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3.  Executive Summary

The Ecuadorian government, together with numerous civil-society based organizations, has in recent years supported policies that promote political decentralization and participation of social organizations at the local level.  The territorial decentralization of the Ecuadorian state is an on-going process that, while very much a “work-in-progress”, reflects the political will of the government and society with regard to transferring competencies and decision making power to the local level, in particular, to municipal governments.

The recent process of decentralization in Ecuador aims, among other things, to attack corruption by providing more transparent local governments, and to enhance citizen participation thereby strengthening democracy and democratic values.

For the local government approach to succeed, deficiencies in the management and transparency of Local Alternative Governments (LAGs) must be seriously addressed—both by building the capacity of local authorities and civil society, and by increasing the transparency with which such institutions conduct their affairs.

The goal of the Consortium for Local Development in Ecuador is to support local democratic governance in Ecuador, by (i) strengthening LAGs through a variety of transparency-enhancing and institution-building strategies, (ii) building leadership capacity both for LAGs and the civil-society organizations that work with them, and (iii) providing enhanced economic opportunities for those citizens governed by LAGs.  

Towards this end, we have built a partnership consortium that brings together the expertise, ideas and resources of 12 institutions, local and international, from civil society, the public and private sectors, to support local democratic governance in Ecuador. The proposal includes a strategy to expand the consortium to include additional partners from Ecuador and abroad. 

Our proposal addresses issues and objectives identified in each Local Alternative Government (LAG)
 and District Council
 in Ecuador.  It emphasizes that these governments need to have better resources to manage their own development; that more spaces for democratic participation should be created; and that answers to citizen’s needs must be based on their own input and approaches.  

As part of their search for consensus around development, the LAGs and the District Councils have created consensus-building spaces that include citizens, institutions and organizations involved in the region.  By emphasizing citizen participation, the LAGs build democracy, in contrast to traditional practices that tend to ignore demands from the population and its integration to local government.

4.  PROGRAM DESCRIPTION

The overall goal of the project is strengthen local government in Ecuador by promoting citizen participation, inhibiting corruption, and developing national and foreign investment in the selected intervention areas.  We will strengthen the institutional management capacity of LAGs and District Councils through a number of strategies, including: (i) enhancing transparency; (ii) improving internal and external procedures; (iii) capacity-building for management and staff of LAGs and District Councils; (iv) promoting citizens rights and obligations; and (v) promoting key economic development projects based on the guidelines set forth by the Local Development Plans of each LAG.  
At least 20 LAGs and their respective District Councils will be selected based on criteria defined by the members of the Consortium.  While the LAGs selected will be drawn from all continental regions of Ecuador, we anticipate that most of those selected will be located in the mountain region (sierra), as most are concentrated in that area.

Priority will be given to those LAGs and District Councils where a history of previous work with members of the Consortium exists, with the purpose of strengthening processes and generating sustainable impacts and replicable experiences.

Using the criteria identified below, we anticipate that the Consortium will select at least 20 LAGs and their respective District Councils from the following provinces: Guayas in the coast; Cotopaxi, Chimborazo, Imbabura, Azuay, Cañar and Loja in the mountain region; and Orellana and Morona Santiago in the East.  (See Figure 1, Map)
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Figure 1: Map of likely LAGS and District Councils to be addressed in this project

Selection criteria will include:

· LAGs must have a population of at least 30,000 inhabitants.

· LAGs must have developed Local Development Plans.

· LAGs and the District Councils must have supported participatory activities.

· LAGs and the District Councils must have basic data processing systems to facilitate implementation of new processes.
5.  Goal and Objectives

GOAL 

The overall goal of the project is to strengthen local government in Ecuador by promoting citizen participation, inhibiting corruption, and developing national and foreign investment in the selected intervention areas.

OBJECTIVES 

1. Strengthening LAGs through a variety of transparency-enhancing and institution-building strategies

2. Building leadership capacity both for LAGs and the civil-society organizations that work with them 

3. Providing enhanced economic opportunities for those citizens governed by LAGs.  

6.  Background / Problem Statement

The Ecuadorian government, together with numerous civil-society based organizations, has in recent years supported policies that promote political decentralization and participation of social organizations at the local level.  The political decentralization of Ecuador is an on-going process that, while very much a “work-in-progress”, reflects the will of the government and society to transfer competencies and decision making power to the local level, in particular, to municipal governments.

The process partly has been driven by the perception of unacceptable levels of corruption in public institutions.  The 1998 annual report of Transparency International placed Ecuador amongst the ten most corrupt countries in the world.  That same year, the Economic Commission for Latin American and the Caribbean (ECLAC) placed Ecuador amongst countries with the highest levels of tax evasion in the region (75%).  In 1999, the Civic Anticorruption Commission (CCCC) estimated an annual loss of U$2 billion caused by tax evasion, smuggling and bribes.  The situation has not improved substantially since these reports.

The recent process of decentralization in Ecuador aims, inter alia, to attack corruption by providing more transparent local governments, on the principle that processes which promote open governance and transparency are inimical to corruption.  There are many reasons to believe this approach has a strong chance of success.

For one thing LAGs have established a good governance model based on citizen participation, equity, transparency, diversity and self determination.  LAGs are led by Mayors (men and women) that, though not necessarily from an indigenous group, have formally adhered to the principles, vision of local and national development and the municipal administrative system that is being promoted and implemented by the Indigenous Municipalities.  There are currently 32 LAGs in Ecuador that have developed new instances of local democracy based on social participation, such as the Citizen Assemblies or Local Parliaments.  They are composed of representatives directly elected by their communities, neighborhoods and associations.

For another, the relationships between civil society and government are stronger at the local level.  Since 1996, the Ecuadorian indigenous movement accepted the challenge of participating at the local government level, as a way to modify the models of democracy and development.  Since then, indigenous leaders have been leading various municipalities with the goal of promoting social participation in public administration as well as sustainable and equitable local development.

For the local government approach to succeed, deficiencies in the management and transparency of LAGs must be seriously addressed—both by building the capacity of local authorities and civil society, and by increasing the transparency with which such institutions conduct their affairs.

For example, contracts for public works, services and goods, as well as government taxation at the local level are processes that are negatively perceived by most citizens, mainly due to deficient communication capacity on the part of the local government.  Moreover, to ensure that the good governance model becomes sustainable, civil society must be strengthened and encouraged to participate in LAGs.  

Successful experiences carried out in 32 LAGs indicate that enhancing local governments will require (i) specific strategies to enable them to become efficient, transparent, and respectful of cultural diversity, (ii) building a structure or model that enables on-going participatory processes, and (iii) enabling them to provide tangible economic programs of benefit to their constituents.

To address such challenges, we propose to create a consortium with the broad objectives of (i) strengthening LAGs through a variety of transparency-enhancing and institution-building strategies, (ii) building leadership capacity both for LAGs and the civil-society organizations that work with them, and (iii) providing enhanced economic opportunities for those citizens governed by LAGs.  

The intervention of this proposal will be differentiated within the 20 LAGs to be identified. There will be general components applicable to all LAGs (capacity building) as well as activities implemented only in those LAGs that have the necessary capacity and/or degree of institutional development necessary (GIS, anticorruption, etc.). The main strategy is to build capacities, which means that the consortium will establish its work based on previous experiences, strengthening them and creating new capacities were necessary.

7.  Proposed interventions / Technical Approach

Component I: Institutional Strengthening 

Corruption studies conducted by the World Bank in Ecuador have determined that corruption is favored or promoted by the existence of the following elements:

· Unclear regulations that allow high levels of discretionary decision making power among public employees.

· Limited information on procedures, services, contracts, and public works undertaken by local governments and District Councils.

· Unclear internal procedures around bids, purchasing of goods and resource distribution.

Our rationale is to inhibit corruption by addressing these issues directly.  Management transparency, improvement of regulations and procedures, and access to information are thus key strategies in suppressing corruption.  It is also necessary to create horizontal control mechanisms to involve citizens in monitoring public processes and actions.  Each of these strategies is discussed in more detail below:

a)
Situational Analysis and Awareness Raising Around Corruption 

It is essential to create a situational analysis and diagnostic of citizen perceptions of the GLA and District Councils in order to be able to pinpoint areas of concern and contribute to the eventual institution of clear, efficient and transparent procedures and accessible information for all citizens. 

This diagnostic, based on user surveys and analysis of internal procedures of the GLA and District Councils, will contribute to the: definition of guidelines for reforms and proposals; creation of clear processes, design of new public service systems; correction of bad management practices; and the ability to capture information that can be incorporated in the Information Centers. 

Activities 
Esquel Foundation, Employees from LAGs and District Councils and users:

1) Diagnosis, through user focus groups and interviews with qualified informants, about the processes where citizens believe corruption exists or where they believe there is a high risk of corruption. 

2) Diagnosis of the internal procedures of the LAGs and District Councils to establish how likely each are to fall prey to corruption.

3) Based on the diagnoses, design and launch an awareness raising and anticorruption campaign that targets three publics: a) civil society, so that it actively participates in monitoring the fight against corruption; b) public employees, so that they develop a favorable attitude toward the implementation of new more transparent processes; and c) local authorities, so that they support new decision making processes established in the various governmental agencies.

b) Management Transparency and Improvement of Norms & Procedures 

The Objective of this component is to create information mechanisms that will enable local governments to increase transparency in the processes of public works contracts, purchases of goods and budget execution, as well as to establish information systems through which citizens have access to information on services, public works and procedures.

This module also seeks to improve the internal regulations around the selection and contracting for public works, goods and services; administration and management of goods belonging to the local governments and District Councils; as well as procedures carried out in these. The goal is to decrease unnecessary complications and excessive discretion on the part of public employees.

Every public works contract will be accessible to the public, with a view to increasing competitiveness.  This includes information on conditions for the selection of proposals, information on offers received and selected, hiring costs and time limits.  

To determine the public work that is necessary in an intervention area within a LAG, the Geographic Information System (GIS) will provide LAGs vital information for planning and development. This information allows LAGs to do territorial planning and social-physical development in long term, in order to know how the community can better address its sustainable development challenges.  Additionally, the GIS will provide basis for legal reforms and public policy, specifically in territorial management, production (linked to the implementation of productive projects in Component III) and tax procedures.
Activities 

Esquel Foundation, Employees of LAGs and District Councils, Mayors, Presidents of District Councils, Municipal Councils, Civic Anticorruption Commission:

1) Compile the norms that regulate key procedures and services provided by each local government and District Council.

Where necessary, redesign procedures and services provided by local governments and 

District Councils. 

2) Approval, by Mayors, Municipal Councils and Presidents of District Councils, of the regulatory reforms and new procedures.

3) Approval of systems by which citizens can present complaints. 

4) Design of institutional plans to establish administrative reforms and a participatory budgeting system.

Given the complexities of introducing new technologies for development in small communities, the GIS component will be implemented only in selected LAGs, depending on their degree of technological development, previous experience and availability of human resources for this purpose. The GIS will need the following activities:

Activities:
Local Sustainable Population and Development (PYDLOS), University of Cuenca, Interactive, employees of LAGs and District Councils, HOY Newspaper:

1) Geo-reference and digitalize the Database

2) Systematization of information from secondary sources.

3) Construct an indicators map

4) Develop the GIS. 

5) Disseminate the GIS.  

6) Create inter-institutional consensus building between producers and users of information.

7) Build technological infrastructure

8) Install Internet service

9) Implement the information system

10) Capacity building methology on GIS. 

Mechanisms of public oversight and community participation:

This module seeks to increase community oversight over selection and execution of public works contracts and provision of services by LAGs and District Councils.  Thematic task forces will also be established, according to the thematic areas set forth in the Local Development Plans of each Local Alternative Government, in order to strengthen civic participation and action over public policies.

Activities

Esquel Foundation, leaders of community organizations, employees of LAGs and District Councils, Civic Anticorruption Commission:

1) Study and analyze community participation and organizational strategies within the LAGs and District Councils.

2) Design or redesign as necessary public information systems. Design, with community participation, public oversight systems such as citizens’ observatories and users committees. 

3) Approve community participation systems.

4) Select and build the capacity of those citizens that will be part of the public oversight systems.

5) Monitor public oversight systems.

6) Train civil servants and employees of the LAGs and District Councils in the new systems and procedures.

7) Capacity building around the new public oversight mechanisms, based on a model of citizen participation and the national law on public access to information.

Component II: Strengthening Human Capacity

This component seeks to strengthen and provide a coherent follow-up to the activities mentioned under Component I. Component II contemplates the design of capacity building modules based on the needs determined by the LAGs and District Councils.  Capacity building events will target authorities and employees of the LAGs and the District Councils, as well as leaders of grassroots organizations and citizens of each county in which the proposal is being implemented.  Members of the National Council of District Councils (CONAJUPARE) and members of the National Assembly of District Councils will also participate.  

The methodologies to be used in the capacity building events will be adjusted according to needs of each LAG and District Council, and will be based on capacity building methodologies already being implemented by members of the Consortium in different LAGs and District Councils.

These methodologies include: Esquel’s Bridging Leadership Program and social leadership methodologies implemented by the Local Development and Democracy Group. These methodologies include capacity building events on citizen rights and obligations.
Capacity building around gender issues is an axis that cuts across the whole proposal.  Community participation and employment data from the LAGs and District Councils show that women’s participation has increased considerably.  This is, however, not enough, and it is necessary to strengthen gender equity and equitable female participation.  All capacity building activities will include women and men.

Provide Training Courses for Government and Civil Society Leaders including:
Esquel Foundation, Local Development and Democracy Group and Cantaro Network: 

Capacity building in Leadership: organization of capacity building modules from the Bridging Leadership and Social Leadership Programs for community leaders and representatives of working groups.

Esquel Foundation, Local Development and Democracy Group, Cantaro Network and Civic Anticorruption Commission: 

Capacity building on Citizen Rights and Obligations: creation and implementation of a communications strategy around citizen’s rights and obligations. Capacity building activities will be for community leaders and will include the creation of social participation spaces in each county as well as training in the implementation of social oversight mechanisms. 

HOY Newspaper 

Several of the concepts that are covered in the courses mentioned above, especially those around citizens rights and obligations, will be disseminated through the mass media, including local and national newspapers, and radio.

Component III: Development of Productive Projects based on guidelines set forth in the Local Development Plans 

Each LAG and District Council has a Local Development Plan. Local Development Plans (PDL) seek to:

· Identify strengths and weaknesses of existing policies, services and support systems.

· Decide direction, priorities and institutional responsibilities, creating consensus building strategies for the community.

· Develop specific proposals and projects as well as the technologies necessary to promote development in the community. 

· Design development projects and manage them.

This component will support the implementation of productive projects defined within the local development plan of each local government.   Under this component the Consortium will provide access to rural credit, productive tools and marketing opportunities.

In order to analyze and support these productive projects, a technical working group will be established. The group will be composed of members of the Consortium with experience in the area including Quito’s Chamber of Commerce. A micro credit system and a capacity building session on management and micro credit, coordinated by CODEMIC, will also be established. Information generated by GIS in selected LAGs will be important in the definition of productive projects.
Activities

CODEMIC, Quito’s Chamber of Commerce, Local Democracy and Development Group, Rural Financial Network:

1) Review the projects mentioned in the Local Development Plans of LAGs.

2) Analyze the viability of these projects.

3) Provide technical assistance for their implementation. 

4) Create a micro credit system through CODEMIC, providing credit to worthy projects. 

5) Provide capacity building modules in management including a course on the use of management of credit.

6) Market selected projects to broaden their support. 

8.   Expected Impact

Direct Beneficiaries:  

· 20 Local Alternative Governments strengthened institutionally 

· 20 District Councils strengthened institutionally

· At least 10 Local Alternative Governments have reviewed their norms and procedures for transparency.

· 20 Mayors trained

· 20 Presidents of District Councils trained

· 120 Council men and women trained (6 in each LAG)

· 20 Secretaries of District Councils trained
· 600 employees of the LAGs trained (30 in each LAG)

· 15 members of the CONAJUPARE trained

· 22 representatives of the National Assembly of District Councils trained

· Leaders of civil society organizations trained.

· At least 10 public oversight mechanisms created

· At least 10 mechanisms/spaces for accessing information created

· 20 awareness raising and anti-corruption campaigns in the LAGs

· 20 awareness raising and anti-corruption campaigns in the District Councils
· 20 productive projects implemented in selected LAGs
· At least 5 GIS created for selected LAGs
· A micro credit fund created
Indirect Beneficiaries:

· 600,000 inhabitants of the counties of the LAGs (30,000 per county)

· 600,000 inhabitants of the districts (10,000 per district)

9.   Duration of Activity

The planned project is two years in length. Project goals and objectives will be monitored and evaluated on a continual basis throughout the duration of the project by all project partners. 

10.   Explanation of Partners and their expected roles and contributions

The “Consortium for Local Development in Ecuador” will provide the coordinated intervention of different actors with varying but critical skills and competencies critical for the success of this project.  Taken together, these competencies include:  

· INTEGRATING: convening actors that have developed continuous and successful work with LAGs and District Councils.

· INTERCULTURAL: taking advantage of the values and cultural energy of the population to define a development style based on diversity.

· ALTERNATIVE: defining new development approaches, according to the interests of actors and sectors involved in the development process.

· BUILDER OF CAPACITY: privileging the strength and potential of social actors, transforming them in direct actors instead of passive beneficiaries.

· DESCENTRALIZED: taking advantage of participation spaces created by the Ecuadorian Constitution and the national government’s social policy to transfer competencies to local governments.

· PROMOTER OF PARTICIPATION: encouraging and facilitating the participation of all social actors in the selected areas of intervention, in order to promote sustainable, local development.

· BASED ON PLANNING: taking into account local plans existing in the LAGs, such as the Local Development Plans (PDL).

· NON POLITICAL: not adhering to political agendas or interests. 

Members of the Consortium:

LOCAL: Esquel Foundation; National Council of District Councils from Ecuador (CONAJUPARE); Local Development and Democracy Network; Cantaro Network; University of Cuenca - Population and Local Development Program (PYDLOS); Civic Anticorruption Commission (CAC); HOY Newspaper; CODEMIC; Quito’s Chamber of Commerce; Rural Financial Network (RFN); Coordinator of Local Alternative Governments.

INTERNATIONAL: The Synergos Institute

Explanation of Partners and their expected roles and description of resources to be provided by each partner

Esquel Foundation: Esquel is a non profit organization created in 1990 with the goals of promoting sustainable human development, improving the quality of life the poor and building a democratic society in Ecuador.  Esquel is a key player in the country’s civil society, financing and executing projects, providing credit and technical assistance, building the capacity of NGOs and grassroots organizations, sponsoring dialogues, and promoting social responsibility.  Working in network is part of Esquel’s approach to development; it currently works with more than 150 NGOs, 200 grassroots organizations, 189 youth organizations, numerous local governments and municipalities as well as businesses. 

Role: Coordinate the implementation of the proposal; coordinate activities and work of the Consortium; conduct planning, monitoring and evaluation activities; support dissemination of the project at the national level; create communication strategies to be implemented during the life of the proposal; produce capacity building and teaching materials; socialize information with members of the Consortium; coordinate beneficiary participation in the implementation of activities.

Resources: $156,000 financial; $173,680 in kind

National Council of District Councils from Ecuador (CONAJUPARE): Represents the more than 785 rural districts of Ecuador.  It promotes the autonomy and unity of district councils and it convenes citizens, through advice and policy making related to the development of District Councils and through technical assistance and organization and capacity building processes.

Role: Participate in the implementation of the proposal; ensure institutional support from the various District Councils.

Resources: $5,000 in kind

Local Development and Democracy Network: Network of 8 organizations that work in the areas of democracy and local development throughout Ecuador. 
Role: Support the implementation of the 3 components.  Component I: institutional planning, administrative reform and participatory budgeting.  Component II: creation of social participation spaces and social leadership courses.  Component III: identification and implementation of pilot projects in the area of popular economic development. 

Resources: $123,825 financial; $113,750 in kind

Cantaro Network: Network of alternative development organizations that work in southern Ecuador since 1992.  It is composed by 9 local partners (ACORDES, ALDES, CECCA, CEDIR, DONUM, FEPP, OFIS, RIKCHARINA and SENDAS).  It seeks to promote the generation of information and initiatives in the areas of citizen participation, local development, environmental management and agro-ecology.  Cantaro Network has facilitated various seminars, meetings and dialogues around agricultural, decentralization, gender, migration, environmental management and agro-ecology issues.  It contributes, on a monthly basis, in important newspapers such as El Mercurio, and is a frequent participant in radio shows. 

Role: Support the implementation of Component I of the proposal, particularly in the Austro region (provinces of Azuay, Cañar and Loja).  

Resources: $19,500 in kind

University of Cuenca - Population and Local Development Program (PYDLOS): PYDLOS is an academic program developed by the Research Center on Population and Development of the University of Cuenca.  This research center was created in 1983 with technical and financial support from the United Nations Population Fund.  PYDLOS’ activities strengthen local technical capacities in the municipalities.  It systematizes, analyzes and produces social and demographic information on local, regional and national development, and facilitates inter-institutional coordination in local and regional development processes.  

Role: Coordinate the module of Access to Information within Component I, based on its extensive experience in the implementation of similar projects (particularly in the provinces of Azuay, Cañar and Loja.

Resources: $19,500 in kind

Civic Anticorruption Commission (CAC): The CAC promotes transparency in public administration through the prevention and investigation of acts of corruption; and by overseeing the application of sanctions to those responsible.
Role: Support management transparency activities; create mechanisms of public oversight and coordinate research and analysis of results produced by the proposal.

Resources: $32,500 in kind

HOY Newspaper: HOY is one of Ecuador’s most important national newspapers. 

Role: Communication and dissemination of the proposal.  Serve as a link to other means of communication, such as regional newspapers and radios. 

Resources: $32,500 in kind

CODEMIC: Non profit organization with 13 years of experience in the provision of microfinance advice and services to local small, medium and micro enterprises and to other national and international organizations. 

Role: Coordinate the microcredit system to be implemented in the LAGs to support Component III of the proposal.

Resources: $19,500 in kind

Quito’s Chamber of Commerce:
Role: Support the creation of small chambers of commerce in each LAG that will enable citizens to increase their commercial transactions, will encourage production and support the development of viable and sustainable productive projects. 

Resources: $32,500 in kind

Rural Financial Network (RFN): Non profit, private organization created in 2000 that convenes 32 institutions working in rural and marginal urban microfinance.  RFN supports economic activities of small, medium and micro enterprises developed by rural and urban marginal populations.

Role: Support the development and implementation of Component III of the proposal, coordinate activities with CODEMIC, Quito’s Chamber of Commerce, Local Development and Democracy Group.

Resources: $36,400 financial; $7,150 in kind

Coordinadora de Gobiernos Locales Alternativos (Coordination of Local Alternative Governments): A space for coordination and exchange for mayors, councilmen and women and members of District Councils.  Involves 27 local governments, 5 provincial councils and more than 400 members from District Councils. 

Role: Participate in implementation of all three components of the proposal.  Component I: support creation, update and implementation of local development plans; promote citizen participation.  Component II: support capacity building activities for leaders in each county.  Component III: support and promote economic productive and citizen participation projects in each county.  Ensure support and participation of LAGs. 

Resources: $91,000 in kind

The Synergos Institute: Registered non-profit organization 501(c) (3) based in New York City. The mission of the Synergos Institute is to work with partners to mobilize resources and to bridge social and economic divides in order to decrease poverty and increase equity.  Synergos’ staff of thirty-five is based in New York, Cape Town, Rio de Janeiro, Manila, and San Diego.  

Role: To provide the Consortium initiative with wider access to relationships and resources outside of Ecuador.  Synergos will contribute critical relationship and intellectual input to the Consortium by: (1) broadening consortium membership by identifying additional participants, including donor/partners, from outside Ecuador; (2) strengthening the institutional capacity the Esquel Foundation, enabling it to effectively manage and scale the Consortium initiative. 

Resources: $45,000 financial; $30,289 in kind

11.  Role of USAID 

We expect USAID to (i) be a financial contributor to the proposal; (ii) to act as a sounding board for testing the rationale, ideas, activities and methodologies to be implemented through this proposal, making sure that they are in line with USAID’s goals and objectives in Ecuador. Furthermore, we also hope that USAID will be a conduit to other US agencies and programs that share the mission of promoting and supporting democracy in the developing world.

� According to Ecuador’s Decentralization Law, Chapter 3, there are two regional governments: Local Government or Municipalities and District Councils. 





� District Councils are the governments of districts.  Ecuador is divided into 22 provinces, each province is divided into counties and each county is divided into districts.  Each district is governed by a District Council.
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