CITIZEN SECURITY AND COEXISTENCE PROJECT IN SONSONATE 
REPORT ON LESSONS LEARNED FROM THE PROJECT
	Project Title
	Strengthening of Human Security through the promotion of coexistence and the improvement of citizen security in 3 municipalities of Sonsonate

	Country:
	El Salvador

	Expected CPAP output:
	

	Project Description and Principal lessons learned

	Brief context description
	El Salvador faces a serious violence problem, with a high homicide rate that is mostly carried out with firearms, as well as high rates of injury, extortion, rape and robbery. These criminality levels affect the population's everyday choices (avoiding recreation or commerce places, etc.), and the lack of trust in the police and in justice authorities reduces the amount of reports for these crimes. These criminality levels are a scourge on the population; they deteriorate the quality of life and trust amongst inhabitants, and are a significant obstacle for sustainable human development. Within this context, the municipalities of Sonsonate, Acajutla and Sonzacate, from the Department of Sonsonate, are top priority due to their crime rates and due to the fact that they record a human development rate which falls below the national average, showing the most poverty and gender inequality. There are also other risk factors such as drug trafficking, maras or local gangs, the proliferation of firearms, the lack of civic solidarity and involvement, unemployment and early school dropout rates. The strategies implemented address the following threats: a) Institutional weakness in tackling the violence problematic, b) concentration of violence in 13 areas, c) cultural attitudes that encourage the use of violence to deal with interpersonal conflicts, d) high participation of young people and women as victims of violence, e) the indiscriminate use of firearms and f) high death and injury rates due to road accidents. At its inception, the project faced several challenges including reliable information for identifying threats, building the consensus and coordinating between local and national private and public actors in the design and development of policies, promoting the empowerment of mayors to guide local processes, and establishing a common intervention framework for UN agencies implementing this initiative.

	Brief description of the project
	The project is oriented towards improving human security and guaranteeing human rights as substantive elements for the holistic development of the three municipalities. From this approach, aimed at reducing vulnerabilities and addressing threats that may impair people, as a prerequisite to take advantage of the freedoms and opportunities that contribute to human development (living free from fear, from want and with dignity). A local management model of citizen security and coexistence is applied, which coordinates the development of partnerships between public and private entities, making diagnoses, developing and evaluating municipal policies aimed at the following results: 1) There has been improvement on the coordination, complementarity and effectiveness of public and private violence prevention and the promotion of coexistence and citizen security, 2) There has been an increase in the number of people who use public spaces safely, 3 ) There has been an increase in protective factors against breaches of the rights of children, teenagers and young people, 4) strategies have been consolidated for the prevention and reduction of armed violence, 5) relevant institutions and mechanisms count with inputs to reduce mortality and morbidity caused by road accidents, 6) state institutions at the local level count with mechanisms and tools for the comprehensive care of domestic and sexual violence, and 7) There has been institutional strengthening of the mechanisms for the design and implementation of actions to reduce gender gaps in access to employment and representation in decision-making. 

	Key project successes
	This comprehensive, multisectoral and systemic effort  has achieved: a) the empowerment of local public and private actors in the development of municipal policies on citizen security and coexistence (new broad and comprehensive vision, institutional changes and the definition of a decentralized management model for citizen security), b) an increase in the perception of security by the people, trust in the police and in reporting crimes, c) an increase in unfavorable opinions regarding violence towards children and women, d) a rise in trust among neighbors, helping to build greater social cohesion, e) promotion of the use of safe places, f) a decrease in crime, and a reduction in deaths from road accidents. The factors of this success has been the ongoing and constant work aimed at fostering political will and leadership, creating the institutionalization of the different components, facilitating partnerships, and the targeting of actions.

	Project deficiencies and solutions
	· Strengthening partnerships and coordination of national and local policies to continue and expand the joint work carried out by various government authorities. 
· Improving the institutional information system that allows access to specific data and broadening the analysis thereof, integrating other indicators for the measurement of  intervention areas in order to measure the results and impact of joint efforts
· Consolidating new work schemes involving the development of new procedures and responsibilities, from the viewpoint of inter-agency work and citizen participation.
· Ensuring sustainability through financial resources that allow for the sustainability of at least most of the initiatives, and maintaining partnerships in spite of possible changes (municipal elections) that may occur and knowing to what degree its continuity can be assumed by the central government. 
· Continuing with the building of public participation in critical areas to consolidate citizen empowerment and leadership, as well as social cohesion in these places. 
The following  difficulties can be mentioned: the reluctance of local actors towards adopting new types of coordination, work routines, sharing leadership and exercising accountability, which have required constant reflection (time). The construction of inter-agency cooperation between the agencies has taken time and has prevented the dispersion of efforts through the use of common tools for coordination, targeting, etc. The absence of and/or dysfunctional community associations have restricted the empowerment and participation of the inhabitants. Although it had been foreseen, changes in local and national government (the 2009 elections) and the implementation of new policies were more time consuming than expected. 

	Lessons learned
	· The sustainability of the actions has one key actor: the local security and prevention committees or councils. These spaces allow changing the logic from national to local levels and they improve inter-agency coordination.
· Inter and intra-institutional coordination and articulation should be strengthened or created from specific actions within the territory.
· The three levels of the State, national, regional and local, have different political times and structures. Therefore, the territorialization of policies depends on the creation of lasting partnerships so that national agreements reach the local level. Poor coordination between these three levels can ruin local efforts.
· This coordination must be developed so that maintaining the partnerships does not end up depending solely upon the personal desire of certain people.
· It is necessary to strengthen the technical capacity of public institutions according to their areas of competence.
· A real and sustained effort involves the shared participation and responsibility of the citizens.
· It is essential to allocate national and municipal financial resources.
Recommendations: a) change processes should count with more project implementation time (5 years minimum), b) Setting up a coordinating unit in each municipality to facilitate political advocacy and technical monitoring, considering that each one has a different pace and different challenges, and needs constant support to overcome them. c) avoid starting a constantly interrupted project due to elections, in order to have more institutional and political stability, d) Prioritize the design of a model of decentralized management model for citizen security, agreed with local stakeholders and the institution responsible for preventing rape, which will facilitate the institutionalization and change processes. 

	Monitoring activities
	Mayoralties continue with the initiative and local actors are empowered. Create a new working culture of support and cooperation demands willingness and time. UNDP supports the transfer of knowledge from the practices of the local municipalities in the management of citizen security and social cohesion towards sustainability and decentralization of political and social national strategy to prevent violence in these territories, in consultation and coordination with the MJSP (Ministry of Justice and Public Security). The expected outcomes comprise a network of local governments that affect the decentralization of policy and strategy to prevent violence, and the synergy with other policies for local development, establish South-South cooperation with the Secure Municipalities network, methodological tools designed to transfer and consolidate the practices of both the municipalities and the Violence Prevention Cabinet. 


	Project Information

	Award Id
	00047610

	Country Office focal points
	Marcela Smutt, Coordinator of the Democratic Governance Area, Laura Rivera, Security, justice and Human Rights Program Analyst, Daniel Carsana, Project coordinator. 

	Partners
	Roberto Aquino, Mayor of Sonsonate; José Estanislao Menjivar, Mayor of Sonzacate; María Isabel Alemán de Torres, Mayor of Acajutla. 

	Project resources
	2,334,960.00 United States dollars 

	Report prepared by
	Daniel Carsana, Project coordinator

	Date
	September 7th, 2011


