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Fundación Guillermo Manuel Ungo (FUNDAUNGO) 

Socio Political Context 

FUNDAUNGO was established in 1992, in the context of the new political and social climate installed by 

the so called Peace Accords that resulted from the commitment of most of the forces and political 

movements in El Salvador to offer a long-lasting solution to the situation of turmoil and internal war, and 

to reestablish the full operation of the democratic institutions. Multiple NGOs appeared in that period, set 

up with the aim of empowering or organizing the different players and social agents, of transferring and 

assisting the development of different communities or of researching and influencing the policy making 

process. In the case of FUNDAUNGO, the institution was initially tied to a Social democratic political 

movement (Dr. Guillermo Manuel Ungo, who died in Mexico in 1991, had been a renowned and 

respected figure in Salvadorian politics, leader of a Social democratic party, president of the International 

Socialist in 1986 and exiled in different periods of military intervention or electoral fraud in the country). 

 

FUNDAUNGO rapidly focused on the production of studies and research in two areas, the analysis of the 

political and electoral system, and the analysis of the social security system. In addition, its original 

political connection diluted in the framework of its development as a research center, on the one hand, 

and of the dissolution of that political party, on the other. It was originally constituted as a non-profit 

organization and later, when an explicit legal framework was adopted in El Salvador for NGOs and 

Foundations, it adapted its bylaws to the new provisions. In any case, the formal times of 

institutionalization did not exceed the usual for this type of organization (it should be highlighted that the 

directors of FUNDAUNGO do not believe that the current legal framework and common practices 

interfere with the creation and operation of these institutions, even if they do not promote them in a 

decisive manner). In the late 90s, management and taxation analysis at the municipal level was added to 

the two original research topics, which resulted in multiple ties of the institution with municipal offices 

and territorial players.  

 

A distinctive feature of FUNDAUNGO is its research focus over time on few specific areas (the three 

mentioned above). Given that it is a small institution (it has not had more than a dozen researchers since 

2000), this characteristic has allowed it to accumulate capabilities and to progressively deepen its studies, 

updating them from the theoretical, methodological, and empirical point of view. At the same time, there 

has been significant institutional continuity: the President of the Board of Directors and the Executive 

Director have been in office since the institution was founded, which has allowed for the consolidation of 

intellectual leadership and the research strategy, particularly in the case of the Director.  

 

In general, the institution has developed solid ties with similar institutions in the country and the region, 

mainly around the issues of political/electoral analysis and municipal and territorial management issues, 

and is more influential with the municipal governments and authorities than with central ones.  The latter 

could be related to the fact that its theoretical and conceptual approach, as well as its political/ideological 

preferences, have been relatively different than the one that predominated in the governments of El 

Salvador in the last 20 years. This situation may now be changing, since the recent change of 

administration. On the one hand, this may be due to a higher affinity and conceptual and political 

recognition, and on the other, to the integration of FUNDAUNGO to the academic component of the 

Consejo Económico y Social (Economic and Social Council - CES), a consulting entity recently created 

within the scope of the National Presidency. 
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Research Quality 

FUNDAUNGO is recognized in El Salvador for the quality and seriousness of its research studies and 

products, focused around three thematic areas: political/electoral system, social security and municipal 

and territorial management. These issues have usually been developed by internal teams, with the aid of 

external collaborators based on project size and requirements. If the research included field work, mainly 

in the area of territorial studies, this has been supervised by the institution's staff and performed by 

surveyors hired to that effect. The institution currently has 10 full-time researchers, three of them junior 

researchers, who have been with the institution for a little over five years on average. Only one of the 

researchers (the Executive Director) holds a PhD, while some of the other principal researchers have 

obtained a Masters degree. Its work focuses mainly on research, with a lower share (30%) of incidence 

activities; this combination seems to derive from three overlapping reasons: i) agenda of focused topics: 

ii) lack of identification with the mainstream public policy approach in the last two decades; iii) strong 

academic profile of the Executive Director and intellectual leader of the institution. 

 

Its research agenda –framed within a Strategic Plan formally presented every five years-, has mainly 

developed from an internal insight process in the organization, with the participation not only of the staff 

of researchers but also of the Board of Directors and other members of the Assembly of members, In 

general, initial proposals have been assessed by specialists or officers external to FUNDAUNGO. The 

process of formulating the agenda is derived from a triple assessment: i) the progress and previous work 

done, which allows to open and deepen new questions and research hypotheses; ii) the context and 

political and economic perspectives of the country, which allows to identify priorities and incidence 

needs; iii) available opportunities for funding cooperation, which facilitates the execution of projects. 

 

It seems apparent that, although FUNDAUNGO‟s core funding is reduced (15%), the two first criteria or 

aspects have been highly influential in the elaboration of the institutional agenda. The organization is 

firmly determined not to address topics for which it feels it lacks the necessary expertise and to remain in 

the areas which it has mastered intellectually. Instead, in these areas they have constantly opened up lines 

of innovation or development. This evolution has been possible thanks to their prior achievements, and to 

the emergence and identification of new problems and the availability and access to better information 

sources.  

 

FUNDAUNGO is currently working on the following topics: a) Social Security Area: monitoring the 

(private) pension system, assessing its cost and fiscal sustainability; problems of the senior citizen, health 

system coverage. b) Municipal Finance Area: coordination alternatives with the federal transfer system. c) 

Territorial Management Area: analysis of the electoral map and dynamics, development of a typology of 

municipalities based on their socio-economic and demographic characteristics; development of natural 

disaster and disaster hazards management systems. At the same time, they are starting to become involved 

in issues pertaining to the educational system, specifically Higher Education funding and management 

alternatives. This new initiative is derived from a diagnosis of the governmental management priority 

issues in El Salvador neglected by other think tanks. 

 

The team at FUNDAUNGO pays particular attention to their research methodological design and the 

prior implementation of a broken-down sequence of steps, activities and intermediate products, with their 

corresponding validation instances, which guides the work progress and the contribution of each of its 

members. This permanent concern seems to translate into a quality final product. It should be highlighted 

that they have recently incorporated demographic analysis approaches and techniques to their research, to 

the extent that it seems to be a requirement common to all its areas of studies. The competencies 

developed continuously by FUNDAUNGO are related to sensitive issues for the economic and social 

dynamics of El Salvador, such as the pension and retirement system reform, the fiscal and political 



5 

 

decentralization, the distortions in the labor market derived from the large migration and the high 

exposure to natural catastrophes. 

Organizational Performance 

FUNDAUNGO‟s maximum authority is the Assembly of Directors, which is presently integrated by 25 

members of diverse political, social and professional background, and which gathers once at the 

beginning of each year to review the financial report and the previous year activities report, assess the 

work and budget plan for the new period and, when applicable, appoint the Board of Directors from its 

members.  The Assembly is made up of the founding members and other members who joined the 

organization at a later stage, always through the proposal of one of the members and with the approval of 

the group. The Board of Directors is made up of 5 main members and 5 substitutes –appointed for a three 

year period-, and convenes in ordinary sessions once a month, although it may hold additional 

extraordinary sessions), and its main role is to define the work and financing plan, and the strategy of 

incidence, and to perform the corresponding monitoring and follow-up. It is also in charge of appointing 

the Executive Director.  The latter may not be a member of the Board, does not have a term office and his 

main role is to implement the plan of activities, integrate and assess the research teams and execute the 

budget. It should be highlighted that the Executive Director has been the same since the creation of the 

institution, and is considered the “creative leader” by the Board of Directors.  

 

The area of research and incidence is organized in three Program Management Units: “Democratic 

Governance and Citizenship”, “Territory Management” and “Public Policies Study”, each led by a 

Coordinator, who shares with the Director the responsibility of elaborating and implementing the research 

agenda. They have the support of a Project Unit (1 person), responsible for project operational 

management, and an Advisory Unit (1 person), responsible for institutional relationships. They have a 

Financial Administrative Department (2 persons), responsible for accounting, fiscal and budgetary issues 

of the institution, and a group of clerk and operational support personnel. The role of Assistant Director 

was created in 2008, and was filled at the time by the Public Policies Program Manager. Such decision 

was based on the need to reinforce the connection between the areas within the institution and to relieve 

some of the multiple duties of the Director and, in time, was supported in the assessment of the skills of 

the aforementioned personnel. This person currently holds a governmental position (with functions 

equivalent to a Planning Assistant Minister), which means that the role of Assistant Director and Public 

Policies Manager are vacant.  

 

The administrative staff (9 years average seniority), and the main group of researchers (over 5 years 

average seniority) have remained relatively stable over time. In turn, researchers, surveyors and support 

personnel have been hired on a temporary basis based on occasional project requirements.  In 2007 a 

comparative survey of their salary system and scale was commissioned, and this allowed the institution to 

come closer to average market compensation rates. They do not have a formalized performance-based 

reward system, but the assessment of performance in the projects, as well as the background of each 

member, are taken into account for determining compensation within a pre-established range. The 

institution does not seem to have had turnover problems for this reason. However, it has been affected by 

the recent change of administration, since another principal researcher and a qualified technician, in 

addition to the Assistant Director, have moved to the governmental system.  

 

Since this is a relatively small institution, the exchanges between the personnel are possibly flexible and 

open. It should also be noted that the Director seem willing to ensure a fluid communication between the 

members and personnel of the organization. The meetings between the Director and the Program 

Managers are held frequently and the Administrative Manager usually attends them as well. Issues which 

are more related to operation and internal procedure matters are handled directly by the Program 
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Managers, the person responsible for the Project Unit and the Administrative Manager.  Methodological 

meetings or those were project progress and preliminary results reports are presented are usually attended 

by the group of researchers, in order to maximize the exchange of ideas and debate. In particular, these 

meetings are considered a part of the training of young and assistant researchers.  

 

The institution has an annual budget of around USD 600,000, which in the last two years has been mainly 

funded by research grants from international support programs (60%) and for technical assistance 

contracts and projects with the central or municipal governments, only 15% may be considered core 

funding. A little more than 40% of the budget is allocated to specific research activities, while a further 

25% to administrative expenditures.  Among its usual benefactors are the Ford Foundation, DIAKONIA, 

the European Union, the Council of Barcelona and multilateral agencies like the IADB and the UNDP. It 

has regularly received contracts or contributions from these parties, which could be construed as an 

indicator of the trust and acceptance which it has earned. The contacts maintained with some of these 

referents have confirmed the quality of the work in the areas of expertise of FUNDAUNGO. Its 

contributions to the study of voting dynamics and electoral participation have been particularly praised, as 

well as the assessment of the social security system, the development of an adequate typology of 

municipalities to assess the effects of decentralization and the estimation of human development 

indicators for the 262 municipalities of El Salvador. 

 

In general, the actions of incidence adopted by FUNDAUNGO focus on the communication of the studies 

conducted and on the distribution of their results. Several debate forums (of varying scope, coverage and 

attendance, based on the nature of the topic and the public/target), specialized conferences and public 

events to present the evidence and conclusions of the works or the respective publications are organized 

for this purpose.  The institution is proud of the fact that its opinions and public interventions are strictly 

based on and supported by prior research.  This has earned it recognition mainly for its areas of work and 

production. It could be said that they are, indeed, an important referent in certain topics and that, in turn, 

they are not considered a generic think tank. 

 

The organization has two types of publications: on the one hand, the results and complete products of an 

investigation, generally published in the form of a book by the institution itself or by the commissioning 

institution (UNDP, for instance): on the other, the advances or synthesis of research presented in “Temas 

de actualidad” (Current Issues), a regular collection made up of thematic issues and edited directly by 

FUNDAUNGO. The publication is the responsibility of the Program Manager and the Project Unit, with 

the collaboration of a hired editor. Most texts are reviewed by an external specialist, whose intervention is 

documented. It should be noted that the lack of differentiation of a Communications role within the 

organizational structure seems to be due to the low profile of the communications strategy adopted and to 

the clear prioritization of research over incidence activities.  

Policy Linkages 

FUNDAUNGO has traditionally established sound connections at the municipal level, with mayors and 

councilors in office and with local political and social players.  Due to its expertise in municipal public 

finance and in several issues of the political management of the territory, it usually receives queries and 

provides specialized advice on these matters. In addition, the institution usually answers queries and 

provides information based on the works of analysis of the sociopolitical situation at the municipal level 

from the electoral performance of the different political forces and their proposals. It has been a regular 

contributor for the chapter on territorial political analysis of the Human Development Reports of the 

UNDP and, more recently, has elaborated a typology of municipalities (based on socio-economic 

indicators), and has processed and built the human development indicators for the 262 municipalities of 
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El Salvador (Almanaque 262, UN 2009); these last contributions have led the organization to position 

itself strongly regarding the processes of fiscal decentralization and political reform, both ongoing. 

 

Its connections with the central Government, both with the executive and legislative office, seem to have 

been so far more sporadic and less intense. In the 90s the institution was actively involved in the debate 

and consultation process surrounding the social security system reform, which ultimately led to the 

privatization of the system, and later maintained this line of study, performing a follow-up of the effects 

and the fiscal sustainability of the new system and incorporating the analysis of the coverage of specific 

demographic groups (senior citizens, for instance). Regarding these topics, it has become a regular source 

of consultation in advisory committees of the legislative office and in similar entities of the central 

government.  

 

FUNDAUNGO‟s directors have positive expectations regarding the consultation and deliberation process 

that could result from the creation of the CES, made up jointly of representatives of the private business 

sector and of the unions and other social organizations, with the support of representatives of 10 academic 

or research centers, including FUNDAUNGO. CES is intended as a place for debating and making 

Government policies. It works under the political responsibility of the Technical Secretariat of the 

Presidency (a kind of economic planning agency) with the technical coordination of UNDP local 

representative.  Among other responsibilities, the CES should assist the Technical Secretariat with the 

reorganization and hierarchization of the planning system and with the improvement and effective 

integration of a statistics national system. It should be noted that the representation of the academic sector 

in the CES is integrated by the more prestigious institutions, with the highest capacity of influence and 

advice.  

 

Organizational Motivation 

FUNDAUNGO has two main motivations for applying to the initiative: i) consolidating its research 

capacity; ii) expanding and strengthening its capacity of incidence. FUNDAUNGO has so far exhibited a 

significant research potential (project design and execution), which has positioned it as a referent in its 

area of expertise in the country and in the Central American region. However, it needs to train and 

consolidate a base of young researchers in the long-term. In addition, at present it is affected by a certain 

drain of qualified resources to Governmental positions, which it needs to replace. This affects at least two 

key positions, that of the Assistant Director and of the Manager of Public Policies Studies. As regards 

incidence, FUNDAUNGO shows some important weaknesses, as was already described above. The role 

of Communications is not specialized within the institution, nor is the process of publication of 

information materials and publications. At the same time, although the institution has advanced in the 

redesigning and enhancement of its web page as a communicational and exchange mechanism, this is still 

ineffective due to the lack of hardware. 

 

Comparatively speaking, it could be argued that FUNDAUNGO has an established research strategy, but 

that requires consolidation in the long-term and needs to develop and define an adequate 

communicational strategy. FUNDAUNGO has shown that it can obtain the necessary resources to finance 

its activities, always keeping the institution within a relatively small scale, without decreasing the quality 

of its products. However, it has received funding mainly on a project basis, which has prevented it from 

expanding its regular staff of researchers and from specializing some strategic support functions. Access 

to core funding would allow the organization to go forward in both directions. 

 

The staff of the institution is enthusiastic about the TTI support program and the opportunity it would 

present to expand and consolidate the activities of FUNDAUNGO.  In addition, it would benefit the staff 



8 

 

by offering training programs and more fluid contacts with the international research community; and 

provide long-term planning and, by extension, long-term contracts.  The TTI support is viewed as timely 

since the institution is at a critical point of improving its capacity of incidence and participation in the 

public policy debate.  This support would offer long-term funding, which matches the long-term 

perspective of FUNDAUNGO.  The TTI support program would, therefore, enhance the capacity and 

capabilities of the institution.    

Observations and Recommendations  

FUNDAUNGO's evolution is characterized by three main features: i) a strong continuity of management, 

both in the Board of Directors and in the research staff; ii) a remarkable thematic specialization, with 

clearly defined and focused research objectives; iii) a relatively low institutional profile, with little public 

exposure and a visibility limited to its area of expertise. These aspects, as well as the way in which they 

interact, result in a quite evident set of strengths and relative weaknesses. Some of the strengths are the 

importance of a sustained intellectual and organizational leadership, the existence of their own research 

agenda, based on their accumulated intellectual assets, and the reputation of being a serious and 

committed think tank. FUNDAUNGO´s low institutional profile has probably helped to keep the 

institution in relative isolation from the tensions of a political scenario which had been highly polarized 

for decades, and to overcome periods of dissident governments. As regards the weaknesses, some of them 

are the uncertainty regarding a potential change of succession or replacement, mainly of its Executive 

Director, the institution‟s lack of visibility in terms of the “big” national issues and its reduced capacity of 

incidence, particularly at the level of the central powers. 

 

It seems worth mentioning that FUNDAUNGO´s authorities and personnel seem aware of these 

weaknesses and of the need to revert them, if the institution is to advance in the long-term. Some actions 

have already been implemented or are on their way, while others require a better and more relieved 

budgetary scheme, where the TTI program could contribute significantly. For instance, faced with the 

unexpected departure of the person who was deemed qualified and experienced inside the institution to 

assume the role of Assistant Director, the priority now seems to be to recruit another person to complete 

the Management chart (in this case, Public Policy), and to create the appropriate conditions for this person 

to be appointed Assistant Director in two or three years at the most. The profile of the potential candidate 

would be a highly qualified economist, with experience in policy design and assessment. In the same way, 

FUNDAUNGO aims at incorporating more analytical capacity, particularly, in the area of Economics, in 

order to enhance the institution‟s exercises of conceptualization and generalization. It has also decided to 

incorporate a demographic aspect to the public policy concerns and debate; besides considering it a 

national priority, its authorities see it as a “transversal” issue that could contribute to a better synthesis 

and articulation of the institution‟s proposals. 

 

They are certain that the issues they address, although they represent a limited section of the debate, are 

central and key to the future development of the country. At the same time, they do not intend to grow by 

means of an accumulation or expansion to new topics, but rather through the enhancement and increased 

integration of their lines of expertise. They believe that the quality of the work is what differentiates 

FUNDAUNGO and has earned it its reputation, and they will continue to produce opinions and 

conclusions exclusively based on the highest quality work possible. However, within this strategic 

approach, the institution aims at expanding and improving its communication and outreach capacity to the 

different players and to public opinion. They are willing to incorporate and develop adequate tools to 

significantly improve their communications capacity and they believe that this would allow them to make 

up for their reduced capacity of incidence. Their pluralistic approach to political, social and academic ties 

and connections positions them favorably to do this. It should also be highlighted that their public 

relations and institutional access capabilities seem to be strengthening recently.  
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We recommend supporting FUNDAUNGO by means of the provision of core funding, with a view to: i) 

consolidate their research skills, by incorporating a principal researcher and one or two semi-senior or 

junior researchers, implementing team training and educational programs through visits of academics and 

international experts or the development of internships of the researchers in prestigious institutions, 

expanding the insertion in international research networks and having access to the bases of international 

journals and virtual libraries. ii) strengthen their capacity of incidence, by specializing its role and 

developing a communicational strategy, improving and systematizing several publication formats and 

implementing a dynamic and interactive web page. iii) improve its support systems, by incorporating the 

necessary information and connectivity logistics to accompany the developments mentioned before. 

Persons Contacted 

1. Ricardo Córdova, Director Ejecutivo, FUNDAUNGO 

2. José Compte, Presidente Junta Directiva, FUNDAUNGO 

3. Josefina Hernández, Tesorera Junta Directiva, FUNDAUNGO 

4. Nayelly Noya, Gerente de Programa de Gobernabilidad Democrática, FUNDAUNGO 

5. Carlos Rodríguez, Gerente de Programa de Gestión del Territorio, FUNDAUNGO 

6. Patricia Castillo, Unidad de Proyectos, FUNDAUNGO 

7. Delmy Burgos, Unidad de Asesoramiento, FUNDAUNGO 

8. Víctor Tablas, Investigador Junior, FUNDAUNGO 

9. William Pleitez, Coordinador del Informe de Desarrollo Humano, NUDP, El Salvador 

10. Alexander Segovia, Secretario Técnico de la Presidencia de la Nación, El Salvador 
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Fundación Nacional para el Desarrollo (FUNDE) 

Socio Political Context 

FUNDE was created as the initiative of a group of cooperative organizations and territory-based groups, 

with the purpose of providing them with a technical assistance tool and a unified voice in terms of public 

policy. Although the project dates from 1988, FUNDE was established in 1992 as part of the wave of 

NGOs created in the framework of the Peace Accords that restituted the operation of democratic 

institutions in El Salvador. However, it was registered as a non-profit organization in 1998 and, once the 

legal status of NGO was granted, as a Foundation. The significant delay in the formal procedure was in 

part due to the political veto imposed by the Ministry of Governance (which authorized the creation and 

operation of these institutions) and also to a certain inefficiency of the organization in complying with the 

necessary paperwork. FUNDE was born with strong ties with social organizations, which are present in 

the institution in some way or another (for instance, with representatives of the Board of Directors), and 

this has had a significant impact on the orientation and the priorities of the institution‟s actions. 

 

The research component was quite active in its foundational years, and FUNDE published in 1996 “El 

Salvador: El crecimiento estéril” (El Salvador: Sterile growth), a diagnosis assessment challenging the 

mainstream development model in the country and formulating some proposals around the “urban issue” 

and the “agrarian issue”. However, as of the late 90s, the institution started to specialize and consolidate 

itself in the promotion of development, with a strong action and intervention in the territory and in close 

contact with the social players and productive agents. The projects developed with this orientation have 

aimed at the development of management capabilities in the local governments and the empowerment of 

civil players, mainly through training initiatives, and at providing technical assistance in certain 

productive or logistic aspects to small producers or cooperatives. However, for the purposes of fulfilling 

its institutional mission and participating in the debate on development public policies and representing 

its “social base”, in the early 2000s FUNDE incorporated a macroeconomics study area and, more 

recently, an area of studies on administrative and political transparency. 

 

FUNDE is distinguished by a wide range and variety of topics and projects managed simultaneously, 

which has led to a relatively large increase of personnel engaged by the institution, the occasional 

recruitment of several consultants and technicians, as well as a significant turnover rate among the 

personnel of the different projects; it should also be highlighted that the projects which are strongly linked 

to the territory represent a substantial number of human resources involved in the field work. After 

overcoming the political restrictions for its operation in the first stage, FUNDE has not faced similar 

obstacles and its directors believe that, even though there are not specific stimuli for the creation of this 

type of institutions, there are no longer limitations nor excessive red tape surrounding the supervision of 

their performance. Another feature that distinguishes FUNDE is its public visibility; particularly in the 

mass media: On the one hand, the articulation of the institution with several social organizations seems to 

enhance its presence (because there is a larger requirement of opinion and also a larger “rebound”). On 

the other hand, the institution has obviously prioritized a strong presence as a strategy, seeking to gain 

capacity of incidence. 

 

Research Quality 

FUNDE has undertaken studies and research on a significant range of subjects. In the area of Territorial 

Development, strongly characterized by action-oriented projects, the studies have focused on the 
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diagnosis of the situations and productive perspectives of some chains with an important presence of 

small businesses or cooperatives (coffee, honey, for instance). This research is applied to the solution of 

specific local problems and, therefore, the studies have been aimed at providing technical assistance to 

improve the efficiency of the producers (quality, good practices) or their relationship with the market 

(special marketing channels, negotiation with intermediates). The area of Macroeconomics and 

Development has been developing regular diagnostic assessments on the employment and labor market 

situation, economic integration and trade studies –initially focused on the analysis of the trade reform and 

different scopes of the CAFTA, and more recently leaning towards the insertion of civil society in the 

process of regional integration- as well as public finance studies –mainly on the composition of the 

budget and the impact of indebtedness and external remittances. The Transparency area, created in 2007 

and which is still somewhat biased towards legal approaches, has been focusing on the follow-up of the 

instances of execution of public works (an area traditionally considered particularly vulnerable to corrupt 

practices) and on the revision of the legislation on public tenders. 

 

Inasmuch as FUNDE has been very effective and productive in its development promotion phase and, 

particularly, in the follow-up and qualification of territory-applied experiences, it is also accepted –even 

within the organization itself- that the quality of its research has been, to say the least, uneven. This has 

been reflected in the poor consideration of some of its publications, which are also affected by serious 

problems in their edition. The main reasons for this trend seem to be the wide range of topics and the 

willingness to gain quick public positioning. It should be highlighted that these factors may constitute a 

feedback process: FUNDE‟s extended public presence makes it the recipient of many opinion and 

positioning claims for all kinds of issues, and exerts pressure on the institution to embark upon new study 

objects; on the other hand, the institution is highly dependant on funding for projects (95%), which has 

led it in the same direction. This situation was already noted to the organization in an institutional 

assessment developed in 2007, whose conclusions focused on the tension between a thematic agenda 

considered too wide and, in turn, lacking in thoroughness. The institution aims at changing this situation, 

as well as at reaching a better balance between their research and incidence efforts, currently estimated in 

one and two thirds, respectively. 

 

FUNDE has set up a Strategic Plan every five years (the last one in 2006-07), prepared in collaboration 

by the Director, the Advisory Committee (made up of the Area coordinators and the Institutional 

Development Managers and, more recently, Assessment and Monitoring), the Board of Directors and 

some other members of the institution‟s Assembly, where the most general research and incidence 

objectives are set. The research agenda is defined based on these objectives, in a relatively permanent 

revision and internal adjustment process performed by the Director and the Advisory Committee, in 

consultation with the Board. Although it has not been formalized as such, to the extent that both the 

Director and the Board members have frequent contact with officers, legislators and social organizations 

representatives, there are several channels which allow the agenda to be influenced or validated by 

political players. In general, FUNDE has mainly considered the evolution of the situation and the political 

and economic perspectives to define its agenda, in turn identifying cooperation and funding opportunities, 

and receiving specific demands. This has caused its work program to be strongly tied and dependant on 

the evolution of the situation. 

 

The Territorial Development Area is the oldest in the institution and most of its projects have been clearly 

action-oriented, with a strong content of public officer or social player training and, in some instances, of 

coordination of the management of different municipalities in certain regions. It currently has 10 

members, 8 more dedicated to field work and 2 to research; in fact, the research content seems relatively 

scarce and mainly driven by the training demand. They have accumulated a substantial amount of applied 

initiatives, but have not performed much insight on these practices which, in turn, has reduced their 

capacity of incidence on public policies. The Area of Transparency is the most recent one, and its creation 
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seems related to FUNDE‟s willingness to increase its capacity of incidence. Although the institution was 

concerned about the subject since its experience in municipal management, the Area originated in a 

specific request of the OAS in 2007 to prepare the report on El Salvador, and has consolidated within the 

ongoing process of constitution of FUNDE as a national chapter of “International Transparency”.  It is 

made up of 2 full-time researchers and 2 part-time researchers (members of the Macroeconomics Area). 

They are currently preparing a more conceptual agenda, although they have been operating so far in 

response to specific requests. 

 

The Area of Macroeconomics and Development, currently integrated by 7 persons, exhibits strong 

thematic dispersion and, at the same time, a high staff turnover, among other issues. It was started in 2001 

around the study of the impact of the trade reform and later specialized in the follow-up of CAFTA 

negotiations and other commercial agreements (labor, environmental, agricultural and intellectual 

property issues), with the double purpose of training public negotiators and analyzing their impact on 

small and medium-sized producers. In 2006 the follow-up of the labor market situation was incorporated 

to the Area agenda as a result of a specific request, and this resulted in regular reports of essentially 

descriptive nature and, more recently, a health and labor security training project has been developed and 

coordinated at the regional level. In turn, studies on development funding have been performed, 

particularly regarding fiscal policy and budget: in this framework, training and extension courses have 

been developed for journalists and social players on budgetary analysis, and a Diploma has been 

developed together with the Universidad Tecnológica. Some situational reports are also being produced at 

the moment, based on descriptive statistics techniques of aggregated performance variables. 

 

FUNDE´s regular production is abundant, and is generally published in the form of a book or technical 

report published by the institution itself or in collaboration with a cooperating or commissioning 

institution. Due to the nature of production itself, the publication in academic journals has been limited 

and occasional. There is no formal review or quality assurance process for its products, although this 

responsibility has traditionally fallen under the Executive Director and the Area Coordinators. To this 

date, the institution has not resorted to external reviewers or assessors for the reports, nor to specialized 

editors. They recognize having published or issued products with editorial or quality problems and they 

consider that this is due to the pressure for completing a project to be able to start a new one, and to the 

undermined revision process, for the same reasons, as well as to an increased focus on the management of 

funding or public incidence. It should be highlighted that the background of FUNDE and its members 

entails a substantial research potential. However, the willingness to simultaneously address several issues 

considered of high public impact is not adequate in view of the number and qualification of the available 

resources; faced with this tension, the institution has shown little capacity to define priorities and its own 

research agenda. 

Organizational Performance 

FUNDE‟s highest authority is the Assembly of Directors, currently integrated by 13 members, 10 of them 

founders. This organ convenes once a year to consider the Annual Report and Balance Sheet and the next 

plan, and, when applicable (every two years) to appoint the Board of Directors from its own members. 

The Board of Directors is made up of 7 members, and holds ordinary monthly meetings and usually one 

bimonthly extraordinary meeting; its main functions, defined in the institution‟s bylaws, are to approve 

the work plan and budget, supervise the financial execution and approve payments over USD 10,000, as 

well as to propose organizational restructuring and assess work projects and teams. It is also in charge of 

appointing the Executive Director, who may not be a member of the Board. The main role of the Director, 

who acts as a delegator of the Board, and whose appointment has no term, is to implement the activity 

plan, coordinate operational aspects, follow-up on the projects and lead the external relations of the 

institution. The current Executive Director has been in office since 1998 and only one person filled this 
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position before him. According to the interviewed Board members, the succession was smooth. However, 

it seems to have coincided with a double change of profile, less confrontational from the political and 

ideological standpoint, and leaning more towards technical assistance and transfer, at least at the 

beginning of this new stage. 

 

FUNDE‟s work is structured in three thematic areas, Territorial Development, Transparency and 

Macroeconomics and Development, each under the leadership of a coordinator in charge of project 

management and execution. The coordinators constitute an Advisory Committee, also integrated by the 

Institutional Relations Manager, the Administrative-Financial Manager and the officer of the Planning, 

Monitoring and Assessment Unit (PMAU), recently created. The mission of the Advisory Committee is to 

ensure the coordination of all areas and functions, and to assist the Director in the implementation of the 

work program. The creation of the PMAU, so far a unipersonal role (occupied by one of the founders of 

the institution, and who joined the staff in 2007) is a response to the increase in the number of projects 

and low quality problems in the preparation or the failure to meet deadlines. To this effect, a project 

management specific system and software are being developed, in order to simplify and standardize 

internal processes based on the “logical framework” methodology. This will allow a transparent online 

follow-up of activities and results. The system is also expected to articulate with the follow-up of 

financial aspects by the Administrative Management. In turn, the PMAU is also in charge of preparing the 

next Strategic Plan. 

 

Organizational matters are regularly addressed in the weekly meetings of the Advisory Council, with the 

Director, and also within the framework of the regular meetings held by the Board of Directors. These 

meetings usually address the assessment of the political, social and economic situation as well. Both 

issues (internal processes and situation) are subject to assessment and debate in the meetings held every 

six months, with the participation of all the staff and members of the Board of Directors. 

 

The administrative staff as well as the research staff (44 people at the moment) have an average seniority 

of around 5 years. Based on project needs, temp or part-time researchers, trainers, surveyors and support 

personnel have been recruited. In 2007-08 the organization faced some instances of desertion of staff due 

to a compensation structure that did not seem competitive in the market, which led them to upgrade their 

compensation schemes for both types of personnel. The salary system generally considers seniority and 

professional expertise, setting a scheme of bands, which are in turn used as a stimulus for the participation 

in more than one project or to reward performance; these bonuses depend on whether the organization has 

an operational surplus. As a consequence of the recent scenario resulting from the change of 

administration, two Area Directors (Transparency and Territorial Development) and an intermediate 

researcher have migrated to the Governmental structure. 

 

The institution has an annual budget of around USD 2,500,000, mostly financed by research grants from 

international benefactors (90%) of which a minority share (5% on average) might be considered core 

funding. However, by leveraging institutional donations from the Terre des Hommes Foundation in 

France and the Grand Duchy of Luxembourg (in this case, of around Euro 300,000), they have managed 

to incorporate the head office building to their property, which also includes a fleet of four vehicles for 

field work. A little over 60% of the budget is allocated to research, action and transfer activities, while a 

further 25% to administrative expenditures.  FUNDE exhibits a strong capacity for establishing ties with 

institutions and international supporters and benefactors. In the last 5 years, it has developed projects with 

the IADB, different German, Swede, Dutch and Canadian cooperation agencies, DIAKONIA, the Ford 

Foundation, Manos Unidas (Spain) and the USAID. In addition, it has regularly contributed to the 

territorial development chapter of the UNDP Human Development Report for El Salvador. 
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As was mentioned above, FUNDE‟s publications are concentrated in the form of books or Technical 

Reports. It also pays considerable attention to the development and updating of its web page, which 

includes detailed information on ongoing projects, activities and presentations and public activities, and 

bulletins or studies. FUNDE is particularly proactive in organizing events and other communication or 

media presence actions. Only in 2009 it records a monthly average of 1 press conference, 1 round table, 4 

seminars or public meetings, 2 book launches, 8 presentations in conferences or similar events, 3 radio 

and 15 television interventions. In addition, it has held some meetings especially targeted to policy 

makers or benefactors, and multilateral institutions, and a weekly column of its Executive Director in one 

of the two newspapers of largest circulation in the country. However, despite the strong public presence 

and outreach capacity evidenced by FUNDE, a well defined communicational strategy seems to be 

lacking. There seems to be certain confusion between the presence of the institutions and its Director or 

some of its researchers in the media and, on the other hand, a kind of compulsive need to address all 

issues and debates, even without the support of sound background studies. 

Policy Linkages 

Although FUNDE was created in the „90s within the sphere of representation of social and territorial 

organizations which assumed a critical role with respect to the central Government controlled by a right-

wing political party (its original name was in fact Fundación Nacional para el Desarrollo Alternativo 

(National Foundation for Alternative Development), since the late 90s it was successful in leaning 

towards public policy design. This process was aided by its initial specialization on agrarian and territorial 

development promotional activities, and by the representativeness achieved before municipal 

governments and the central agencies or organs responsible for these matters. The legislative sphere has 

also been addressed in detail by the institution, and has gradually become a regular source of consultation 

and advice in the Commissions, a multi-partisan and political debate entity based on information and 

technical analyzes. As a result, its Executive Director and some other members of the Boards of Directors 

joined the National Development Commission in different Government periods. This Commission is a 

strategic advisory entity at the level of the central Executive Office. 

 

More recently, and without reducing its ties at the municipal level (political forces, officers and social 

players) or of the Legislative Office, its ties with the National Government and its agencies have 

intensified. This has occurred hand in hand with the incorporation to their work agenda of issues 

pertaining to commercial negotiations, fiscal analysis and administrative transparency, which has resulted 

in specific advice and contributions. In these cases, FUNDE‟s substantial capacity to establish 

connections with multilateral organizations and cooperation agencies has allowed it to finance the 

necessary activities. Some examples of its level of articulation with the policy decision making and 

instrumentation process are the training actions of the CAFTA negotiators in sensitive issues for El 

Salvador, the guidance on the formulation of the Funding Plan for the 2009 Budget, and the participation 

in the constitution of the Public Works Monitoring Group as a follow-up instrument of the budgetary 

execution in a risky area. 

 

FUNDE‟s directors see a better disposition of the current administration, in any case better than the one 

shown by previous governments, to consult the think tanks on the design and even the follow-up and 

assessment of some public policies, and they acknowledge that the Technical Secretariat and the 

Secretariat of Strategic Affairs (both at the level of the National Presidency) frequently consult them and 

seem interested in their answers. However, they are uncertain about the real intention and the likely 

effectiveness of the consultations initiated with the recent creation of the Economic and Social Council 

(CES as per the Spanish acronym). This Council is jointly made up of representatives of the private 

business sector (30) and of trade unions and other social organizations (30), and has the support of 10 

academic or study centers which are recognized as the most prestigious and with utmost advisory and 
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influence capacity, including FUNDE. CES is intended as a place for debating and making Government 

policies. It works under the political responsibility of the Technical Secretariat of the Presidency (a kind 

of economic planning agency) with the technical coordination of UNDP local representative.  The critical 

observations by FUNDE‟s directors refer to the work mechanics (the Government suggests the priority 

agenda) and of debate (this entity operates plenarily). 

Organizational Motivation 

FUNDE‟s main motivation for applying to the initiative is to reinforce its capacity of research and of 

producing policy proposals based on the systematization of background and on the performance of 

previous studies and insights. Here seems to be the main weakness of the institution in terms of its 

possibility of incidence or increasing its level of incidence in policy making processes, since it has proven 

to have a sound -and most likely sufficient- capacity for political and institutional relations and outreach 

to public opinion makers. However, this communication capacity does not seem to be strategically driven, 

but rather unselective, with no criteria other than to achieve a massive public presence. These 

characteristics have probably thrown FUNDE –as well as some of its members- into the public spotlight, 

but this has not necessarily made it influential in a proportionate manner. 

 

FUNDE acknowledges that one of its main strengths is its capacity to establish ties with social players 

and integrate them into its transfer and training activities and that, at the same time, this potentiality is not 

sufficiently tapped due to the relatively limited efforts of the institution to reflect upon its own practices 

and to conceptualize its numerous field experiences. This weakness not only undermines the 

organization‟s capacity of incidence on the policies implemented in El Salvador, but also prevents it from 

benefitting from more intellectual exchanges with academic centers or institutions that specialize in 

researching similar issues. 

 

In FUNDE‟s own words, its top priority is to define its own research agenda. The institution considers 

that said agenda is currently too dependant on available project opportunities. Its members expect that, if 

they had a higher core funding component, they could be more selective with the topics, reallocate some 

existing resources to research, recruit qualified researchers –mainly to scale up the quality of its research 

methodology- and strengthen some support activities, such as internships, exchanges with other centers, 

the presence in seminars and scientific congresses, as well as access to databases and virtual libraries. 

 

The staff of the institution is enthusiastic about the TTI support program and the opportunity it would 

present to expand and consolidate the activities of FUNDE.  In addition, it would benefit the staff by 

offering training programs and more fluid contacts with the international research community; and 

provide long-term planning and, by extension, long-term contracts.  The TTI support is viewed as timely 

since the institution is at a critical point of improving its capacity of research and, ultimately, of 

incidence.  While in general this support would offer long-term funding, which matches better the long-

term perspective of FUNDE, for those staff members who are closer to research activities and more 

willing to do so the TTI support program would, therefore, enhance their opportunities.    

Observations and Recommendations  

FUNDE's evolution is characterized by four main features: i) it is essentially an action-oriented 

institution; ii) it manages a wide and diversified agenda of topics and intervention methods; iii) it exhibits 

a sound capacity of access to funding and of establishing ties; iv) it has a strong public exposure. These 

aspects, as well as the way in which they interact, result in a quite evident set of strengths and relative 

weaknesses. Among the former, we should highlight the important number of diverse experiences and, in 

this framework, a high capacity of transfer, a strong public opinion presence and high visibility, an 

ongoing availability of resources (including its own head office) and probably an important capacity for 
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social incidence. As regards weaknesses, some of them are the limited insight on the experiences and poor 

conceptualization of them, a high staff turnover for each issue and a reduced accumulation of intellectual 

capital, high exposure to the benefactor‟s priorities (with a predominance of action-oriented supporters) 

and an excessive exposure to highly diversified demands to generate information and opinion. 

 

FUNDE‟s authorities are aware that their work agenda is excessively open and that this is one of the 

reasons for the quality problems which have affected at least part of their production. The institutional 

reengineering and assessment process implemented a few years ago was the first sign of alarm along these 

lines, and they now have the objective to further articulate the different projects, since the design to the 

formulation, and they believe that thematic lines need to be narrowed down, while extending project 

cycle. For this purpose, they have undertaken to be more selective in identifying projects and establishing 

connections with benefactors, and they expect to reduce the rate of projects incorporated only through an 

overhead criteria. They also seem aware of the fact that a strong public presence does not necessarily 

reflect a capacity of incidence or effectiveness in that regard. The Director has decided to somewhat limit 

his media exposure, precisely to avoid being consulted on a very wide range of topics, even when they are 

not at all related to FUNDE‟s work. 

 

According to the institution‟s authorities, these weaknesses were more severe around 2006-07. The 

separation of an Area Director who strongly advocated thematic diversification and providing an answer 

to as many claims from social and political players as possible may have contributed to a more moderate 

approach to these requirements and, consequently, limited the need to public exposure. However, it is not 

clear from observing FUNDE‟s practices in recent years whether the aforementioned willingness to 

change and correct course is internalized completely. There still seems to be a certain institutional inertia 

where some of the flaws described above seem to reappear. As way of example, we can mention the 

incorporation of the Transparency Area and the operation of this area based on the demand of several 

public entities or based on the requirements and standards set forth by the sponsoring international 

organization. Another example seems to be the performance of the Macroeconomics Area, where more 

topics and interventions were addressed, apparently due more to a reading of the current situation and its 

urgent requirements than to already developed capabilities. The importance of debating these issues is not 

in question, but rather whether FUNDE can address them all. 

 

FUNDE is evidently a well established institution which has made significant contributions to El 

Salvador, particularly promoting development and empowering different social players. It is also clear 

that the institution is strongly committed with incidence and that it has a significant research potential 

among its staff, probably largely untapped. This means that the organization has background, resources 

and capabilities that warrant consideration for TTI support. However, it also seems clear that the 

effectiveness of this aid would tend to dilute without a parallel change in institutional logistics, so that the 

work and incidence priorities can be defined more effectively and accurately based on internal 

capabilities. Without such process, it is highly unlikely that the quality of production may improve. 

 

Based on these observations, if FUNDE received the support through the provision of core funding, the 

following aspects should be planned: a) the reallocation of efforts within the Territorial Development 

Area to ensure the production of conceptual analyses that would allow to better substantiate the public 

policy proposals (for instance, in the area of political and fiscal decentralization); b) the explicit 

prioritization of no more than two work topics in the Macroeconomics Area, and the concentration of the 

researchers on said topics; c) the recruitment of at least one highly qualified researcher to assist in the 

methodological development of the projects; d) the expansion of exchange programs with other centers 

and universities, and of participation in international academic networks; e) the implementation of 

activities aimed at increasing the preparation of the human resources already existing in the institution; f) 
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the definition of a communicational and incidence strategy relatively focused on the areas which prioritize 

the concentration of research efforts. 

Persons Contacted 

1. Roberto Rubio Fabián, Executive Director, FUNDE 

2. Julio Ramírez Murcia, President of Board of Directors, FUNDE 

3. María Candelaria Navas, Vice-president of the Board of Directors, FUNDE 

4. Carlo Giovanni Berti Lungo, Substitute member of the Board of Directors FUNDE 

5. Patricia Valdés, Administrative-Financial Manager, FUNDE 

6. Rosibel Flores, Manager of the Programming, Monitoring and Assessment Unit, FUNDE 

7. Ismael Merlos, Director of the Territorial Development Area, FUNDE 

8. Andrew Cummings, Researcher of the Territorial Development Area, FUNDE 

9. Nelson Fuentes, Program Coordinator, Macroeconomics and Development Area, FUNDE 

10. Rommel Rodríguez, Researcher of the Macroeconomics and Development Area, FUNDE 

11. Claudia Ortiz, Researcher of the Macroeconomics and Development Area, FUNDE 

12. Raúl Torres, Researcher of the Transparency Department, FUNDE 

13. William Pleitez, Coordinator of the Human Development Report, UNDP, El Salvador 
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Fundación Salvadoreña para el Desarrollo Económico y Social 

(FUSADES) 

Socio Political Context 

FUSADES was created as a non-profit organization in 1983 and officially became a Foundation when the 

specific legal framework was approved. It was the creation of a group of private entrepreneurs hailing 

from various economic sectors, in a context of extremely high conflict and political turmoil (military 

intervention, domestic war), deep economic recession, and weak or destroyed production capacity. 

FUSADES was conceived as a think tank that would offer a relatively integrated public policy program to 

guide El Salvador out of the crisis, within a framework of pro-market strategies and strategies for the 

strengthening of democratic institutions. FUSADES set itself apart from the corporate representation role 

performed by the National Association of Private Companies (ANEP), which was initially against the 

initiative, as they believed it could result in a weakened business front. 

 

In 1986, FUSADES obtained strong support by USAID in the form of funding for its activities. Then, in 

1988, in light of the upcoming 1989 elections, it prepared and published “Towards a Market Economy in 

El Salvador: Bases for a New Social and Economic Development Strategy”, coordinated and 

intellectually led by Prof. Arnold Harberger, of the University of Chicago. This proposal was adopted as 

the foundation for the government plan of President A. Cristiani, who won the election running for 

ARENA, a right-wing party, and who also summoned several entrepreneurs and professionals with links 

with FUSADES to fill ministries and other public positions. FUSADES contributed to the express 

purpose of aiding economic and social policy making  by means of a strategy of outreach and proactive 

engagement of public officers, political leaders, and the general public. 

 

Many of these features from FUSADES‟ first years have been maintained over time. USAID continued as 

the main source of funding at least until 1997 (always in the form of institutional grants); four other 

“Strategy” proposals and documents were prepared and drafted for each administration (1994-99, 1999-

04, 2004-09, and 2009-14), each coordinated by a prestigious “mainstream” economist; the proposals 

received special consideration and many were included in ARENA‟s successive administrations until 

2009; and various FUSADES staff members or members of the Board of Directors were invited to fill 

public positions. Similarly, the institution has upheld and consolidated a very strong public presence and 

visibility. 

 

Such background has cemented the relatively widespread feeling in El Salvador that FUSADES is a think 

tank with strong ties to private business, right-wing politics, and the interests of the most well-off sectors 

of the country. At the same time, FUSADES is acknowledged for its considerable technical capabilities, 

high quality professional and research teams, and studies and products with strong analytical and 

methodological qualities. FUSADES is also recognized for its stabilizing role in the discussions leading 

up to the Peace Accords (1992) and in their subsequent consolidation, where the proposals of the right 

were rationalized and the most extreme positions were isolated, and afterward companies were made 

aware of national problems. Nowadays, with a changing political scene and the rise to power of a leftist or 

center-left administration, FUSADES is also perceived as able to play a significant role in enabling the 

relationship with the private sector. 

 

At the same time, the institution has grown significantly since its inception, with diversified activities, 

adding several development promotion and transfer activities to its public policy research. FUSADES‟ 
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organizational chart is currently divided into functions and operations into the “Research Center” and the 

“Development Center”. In the case of the Research Center, FUSADES‟ strategy has been to progressively 

build its own teams, by bringing on board full-time researchers, which has minimized the participation of 

external consultants and specialists, and maximized institutional capabilities. We can note as an example 

that the “2009-2014 Strategy” was the first to be directly coordinated by internal teams. The Development 

Center was established in the early 90s around two proposal lines the institution had been working on: a 

focus on extreme poverty (especially in rural settings) and a focus on the lack of competitiveness in the 

private sector. 

Research Quality 

FUSADES‟ proposal in response to TTI‟s proposal focuses on the activities of the Department of 

Economic and Social Studies (DEES), part of the Research Center. Therefore, the following paragraphs 

basically describe the activities and production of this unit. However, the more general considerations 

regarding how the research agenda is established, the production quality, and the mechanisms for 

interacting with other areas within the institution may be applied to FUSADES as a whole. 

 

The DEES has been in charge of preparing the successive “Strategy” proposals and documents published 

by the institution before each presidential election. Except for the last one published in 2009, all studies 

were coordinated by external experts (A. Harberger in the first two studies, S. Edwards and R. Haussman 

in the following two) and included the input of various external consultants. The DEES has gained its 

own expertise and capacity along the way, consolidating a permanent team of researchers and producing 

information and analyses based on in-house assessments. The continuity of teams and lines of work, the 

progressive scaling of its members‟ training levels, an attention to the methodological design of studies, 

and an efficient review mechanism have all had a favorable impact on the quality of work. 

 

The DEES has been led for approximately ten years by an economist with a doctoral degree, prestigious 

at the national and regional level, and is divided into two operating areas: Studies and Surveys. The 

Studies area currently includes 11 economists, two of which hold doctoral degrees as well. The area‟s 

main Offices and Programs are: Macroeconomics (Public Finance, Currency, Labor Market), 

Microeconomics (Sector Competitiveness), and Social Studies (Poverty, Security). The Studies area also 

includes Offices and staff focused on Natural Resources, International Economy, and Education. The 

Surveys area (two directors and four supervisors, plus ad hoc interviewers) regularly performs two 

monthly assessments: one targeted to consumers (about 700 respondents) and one to companies (200), 

with a quarterly deepening branch (500 companies). 

 

There is full interaction between both DEES areas, with Studies setting the goals and processing criteria 

for assessments, and Surveys in charge of methodological design and implementation. Both regular 

assessments mentioned above feed the DEES‟ scenario analyses and reports, with the advantage that 

information from official sources is combined with the institution's own data (for instance, the consumer 

confidence index is combined with several corporate expectation and performance variables). Since this 

information is constant, immediate and reliable, it is used by the Central Bank to validate its own 

statistics. The Surveys area has also carried out several special assessments, which have served as the 

basis for specific DEES studies. Among these, we can highlight two panel assessments on rural poverty, 

and migrants and remittances, respectively, a specific survey on the access to funding for small and 

medium-sized companies (pymes), and another survey on the beneficiaries of the Solidarity Network 

Program to assess its impact. 

 

Establishing the DEES research agenda has been facilitated by the great share of funding for activities 

contributed by FUSADES itself, which has allowed the institution to become quite selective with 
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potential new opportunities. FUSADES is run according to a three-year Strategic Plan drafted by the 

Directors of each Department and Unit. The general guidelines are then broken down into specific lines of 

study or action, which are reviewed on a yearly basis. In the case of the DEES, its regular monitoring of 

the current situation aids such “grounding” and the addition of new topics or initiatives, when they are 

considered relevant. At the same time, the constant evaluation of economic and institutional dynamics and 

current public policy helps early design of priorities and content schemes for the next “Strategy”.  The 

validation and revision process of the research agenda is twofold: on the one hand, external specialists are 

consulted, and at the same time the departmental Advisory Committees (see below) provide internal 

feedback. 

 

Nowadays, each Office at DEES is working on some of the priority lines of study (including “Growth, 

Credit and Investment”, “Public Expenditure Efficiency and Management”, “Development Banking”, 

“Assessing the Impact of CAFTA”, “Company Victimization and Economic Cost”, and “Climate Change, 

Water and Energy”). The DEES is also part of a network studying the impact of the international crisis on 

Central American countries, which publishes its findings periodically under the title “Cómo está 

Centroamérica”, and monitors current measures and policies in terms of taxes, finance, exports, 

agriculture, environment, citizen security and education, publishing its analyses in the form of executive 

memoranda or policy briefs. Besides the above publications and a periodical FUSADES Newsletter, the 

work of the DEES is published in the form of books, Technical Reports, Working Papers, or executive 

summaries on the institution‟s website. It is surprising that no papers have been published in specialized 

journals, despite the volume and general quality of work produced, and the expertise of many of the 

institution‟s researchers. The main reason seems to be that FUSADES has prioritized its public actions 

and incidence over the academic growth of its staff. 

Organizational Performance 

The highest formal authority at FUSADES is the Founders‟ Board, which is open and currently has 385 

members, mostly entrepreneurs and professionals. The institution‟s strategic leadership is exercised by the 

Board of Directors, whose members are elected every two years and whose membership is indefinitely 

renewable. The current President and former Presidents play a significant role in the election of the 21 

members of the Board, as they are in charge of the selection and have veto powers. Thus, a continuation 

of the institution‟s principles over time is guaranteed.  Up until now, each President has been in office for 

around 8 years. The main functions of this Board are defining the strategic lines for incidence and 

managing the institution‟s property. The most important members of the Board, together with the 

Executive Director, make up the Executive Committee in charge of setting the work agenda, supervising 

financial management and budget execution, and coordinating all areas. Both the Board of Directors and 

the Executive Committee meet every 15 days. The Executive Director is in charge of executing the 

functions and directions of the Executive Committee. There have been three Executive Directors during 

the 27 years of the institution, and all transitions have been smooth. 

 

Under the Executive Committee we find two distinct work areas: the “Research Center” and the 

“Development Center”, plus two support areas, the Communications Office and the Management and 

Finance Office. The Research Center includes the Department of Economic and Social Studies (DEES), 

the Department of Legal Studies (DEL), and the recently created Department of Political Studies (DEP), 

for which researchers with graduate degrees have been brought on board. The Development Center 

includes the Social Action and Strengthening Program (FORTAS), the Investment Promotion and Export 

Diversification Program (PRIDEX), the Laboratory of Integral Quality (LCI), and the recently created 

Technological Innovation Promotion Program (INNOVA). Besides the recent addition of the units 

mentioned above, the current structure is the result of having redefined the scope of previous units (for 

example, some of the services under PRIDEX have become autonomous or have been reassigned to 
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public agencies, and new competencies have been developed and others have been broadened under the 

LCI); having made some units autonomous outside of FUSADES, but maintaining operational links (for 

example, business training or the communication of social responsibility practices); and having sold the 

financing package for small and medium-sized companies. 

 

It is interesting to look at the methods of interaction between different areas. Most programs under the 

Development Center have been created to implement some of the proposals that the institution had been 

drafting as part of its research activities. FORTAS has carried out transfer and training activities with a 

focus on extreme poverty (especially in rural settings), while PRIDEX, LCI and INNOVA have offered 

various specialized services for the promotion of competitiveness at production unit level. Another 

highlight is the development of the “Financing” unit, created in the early 90s with seed capital provided 

by USAID, with the purpose of facilitating access to credit to small and medium-sized companies. This 

unit was doubly successful, in the sense that it broadened its client portfolio significantly and at the same 

time generated returns which gradually became the main source of funding for the organization‟s 

activities, and the basis for its core funding. In 2007, faced with the only alternative of making the unit an 

independent financial institution, FUSADES decided to sell the package in full, obtaining a significant 

share of the considerable endowment it now enjoys. 

 

This is an institution with professional management and an organizational structure with clearly 

differentiated functions, as well as efficient interaction and coordination mechanisms. The staff is 

currently made up of 124 people. The average seniority of research personnel is around 7 years, while for 

the rest of the staff it is 10 years. Although there is no centralized personnel assessment system in place, 

this task is carried out by each Director or Manager regarding their own work team and discussed at 

regular meetings with the Executive Director or Executive Committee. The staff is also regularly 

involved, one to three times a year, in consultations and assessments regarding institutional, 

organizational and operational issues, whether in general meetings or Department or Unit specific 

meetings. Each program or unit under the Research Center and the Development Center also has its own 

Advisory Committee, mandatorily integrated by the other directors and on a voluntary basis by the 

members of the Founders‟ Board (of whom about 70 are currently involved). These Committees offer a 

setting for interaction and consulting, both regarding internal matters and opinions on the economic, 

political and social situation. 

 

FUSADES, which owns its headquarters, has an annual budget of around USD 6,000,000, which is 

mostly applied to research, transfer and incidence activities (75%), with strong self-funding and input 

from institutional donations, and a relatively smaller percentage coming from research grants (35%). This 

has given FUSADES freedom to set its work agenda, although the Board of Directors has decided to 

restrict the percentage of returns from the institutional endowment which may be used to finance 

activities. In recent years FUSADES has offered specific consulting services to the World Bank and the 

IADB, has received funds by means of cooperation agreements or projects from the IDRC and the 

University of Michigan, and has consulted or executed technical assistance agreements with various 

government agencies in El Salvador. 

 

FUSADES, and especially the DEES, have a strong public presence and visibility and have become the 

obvious referent in political, economic, social and institutional topics. They regularly organize or take 

part in public events (such as seminars, workshops, debates, round tables) revolving around these topics, 

summon press conferences or groups of specialized journalists and experts, and frequently speak up in the 

media. It is worth noting that all activities of FUSADES‟ researchers and other members bear the 

institutional signature. This requires an internal coordination of message priorities and also makes the 

organization more visible. The institution is currently attempting to adopt the recommendations resulting 

from an image audit and communications diagnosis requested to the University of Salamanca. The audit 
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and diagnosis concluded that there was a need to make the communication strategy more sophisticated, 

segmenting and focusing the message for different target audiences, in order to better position the 

institution‟s proposals in the eyes of public opinion. As a result, more importance has been given to this 

function in the organizational chart, and the team in charge of communications has been revamped. 

Policy Linkages 

Since its creation, FUSADES has been an institution linked to the most important business sector in El 

Salvador, and both its mission and its principles and values are closely associated with the ideology of 

private business. Its first “Strategy” document, drafted and published in the late 80s, called for economic, 

business and financial openness, market deregulation, utility and public company privatization, and a 

strengthening of free enterprise in general. These proposals coincided with a time in the region where 

economic policy was basically guided by these principles, and in El Salvador, FUSADES had a strong 

incidence in the process of adoption and consolidation of so-called “structural reforms”. The first 

administration of the right-wing party ARENA, elected in 1989, implemented the first generation of such 

reforms aided by FUSADES‟ proposals, and with several of its leaders filling public positions. From then 

on and during the following three ARENA administrations, FUSADES‟ influence on general policy 

making and the design of specific programs was constant (including the successive “Strategies” published 

and the participation of some officers), contributing to the perception that there were close ties between 

the institution and right-wing politics. However, not all of FUSADES‟ technical proposals were well 

received by the administrations in these periods, and some assumed a critical position. 

 

On the other hand, FUSADES has placed strong focus on its incidence activities, which in fact are central 

to its institutional mission. The focus has not been placed exclusively on relations with the national 

executive power. Instead, its involvement in advisory and consulting activities with the legislative power 

and municipal governments has also been significant. The various programs for training, social action and 

business action under the Development Center have proven suitable channels to communicate proposals 

and results, reaching all political players and public officers. One example is the design and 

implementation at the national level of the “Solidarity Network” conditional money transfers, based on 

the experience of the FORTAS unit and the studies on poverty dynamics carried out by the DEES. 

FUSADES is currently part of an international consortium evaluating this program in order to identify 

bottlenecks and improve its scope. Among other relatively recent examples of FUSADES‟ incidence 

activities, we can mention the program for reform of the justice administration system, the strategy for 

fiscal sustainability amid the international crisis, and the creation of and participation in the Legislative 

Performance Monitoring Group and the Judicial Monitoring Group. 

 

The change of administration in 2009 and the victory of a coalition around the left-wing FMLN over 

ARENA have left FUSADES in a relatively unprecedented position in terms of its ties to political power, 

and mainly policy design and implementation. This change entails a shift in the theoretical paradigm 

which has shaped public policy in the last 20 years in the country (a paradigm the institution is aligned 

with), and consequently a very likely shift in priorities for the design of development policies and the 

methods for state intervention and regulation, and more specifically in various programs where 

FUSADES has been an active participant. The institution‟s leaders believe that in this scenario they will 

not cease to be referents for the government (FUSADES has been invited to take part in the academic 

section of the Economic and Social Council), although their proposals will not be as well received at this 

level. Thus, their communication and incidence strategy is undergoing redesign in order to focus more on 

public opinion, social players and movements, and the legislative power. The purpose is to reinforce the 

institution‟s position and legitimacy in society as a whole and then have influence on an administration 

they consider ideologically distant, if not downright hostile. 
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Organizational Motivation 

The exclusive beneficiary identified in FUSADES‟ application to TTI is the DEES, although some of the 

improvements proposed if the application is approved may have a positive effect on the rest of the 

organization, particularly the Departments in the Research Center. In this case, the main motivation is 

“adding value” to the DEES‟ current activities. The proposal, then, is not to increase the number of 

researchers or accelerate production, but rather to improve research quality, increase the researchers‟ 

international and academic presence, and heighten the group‟s capacity of incidence in the policy making 

process, whether directly by means of greater interaction with the various areas of government or 

legislation, or indirectly by strengthening their communication and impact capabilities in the media and 

public opinion, and deeper relations with similar institutions. At the same time, the application is drafted 

in terms of actions that may increase institutional capabilities and may be maintained once the TTI 

support has ceased. 

 

Several actions have been planned to aid the scaling process, including: i) promoting greater debates 

regarding the institution‟s own work with researchers in outstanding international centers; ii) increasing 

participation in congresses and seminars to validate the progress made by the institution; iii) planning a 

series of short stays in international centers for methodological updating; iv) maintaining a regular 

program for graduate training abroad (the exchange program of one student per year with the University 

of Chicago for a Master‟s Degree in Public Policy has been interrupted); v) promoting short stays of 

foreign researches in the institution to develop methodological training or policy making training 

sessions; vi) encouraging the institution‟s researchers to publish papers in international journals; and vii) 

encouraging training and participation in national, regional and international academic networks. 

FUSADES believes that if they have the chance to improve their proposals and increase their network of 

contacts, they will be able to strengthen their capacity of incidence. They also believe that increasing their 

capacity of incidence requires improving institutional communications. For this purpose, they have 

planned a training program for researchers to become better institutional spokespeople, a format redesign 

for various publications, and a better use of ICTs to reach different audiences.  

 

FUSADES, unlike other institutions in El Salvador, has not faced serious funding problems or depended 

excessively on projects, or presented serious deficits in its research capabilities or capacity of incidence. It 

does not seem to require greater visibility either. Its willingness to be part of TTI must be interpreted 

based on two situations the organization is currently facing. The first matter is that the DEES currently 

accounts for around one third of FUSADES‟ overall budget and around 70% of the research budget. In 

other words, it is a relatively expensive unit. FUSADES has recently decided to create the DEP, open two 

Monitoring Groups, promote studies on criminality within the Social Studies Area, and develop INNOVA 

as an agency for the promotion of innovation and the creation of companies. That is, the DEES competes 

internally with other units for a budget upon whose financing the institution has also imposed a limit for 

the use of the institution‟s own funds. 

 

The second matter has been discussed in section 2.23. FUSADES believes it needs to focus and broaden 

the scope of its message, so as not to lose capacity of incidence in a context where the administration is 

not aligned with it as it has been in the past. For this purpose, the institution has decided to redesign its 

communication strategy, performing more actions and improving the format and means of 

communication of its messages. In addition, it needs to improve its relationship with the political and 

research community, so as not to be isolated in the new political scenario. Regarding the staff of the 

DEES, it is enthusiastic about the TTI support program and the opportunity it would present to expand 

and consolidate their activities.  In addition, it would benefit the staff by offering training programs and 

more fluid contacts with the international research community.  The TTI support is viewed as timely since 

the institution is at a turning point in its capacity of incidence.   
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Observations and Recommendations  

The evolution of FUSADES, and particularly of the DEES, is characterized by four main features: i) it is 

an institution with close ties to the private business sector; ii) its basic mission is to have incidence on 

policy making, and more generally on the consolidation of a “country strategy”; iii) leadership is vested in 

the Board of Directors and rests on a set of political and ideological principles; iv) it has built a 

considerable basis with its own funding. These features and their combination result in various 

institutional strengths, especially including a capacity to influence powerful sectors –which recognize its 

technical capabilities and are therefore permeable to its proposals and arguments–, a conceptual approach 

that is both totalizing and articulating with different policy proposals, marked institutional continuity, 

strong autonomy for setting the research and transfer agenda, and the possibility of attracting prestigious 

intellectual or professional resources. Somehow, these features could also give way to some relative 

weaknesses, or at least some distortions. For example, a marked political alignment and little 

independence regarding those power factors, excessive institutional monitoring, little receptiveness of 

alternative conceptual approaches, and at the same time a willingness to address all government issues. 

 

FUSADES‟ directors believe they have prevented these distortions, and therefore they do not feel the 

institution has been negatively affected by the features described above. They believe that their reputation 

is only based on the technical quality of their work, and in any case the “social market economy” and 

“individual freedom defense” paradigm is the appropriate paradigm to satisfy the historic needs of the 

society of El Salvador. They feel that in order to promote this proposal it is essential to constantly update 

and enhance the “country strategy” design, and that this requires broadening the thematic agenda and 

adding issues that citizens, on the one hand, and companies, on the other, identify as priorities. They 

vigorously deny that the strong involvement of the members of the Founders‟ Board or the Board of 

Directors in the various areas of work, through the Advisory Committees, entails a mechanism of political 

and ideological control. Quite the contrary, they highlight the virtues of this constant feedback. Lastly, 

they feel that the principles guiding their institutional actions, although clear and accurate, are broad and 

general enough to welcome multiple policy ideas and approaches, and they understand that researcher 

selection is based exclusively on qualifications and expertise. 

 

It is clear that FUSADES exhibits all the qualities to be positively considered for the TTI. It is an 

established and renowned institution, its research and incidence strategies are clearly defined, the 

functions and responsibilities are clearly differentiated within the organization, it has capable and 

qualified staff, it has strong experience in fund management, it has determined its needs based on a 

diagnosis of the current scenario and its capacities in place, and it has planned a set of concrete actions to 

be maintained with the TTI‟s potential support. Based on the above, it is very likely that FUSADES 

would take full advantage of the TTI support program to scale up its research and incidence capabilities 

even further. Notwithstanding the above and the fact that the institution is certainly worthy of 

recommendation, two circumstances should be considered for the purpose of making a decision. First, the 

DEES‟ request to the TTI seems to result from a decision by FUSADES to prioritize other activities and 

to restrict the use of its own funds. Second, the diagnosis on which FUSADES bases its main needs in the 

current scenario has its origin in a hypothesis of political isolation which has not been necessarily checked 

or legitimized. 

Persons Contacted 

1. Álvaro Guatemala, Executive Director, FUSADES 

2. Antonio Cabrales, President of the Board of Directors, FUSADES 

3. Carlos Quintanilla Smith, Vice President of the Board of Directors, FUSADES 

4. Roberto Rivera, Director of the Department of Economic and Social Studies, FUSADES 

5. Álvaro Trigueros, Head of the Macroeconomics Area, DEES, FUSADES 
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6. Rafael Pleitez, Head of the Social Studies Area, DEES, FUSADES 

7. Pedro Argumedo, Head of the Microeconomics Area, DEES, FUSADES 

8. René Hernández, Communications Director, FUSADES 

9. Nelly Aparicio, Communications Manager, FUSADES 

10. Cecilia Gallardo, former Education Minister, former Solidarity Network Coordinator, El Salvador 

11. Alberto Leyton, Chief Representative, World Bank, El Salvador 
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Fundación para el Avance de las Reformas y las Oportunidades (FARO) 

Socio Political Context 

Grupo FARO was created as the initiative of a group of Ecuadorian young professionals from different 

disciplinary and political backgrounds, with the purpose to strengthen the State‟s policy making and 

management capabilities. This objective was adopted as a necessity in the context of strong political 

volatility, increasing disrepute of the political system and relative deinstitutionalization that Ecuador 

underwent in the late 90s and early 20s. The organization, defined as non-partisan and independent, was 

founded in December 2004. Renown academic and civil society personalities were called onboard as 

founding members, and their reputation somewhat legitimized the inception of FARO and opened doors 

and opportunities among potential benefactors. In these first years, the main players of the organization 

set up ties with some “think and do tanks” already set up in the region or outside, with the aim to learn 

good institutional practices quickly. Their first projects started in 2005 and were achieved in cooperation 

with similar institutions with some prior experience on the subject. 

 

The initial lines of work focused on two areas: Fiscal Policy and Educational Policy, and were 

implemented in both cases from agreements with the corresponding Ministries, although with a view to 

foster the involvement of the civil society in the design, follow-up and assessment of public policies. 

These experiences resulted in the creation of “Lupa Fiscal”, a regular publication of FARO which 

analyzes several tax and budgetary issues, and in the preparation of a report for "Educational Debate”, 

reached as a concertation between the central government, the district governments and the 

representatives of the different strata of the educational community.  FARO addressed these topics for 

considering them a priority, and because specific opportunities opened up thanks to the work of its 

founding members. Within a framework of rapid growth and expansion of its activities, the organization 

incorporated two other areas in 2007: Governance and Environmental Policies, as well as a fifth area 

(Information Society) in 2009, always guided by the same approach of contributing to the policy making 

process and following up its implementation. In all cases, the introduction of the lines of research was 

followed by the incorporation of a specific work team. 

 

The diagnosis of a weak State was the rationale supporting the original definition of FARO‟s mission. 

Based on its vision, the strengthening of the public policy process required the reinstitution of the 

governmental capabilities of guidance and intervention in the economic and social dynamics. The 

political process initiated with the administration of President Rafael Correa in 2007 gradually modified 

the context in which FARO had defined itself as an institution and progressively challenged its original 

mission. The new administration gradually positioned the Government as a main player in the 

development process, highlighting its role of guidance and, in turn, enhancing its productive 

development. At the same time, as the Government‟s proposals found social consolidation and electoral 

validation, the programs gained continuity and the Government recovered a central role in the definition 

of public policies (some players refer to the current administration‟s strategy as “state-centered”, but 

suggest varying degrees of openness of the government to non-governmental players, depending on the 

specific political areas). In this new context, FARO redefined its mission and actions, and stopped 

assimilating the “public” to the strictly “state” sphere, and expanded its sphere of action to focus on the 

articulation between the civil society, the private sector and the Government. Its authorities believe that, 

provided that the organization is acknowledged as a non-partisan and independent institution, it will be 

capable of mediating through the tensions between these three spheres, on the one hand, and of increasing 

social involvement in the definition of the policies, on the other. 
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Research Quality 

FARO has experienced considerable growth since 2007, both in terms of the number of managed projects 

and their corresponding funding, and of the personnel involved. This growth is explained by endogenous 

and exogenous factors to the organization. Among the former, it should be highlighted that FARO‟s 

research agenda has been public policy-oriented from the start: this has always been and still is a strategic 

definition of its founding members. Consequently, the studies have always had a significant training and 

transfer component, mainly aimed specifically at the public sector and later with a gradual and increasing 

consideration for civil society. This willingness to strengthen the public policy making process created a 

certain internal pressure to diversify topics and work in connection with issues of significance at the 

national level, while at the same time increasing its network of contacts and connections. On the other 

hand, the initial activity regarding fiscal and educational issues quickly positioned the organization in the 

sector and earned it a good reputation, and was translated into new and different demands, both from the 

public sector and from civil society. These actions were supported by several benefactors –public, 

multilateral or non-governmental-, which provided ongoing and increasing funding. 

 

As a result of the conclusions derived from a self-assessment and strategic planning process in 2008, 

FARO has defined its internal organizational structure with a matrix pattern, aimed at two objectives: 

highlighting and channeling the multi-disciplinary approach in the research and actions it performs and 

ensuring that every line of work contains a sustainable balance of research, transfer and incidence 

activities. This matrix deploys the five Program Axes on which the specific studies or projects are 

included: “Environment and Society” (environmental policy studies, production projects impact 

assessment and local players strengthening studies), “Public Governance” (studies on public finance -at 

the central or municipal level-), management and public information transparency and politician 

clientelism), “Equality and Social Opportunities” (studies on educational policy and conditions of access 

to formal education), “Information Society” (studies on the process of ICTs, the digital gap and the 

strengthening of the e-government) and “Growth and Competiveness” (studies on the structural 

determinants of growth and the dynamics of the innovative process in Ecuador). Each of these axes of 

research, led by a Coordinator, is crossed by the Research, Training and Communication functions, for 

which a responsible Director has also been planned.  

 

The  first three Axes encompass the capabilities with the longest background and development at FARO. 

The axis “Environment and Society” currently engages 4 full-time individuals and 1 part-time individual, 

while the “Public Governance” axis involves 8 part-time workers and the “Equality” axis 3 full-time and 

3 part-time persons. The Axes of “Information Society” and “Growth and Competitiveness” have been 

incorporated recently, and they represent relatively unexplored areas in the country, which are still being 

developed by a small team around the respective Coordinators who, in turn, are working part-time. In the 

case of horizontal functions, both the Research and Training functions are being performed by personnel 

who at the same time are Coordinators of one of the Program Axes and only the Communication function 

is coordinated by one person with exclusive dedication. This seems related to the specific characteristics 

of this function and mainly to the decision adopted in 2007 to strengthen the incidence process and not 

circumscribe it to a strictly media projection; to this effect, the aim is to model the products so that 

differentiated targets can be reached, to establish thematic alliances with several media and to develop 

specialized voices internally. While the Training function seems focused on ensuring that each project 

identifies the most essential aspects to be transferred and the most qualified mechanisms to reach the 

potential audience, the Research function, envisioned to improve and standardize the quality of the 

studies, is more incipient in nature and has not yet achieved a clear definition. 

 

In its early stage, the definition of FARO‟s research agenda was highly influenced by the expertise of its 

main members, the identification of certain priorities of each sector (fiscal, environmental, educational), 
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and the willingness to improve the capabilities of public policy management at the Governmental level. 

Towards 2008, the agenda was defined around a more ambitious and comprehensive objective, which was 

to change Ecuador‟s economic development model (de-prioritizing extractive activities) and to strengthen 

the social participation process (taking advantage of the new Constitution and empowering civil society). 

This step seems to have been mainly based on the institutional decision of increasing its capacity of 

incidence and focusing on the articulation between the public and the private sphere, rather than on the 

accumulation of internal capabilities. Even though some work teams had been consolidated and their 

production had a more than acceptable professional quality and a good reputation, the research continued 

to be of an applied nature mainly, with a focus on descriptive studies. The consolidation and enhancement 

of the research activities were also limited by other factors: the prevalence of short-term projects and 

funding, discontinuities in the follow-up of certain issues, the high turnover, based on the project cycle, 

and the lack of graduate trained staff. The kind of publications produced by FARO is consistent with this 

situation: they are contained in the institution‟s regular Newsletter, with thematic and informative 

contents,  Policy Briefs and Work Documents. The recent incorporation of a Research Director aims at 

enhancing the methodological aspects of the works, and defining a long-term agenda. It is necessary and 

pertinent to specialize this function. The consolidation of the agenda and the respective teams also 

requires that the other limiting factors be reverted, in order to allow the institution to acquire a critical 

mass to make it sustainable. 

 

Organizational Performance 

The organizational structure of FARO contemplates, in its executive organs, a Steering Council (SC), an 

Advisory Council (AC), an Executive Director (ED) and an Executive Council (EC). The Steering 

Council is currently made up of 5 members, all of them Ecuadorian, including renown personalities from 

academia, politics, culture and social organizations. They hold two ordinary meetings a year and their 

main formal duties are ensuring the institutional mission, establishing strategic lines and supervising the 

design and execution of the work plan and budget. The Advisory Council is made up of international 

academics, with whom the institution keeps an occasional contact in the stages of project design and 

information of the conclusions. The main roles of the Executive Director (who has been the same since 

the organization was founded) are designing and implementing the work plan and budget, following-up 

and assessing projects and fund raising activities; except for the latter, it is assisted in the fulfillment of its 

other duties by the EC, which is also integrated by the Directors of the Program Axes and of the 

Functional Areas (based on the matrix diagram described above). The Executive Council meets weekly to 

follow-up on all the operating and organizational aspects and, when necessary, to make more general 

assessments of the issues arising in the national and international scenario. This structure is highly 

dependant on the Executive Director, as articulator of the different instances and guardian of the 

institutional mandate. 

 

It should be noted that Grupo FARO has a Policy and Procedure Manual which has last been updated on 

March 17, 2010, and is aimed at establishing the standards and policies governing organization and all the 

members of the Group, including the permanent staff, volunteers, external consultants, employees and 

interns. Said Manual defines the axes and methods of intervention, the organizational and management 

structure, the roles and responsibilities of each instance, the decision procedures over research lines and 

projects, and other intervention activities, the internal management and control standards, and the human 

resources policy (recruitment, connection, training and compensation), the communications policy, the 

incidence policy and the Code of Ethics governing its members and actions. On the other hand, as was 

already mentioned above, the design and management of the projects is framed within a matrix-type 

structure, linking the programmatic areas with the methods of interventions, and that aims at facilitating 

and strengthening an interdisciplinary approach, the integration between the thematic axes and the impact 
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of transfer and incidence. Both devices, the Manual and the matrix structure, account for the thoroughness 

and level of formalization with which the institution aims at managing its performance. 

 

However, these organizational designs still seem to exceed the effective level of institutionalization that 

FARO has reached, as well as its actual capacity to perform based on the expected standards. The 

Steering Council seems to provide reputation to the institution rather than to exercise political and 

strategic management; only one of its members lives in Quito, while the rest reside abroad, and thus its 

meetings usually barely reach the necessary quorum and the contact is generally occasional. As a result, 

the duties formally established for this entity in the Manual are fulfilled only very partially. The role of 

the Advisory Council also seems to be mainly reputational in nature, given that, except for a certain 

degree of contribution to specific projects, its members do not seem committed to the design of the 

agenda or the lines of research. In this context, the Executive Director not only absorbs a significant part 

of the operating and institutional relations duties, but is also a key element in the definition of the research 

agenda and the action and intervention strategies lines, as well as the follow-up and confirmation of 

projects and funding. Given this level of dependence for the operation of the institution, the potential 

absence or departure of the Executive Director would have a negative impact in the short-term and 

probably in the long-term as well. In the same way, the matrix-like organization of the work seems more 

related to a future goal than to the current situation, since some of their main roles, e.g., Research, are 

fulfilled by temp and part-time staff, who lead two axes of the matrix at the same time. 

 

However, these organizational concerns are related to the level of institutional commitment with which 

the members of the organization conceive their sense of belonging and activity. The technical and 

administrative staff show a high level of motivation and commitment with FARO‟s vision and mission, as 

well as a valuable capacity for self-assessment and recognition of their strengths and weaknesses. These 

characteristics, already evident in the EI submitted to TTI, can be attributed to the Executive Director‟s 

merit, since he undoubtedly has a very dynamic leadership style based on high internal participation 

schemes. Online queries and forums on organizational aspects affecting all its members are a common 

practice, as well as regular meetings with the staff (every 3 or 4 months), in which they conduct an 

assessment of institutional performance and the political and social scenario. An integral personnel and 

project assessment scheme is currently under way, with the assistance of the Overseas Development 

Institute. In addition, they are implementing a pilot initiative of some of their programs to monitor the 

impact of the training and incidence actions, in order to implement a permanent follow-up and assessment 

area. FARO also shows a significant level of external integration: it is a leading institution in the group of 

NGOs and SCOs in Ecuador, and has celebrated information exchange and good practice agreements, 

joint research agreements or data-generation protocols with several similar organizations and universities 

of the region or other developing countries. 

 

Starting in 2005 with a very reduced project base, FARO has recently reached a budget of USD 800,000, 

80% of which is allocated to research, training and incidence activities, and funded almost exclusively by 

research grants from international benefactors. Although it has not received core funding, which has 

weakened the continuity and depth of some of its topics and actions, it has exhibited a sound capacity to 

expand and diversify its sources of funding. In recent years, it has celebrated projects with multilateral 

agencies (World Bank, IADB, CFI, CAF), the United Nations system (UNDP, Fund for Children and 

Women), bilateral aid (USAID, IDRC) and international Foundations or NGOs (Tinker, NED, CARE, 

Rainforest, Revenue Watch Institute). Its increasing concern with enhancing its capacity of incidence has 

led the organization to achieve significant public visibility, not only in the media but also among social 

players, CSOs, political management and the private sector. It has become a referent for some topics, 

particularly those on which it has been working for longer, such as environmental and fiscal subjects. In 

addition, FARO has become an important voice of the civil society in the context of discussion and the 

opportunities created by the new constitutionality regarding citizen participation. 
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Policy Linkages 

According to its own definition, FARO‟s mission is to enhance the process of designing, implementing 

and assessing public policies. It assumes the hypothesis that the Ecuadorian society is characterized by a 

set of strong social, territorial and cultural heterogeneities, which set a double challenge for policy-

making: on the one hand, policies should account for this heterogeneous scenario and bridge the existing 

gaps; on the other, social participation must be increased in its design so as to consider the different 

interests affected. Along the lines of this general characterization and within the framework of its short 

history, two clearly differentiated phases can be identified in the conception of FARO‟s methods of 

intervention. The first phase is characterized by the predominance of technical assistance projects to 

strengthen the State‟s policy-making capacity, mainly at the level of the central Government. This phase 

corresponds to the hypothesis of a weak State of reduced technical capacity. In the second phase, on the 

other hand, the priorities have been the actions aimed at empowering the civil society and training the 

legislative power and the governments and municipal councils to participate in the policy-making and 

monitoring process. This phase corresponds to the recovery of the State as an active driver of 

development in the political proposal of President Correa‟s current administration. Both phases are also 

characterized by their distinctive styles of incidence. 

 

Several actions of the first kind may be mentioned as way of example. FARO has worked in collaboration 

with the Ministry of Education in the design of the Ten-Year Educational Plan (2006-2016) and in the 

monitoring of its implementation. It has cooperated with the Ministry of Finance in the training initiative 

for the formulation and analysis of a district budget and with the Mine and Hydrocarbon Ministry 

(currently the Ministry of Non-Renewable Energy) in the assessment of the social and environmental 

impact of some exploration initiatives and in the development of specific regulations on environmental 

damage. Some examples of the actions of the second phase described are the activities of advising the 

Economic, Fiscal and Tax Commission of the Legislative Assembly, the presentation to said Assembly of 

a comparative international legislation study at the discussion of the Higher Education Act, the 

participation in the Social Coalition for Transparency regarding the debate on the Data Registration Act 

and monitoring activities, together with different OCSs, of the Organic Act of Transparency and Access 

to Public Information. Within the framework of the first phase, the vehicles of incidence were relatively 

simple and direct: presentation of study documents, implementation of awareness forums with the public 

officers involved, and development of courses and other technical training actions. The move to the 

second phase forced FARO to seek a more sophisticated platform of incidence, designing a more focused 

communication strategy based on the different audiences, decentralizing its activities in terms of 

geographical location and extending its network of connections and cooperation with similar institutions. 

As a whole, the adaptation of the strategies to the context, as well as the effectiveness to influence public 

policy processes in clearly differentiated socio-political scenarios account for an organization with a 

thorough understanding of said processes and scenarios, highly effective to position itself strategically 

and influence them. 

 

FARO has gained several valuable intangible assets throughout its experience. It is recognized as a non-

partisan, pluralistic and consensus-driven institution. It is quite influential and can deploy significant and 

effective communicational resources. It is experienced and prestigious in terms of promoting debates 

based on evidence among different players. And last but not least, it has developed an important capacity 

of articulation and outreach with the CSOs, companies and the public sector. The latter is particularly 

interesting in the case of Ecuador, given the highly polarized political debate and ideologized proposals. 

The characteristics of the current scenario highlight the potential of FARO's assets. The process of 

formulation and enactment of the new Constitution has opened the way for a scenario of more 

participation and deliberation: the integration and operation of the Legislature, on the one hand, and the 

institutionalization of citizen participation (the Fifth Power), on the other, are examples of the new status 
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quo. At the same time, there is an ongoing debate on the model of Government, ranging from a more 

centralized and vertical proposal of the current administration to another one based on a higher autonomy 

of the communities and social organizations. This tension, which is translated into a certain level of 

distrust between the official agencies and the NGOs and CSOs, could be handled more effectively by an 

institution which has generally earned the recognition of both. 

Organizational Motivation 

The main weakness of Grupo FARO, after completing its initial set-up and rapid growth stage, is its 

financing model, almost exclusively based on simultaneous or successive projects; the organization is 

perfectly aware of this fact and, although it has proven effective in its ties with multiple benefactors and 

funding agencies, it has not yet been able to access institutional funds or funds more readily available. 

This restriction has limited the capacity to set its own long-term research agenda, and accounts for the 

high turnover among its staff, and of the fact that only 40% of the Directors of the Axes or areas and of 

the researchers are working full-time. In this context, it is difficult for FARO to expand its research 

capabilities, attract qualified resources and create long-term associations, consolidate and make their 

communications and incidence strategy more effective, and complete the implementation and 

improvement of its organizational and assessment procedures. Notwithstanding the above, based on the 

capacity of leadership and motivation of the Executive Director and on the institutional commitment of its 

members, FARO has proposed and elaborated researcher training and educational initiatives as well as 

quality assurance efforts for the execution of its projects and communication of results. FARO‟s main 

motivation for obtaining TTI support lies on the possibility of consolidating said initiatives and mainly on 

its research and incidence strategy, strengthening the research of each of its already defined Program 

Axes. 

 

The TTI support program would allow for the compensation of the Executive Director and the Axis and 

Area Directors to be much less dependent on project flow and, in turn, to incorporate this personnel as 

full-time staff. That is, the availability of core funding would allow to formally recruit the research 

personnel, liberate resources to further specialize the roles inside the matrix organizational structure, keep 

the most qualified personnel involved in the projects during the transition between the completion of one 

project and the commencement of the next, and expand its incorporation into academic and expert 

networks. This should be translated into a quality leap in FARO‟s research, in several ways:  

the sustainability of research lines, an expanded capacity for selecting projects, more focus on 

methodological developments, higher conceptualization efforts on the evidence of applied research, an 

increased connection with the research community and the adoption of more demanding standards and 

review systems. 

 

In this way, FARO, which has already proven its capacity to manage professional applied projects, could 

produce more and better “products of knowledge”, while deepening its academic profile and, in turn, 

producing sounder policy recommendations and proposals. At the same time, FARO could assign more 

resources to the area of Communication and Incidence to deepen the strategy of focalization of agents and 

diversification of products, an area in which it is already progressing. In addition, it could improve its 

management, by integrating and updating its internal information systems, and implementing a wider 

system of public access to its products and databases. 

 

The strategic planning process implemented in 2008 unified FARO‟s staff around its mission and 

institutional vision, and seems to have generated a particular feeling among the directive and intermediate 

staff. They see themselves in a necessary role of facilitators and articulators of the intellectual and 

political debate in a socially heterogeneous society, which is geographically fragmented and politically 

polarized, but that is undergoing a stage of more deliberation, recognition of rights and participation. 
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There is an ongoing debate on the “development model” of Ecuador, in which the Government appears as 

one of the main players, but where CSOs have an active intervention, as well as the representatives of the 

private corporate sector; the members of FARO understand that, besides the incidence their responses 

may have, they can play the role of mediators in this debate and contribute to a necessary public good. 

Within this framework, the staff is enthusiastic about the TTI support program and the opportunity it 

would present to expand and consolidate the activities of the institution.  In addition, it would benefit the 

staff by offering training programs and more fluid contacts with the international research community; 

and provide long-term contracts.  The TTI support is viewed as timely since the institution is at a critical 

point of improving its capacity of research and, ultimately, of incidence. 

Observations and Recommendations  

FARO's short experience is characterized by five main aspects: i) it is an institution that was created to 

become a “think and do tank”; ii) its mission (to strengthen the public policy-making process) is based on 

a precise hypothesis (the heterogeneity and economic, social, political and cultural fragmentation that 

characterizes Ecuador); iii) it has exhibited the capacity of accessing different project funding sources and 

of managing them in a professional manner; iv) it has evident outreach and articulation capabilities with 

the different agents involved in the public policy-making process; and v) it has consolidated around the 

very strong (though participative) and effective leadership of its Executive Director. These aspects, as 

well as the way in which they interact, result in a quite evident set of strengths and relative weaknesses. 

Among the strengths, we should highlight the concern with developing an organizational model with 

specialized roles and responsibilities, the definition of research lines consistent with an explanatory 

hypothesis of the country‟s social and economic dynamics, the concern with adopting an interdisciplinary 

approach, a strong internal leadership based on the commitment with the institutional model and the 

intervention hypothesis, a strong commitment of its members with the institutional mission and vision, 

and a quite extended social recognition for their inclination to pluralistic debate and mediation. As regards 

the weaknesses, a financing model that weakens its research potential and the establishment of a critical 

mass of highly dedicated qualified researchers should be mentioned, as well as a higher concern for the 

policy decision making process and their incidence on the former than for the conceptual foundation and 

the content of the policies, an imbalance in the relationship of the Executive Director and the Board of 

Directors (with a minor role of the latter in the definition of strategic lines), an excessive thematic 

openness regarding the installed research capacity and the definition of a somewhat exaggerated 

organizational model for the phase of maturity reached by the institution. 

 

FARO‟s authorities expressly understand the need to strengthen their research contents, and with that aim 

they have requested the aid of TTI for the purposes of accessing the core funding that would allow them 

to extend, qualify and establish the staff of researchers and consolidate the role of Directors of Research. 

They have already taken steps in this direction, incorporating qualified staff for this role, although with 

part-time dedication due to the limited resources available; they have also incorporated graduate 

personnel in some of the Program Axes, and have started to formalize ties with Ecuadorian researchers 

abroad, to better leverage the opportunities offered by the brain drain. They also understand that the 

consolidation and hierarchization of the Research Directors will allow to alleviate some of the roles of the 

Executive Director and, in turn, provide a new source of intellectual leadership and coordination of 

activities that helps reduce the dependence on that role, and eventually facilitate an internal transition. To 

this effect, they agree on the need to strengthen the role of the Board of Directors and to further involve 

its members in strategic affairs, as contemplated and defined in the Manual of Procedures of that 

institution. On the other hand, they are certain that the intervention agenda and the organizational matrix 

that resulted from the strategic planning exercise are key to guide the future steps of the organization; 

along these lines, they understand that they have a target image to follow and priority research lines that 

would allow them to better address their transfer and incidence objectives. 
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It is apparent that, despite the limitations of the business model, FARO has not leaned towards consulting 

or the mere implementation of technical assistance projects and that, at the same time, it has seized every 

opportunity presented to attempt to contribute positively to the policy making process. This is 

undoubtedly the merit of its members and their conviction regarding the institutional mission. This 

characteristic has placed the organization in a place respected by similar organizations, social  and 

political managements and the Government itself which, in turn, has increased its articulation, 

intervention and incidence potential. TTI‟s support would allow to improve FARO‟s research and study 

profile, and would have positive carry-over effects to its other roles. It should be noted that the institution, 

as mentioned in the EI and confirmed in the evaluation meeting, has already outlined an action plan aimed 

at ensuring compliance with said goal. 

 

Consequently, we recommend supporting FARO‟s application and to provide core funding, which will 

contribute to: i) separate the funding of the ED from the specific project cycle; ii) implement the full-time 

engagement of the Axis and Area Directors, particularly for Research; iii) incorporate qualified staff to 

the Growth and Competitiveness Axis (economist, Innovation specialist), and to the Public Governance 

Axis (political scientist); iv) specialize the role of project follow-up and assessment; v) complement the 

corresponding communicational and organizational procedures in order to strengthen them. In addition, it 

would be convenient for FARO and TTI to agree on a process aimed at strengthening organizational 

governance, particularly enhancing the role of the Board of Directors as guardian of the institutional 

mandate (reviewing, if necessary, its integration, size and faculties), and designing medium-term 

strategies in a steady and consensual manner, in order to reduce FARO‟s dependence on the Executive 

Director, without eroding the commitment and substantial contribution of the current Director. 

Persons Contacted 

1. Orazio Bellettini, Executive Director, FARO 

2. Augusto de la Torre, Member of the Board of Directors, FARO 

3. Sigdrid Vasconez, Director of the Environment and Society Axis, FARO 

4. Andrea Ordóñez, Director of the Public Governance Axis, FARO 

5. María Belén Freire, Research Director and Director of the Growth and Competitiveness Axis, 

FARO  

6. Iván Borja, Director of the Equality and Social Opportunities Axis, FARO 

7. Natalia Angulo, Director of Communications and Political Incidence, FARO 

8. Lenin Parreño, Head Economist, CAF, Ecuador 

9. José Joaquín Brunner, Member of the FARO Advisory Council and Director of Educational 

Comparative Policy Center, Universidad Diego Portales, Chile 

10. Pedro Aguayo, Executive President of Fundación Ecuador and former Vice-president of Ecuador 

(1998) 

11. Paco Moncayo Gallegos, National Assembly member and former Mayor of Quito (2001-2009) 

12. José Serrano, General Secretary of Transparency, Presidency of the Republic, Ecuador 
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Ecuadorian Center of Environmental Law - Centro Ecuatoriano de 

Derecho Ambiental (CEDA) 

Socio Political Context 

The CEDA was set up in 1996 following the initiative of a group of Ecuadorian lawyers – most of whom 

had attended Environmental Law post graduate courses abroad. Their proposal covered a vacant area in a 

country where – given its biodiversity and the relatively homogeneous population in the whole of its 

territory – the matters around the environmental impact and environmental crime are of utter importance 

and a priority. At that moment, there were neither specific capacities nor an appropriate legal 

infrastructure to implement any environmental laws, so the Center was set up to build a sensitive need to 

create legislation,  to mainly revise comparative legislation and to propose specific regulations. Therefore, 

they were naturally given importance since the beginning of the activities and the CEDA turned into an 

active contributor to the Ministry of Environmental Issues in the drafting of different Bills. Some of its 

founders were also interested in developing an area which provided specific services about litigation 

around public social-environmental conflicts, like some other Latin-American institutions which 

specialized in environmental law; however, this initiative has not prospered, on the one hand due to the 

high development costs and on the other hand because there has not been a complete internal consensus 

over the administration of the eventual conflicts of interest that such practice might trigger for the Center. 

 

In addition to these two initial program proposals of impact and action – Environmental Legislation and 

Environmental Litigation – the CEDA quickly launched a research area about Trade and Environmental 

Issues so as to meet the specific demands arising from the participation of Ecuador in the WTO, in the 

regional integration process to the Andean Community (AC) and later on, in the FTAA and in an FTA 

with US. This activity, which reinforced its impact insight, also meant carrying out more research, and 

thus, a relatively stable team to have these investigations done. However, the CEDA has had a reduced 

permanent staff and, in general, the different projects have been executed by purposely hired consultants, 

who have been directed by a member of the Board who acted as a special consultant. Since 2002, after an 

internal process of evaluation and redefinition of their institutional mission, the Center decided to get 

closer to the social players, so it got involved in projects which investigated how easy the access was to 

environmental justice and public information. The constitutional revision which started in 2007, under 

which the environmental issues were expressly and widely included, enabled the CEDA to deepen their 

practice, making a follow-up not only of the constitutional process but later on, of the application and 

implementation of the new regulation. This institutional evolution has gone hand in hand with an 

increasing emphasis over  training actions, with the specialization of the Communications and Diffusion 

area, with the progressive integration of new professionals and areas to the Board – International Affairs, 

Sociology, Anthropology – and recently, with a restructuring of the working programs. 

 

Research Quality 

The CEDA has accumulated a strong capacity to draft and propose environmental regulation as well as 

legislation and as such, it is regarded as a benchmark and it is very prestigious in Ecuador and Latin 

America. The lawyers who are members of the Board and who run or participate in the different projects 

that the institution has carried out so far, are highly regarded not only in the public area but also in the 

private one. They are recognized for being experts in environmental law and for being mentors of human 

resources, not only at university but also in post-graduate courses. Among other bits of legislation,  the 

Environmental Management Act which is still being enforced in Ecuador, the Biodiversity Bill which is 

currently being debated and the Forest Act amendment which is being treated are strictly related to the 

research and proposals that the CEDA has put forward to the Executive Power and the Legislative Power. 
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In addition, the Center has been the intellectual ideologist of much of the constitutional regulation about 

the conservation of the natural resources and the extension of the environmental rights. They have also 

suggested an ordinance model which has been adopted by the Ecuadorian Association of Councils (EAC) 

for the definition of “protected geographical areas” at a council level. Other highly regarded activities are 

the training they provide for the members of the Judicial Power, especially for the identification, 

classification and evaluation of the environmental crimes in the Amazonian Region which is a particularly 

sensitive matter. Moreover, they are highly considered for their training and transference of knowledge to 

Civil Associations and social players, as the Center has been developing activities among a net of 

domestic and international environmental organizations in Ecuador. 

 

Since the late 90s and until the mid 2000s approximately, the CEDA developed a significant research 

capacity to investigate about commerce and environmental issues, particularly analyzing the impact of the 

international enforceable environmental restrictions over different Ecuadorian exports and, more broadly, 

the incorporation and treatment of the environmental matters and regulations into the bilateral, regional 

and multilateral negotiations. This gave birth to the implementation of projects which were held together 

with the ITSCS (Genève), as well as the drafting of some reports and publications and the development of 

specific assessments for public agencies (Ministry of Production and Competitiveness, National 

Association of Competitiveness, among others) and private institutions (National Association of 

Exporters, Pichincha Chamber of Industry, among others). Towards 2005, this line of work was affected 

by two reasons: on the one hand, the two people who were managing the projects temporarily left the 

institution and, on the other hand, the specific demands related to the international negotiations lessened. 

As a result, the research activities of the CEDA decreased: its directors estimate that these activities 

currently take up approximately 25% of their efforts, when they had accounted for 40% of their time 

before. The later efforts to reactivate this line of work, even broadening its scope to the natural resources 

economics and sustaining development were relatively unproductive. This limitation is mainly explained 

by the kind of donors that CEDA has had lately, who are more interested in social projects and the 

intervention in a domestic level than in a research program. 

 

At present, the activities and projects held by the CEDA are framed within three Programs: 

“Conservation”, “Environmental Governability and Democracy” and “Sustainability and Development”. 

The CEDA carries out the projects with minimum research staff (4 people) – some of whom carry out 

different functions within the institution – and also purposely hired consultants, experts or assistants 

according to the needs and deadlines of each project. Its annual budget is around USD 300,000 and 95% 

is funded by research grants, which proves their excellent capacity to relate to donors. Among their 

donors we find important environmental organizations (AVINA Foundation, International Conservation, 

Natura Foundation, the Nature Conservancy, World Wildlife Fund, among others), as well as 

international cooperation agencies (USAID, Global Opportunities Fund carried out by the British 

Government, the IUCN Dutch Committee), and other international NGOs (National Endowment for 

Democracy) and multilateral institutions (OAS, UNDP). In addition, the CEDA has done some 

consultancy work for national institutions (CORPEI and Environmental Fund for the Metropolitan 

District of Quito). In general terms, they are relatively small, short range projects which make the 

consolidation of an in house research team very difficult. Besides, their main publications – Technical 

Reports, diffusion material and some Policy Briefs – are consistent with the nature of their projects. It 

seems that the research agenda of the CEDA – at least in the last 3 or 4 years - has been strongly 

dependent of the financing opportunities and the needs of its donors. Notwithstanding, the Center has 

shown a significant drive and capacity for not doing just the mere drafting of regulations, they have 

broadened their scope into research, transfer of knowledge, training and influence in environmental 

impact matters.  
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Currently, the most active Programs are the “Conservation” and the “Environmental Governability and 

Democracy”. In the first, the most important works are those about the conservation and rational use of 

the wetlands in Ecuador, as part of the evaluation done under the framework of the Ramsar Convention 

and the work done with different councils to improve towards a unique and standardized regulation over 

the environmental protection of sensitive areas of council property; in the case of the Ramsar evaluation, 

the research about impact has been relatively important. The “Environmental Governability and 

Democracy” Program is the one taking up the most quantity of projects and funding, as well as the follow 

up of the constitutional process, its implementation and the transfer of knowledge about environmental 

rights to the Judicial Power and the society. In these subjects the training, empowerment and articulation 

of the CSO as well as the dialogue promoted among communities, government and companies in 

sensitive territories where there might be environmental damage prevail. Moreover, mainly in the District 

Attorneys in the Amazonia training projects, the CEDA has made progress regarding the socioeconomic 

diagnosis as a requirement to enable the access and efficiency of implementation of environmental rights. 

The “Sustainability and Development Program” is the one with the least production lately (it highlights a 

report over the impact of the intra-regional commercial liberalization about the palm oil production 

conditions) but at the same time it is the one the CEDA gives the most importance to, the one they would 

like to prioritize in the short and medium run and the one to which the TTI could contribute to in terms of 

development and consolidation. 

 

The CEDA directors feel that on the one hand, the evaluations over the social and environmental impact 

of the growth and development policies and on the other hand, the fruitful activities related to the 

exploitation of the natural resources are vacant areas in Ecuador and the rest of the Andean region; the 

environmental organizations do not prioritize this approach and the public research centers do not 

effectively incorporate the environmental problems. At the same time, the current predominating 

economic policies in the country suggest an accelerated growth, with a strong basis on the development of 

mining and some big energetic projects; therefore, the potential conflict between development and 

environmental damage in the context of a very populated area by native groups tend to grow. The CEDA 

has been led the way in commercial negotiation processes regarding environmental problems, not only 

bilaterally but also regionally and multilaterally. Its directors believe they could recover research capacity 

so as to focus on the analysis of sustainable development policies of the extractive activities. The 

relatively new reincorporation of previous professionals in charge of such research (as the President of the 

Board and the Executive Director, both with a clear academic interest) would enable a new internal 

leadership over those matters, but in order to consolidate the working capacity it would also be necessary 

to build a basic researchers stable team and for such purposes. To make this feasible, they would need a 

core funding availability. The Center Directors understand that the recovery of this line of work would 

spill positively over their capacity to influence on public policies, to generate regulations and provide 

training about legislation. At the same time, this would enrich their diagnosis over the needs and 

conditions to apply such. 

Organizational Performance 

The head authority of the CEDA is the Board of Directors, originally integrated by 13 members and 

currently by 7 main members and 4 substitutes, in order to adapt to the recently passed regulations on 

Foundations. It is mainly integrated by Law professionals, specialized in Environmental affairs, who were 

also part of the organization‟s founding members in 1996. The Presidency of the Board alternates among 

these members, with a usual two-year office period. The Board holds two ordinary meetings a year, and 

usually adds two or three additional extraordinary meetings. Its main roles are to exercise the political 

direction of the Center, and to approve and follow-up on the Work Plan, the Budget and the execution of 

both; it also has the powers to appoint the Executive Director, and in its regular meetings, it generally 

addresses operating issues of the institution, as well as the evaluation of project opportunities and the 
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progress of the activities, and analysis of the political scenario and the role of the CEDA in said scenario. 

Among the Executive Director‟s main duties are the legal and institutional representation of the Center, 

shared with the President of the Board, managing the organization, implementing the Plan and executing 

the Budget, as well as seeking funding and identifying opportunities for new projects and issuing a 

regular report on the activities performed. In the case of the projects that can greatly impact the 

institution‟s action or visibility capabilities, the Executive Director usually acts in consultation with the 

Board of Directors regarding the relevance of the agreement. 

 

The CEDA has a small operating structure. It has specialized administration functions, which are under 

the responsibility of a Project Director, with the help of an assistant, as well as communication functions, 

which are under the responsibility of an official who is also responsible for research assistance tasks in 

the Governance and Democracy Program. The research staff is completed with two other people, a senior 

one who acts as Executive Director, and a medium-level one. When the scope of the project so requires it, 

they usually hire temporary assistants and specialized consultants. In many cases, this staff has been 

recruited among the founding members or the Board. There are two secretarial and logistics support 

employees. It should be noted that the administration and clerical staff have been in the organization for 

around 10 years, while the permanent staff have been in the organization for an average of 5 years. The 

structure features some obvious weaknesses: the roles and responsibilities of the Executive Director seem 

excessive, which can sometimes affect her management and fund-raising capacity, and on other occasions 

the dedication to project management and preparation. On the other hand, the reduced research staff is 

forced to a high turnover among different projects. The size of the institution facilitates a certain degree of 

interaction and consultation among its members, which is mainly informal in nature. On the other hand, 

although there is a follow-up of the budgetary execution and the activities per project, there are no formal 

performance or impact evaluation procedures. The internal organizational processes are weak or poorly 

defined, which prevents the free flow of information inside the institution, among the staff and in relation 

to the Board of Directors. 

 

The relationship between the founding members and the members of the Board of the Center is complex. 

Some of them have only been members of the Board, while others have also filled the position of 

Executive Directors, have been part of the permanent staff or called as consultants for specific projects. In 

turn, some have left the institution to join or create other environmental organizations. In a way, the 

CEDA seems to be a place where a group of prestigious professionals mainly specialized in consulting or 

Environmental Law put into practice their academic, technical assistance or social action interests, and 

where they refer said projects, finding a higher or lower level of affinity and developing more or less 

dedication based on individual cases. These characteristics could partially explain the high number of 

Executive Directors that the center has had: 6 in 13 years. In addition, 3 of them exercised their duties 

between 2005 and 2008, in the context of a relatively traumatic institutional process in which the elected 

Executive Directors showed a weak management capacity, something that affected the development of 

the projects. At the moment, the CEDA seems to be recovering from that critical situation, after the 

appointment of the current President of the Board, and the reincorporation and appointment as Executive 

Director of two professionals formerly linked to the development of research on trade and environmental 

issues. The institutional commitment and leadership capacity of both seem to be exerting a positive 

influence on the general performance of the CEDA and, particularly, it could enable the development of 

the “Sustainability and Development Program” and recover to a great extent the research component of 

the organization. 

Policy Linkages 

CEDA originated as an institution aimed at promoting, creating and communicating legislation and 

regulations on environmental protection, and gathered for that purpose a group of professionals 
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specialized in that area of Law. Its field of action was gradually extended to include studies and 

recommendations on the incorporation of environmental affairs to trade policy and negotiations, on the 

one hand, and to intervene and facilitate citizen access processes to environmental rights, on the other. In 

this transition from a main concern with the creation of legal frameworks –at the national and municipal 

levels- to an enhanced emphasis on the study of the interactions between the environment, trade and 

development, and on the training and empowerment of public and private agents reached by the 

implementation of environmental rights, the Center not only developed a higher disciplinary complexity, 

but also diversified its methods of intervention in the debate and formulation of public policies and the 

network of ties with social and political actors. 

 

The direct ties with the Executive Office, key to propose several laws or bills, as has already been 

mentioned, as well as the training of human resources at academic or university centers, are examples of 

that first characteristic of the CEDA which, with the particular conditions of each scenario, has been 

maintained until the present. The follow-up of trade negotiations, within the multilateral or regional 

integration sphere, also implied a close link with different central administration agencies but, at the same 

time, included the advice and training of the private sector and of different players who were potentially 

affected by the new standards. Finally, the participation in the debate over the incorporation of 

environmental rights to the new Constitution and its subsequent implementation created strong ties 

between the CEDA and several local communities, municipal officers and other CSOs. 

 

The personal reputation of the founding members and the Board of Directors, as well as the recognition of 

their technical and professional capabilities, have greatly facilitated the interrelation with the 

administration and the central legislative office. In general, the technical base of the Ecuadorian 

Government in environmental affairs has been scarce and weak, despite the importance of the issue and 

the existence of a specialized Ministry. Within the framework of this weakness, which is currently 

ongoing, the CEDA has positioned itself as a clear referent in the production of regulations and in the 

training process aimed at their implementation. Said reputation has been validated by the transfer and 

empowerment actions that the technical staff has developed effectively in the area of territory-applied 

projects, mainly in the Amazonian region. It should be highlighted that the CEDA is part of a widely 

extended network of environmental organizations –at the national and international level- operating in 

Ecuador, and that its activities and works are particularly known in this field, which has been translated 

into a relatively uninterrupted project flow. At the same time, its contribution to the constitutional debate 

started in 2007 and to the conformation of the “Fifth Power” set forth by the new Constitution (instances 

of communal participation) has spread its recognition to the sphere of NGOs and CSOs, beyond the 

environmentalist movement. Its leading role in the initiative for a transparent access to information and in 

the “Public Policy Platform” is an example of this positioning. 

 

The CEDA has a strong potential of incidence on the debate and policy-making process in terms of the 

environment or environmental impact regulation of some productive activities, supported by its technical 

capacity to propose legislation and regulations. This characteristic, initially focused on the direct ties 

established with public officers, has been enhanced by the more relevant profile reached by the Center 

within the group of environmental organizations and in its connections with communities directly affected 

by potential environmental impacts. For this purpose, the organization has diversified the means of 

information or promotion of its campaigns; it resorts to specialized debates with officers, cooperation 

with the public sector subject to specific production agreements, technical documents of specialized 

circulation, information materials and training tools, open forums and a well-designed web page. 

Although there is only one person working in the Communications area, the activities of the area seem to 

be developed efficiently. The institution is highly focused thematically, and exhibits an ingrained habit of 

internal cooperation at peak times during different activities. 
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Organizational Motivation 

Towards 2005-06, ten years following its creation, CEDA implemented an internal evaluation and 

assessment exercise of its own operation. The main conclusion from this activity was that the institution 

required more formal processes and organizational protocols, as well as more specialized roles, mainly in 

the research and project management and evaluation areas. These tasks have not been implemented yet. 

On the one hand, the Center went through a period of relative institutional crisis in the years immediately 

following the evaluation, due to two successive failures to appoint an Executive Director. On the other 

hand, the funding model, based on short-term projects, left a small margin to address organizational issues 

and to specialize functions. At the same time, the deactivation –for the various reasons already described- 

of the line of research on trade and environment undermined the CEDA‟s capabilities and its dedication to 

research. The main motivation for the institution to obtain the help of the TTI program has to do with the 

possibility of reactivating and formalizing the research area, expanding the thematic lines to the study of 

environmental impact of growth policies based on the intensive exploitation of natural resources. This is 

undoubtedly a priority issue in Ecuador, to the extent that the economic proposal of the current 

administration has an important component of said strategy, which has led to the emergence of some 

major territorial conflicts. From the internal point of view, it would mean that the CEDA would be able to 

reengage and further involve the professionals who had previously been in charge of that line of research. 

Another important motivation present in the CEDA‟s proposal is the opportunity to obtain help for the 

necessary improvements in the internal organizational processes and training required to that effect. 

 

Two processes are necessary to strengthen the Research area: the consolidation of a base staff of 

researchers and the definition of a research strategy and agenda. The creation of a staff of researchers 

implies assigning more specific dedication for these tasks to the already existing staff of the institution 

and mainly incorporating at least three full-time researchers, preferably with graduate training, two of 

whom should specialize in Economics. The availability of core funding would facilitate this recruitment, 

and foster a better internal distribution of the tasks. In turn, due to its prior experience and the insertion in 

the local and regional university resources, the current authorities of the CEDA are in contact with a 

qualified professional base from which they could recruit potential candidates. Similarly, they could 

easily recover certain ties they held with environmentally-focused academic networks (for instance, a few 

years ago some members of the CEDA were part of the Grupo Zapallar, a network of specialists in natural 

resources economics and in the interaction between trade, development and the environment). 

 

As regards the research agenda, as has already been mentioned, the CEDA Directors understand that they 

can specialize in a problem area which is key for the development of Ecuador, which is currently 

relatively neglected and that they aim to develop within the “Sustainability and Development Program”. 

However, they are aware that they should more clearly define the specific lines of work which most likely 

will be new to the institution, by establishing priorities and assessing feasibility. To this effect, they 

should implement a strategic planning exercise to help define: i) a concrete research agenda; ii) the 

requirements and the profile of the staff to recruit; iii) the reallocation of tasks and internal 

responsibilities; iv) the way to strengthen the Executive Director‟s management capacity; v) the incidence 

and intervention profile appropriate for the newly defined activities; vi) a structure and organizational 

procedures that, without compromising flexibility, allow to allocate roles and responsibilities more 

clearly. Within this framework, the technical and administrative staff at the CEDA expect that the support 

of the TTI program will allow them to consolidate their activities, improve their production standards, 

proactively engage in public policy debates which are of immediate concern for the country, as well as to 

learn more about the conditions of application and the effects of environmental regulations that the 

organization itself has been proposing, while using that feedback and new insights to enrich the design of 

standards and, as a result of this intellectual and organizational upgrade, expand their scope of influence.  
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Observations and Recommendations  

CEDA's evolution is characterized by four main features: i) it is a small institution, highly focused 

thematically and well established within its area of expertise; ii) its founding members and the Board of 

Directors are highly qualified and renown professionally; iii) there is a willingness to understand the 

socio-economic context in which the standards and regulations are created and applied; iv) its funding 

model is almost exclusively based on specific projects. These aspects, as well as the way in which they 

interact, result in a quite evident set of strengths and weaknesses. Among the former, we should highlight 

the organization‟s capacity to create, and provide training and advice on specific standards and 

legislation, its outreach capacity and its ties, based on its technical capacity, with officers of the national 

and municipal Executive Office, legislators, members of the Judicial Office and local players and 

communities, as well as its capacity to incorporate and develop an integral perspective for the analysis of 

environmental problems, and its decisive incorporation to the network of CSOs and its presence in a field 

which is key to the development of Ecuador. As regards its weaknesses, we should note its high level of 

dependence on the demands and interests of the benefactors to define its specific work and intervention 

agenda, its difficulty to consolidate a stable staff of researchers and a long-term research proposal, as well 

as the difficulty to maintain important work lines, an excessive accumulation of strategic functions for the 

Executive Director, which tends to undermine her management capacity, a certain lack of definition of the 

Board of Directors regarding the Center‟s mission and strategic projection –probably related to the lack of 

full consensus-, and the predominance of rudimentary and underdeveloped organizational processes. 

 

The case of the CEDA is relatively exceptional among the candidates for the TTI program, due to its size 

and, mainly, to the high degree of focalization. However, the approach on environmental issues is 

attractive in its integral outlook, and in its history, the Center has exhibited the capacity to analyze and 

assess major socio-economic impacts for policy-making. This potential is attractive within the 

predominant scenario in the country, which is characterized by a rapid growth strategy strongly based on 

extractive activities. In order to take advantage of this opportunity, and in connection to TTI potential 

support, the key question is whether the CEDA will be able to reinstall and renew its research and study 

capabilities on the environmental impact assessment field, which has been highly undermined in the last 4 

or 5 years. The current President of the Board and the current Executive Director (both in office since the 

end of 2008) have led the institution‟s previous works on this area, and they are determined to lead and 

prioritize the “Sustainability and Development Program”, through the support of their personal and 

institutional reputation, and of the contacts already developed at the public and private level, as well as 

through their ties with training and academic institutions, and the reactivation of their agreements with 

international expert networks. In addition, they are aware of the need to prepare a strategic plan, 

characterized by the scope and the terms defined above, that determines research and incidence priorities, 

establishes short and medium-term goals and outlines the necessary human and administrative resources. 

 

The support of TTI to the CEDA would be justified based on its proven capacity of incidence, the 

strategic importance of the issues on which it intends to focus its research agenda, and the potential 

research capacity of these issues. Having said that, it should also be mentioned that some of CEDA‟s 

institutional weaknesses could compromise this potential and frustrate the aim of the help. For this reason, 

it is recommended that the CEDA be considered by TTI for aid conditioned to a two-year term evaluation, 

pursuant to a prior agreement over the strategic programming lines of the activities and the organizational 

structure. For this purpose it would be important for the assistance of TTI to include, in addition to the 

stipulated core funding, the necessary technical assistance to improve its organizational and internal 

assessment procedures, as well as its fund raising capacity. As regards the core funding, it should mainly 

be applied to recruit researchers that fulfill the aforementioned requirements,  to increase the dedication to 

research of the personnel currently fulfilling other duties, and eventually, to cover any vacancies 

generated by this resignation process. 
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Persons Contacted 

1. Gabriela Muñoz, Executive Director, CEDA 

2. María Amparo Albán, President of the Board of Directors, CEDA 

3. Iñigo Salvador Crespo, Member and former President of the Board of Directors, CEDA 

4. Rocío Vergara, Communications Official and Research Assistant for the Environmental 

Governance and Democracy Program, CEDA 

5. Sofía Suárez, Researcher of the Conservation and Environmental Governance and Democracy 

Programs, CEDA  

6. Luis Suárez, Executive Director, Conservation International, Ecuador branch 

7. María Eulalia Pazos, Executive Director, AVINA Foundation, Ecuador branch 

 

 


