homemade fireworks— and had made the necessary preparations to strengthen the
capacities of social actors to combat child labour.

The project expects that the strategy against child labor in fireworks production would be
useful also for other municipalities in which children are involved in this hazardous
occupation.

As part of the sectorwide efforts to eradicate child labor, the project promoted the
construction of a “Model Workshop” (Taller Modelo). This factory would be run by small
scale producers that currently work in their own homes. The Municipal Mayor’s Office of
Ciudad Delgado directly supports the project by collaborating with the identification of a
property to place the workshop. Consultancies about technologies to properly produce
fireworks are planned but had not started at the moment of the evaluation.

The project, which has a budget of over $1 million dollars and that has been scheduled to
be implemented over a 27-month period, is funded by the United States Department of
Labor (USDOL) and executed by the International Labour Organizations’ International
Programme on the Elimination of Child Labour (IPEC). As part of the implementation
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strategy, the project has partenered with two nonprofit organizations that would be
responsible for: (a) offering services to children, promoting awareness-raising and social
mobilization and building capacity in selected institutions (FE Y ALEGRIA), and (b)
strengthening household capacities to improve family income within the framework of the
alternative income generation strategy (FUNDACION EL BALSAMO).

1.3 Evaluation Methodology

The evaluation process followed the model included in the terms of reference for this
exercise. Appendix 1 presents a detailed description of the methodology and the tools used
for information gathering.

= Evaluation Strategy

According to the terms of reference proposed for the evaluation, the process started with an
analysis of documents and initial interviews with several key actors.

The second stage involved the field research, which included interviews with members of
the target population —both children and their parents or custodians— in addition to
representative of governmental organizations and municipalities that have—or should
have—a direct relationship with the project.

The drafting of a document for discussion allowed the validation of some of the evaluation
findings during a stakeholders workshop, where the participation of diverse actors and the
exchange of experiences regarding the project approach offered the chance to deepen the
analysis of some aspects for which only limited information existed or which had not been
openly addressed, without detriment to the objectivity of the process.

= |imitations to data gathering

It is important to point out that the data gathering process encountered some problems
concerning information on children targeted by the implementing agency of the social
protection component, the monitoring systems of both of the implementing agencies and
IPEC’s project managment, and the coordination with public and private institutions.

Due to the importance of this situation for the evaluation process, it is deemed convenient
to briefly analyze the nature of these limitations and therefore the scope of this evaluation
within this framework.

(a) Population assisted by the implementing agency of the social protection component

In this project’s case it is particularly difficult to determine the information that is valid
for analytical purposes. During the evaluation, this point was raised with all the relevant
actors, including the implementing agencies and IPEC. The most significant situation
refers to the data regarding the children assisted, as the Project Coordinator on behalf of
IPEC handles her own statistics and Fe y Alegria representatives have data that differ
from information available at IPEC.

The lists provided to identify the target families did not always have accurate
information that allowed for carrying out the proposed interviews. To solve this
problem, the lists were updated as many of the addresses on the lists did not exist.
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(b) Project monitoring systems

(©)

One of the most frequent indicators for project analysis and evaluation is the cost-
benefit ratio. Moreover, data regarding the planned and actual number of beneficiaries
makes it possible to determine the existence of factors that could affect the achievement
of the project expected results.

In both cases, the essential input consists of quantitative and qualitative information
that allows making operational and financial decisions. In this way, it is possible to
assess if the reasons for which a project is successful or does not meet the expected
goals are due to structural weaknesses, to factors external to its implementation, or to
both simultaneously.

The analysis of the technical progress reports revealed that data included in the
document required by IPEC (that is submitted to the donor) had not been updated or did
not agree with the records available at the implementing agencies systems.

Coordination with public and private institutions

Since the evaluation was carried out towards the end of the year, it was difficult to
involve all the key actors in the process as most of them were in full production. This
situation explains the absence of the fireworks manufacturers’ association, APROPISA,
at the workshop to present the preliminary results of the evaluation that was organized
as part of the consultation process.

Fear among the target population, especially after the explosion of a fireworks company
in Mejicanos, increased during the project implementation period. The declarations of
the Fire Department regarding the need to prohibit and close the fireworks companies
in the short term contributed to this situation.

Due to this uncertain environment, many of the planned interviewees refused to
participate or the regular workplaces changed their geographic location, probably to
avoid direct action against them on the part of the local and governmental authorities.

The care centers for the child population in the project were not operating at the time
the evaluation was carried out. Neither were schools, which made it even more difficult
to have access to the targeted children. This situation improved during the month of
January, but some schools were not available to respond to the evaluation interviews
due to the approaching school year.

Due to the limitations found to obtain accurate information, there are reasonable doubts
regarding the actual progress of the project for the achievement of the expected results. The
analyses carried out during the evaluation are based on the information in the technical
progress reports presented by the implementing agencies to IPEC.

In addition, there were difficulties in validating the information from secondary sources.
Access to relevant data was not the same in all the municipalities participating in the
project; this situation is due to the fact that the project’s actions have not been fully
developed in the municipality of Cuscatancingo.
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2. VALIDITY OF PROJECT DESIGN

2.1 Coherence of the project with IPEC’s strategic vision

The project document’s structure is in agreement with IPEC’s strategy for the elimination
of child labor: the promotion of education as an effective alternative, the support for
parents’ capacities to generate income, awareness raising and social mobilization among
the communities and key actors in the fireworks production sector, and the strengthening of
public and private institutions that are involved in the sector in order to coordinate efforts to
guarantee that children will be removed from fireworks production.

The project document helps understanding the phenomenon, its magnitude and nature, and
how it is proposed to address it. It specifically indicates the number of children to be
assisted, the type of services they will receive and the organizations that are expected to
collaborate in the achievement of the objectives.

These conditions are also reproduced in the Action Programs, whose implementation lies in
the hands of the NGO’s Fe y Alegria and Fundacién EI Balsamo.

The necessary resources to implement this strategy are well identified, and it is believed
that their allocation among the different project components is well balanced.

2.2 Analysis of the project’s relevance

According to the documents analyzed during the evaluation, the interviews with IPEC’s
representatives in the country, the implementing agencies, and the most important social
actors in the fireworks production sector —including the target population— three
categories of problems could be considered to be at the basis of the existence of child
labour in fireworks production.

Institutional Problems

The first element refers to the vision of the public and private institutions regarding the
fireworks industry. Their actions or omissions create critical conditions for the fireworks-
producing families.

These problems basically refer to the existence of regulations that require minimum
facilities and safety levels that small producers cannot comply with, in addition to the
existence of an “institutional consensus” to require producers to fully comply with these
requirements to the letter. This behavior is problematic as it requires “formality” from a
sector that, for years, has not had any kind of requirements and that has operated at a small
scale.
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Main Problems

Institutional
Problems

Family Problems l

Contextual Problems I

Litde support from the
Purthorities for the
productive tranzformiation

Existing regulations
ban small-scale
production

Large producers demand
quantity and quality
regardless of production
means

Home-based production
faciliates children's
education

Producers® limited
purchase pover

High cost of living

Large demand of
Arevorks products

Denzely populated
productive area
Urban Area)

Lach of true alternatives
bo fireveorhs production

National difficubies
Litte interinstittional Poverty and exll'emf ] for inserfion in
cooperation poverty among families formal employment
Lach of national plans Knowdedge, shills, and )
to formalize fireveorhs abilities leamed over Lach of occupational
production generations ahtermatives for children

Limited instiutional
capacity to remove
children from firevsorks
production

Geographic concentration
of fireviorhs production

It is precisely this behavior that causes the “shock” that the project had foreseen, although
not in the magnitude it had at the moment of the evaluation. The project components refer
to several problematic situations in this area in the sense that the project proposed solutions
to the problems faced by the target group, but the conditions in which several key actors —
the Fire Department, the National Civil Police, and the Ministry of Public Health and
Social Welfare— view the small-scale fireworks producers’ situation makes its structuring
difficult.

Moreover, institutions’ capacity to offer an alternative to children involved in fireworks is
still limited. The project strategy is based on this premise, which has been verified in
practice.

With the exception of some institutions that have a legal mandate —such as the Fire
Department and the Ministry of Public Health and Social Welfare— most of the institutions
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do not have a well defined policy toward the sector. On the contrary, they are using the
project to define their operational strategies for the sector. This is particularly important for
most municipalities, which did not have specific policies on this issue, situation that is even
more evident in Cuscatancingo.

The project strategy has been designed to promote the creation of public policies and
operational plans and programs that guarantee children will not take part in fireworks
production and that guarantee that they will remain away from these activities permanently.

The idea included in the project document (PRODOC) of involving APROPISA? as one of
the key partners in sharing information about fireworks manufacturers and establishing
links between the implementing agencies and the communities was good, as their
experience and presence in the manufacturing communities is unquestionable.

However, this position is not shared by all the participating actors, especially those
responsible for enforcing the public policies aimed at the control of gunpowder use and
fireworks production. This situation was not foreseen by the project: it was discovered
during the evaluation, when the validation workshop was held.

Regarding the framework for the public institutions in the area, the project is only limited to
establishing coordination mechanisms and, although this is an important step, it is believed
that this should be a preliminary step before opening discussion opportunities between the
public institutions related to this issue and the large and small scale fireworks
manufacturers.

It is expected that these discussion opportunities would generate concrete guidelines to
gradually adapt the small scale production to the safety standards required by the competent
authorities. Otherwise, this situation will generate conflicts that would drive the industry
even further underground, and children in particular would face even greater risks than
those to which they are exposed today.

Family Problems

For evaluation purposes, family problems are considered to be those related to the existing
conditions that promote children’s participation in fireworks production. It is important to
point out that these conditions are not necessarily the result of deliberate decisions made
within the family, but are responses that arise as a way to ensure their survival.

Within these problems, there are two clearly marked tendencies. On the one hand, they
refer to household characteristics concerning income and role distribution and, on the other
hand, to the measures that have to be assumed due to fireworks production and how the
family creates a lifestyle based on this particular situation.

If it is taken into account that households are poor or extremely poor, the need to have some
income is a powerful incentive to involve most family members in fireworks production;
moreover, the fact that production takes place in their homes allows mothers to closely

! APROPISA is the acronym of Asociacion de Productores Pirotécnicos, an organization that encompasses
the most important fireworks producers in the country.
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supervise their children and fulfill their reproductrive and productive roles without having
to go out.

Regarding the lifestyle created by fireworks production, it may be stated that the capacities
generated over many consecutive years of involvement in the same activity and the transfer
of knowledge between generations facilitate the entrance and permanence of children in
this environment, especially if their parents or other relatives participated in this activity
when they were children themselves.

The project staff clearly understands this problem and, although the project document
(PRODOC) does not address it, the Action Programme Summary Outlines (APSO) by Fe 'y
Alegria and Fundacion El Balsamo do clearly make reference to this situation, and their
staff agree on the need to expand the project’s scope and to create an intervention strategy
more in line with the existing conditions in the implementation areas.

To modify this situation, it has been proposed that income generation alternatives be
developed that promote the effective separation of factories and homes in order to reduce
the risk of accidents that affect children, as well as to make their taking part in fireworks
production more difficult. In this sense, the proposal for a model workshop becomes an
important issue in relation to families’ safety without considering a lifestyle that aims at
taking care of children.

However, none of the documents discusses the creation of economic alternatives that take
into account the mothers’ situation and the facilities they require to continue taking care of
their families, and those required for production.

Education and child labor

In all the cases addressed, families had enrolled their children in school, representing an
important step in relation to the value of education in building a better future for their
children. However, this vision of educational value is undermined by a value that is highly
rooted in the families: the family business.

Fireworks production turns into an intense activity during the second half of the year, and
although parents are aware of the danger of this activity for their children, they involve
them in the family business. In most homes, the fireworks production tasks are clearly
differentiated; children are assigned the less dangerous tasks and parents work with the
product once gunpowder is added to it.

During the intense production activity period —July to December— children’s school
performance is negatively affected; this is reflected in the poor quality of their homework
assignments and the low grades they receive. This situation arises from the physical effort
that supporting the family’s productive activities means for the children, tasks that they
perform during their free time (usually in the afternoons) for shifts that extend well into the
night and even the early morning.

A logical consequence of this process is that children’s school achievement is low and they
are distracted in class; these symptoms make it easy for teachers to identify working
children.

Although the academic situation of the children who work in the fireworks industry is not
favorable —especially for those who come from the poorest families or those who live in
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rural areas without access to basic services— in most cases the dropout level is similar to
that of the national average for the urban areas, a situation that regularly begins during
adolescence when child labor starts becoming a profitable activity and when education
costs increase. Children who live in the most remote areas of the municipalities—with
limited access to basic services—are even more vulnerable due to transportation difficulties
and other direct costs of education.

The project has responded to this situation by promoting the reduction of costs in schools
—especially those related to enrollment and other payments which are required
“voluntarily” from parents. This is done with the approval of the parents who comprise the
school board (CDEs). Moreover, they have given *“school packages” to children to ensure
their attendance; however, these actions have only been aimed at promoting education from
an economic point of view; very few actions have been aimed at promoting children’s
permanence in school. Some outstanding actions are those related to educational support
through the specialized attention rooms. In all cases, the project’s assistance will be
difficult to sustain over time.

A greater integration of the project’s efforts with those made in the schools is essential.
Furthermore, it is necessary to demand more active participation from parents in their
children’s education by encouraging them to make spaces available for their children to
study and to respect their regular life cycle. The awareness raising actions should be mainly
addressed toward this aspect, but they will not have a positive effect unless the definite
support of the schools concerning attention to children, including the strong participation of
parents in the educational activities, is assured.

Contextual Problems

Undoubtedly, the problems posed by the situation of the country, the municipalities, and
the communities were clearly identified both by the project and by the APSOs of the
implementing agencies.

In this sense, the project only addresses the problems related to the production and transfer
of the proper technology, but it does not establish the construction of spaces for the
identification of alternative proposals which define the country’s policies about the future
of fireworks production. In practice, although this sector creates jobs and generates income
for a good number of families, public support policies are minimal or nonexistent.

The project does not promote support for the sector —concerning the strategy proposed—
and this causes a weakness that could create important conflicts. This means that the project
strategy offers a solution to children’s problems concerning supporting their parents to
generate income; yet, the sector’s conditions demand the creation of an integral proposal
that allows for harmonizing the need to get an income with children’s safety. Fireworks
production cannot be suddenly abandoned, especially if the difficult economic situation of
the families and their limited skills —outside the fireworks production realm— are taken
into account.

The project’s effects evidenced during the evaluation showed a tendency toward
polarization of the social actors’ roles. On one extreme, there is the vision of the Police
Department, the Fire Department, and some clinics of the Ministry of Health, as in the case
of the clinic in Popotlan, Apopa. On the other extreme, there are the underground factories,
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where risks are multiplied not only for the working children but also for the population that
lives near these unauthorized establishments.

The other social actors are located midway between these two extreme positions. Although
some have not yet defined an active role, it is expected that they will do so if encouraged by
the project.

In synthesis, the project should not try to solve the problem of child labor and oversee the
problems of the fireworks sector; the proposals included in the strategy are aimed directly
at the parents, but the existence of other actors complicates the panorama and, therefore, it
IS necessary to carry out studies that offer future options for the sector as a whole.

These studies will be the basis for the discussion of the future of fireworks production
among the social actors, thus creating options for the families and large manufacturers in
the event that fireworks productions were completely banned.

These elements are important as they make it possible to determine types of risks and to
later to prioritize attention in those areas at highest risk. According to the information
provided by the Ministry of National Defense, this entity supported the project in the design
phase by precisely locating the fireworks producers, a situation that is also shared by the
Mayor’s Office of Ciudad Delgado; thus it would have been possible to incorporate the
issue of risks in the project’s implementation strategy.

The information available in the project document does not include this situation in its
analysis, even when some of the social actors in the project’s intervention area mentioned it
as a critical element. In addition, the removal of the production factories from the homes to
other areas is very difficult due to the population density in the municipalities in which the
project is being implemented. This is especially true at the municipality of Ciudad Delgado,
where it is almost impossible to identify areas that are unpopulated enough to build the
number of factories necessary to include all the families devoted to this activity. Therefore,
the project strategy is also limited.

The presence of spaces to keep children busy rather than having them participate in
fireworks production is very limited, and the project correctly underlies this issue as one of
the most important. Most children go to school during the elementary years, but drop out
during their adolescence in order to be fully engaged in paid activities that contribute to the
family income. This situation is not very different from the national trend and, therefore,
the project adequately responds when proposing education as the best alternative to child
labor.

The conception of spaces where children are supported to improve their academic
performance, in addition to providing them with recreational options and training in
lifelong skills, is correct. Yet neither the project document nor the APSOs establish a direct
link between these spaces and the school centers in the area, despite the fact that there is a
concrete component for strengthening the capacities of teachers.

12
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2.3. Identification of beneficiaries and benefits

Direct Beneficiaries

As described in the project document, the determination of the project beneficiaries had as
a starting point the Baseline Study document.

Total Direct Beneficiaries According to the Project Document
Baseline Study Removal Prevention
Ages 6-14 1256 | Ages 7-15 1274 | Under 7 years old 287
Ages 15-17 237 | Ages 16-17 219 | Ages 7-15 620
Ages 16-17 100
Total 1493 | Total 1493 | Total 1007

There is no database that could make it possible to determine the number of prevented
children related to the prevention activities, mainly because the Baseline Study did not
gather information on the totality of children that should be assisted by the project —
2500— but only included 1,628°. This difference of 872 children is not justified in the
project document; therefore, it is believed that the formula frequently used at IPEC that
equates children at risk with the siblings of working children was also used in this case.

It is important to point out that IPEC’s formula to determine the children at risk that would
be subjected to prevention activities could have some practical implementation problems in
the case of fireworks production if it is considered that the whole family participates in
productive activities, and that there could be no children at risk in most homes.

Total Parents and Adolescents to be Benefited by the Project
Income Generation
Baseline Study Social Protection Alternatives
Men 282 | Men 280 | Technical Assistance 500
Women 222 | Women 220 | Credit 200
Total 504 | Total 500 | Professional Training 100

The selection of parents was done of the basis of heads of household interviewed for the
Baseline Study. At this point no distinction was made regarding the data gathered by the
Study and the target population selected by the project.

There is no doubt that this is the population that could directly benefit from the project’s
actions; the removal of children from child labour would be done by either integrating

2 See section on child population in Chapter 4 of the Baseline Study, page 65.

13



Final Evaluation Report. Project for the eradication of child labor in the fireworks industry in El Salvador

and/or maintaining school-aged children in the formal education system, and
complementing this training with actions to look after their health, use of free time, and
recreation. Additionally, there is the concrete possibility of looking for other productive
alternatives and/or developing and improving the working conditions of the families that
continue participating in fireworks production, as well as the attention provided for
adolescents. In summary, it is estimated that the definition of the beneficiary population is
in agreement with the design and work plans.

Indirect Beneficiaries

According to the project documents, the indirect beneficiaries are:

e The population in general of the four municipalities in which the action program
will be implemented

e The teachers who will be taught about child labor and trained in the learning-by-
doing methodology

e The schools in which the children and adolescents that have been benefited by the
action program will be enrolled

e The staff of the governmental and nongovernmental institutions involved in the
execution of the action program

e APROPISA, the Asociacion de Productores Pirotécnicos (Association of Fireworks
Manufacturers) of El Salvador

As it can be noticed, the definition of indirect beneficiaries in the project document is quite
ambiguous. Some of the most common problems faced in the formulation of projects is to
consider the “general population” in the intervention area as an indirect beneficiary simply
because the project could somehow improve their living conditions.

The logic applied in the definition of direct beneficiaries, in which each beneficiary was
subject of specific services to be delivered by the project, was not reexamined for the
definition of indirect beneficiaries. This situation presents several gaps in the intervention
strategy structure and the need to define the project scope. A vague definition at this point
could mean an allocation of resources and prioritization of cooperation relations with social
actors during the execution phase without having an objective base to make both decisions
in a rational way.

Therefore, it is essential for the project to clearly determine the population that would be
benefited indirectly due to the project’s implementation. Some important elements in this
sense would be the children who attend the same grade as the working children who,
although not part of the project, would be taught by teachers who would be using
methodologies that take into account the particular situation of children involved in
fireworks production.

The implementing agencies reported difficulties in locating the target population included
in the Baseline Study, and mentioned the following causes of the problem:

14
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o Many fireworks producers who were located during the Baseline Study had hidden in
the following years to prevent their factories from being closed due to the violations of
the law for the control of explosive production.

0 They also had information about the prohibition of chil labour in fireworks production
and prefer to hide this practice rather than possibly being forced to having to stop it.

Through the fieldwork done within the evaluation framework, enough elements were found
to conclude that the child population involved in fireworks production is high, especially
based on the information provided by teachers in the schools of the communities with the
highest concentration of fireworks factories: Ciudad Delgado and its surroundings, and
Popotlan in Apopa.

The trend of increased figures of the assisted population could be maintained and
intensified based on the motivating actions of the implementing agencies on timely and
more aggressive coordination work with the local actors that the project had proposed
including from the start of its design.

Project’s Benefits

The analysis of documents indicates that the the project describes the benefits that will be
delivered to the target population as (in order of importance and significance):

o Remove children from fireworks production;

o Provide education —both formal and informal— to all children, and vocational
training to adolescents in order to facilitate their integration into the labor market;

o Offer income generation alternatives to the parents of working children, including
skills training for their effective insertion in the labor market;

o Promote the integral attention of the target population, including provision of health
and recreation services;

o Promote the participation of other social actors through the involvement of
governmental and nongovernmental institutions; and

o Provide for the sustainability of the actions by transferring management capacity to
the local actors and developing it.

Knowing the socioeconomic characteristics of this population, the motives and reasons for
children to participate in fireworks production, the benefits described adequately respond to
the main causes of the problem. That is, there is a logical and historical correspondence in
the design of the benefits, the promotion of social participation in the execution of the
project, and the results expected.

The evaluation done of the benefits has made it possible to confirm the aforementioned
statements. Thus, the visits and interviews held during the fieldwork with parents and
children who participate in fireworks production made it possible to determine the
congruence between the benefits considered in the project and the social and economic
conditions of the target population.
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Relationship between the Target Population and the Project Benefits

Target Population Benefits Proposed

1. Children involved in fireworks . ldentification and removal from work

production and those at risk L
. Incorporation in school
. Integral health care services

. Non-formal education

a b~ W0 N P

. Support to academic performance

2. Parents of children involved in . Free technical assistance

fireworks production .
rew product . Access to credit
. Advice for the implementation of appropriate technologies

. Professional training

a b W N P

. Awareness raising and social mobilization

3. Social actors related to fireworks | 1. Strengthening of technical capabilities

ducti -
production 2. Training for teachers

3. Training for future partners in other municipalities

2.4. Project Institutional Framework

The project document was designed in a conservative way, as it lists less than 50% of the
participating institutions that could contribute to the achievement of the objectives. Some
important institutions as the Ministry of National Defense, the National Commission for
Micro-enterprises (CONAMYPE) and the Association of Municipalities of the Republic of
El Salvador (COMURES), were not taken into account in the PRODOC. However, the later
involvement of these institutions in the APSOs suggests that the Project Coordination
solved the problem timely.

All the institutions listed in the project documents (PRODOC + APSOs) are relevant to
achieve the proposed objectives and, in most cases, there is a clear complementarity in the
roles assigned to each of these institutions. The responsibilities of the participating
institutions are described in a simple and limited way, which provides a general framework
that makes the direct participation of the institutions feasible.

Regarding the achievement of the proposed outcomes, the PRODOC lists in its institutional
framework chapter those institutions whose role is essential to create an effective strategy
to remove children from work, as well as to offer viable alternatives to their families for
them to generate income without putting their children at risk.

The importance of governmental institutions is much higher than that of institutions from
the civil society. This is a common characteristic in economic and social projects for groups
in a situation of exclusion, as State institutions are encouraged to assume a commitment for
the effective attention of the population in question.
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Although the project established
clear and specific responsibilities for

Distribution of institutions invelved in each of the institutions involved in its
LT T startup, some of these responsibilities

vary from the project document to
NGOs, 1 Private Institutions, 1 the APSOs. In some cases, these

Enterprises, 2 ||
L

variations occur at each stage, but
there are no records to back up the
acceptance of these responsibilities
by the public institutions being
referred to.

An example of this situation is the
Public institutions. role assigned to the Instituto

1 Salvadorefio para el Desarrollo de la
0 Public Institations 2 Enferprises Nifiez y la Adolesgenma —ISNA—
O NGOs O Private Institutions (Salvadoran  Institute  for  the

Development of Childhood and
Adolescence), formerly ISPM, by the
PRODOC, which makes it responsible for the development of the recreational component
and the monitoring system. The Social Protection APSO, however, does not assign the
recreational component to ISNA, but retains the monitoring role; the Income Generation
Alternatives APSO assigns additional functions to ISNA, such as participation in the APSO
design or participation in the visits made by the APSO staff to the fireworks production
factories. This is not the only such case, as there are also other institutions in which there is
a transformation of the institutional roles (see Appendix 3 which presents a more detailed
analysis).

The “operational ambiguity” of some institutions translates into limited action in the field,
which contrasts with the highly operational position of other partners, particularly the
Ministry of Education, the Fire Department, and the Ministry of Health. A lesson that is
learned from this experience is that the institutional roles that are not clearly defined from
the beginning in the project documents could translate into a minimal contribution for the
achievement of the project objectives.

The APSOs also include institutions with a relatively small role in the project document;
this is the case of the National Secretariat of the Family. Since its implementing agency in
the area of childhood and adolescence is the ISNA, an institution committed to the
monitoring role of the program, its presence in the project document is not very relevant for
practical purposes.

An element that has to be taken into account by IPEC for future interventions is to relate
the institutional roles to the concrete outcomes in which they should participate within the
program strategy. In this sense, it is much easier for those responsible to coordinate the
project. Even for the participating institutions, it would be easier to determine the referents
with which to address those areas that require coordination with different institutions.
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2.5. Coherence of Logical Framework

OBJECTIVE 1

By the end of the project
child labor vould have
been prevented and
children would hawve
been removed from
firevsorhs production.
Children involved in this
activity would

*have been identified
and remvoved from home
based and factory
production.

*have received education
support and
rehabiliGtion serices

OBJECTIVE 2

Bt the end of the project
the capacity of the

participating instihrtions,

community
organizations, labor
inszpection, local
authorities, employers"
and worhers”
organizations would
have been strengthened
to start actions agaisnt
child labor in fireveorhs
production in EI
Salvador.

OBJECTIVE 3

Bt the end of the project
the communities,
parents, factory ovmers
and managers, vorhers,
and local authorities
vrould have been made
avare and would have
been mobilized to
undertake actions
against child labor.

Parents would have
received support to

create income
alternatives.

The project vall also
promote compliance

viath and respect for the
Haw. B

The project objectives show design weaknesses, as some of them try to describe the start
situation of the project while at the same time incorporating the process by which it is
expected to get to that “ideal” end situation or, in other words, the change that the project
will bring about.

Although some objectives try to describe the “ideal” situation that would result at the end
of the implementation, the description lacks the needed elements to make the measurement
of results expected from the project actions more accurate.

This situation is particularly evident in the case of objective 1, which makes reference to
two different moments; the first refers to the prevention and eradication of child labor in
fireworks production without establishing the scope of these achievements. Moreover, it
incorporates other elements related to the specific products the project will offer to the
identified parents and children: rehabilitation services and support for the establishment of
income generation alternatives.

The second moment addresses aspects related to law respect and enforcement, but they
seem to have been added later and there is no obvious integration between these elements
—which refer to one of the project processes— and the “starting situation” that should have
been described in the objective.

It is important to adjust the wording of the objectives to the resulting concrete situation that
the project expects to generate. A proposal as to how the immediate objective should be
worded is presented below.
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Immediate Objective 1

By the end of the project, in the urban areas of the municipalities of
Ciudad Delgado, Mejicanos, Apopa, and Cuscatancingo: child labor will
have been prevented, children will have been removed from working in
fireworks production at home or in the factories, while their parents will
have the capacity to generate enough income for their household survival
without requiring their children to get involved in activities that endanger
their lives or integral development.

Objectives 2 and 3 are coherent as they are, and also contribute to achieving the
development objective as stated, although some modifications might be necessary.
Objective 2 should incorporate the participation of workers as key actors to promote actions
in their homes and workplaces to eradicate child labor in fireworks production. Objective 3
should incorporate the strengthening of the actors for law enforcement, and not just for
taking actions against child labor.

The statement referring to the legislation was derived from the idea in immediate objective
1, as it is believed that its contribution is important to ensure both the removal and the
effective prevention of child labor in fireworks production. Below is a proposal to modify
the objectives following the above suggestions:

Immediate Objective 2

By the end of the project, communities, parents, factory owners, and local
authorities will have been made aware so that they will act against child
labor and respect the labor legislation.

Immediate Objective 3

By the end of the project, the capacity of the partner organizations in the
project, the community organizations and institutions, as well as labor
inspectors, local authorities, and employers’ and workers’ organizations, all
will have been strengthened to enforce the law and to take actions against
child labor in the fireworks industry in El Salvador.

Objectives of the Action Programs

Some weaknesses observed in the formulation of the PRODOC are even deeper in the
APSO document that refers to the Social Protection component. The objective stated not
only describes processes, but also suggests the existence of other conditions that could be
considered as elements addressed in other sections of the document. This same situation is
observed in the APSO that refers to the Income Generation Alternatives.

The tendency to indicate quantities in the immediate objectives affects its wording, making
them difficult to understand, and very often does not accurately describe the end situation
of the project. It is advisable that these objectives only describe the conditions of the target
population at the end of the project, and that data about the target population to be covered
by the project be included only in the corresponding section and in the description of the
outputs that the project expects to produce.
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Another situation identified refers to a kind of “distortion” in the sense that the project
objectives do not necessarily coincide with those proposed in the APSO. For instance, none
of the action program documents refers to the strengthening of social actors to coordinate
activities and implement the corresponding regulations. The document of the Income
Generation Alternatives component refers to this point as an additional objective, but does
not describe the expected outcome.

It is advisable that the action program documents incorporate the spirit of the objectives
proposed in the project document in such a way that the initial commitments with the donor
can be operationalized in the field and produce the desired results.

Indicators of achievement

The structuring of the indicators of achievement proposed in the project document differs
from those established in the action programs. This is probably due to a greater demand at
an internal level by IPEC than by the donor. The indicators established in the project
document are simple and, although some allow for determining the success in meeting the
objectives, it was not possible to establish an exact relationship between the indicators in
the PRODOC and immediate objectives 2 and 3.

Another issue that calls the attention is the incorporation of quantitative data as part of the
indicators, thus clearly indicating that there is a tendency to confuse the indicators with the
project goals. The project documents of IPEC should distinguish between the goals set for
the projects and the indicators of achievement related to each objective.

Furthermore, some of the indicators are ambiguous or not very relevant, so it would be
necessary to review the PRODOC indicators. For this purpose, some of the indicators listed
in the APSO could be taken. Two indicators in the PRODOC that have this problem are
listed below as an example:

= Number of children incorporated into fireworks production in the target communities

= Number of families with child labor problems that demand support to remove their
children and send them to school

This first indicator attempts to determine the project’s success on the basis of a lower
number of children that “wish to” or “actually” participate in fireworks production after
carrying out the awareness raising campaigns in the intervention areas. Both indicators are
related, in the evaluation team’s opinion—to the immediate objective 1. In the case of the
first indicator, it is suggested to reformulate it to make sure that it will measure the
unfavorable opinion of children regarding child labor in fireworks production before and
after the project.

On the other hand, the second indicator does not measure results or “desirable conditions”
that the project would build in the future, except under a potential “assistentialist” vision
(if the interpretation of the indicator is right) in the sense that people would be “waiting to
be helped” in order to act against child labor, even when the decision is directly in their
own hands, whenever there is the possibility of getting external support for making a
decision that is inherent to the family (according to the project proposal for the awareness
raising component).
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Indicators for the Social Protection Component

Several of the indicators listed in the program document are not very relevant or cannot
serve the purpose of measuring the success in achieving the objectives. Other indicators
refer to the program implementation processes, and not to the actual achievements at the
end of the project.

The way in which the objectives are written contributes to this confusion because when
detailed figures are incorporated in the objectives, the definition of the indicators is guided
by these figures and tries to establish the mechanisms to measure them.

Other indicators refer to measurement elements that are more or less standardized in the
international cooperation projects in different matters such as education (enrollment rates,
dropout rates, etc.), but this standard has not been adapted to the project concerning
increase or reduction percentages or some other similar measurement. The indictors related
to the institutional participation have very little relative weight, and have been structured as
“participation” rather than as concrete results that the project should generate.

Indicators for the Income Generation Alternatives Component

The weaknesses observed in the social protection component are also found in this action
program, but to a lesser degree. The same distortions in the objectives that include
quantitative data are found in this program. One of the points that must be stressed in the
case of this component is related to the establishment of process indicators, which in fact
should measure the performance of the implementing agency and not the success in
achieving the immediate objectives.

As an example, the “number of loans granted” does not reflect a notion of success for the
project —more than 200 loans could be granted, but this does not translate into
improvement in the families” income level. On the contrary, it tends to limit the project’s
capacity to determine if the project is on the right track regarding the benefits that it is
expected to generate.

2.6. Gender perspective in project formulation

The main elements regarding gender perspective are outlined in the Baseline Study that
details the percentages of women’s participation in all the production levels that the study
refers to, and in the support statistical charts.

In general, this approach confirms the unequal participation of women, their relevant role in
reproducing the conditions both inside the family and in the society as a whole.

However, the evaluation team could not identify lines of work or actions that have a gender
approach as their focus. The implementing agencies have criteria that promote women’s
participation in the same conditions as men, both in the production levels as in their
integration in the organization, management, and decision making levels.

In the area of fireworks production, women have a protagonist role since a significant
number of small factories (more than 50% in the communities of the area covered by the
project) belong to women, who, in turn, are the heads of their households.
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Although IPEC’s principles indicate that girls are one of the priority groups in the target
population, it was not possible to verify the existence of specific practices to promote the
participation of girls in the project activities nor is there special emphasis to guarantee their
participation in formal and non formal education during the project implementation stage.

2.7. Incidence of external factors on the project

One of the most important elements that stand out in the project document is the almost
complete absence of information regarding the critical conditions that might have an impact
on the project. Due to the field analysis and the information from some primary sources, the
evaluation teams were able to establish some ideas about the critical conditions that affect
the project and that could have been taken into account, not just in the PRODOC, but also
in the two APSOs executed by the implementing agencies.

This situation is particularly important if it is considered that it has a very relevant role in
project monitoring, as the possibility to implement adjustments in the strategy largely
depends on this. As long as this information is not available in IPEC’s project documents,
the strategy will be vulnerable to changes in the context, and it could only react when
critical conditions are present or it becomes difficult —or very expensive— to revert the
situation.

The assumptions should be considered as the main input for the definition of contingency
plans in case any inconveniences arise during the implementation of the activities, or if
there are any difficulties in producing the expected outputs.

As a result of the analysis done by the evaluation team, it is believed that the two most
important critical conditions that should have been taken into account in the project design
are the following:

Legal safety requirements in fireworks production

The national regulations that refer to fireworks production establish specific
requirements that can only be complied with by large companies, which have more
resources to make important production transformations. These regulatory requirements
cannot be met applied in small-scale production taking place at the home-based
factories that belong to the project target population.

Changes to the regularoty framework that were established after the project start and
that require specific distances between the production centers and populated areas have
been discussed, but were not incorporated as conditions that could negatively affect the
implementation of the project. In fact, in one of its objectives the project proposes to
promote law enforcement, but this would mean closing all the unauthorized fireworks
production centers —95% according to the PRODOC— whose owners would demand
immediate solutions to their problem, which the project would not not able to comply
with.

Attitude of public institutions related to fireworks production

According to the remarks made by representatives of the Ministry of Public Health, the
National Fire Department and the National Civil Police, a plan has been devised to
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close the “illegal” fireworks production factories. The plan will try to prevent their
access to the necessary raw materials —explosives and gunpowder. This situation
should have been taken into account in the project, because if the organizations in
charge of enforcing the law have changed their vision on how the problem should be
faced, then the project intervention should have been different. However, this situation
was not considered in any of the revised documents.

23



3.ANALYSIS OF THE PROJECT IMPLEMENTATION AND

RESULTS

3.1. The intervention strategy

Project's QOperational Strateqy
(At the time of the Evaluation)
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Project implementation at the moment of the evaluation included activities in three
components: (a) social protection, (b) productive alternatives, and (c) awareness raising and
social mobilization.

Social protection

Fe y Alegria is the project implementing agency for this component. This NGO proceeded
with the formulation of the action program (APSO) and the verification of the target
population previously identified by the Baseline Study. The provision of services for the
target population and the awareness raising activities for parents and other local actors are
important actions developed in this component.

Productive alternatives

In this component, the selection of Fundacion ElI Balsamo and the formulation of the
corresponding document are the main actions. In addition, direct action with the target
population has started by promoting their participation in the component activities.
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Awareness-raising and social mobilization

Although many of the activities in this component are part of the responsibilities of Fe y
Alegria, this is considered an additional stage due to the importance these actions have
taken on during the last months of 2002 —November and December— for the project.
Furthermore, the project coordination has also promoted national awareness-raising
campaigns and other activities with key stakeholders.

Remarks about the project’s implementation

In general, the project strategy proposed in the Project Document was executed without
variations, with the exception of some areas in which it has been necessary to invest a
larger amount of time and resources in order to move toward the production of the expected
outputs.

Verification of the target population

There is a period between the definition of the target population in the Baseline Study (this
in any case was established based on the information provided by APROPISA, which is the
association of fireworks producers that has the most objective knowledge of the population
that is involved in this activity, and by the Instituto Salvadorefio de Proteccion al Menor —
Salvadoran Institute for the Protection of Minors— which is the regulatory entity regarding
public policies for the protection of children) and the moment in which the project actions
started.

The verification of the target population identified by the Baseline Study has demanded
more time on the part of Fe y Alegria in order to determine the target groups that would be
covered by the project. According to the information supplied by this organization, the
inconsistency in the data provided by the study to locate the beneficiary families has turned
into the main obstacle to be overcome.

The initial months of the implementation of the social protection component by the
implementing agency were used to verify the target population included in the Baseline
Study. A primary weakness factor in the verification of this population was the fact that the
participation of local actors, the authorities, and the institutional representatives of the
municipality of Cuscatancingo were not sustained long enough to become incorporated into
the project.

Moreover, the strategy employed by Fe y Alegria for this purpose was to visit the
producing communities in the intervention municipalities and interview the parents that
produce fireworks in order to encourage them to become involved in the project activities.
No important actions other than this strategy have taken place. It is important to stress the
slowness of the system and the high demands placed on the staff to be able to carry this
strategy out.

The climate of fear and insecurity that surrounds the home-based producers makes the task
in the communities even more difficult, although some progress has been made toward the
achievement of the desired results. In practice, it was not possible to verify the possibility
of getting support from the educational centers located in the project intervention area, or
from the producers affiliated with APROPISA (there is very little information about this
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last option), a situation that could have facilitated the identification of potential
beneficiaries.

This verification process has created a situation of “institutional stress” because the strategy
used to induce people to fill out the verification cards consisted of underlining the project
benefits concerning credit facilitation and training, a situation that generated short-term
expectations among the beneficiaries that has made the income generation component
activities more difficult®.

Time to execute the components

The selection process of the implementing agencies and the formulation of the APSOs has
taken up an important time segment of the project, especially regarding the income
generation alternatives component, as it started functioning in the last quarter of 2002 with
a difference of 9 months in comparison to the social protection component.

Model Workshop

The construct