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I. OVERALL ASSESSMENT 
 
This report is the evaluation of the project “Democracy Academy for Young Adults in El Salvador”, which 
started on 01 July 2019 and was supposed to end on 31 December 2020. It was granted two extensions 
until 31 October 2021, due to the outbreak of COVID-19 pandemic and security concerns in the country. The 
project received a grant from UNDEF in the amount of 187,000 USD, aimed at financing these main areas: 

- Strengthened skills and knowledge of young leaders on the democratic system: a) Participants 
recruited and trained by the Democracy Academy for Young Adults (DAY); b) Young leaders have drawn 
up 25 action plans to implement democratic practices; c) A toolbox developed to strengthen knowledge 
on democratic practices and their implementation for the 100 students, citizens and local government 
officials. 
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Main recommendations 
 
- R.1 Reinforce synergies with other FUSADES programmes 

 
- R.2 Enhance coherence and synergies with other initiatives on the same topic and target population 

 
- R.3 Draft a fully-fledged logical framework matrix 

 
- R.4 Include more concrete socialisation and implementation plans 

 
- R.5 Hybrid formats (online and face-to-face) should be foreseen 

 
- R.6 Ensure that the action plans developed to implement democratic practices are actually put in place 

and followed up on 
 

- R.7 Include a mentoring component, to be carried out by teachers, experts, and former students from 
previous editions 
 

- R.8 Enhance the knowledge sharing dimension of the project 
 

- R.9 Enhance the online-visibility-communication dimension of the project 
 

- R.10 Deeper emphasis should be put 
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II.  PROJECT CONTEXT AND STRATEGY 
 
2.1 Context 
 
General political considerations 
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civil society organizations to register with the government and disclose their sources of funding 
(which could be used to target and intimidate organizations that are critical of the government
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Young people in El 
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to carry out various activities aimed at increasing the economic, social, intellectual and physical well-
being of El Salvador’s population, as well as its security, under the framework of a system of economic 
and individual freedom.  

FUSADES’ young adults program, CREO, has been in charge of executing the project. Its 9 years of 
working experience with universities, political parties, civil society organizations, etc. has facilitated 
access to young adults interested in participating in the Academy  

The project started on 01/07/2019 and was planned to end 31/12/2020, it was granted two 
extensions until 31/10/2021 due to the outbreak of COVID-19 pandemic and security concerns in the 
country. 

2.3 The main objective of the evaluation exercise 

In addition to addressing the traditional evaluation questions of relevance, effectiveness, efficiency, 
impact, sustainability, and coherence (in line with the latest version of the UNDEF evaluation manual), 
this evaluation integrated responses to specific questions raised by UNDEF. In addition, some 
questions suggested by FUSADES have also been used, with a view to enhancing their evaluation 
ownership. In this sense, a detailed list of questions including these aspects is provided in Annex 2 
(evaluation matrix). 

 
III.  METHODOLOGY 
 
3.1 Evaluation scope, framing and approach 

The purpose of this evaluation exercise is to assess the performance and achievement of project 
results. Thus, it will serve to generate conclusions, extract lessons learned and provide evidence-
based recommendations that can improve performance, demonstrate results, and inform future 
FUSADES and UNDEF priorities and strategies related to democracy promotion and civil space 
widening in El Salvador. 

The evaluation has been conducted in accordance with the evaluation norms and standards 
developed by the United Nations Evaluation Group and the evaluation criteria of the OECD. According 
to UNDEF requirements, the evaluation has seven guiding criteria as follows: 

- Coherence: first, internal coherence (to what extent are there synergies and interconnections 
between the project and other initiatives led by FUSADES?); secondly, external coherence (to 
what extent is there coherence with the initiatives of other actors in the same context and on 
the same subject? To what extent does the project add value while avoiding duplication of 
efforts?) 

- Relevance: understand the extent to which the problems identified and the interventions that 
followed have responded to the needs and prioriti
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- UNDEF Added Value and Visibility: understand the value of UNDEF support to the project and 
visibility arrangements/commitments. 

In line with the evaluation brief prepared by UNDEF, following preliminary review of project documents 
and conversations with the FUSADES team, the evaluation questions under each criterion have been 
expanded (see Annex 2 - evaluation matrix). The evaluation also includes a chapter on lessons learned 
and best practices emerging throughout the evaluation process and others already identified by the 
project. 

The evaluation is designed as a flexible and people-centred process of reflection and learning in which 
the main stakeholders of the project (FUSADES, beneficiaries, associated institutions) are key actors 
and not mere objects of the process. Thus, the evaluation is designed to build their capacity by (1) 
providing stakeholders with the opportunity to reflect on project progress and obstacles; and (2) 
generate knowledge to inform practice. 

The evaluation has been primarily informed by qualitative methods and data. Furthermore, assuming 
that there are no gender-neutral interventions when the aim is to strengthen democracy and ultimately 
improve people's lives, the evaluation has been a gender-sensitive exercise. This has implications on 
two levels: 

- What the evaluation has examined: it has focused on the integration of gender dimensions in 
the project and its contribution to the advancement of gender equality. 

- How the assessment has been conducted: it has ensured inclusive, respectful and 
participatory approaches, methods and tools to capture a diversity of voices, ensuring that the 
voices of women and men are heard. 

After conversations with UNDEF, it was concluded that the project could be evaluated remotely 
without reducing the quality of the process and deliverables, provided that the data collection tools 
were adapted to the different informants and the schedule remains flexible to adapt to the availability 
of participants in the process. The evaluator has therefore worked from his place of residence but 
communicating directly with stakeholders in El Salvador (FUSADES/CREO) and NYC (UNDEF). 

3.2 Data collection and analysis 
 
a. Feasibility of the assessment and related limitations (with proposed mitigations) 

In the note of "special considerations for online evaluations during the COVID-19 crisis", it is requested 
to carry out, during the inception note, a brief analysis on the feasibility of the remote evaluation of the 
project, in particular with regard to availability of information that can be collected remotely and the 
institutional context, in order to establish the specific limitations of the evaluation compared to 
conventional evaluations. Even if we are no longer under Covid-19 crisis, UNDEF and the consultant 
have agreed to carry out the evaluation remotely, with a view to a) optimise value for money, b) 
enhance ownership by FUSADE of the whole process and c) capitalise on the remote data collection 
tools that proved highly beneficial during the COVID pandemic. T
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Mitigation: When discussing and finalizing this report, careful consideration has been given to the 
names and institutions listed for interview, and how people should be contacted - e.g. direct calls 
versus use of e-mail/questionnaire exchanges. Likewise, the key questions to be asked have been 
prepared as well as possible, including comments from FUSADES. 

b. Information sources 

The d
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http://www.fundaungo.org.sv/diplomado-en-gobierno-y-politicas-publicas-v-edicion
https://centralamerica.nimd.org/nimd-america-central/el-salvador/
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promoting the economic and social progress of Salvadorans, through sustainable development, 
under a democratic system and of individual liberties, encouraging dialogue as a mechanism to 
search for country agreements. In relation to its target population, around 90% of participants in 
the Academy were University students, many of which on politic
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Fig. 1 – Related to activity 1.1.4 (visibility activities and regional launches) 
 
4.3 Effectiveness: extent to which the project, as implemented, has achieved the objectives and 

goals and whether the project has been implemented as it was previewed in the project 
document. 

 
- Level of achievement of objectives: the objective of the outcome 1 was successfully achieved 

not only due to the quality of the training received by the diploma students (75% rated the quality 
of the program as “good” or “very good”), but also due to the development of replica projects for 
the implementation of democratic practices, through which students shared and replicated their 
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- As a result of the evaluations carried out after each session, of the 340 young people selected, 
286 students had understood and promoted the importance of democracy, social control, and 
dialogue. 

- As part of the graduation process, the young leaders developed 64 action plans for the 
implementation of democratic practices, which were submitted, reviewed, and approved by 
the Academic Coordination of th
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- Participation, ownership, alignment, and mutual accountability among all relevant stakeholders: 
the project encouraged the participation of the beneficiaries through information, socialization, 
and sensitization of young people to make them aware of the DAY project, as well as through the 
development of spaces for dialogue with experts in different fields on issues related to 
strengthening democracy. According to the survey ran through teachers, 100% of the students 
participated satisfactorily (4 points out of 5 in the qu
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4.5 Impact12: to what extent has the project put in place processes and procedures supporting the 
role of youth in the promotion of democracy in El Salvador? 

 
- Outcome 1 (young leaders’ skills): 96% of participants to DAY state that their skills on 

democracy, in particular on advocacy and public policy have increased substantially thanks to 
DAY, while 84% expressed that they have been able to replicate this knowledge within their 
communities; as a result of the project, the skills and knowledge of young leaders on the 
democratic system have been strengthened. At the start of DAY, only 24% of DAY graduates had 
prior knowledge of rule of law, 18% knew of dialogue, 8% knew of social control and 52% had prior 
knowledge of democracy. In the end, 81% of DAY students passed the final test. At the beginning 
of the second edition of DAY, 85.4% of the studentk ; 79.9% had w 6.55knowledge about social control; and 52.1% had knowledge o2 (d)Tbo
-0.00Tt their political 

system. At the end of the second edition of DAY, 89.7% of DAY students passe
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Fig. 3 – visibility materials and toolkit 
 
4.7 UNDEF added value and visibility: to what extent has UNDEF been able to leverage its unique 

position and comparative advantage to achieve results that could not have been achieved if 
support from other donors as well by alternative projects, other donors or other stakeholders 
(government, NGOs, etc.)? 

 
- UNDEF Added value: due to its extensive experience in the implementation of democratic 

practices at a global level, UNDEF knew how to identify the needs for the implementation of this 
project and decided to bet on DAY at a crucial moment for democracy in El Salvador. FUSADES 
took advantage of the capacity and leadership of UNDEF as an indispensable and strategic ally to 
implement this project, but not as an explicit mandate from UNDEF, but as a strategic partner. In 
other words, the principles of UNDEF and the needs in relation to the national situation were 
aligned with the principles and vision of CREO and FUSADES.  
 
There was agreement among those consulted that UNDEF had a reputation that lent itself well to 
the objectives of the project, particularly in the area of democratization. This enhanced the 
implementing partner's credibility vis-à-vis participants to DAY. Several actors consulted raised 
the fact that it was increasingly rare to find support from bilateral donors for civil society 
organizations in countries where tangible results through capacity building could often take years 
to materialize, going well beyond the duration of the projects. UNDEF's “niche” support was 
therefore particularly appreciated. In addition, the great added value of FUSADES has been its 
solidly established community networking, the long-standing collaborations with the academic 
community at the local level as well as their capacity for technical, management and 
administrative expertise, being, throughout the project, very reactive vis-à-vis the UNDEF but also 
the local actors and the beneficiaries. 

 
- Visibility: even if this evaluation was carried out without a field visit (and consequently the 

elements of visibility were not observed directly), all th6
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support for the project appears in all the documents printed and distributed during the project and 
that the visibility of UNDEF was very clearly respected i
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Effectiveness R.5 Include more concrete socialisation and implementation plans (going 
beyond the academic approach), in order to put in place concrete democratic 
initiatives (possibly through a mini sub-granting mechanism to the 5 to 10 best 
proposals). 
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Fig. 5 – visibility materials and toolkit 
 
 
VI. LESSONS LEARNED 
 
- The remote methodology (through the organisation by the beneficiary organization of three 

online focus groups and through the launching of an online evaluation survey to students, 
teachers, and experts), benefited this evaluation, as the beneficiary organization's involvement in 
collecting information resulted in them taking ownership of the evaluation process as well as in 
terms of resource optimisation. 
 

- Project design should focus on the detailed definitions of Global Objective, Specific Objectives, 
Actions, Indicators (at outcome and output level), Baseline and Targets. As it stands, the project 
definition lacked a clear project design matrix; overall and specific objectives and outputs were 
missing; outcome indicators were missing (outcome indicators were in fact output indicators), 
a
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ANNEXES 
 
ANNEX 1: PROJECT RESULTS FRAMEWORK 

 
Outcome 1: Strengthened skills and knowledge of young leaders on the democratic system  
Target Indicator 1.1: At least 80 students are 
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(Facebook, Twitter, Website and App) that 
promotes and defends democracy over the 
course of 15 months, starting on month 3 of 
the project. These users will be able to 
interact, share ideas, learn and discuss the 
topics shared on social media, spreading our 
information further among their 
communities. 

friends. Source: Analitika Market Research, Study of Social 
Networks 2018  
On average, content marketing costs 62% less than traditional 
marketing (and generates 3x leads). 81% of marketers reported 
increased website traffic with as little 6hrs/week of social 
media marketing.  
 
Source: SnapApp, 54 Content Marketing Stats to Guide Your 
2018  

Facebook, Twitter, Instagram and the 
project’s app, especially for boosted posts 
that will increase the information’s global 
reach and create more digital 
presence/conversations.  

 
 
ANNEX 2 : 
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Re
le

va
nc

e 
To what extent was the 
project, as it was 
designed and 
implemented, adapted 
to the context of 
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Design - Were the 
project strategies, 
methodologies, activities and 
products properly linked and 
did the results provide the best 
approach to achieving the 
project results and objectives? 
(proposed by UNDEF) 

- Have the risks 
been appropriatel
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Ef
fe

ct
iv

en
es

s 
To what extent has the 
project, as implemented, 
achieved the objectives 
and goals? 

Achieveme
nt of 
objectives 

- To what extent 
have the project objectives 
been achieved? How was this 
measured? 

- To what extent 
was the project implemented 
as planned by the project 
document? If not, why not? 

- What did the 
project achieve? When it did 
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Partnership
s and 
alliances 
(external 
coordinatio
n) 

- To what extent 
did the project have an 
inclusive and gender-sensitive 
partnership strategy? 

- To what extent 
has the project fostered 
participation, ownership, 
alignment and mutual 
accountability among all 
relevant stakeholders? 

- Desk 
Review 

- Individual 
interviews and 
questionnaires 

- Surveys 
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Im
pa

ct
 

To what extent has the 
project put in place 
processes and 
procedures supporting 
the role of youth in the 
promotion of democracy 
in El Salvador? 

Outcome 1 
(young 
leaders 
skills) 

- Have the skills 
and knowledges of young 
leaders on the democratic 
system strengthened?   
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FN
UD
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ty
 

To what extent has 
UNDEF been able to 
leverage its unique 
position and 
comparative advantage 
to achieve results that 
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