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PROJECT EVALUATION SUMMARY - PART 1

13. SUMMARY - Summarize in about 200 vords the current project
situation, mentioning progress in relation to design, prospects

of achieving purrose, major prohlems encountered, etc.

=~ This grant, wich is designed to develop the capability
of local institutions in other least development countries
(LDC) to assist Latin America's poorer populations, is
being isplemented acoording to the plan outlined in the
Project Paper and Contractual Agreements reviewed . The
evaluation Committee, as described in Section 14, finds
the project to be on schedule and being carried out with

care utilizsing normal and acceptable sanagement practices.

Accifn Cultural Popular hascreated an International

Division with a professionally qualified staff as
envisioned in the project. The staff has developed

; detailed work plan for the life of the project,
provided 100 hours of-in-service training to its four
meabers, trained 20 other ACPO personnel for 120 hours,
subaitted 4 progress reports, developed 10 research

and discussion papers, travelled and made initial con-
tacts with 30 agencies in Latin American countries,

and has completed 30% of ACPO assessaent and information
retrieval syatea. These achieveaenta are commensurate

with project design.
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The prospects of achieving this purpose appear to be very
good. It is teo early in the project’s development to
nake a fiail judgemsent; however, the institution is well
on its way to creatimg an organisational capacity within
itself te pisn, design, anti zviluate other Latin American
Noa Formal Hducstion Pregruxs (NFE-P), and to develop
modern techmolugy for trairimg in other Latin American

Organizations,

During the first yesr, the mejor problem encountered was
finding and hiring professioually qualified persommel to

carry out the project. This problem bhas been surmounted.

AlD and ACPO inputs havs been timely and sufficient. The
funds which ware Le ba provided by the Nisereor (Cerman
aild) for the construction of sdditienal buildimg facilities,
are being renegotiated and should be forthcoming in April.
ACPO is also in the process of providing space needs and

a utilization study for the D.P.G,

EVALUATION METHODOLOGY - Describe the methods used for this
evaluation, i.e., was it a regular or special evalustion? Was
it in accordance with the Evaluation Plan in the PP w.th respect
to timing, study design, scope, metbodology and issues? What

kinds of data were used and how vere they collected and analyzed?
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3.

Identify sgencies and key individuals participating and

contributing.

~= This is a regular evaluation and it is in accord wath

the Project Paper in terms of timing, study deaign,

scope, methodology and issues.

Regular reports, special reports, verbal assessments
given by ACPO ataff, and observations made by AID

officials in Bogota and Yashington were utilized.

After careful study und analysis of these data by
ACPO-AID, Vashirgton Project Manager and Mission staff,

& joint meeting was conducted to draft the evaluation,
Participants in the meeting were; from ACPO, Monsig.
Balcedo, ACPO General Director; Hernando Bernal,

Planning and Evaluation Division Director; Josf Rodrfguez
and Aurnra Giraldr, Director and Assistant Director of
the D.P.G. Project. From AID, Hunter Fitzgerald, USAID

Bogota, and Maurice Kohan from AID/Washington.

Documents to be revised to reflect decisions noted page 1 (other

lido)xz:::ZProject Paper (PP)/_ ; Logical Framework L/ CPI

Network [/ Financial Plan/__/ ®ro/t /7 projc/_ ] rio/p
[::7 Project Azree-ent/_myother

This evaluation brought out ideas for a new project -~

a Project Identification Document (PID) will follow.



-~ No revisions feco-nended at this time.

16, Evaluation findings about external factors. Identify and discuas
sajor changes in project setting wich have an impact orn the

project. Examine continuing validity of assumptions.

«= In relation to external factucrs, the followving was found:

1) There has been an improvement in the financial situation
of ACPU as a result of completed negotiations with HID
on a US8 3,000.000 grant.

2) German assistance for ACPO's study center in Sutatenza
(CES) has not yet been secured but its approval 1a
expected in April., The project calls for considerable
equipament procurement. This will be completed after
the training component of the project ia designed and
construction is under way which is to be funded by the
German group mentioned above.

3) The rest of the assumptions are still valid.

17, Evaluation findings about GOAL/SUBGOAL = For the reader's con-
venience, qunte the approved sector or other goal (and subgoal,
vhere relevant) toshich the project contributes. Then describe
atatus by citing evidence available to date from specified indi-
cators and by amentioning progress of other projects (whether or
not U.S,) which contribute to same goal. Discuss causea--can

progress tovard goal be attributed to project, why shorfalls?
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Se

—-= Significant progress has been made tovard the goul according

to the original preject plan:

- International Division staff was hired and trainei.

- The project stalf produced u design for publications,
evaluation, technical assistance criteria and others.

- The International Division staff is providing training
and technical assistance to other ACPO Divisions staff
members and has developed a detailed strategy tuv asaisat
NFE Agencies outside of Colombia.

= Specified indicators will be descrihed under the next

section.

Evaluation findings about PURPOSE - (uote the approved project
purpose. Cite progress toward 2ach End-of-Project Status (Z0PS)
condition. V¥hen can acliievement be expected? Discuas causes of

progress or ghortfalls,

-- "PROJECT PURPOSE: To create an organizational capacity
vithin ACPO enabling it to lend technical assistance to
other mon-formal education projects in Lutin America;
and to make the education facilities of the Sutatenza

Center suitable for modern teaching systess (Source: ACPO

DPG PROP, abbreviuted)".

= ACP0's International Division staff conmiatn of the

following:



A Director who plans, coordinates and supervises all
activities;

A Subdirector who also works as the evaluation expert

to develop evsluation models;

Two training experts who develop training models and
materials;

An evalustion assistant who collects information and
conducts formative evaluation processes. under the
direction of the evaluation expert;

One librarian and two secretaries,

In meeting the purpose of the project, the International
Division has produced seven documents, developed systems
and operating manuals and carried out training activities
for 60 ACPO staffers.

Services to staffers from other countries N.F. Organi-

sations have been provided as follows:

Number of
Country Visitors Received
Nicaragus 6
Venezuela 6
Panand : 2
Bolivia 1
Honduras 2
Haitf 1

El Salvador 2



Nuaber of
COuntgz Visitors Received
Argentina 2
Egypt 4

Services are programmed for the following countrieat

Brasil FEPLAN

Argentina 1CUPO

Bolivia ERBOL

Venezuela Two organizations
Nagcf One project
Panand One program
Nicaragus Two programs
HBonduras One pregraa

Information about the objectives, media and methodologies
used, personnal training and tecbnical assistance needs, and
information interects of N.F.K. programs in 20 countries is

being collected,

The following shortfalls were found:

1) Partial delay in the start of the project as scheduled,
particularly in recruiting and training of the key staff;

2) Delay in obtaining complete information about other

Latin American N.F.E. Project needs.

Overall progress toward the goal has been reasonable for

the first year of implementation of the D.P.G.



Rvaluation findings about OUYPUTS end INPUIS - Note any particular
success or difficulties. Comment on sigaificant management experiences
of host contractor, and donor organizations. Describe any necessary
changes in schedule or in type and quariity of resources or outputs

needed to achieve purpose.

== INPUTS!

« From ACPOt ACPO has provided financial and msterial
support, As far as ACPC’s own personal resources, the
requirements of the D.P.G. are creating the necessity
of a careful review of the ACPO organization,

- From AIDS AID’s contribution has been adequate and it
should also be noted that it has enhanced ACPO’s abilfity
in project mansgement.

~ From Misereor: As stated above, the German funds have
been dslayed; financing will be renegotiated next April.
A careful study is being done by ACPO in relation to spacs
utilization and training needs, to determine the actual

equipment and space required.

GUTPUTS:

« The International Division is compused of a Director,
evaluation technicians and training and clarical staff,

= An internal program has been designed and adopted. Train-
ing seminars have bean conducted, manuals and conceptual
documents have been produced; foreign organization staffers

have been inforwmed or trained. Information and documentation
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on N.F.E. Projects are baing collected; C.E.S. curriculum
design is being developed.

ACPC’s internal activities have heen emphasized in order
to improve its capscity to trensfer technology to other

N.F.E. projects,

The design and preduction of the theoretical materials’
original project is 10% completed and will be 80%

completed by December 1978,

Evaluation findings about UMPLAMNED KFFECTS - Has project had any
unexpected results or impact, ouch as changes in social structure,
environment, technical or economic situation? Are these effects

sdvantageous or not? Do they require any change in plans?

== Altheugh it is too early to assess any project impact, it
should be noted that changes within the internsl structure

of ACPO will be needed.

CHANGES 1IN DESIGN OR EXECUTION - Explain the rationale for any
proposed modification in project design or executien which now
appear advisable as a result of the preceding findings (items 16
to 20 above) s&nd which were reflected in one or more of the action

decisions listed on page 1 or noted in Item 15 on page 2.
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=« Other than normal minor project adjustmesnts, no significant

wmodifications are planned as a result of this evaluation,

22. LESSONS LEARNED - What advice can you give a colleague about
development sirategy e.g., how to tackle a similar developmint
problam or to manags a iimilar project in anot her country? What
can be suggested for follow-on in this country? Similarly, do

you have any suggestions about evaluation methodology?

=« Institutions slwuld start early the recruitment of key
personnal, Expected contributions of other departments
of the Institution to the goal of the Grant should be

planned since the outset.

23, SPECIAL COMMENTS or REMARKS (Por ALD/VW projects, sssess likelihood

that results or project will be utilized im LDC’s),

e« Preliminary recsults indicate that the output of this

project will be utilized in other less developed countries.



PROJECT EVALUATION SUMMARY

PART 1L
Supplesientary Questions
1. Describe the central purpose and type of activities undertaken

by the PVO before its relationship through a grant with AID,

== ACPO’s central purpose was the integral non-formal
educat ion of rural populations, especially that of

the adult farmer through radio schools.

Through a complex organization of leaders, ACPO
provided instruction using combined forms of media,
such as radio, press, booklets, records and inter-

personal action.

ACPO also published books in areas of health,
agriculture, community development, papulation,

literacy and basic mathematics,
2, Describe any changes in program prioritiss and spproach =fter
the grant has been in effect foc one, two or three years,

== The first year of the DPG development has introduced

s deep interest in ACPO staffers in reorganizing and
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Systematizing its internal processes in order to develop
the capacity to transfer its methodologies to other

similar ‘rograms in Latin America.

The emphasis during the middle of the firat year of the
PUPG implementation was put on producing a syetes's

description and analysis of ACPO's internal specialized
departments, rather than increasing external relations

with foreign prograas.

de How has the grant affected the PV0's internal organizational
structure, particularly the relationship of program staff to
executive and pol.cy-saking leadership and the balance of

responsibilitias in the organization?

== The DPG staff has enjoyed complete support from ACPO'as

General Direction.

The International Diviusion is playing an important role
in the leadership of ACPO's other Departaents, and the
implementation of the DP: is creating atructoral and

methodological changes throughout the ACP0 organization.

4, Has the grant significantly influenced the PVO's communications

and relationships with its conatituency or membershio, with its
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clients or field staff, counterpart organizationa in hoat

countries and other associate groupe”

-« It is too early to identify this type of impact. How-
ever, the relationship with other organizations has heen

considerably extended and 1mproved.

e Have the PV0's fund rarsing efforts been 1mproved during the

grant period”

== ACPO's internal financing has improved and some external
negotiations have been succeassfully accomplished. ltor
instance, & negotiation with the BID to increase the

capacity of ACI'0 has heen approved.

te Have particular problems or needs nct previovusly identified impeded
expected progress under the grant; conversely, have any unforeseen

developments accelerated progress undec the grant?

== Problems of personnel and financing in other ACP0 department:
have slowed the program's progress 1n certain areas, such as

the developsment of mrnuals end nther documents.

Te Discuss how the enhanced capability under the grant hus been refle ted
in i1yproved project planning and imjplesentation:
= What projects premently 1n operation have been demiyned hv the

program and planning statf”
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- In what waye do those projects differ fros previous overseas
activities?
-~ To what extent hnve the systema developed under the grant been

institutionalized and put inte effect?

~— The International Diviasion staffers have been eoffering
assistance tuv other ACPU departments. A specific example
of this asristance 18 the structural reorgaunization of
the Prosotion and Extension Department 1n accordance with
Planning Models learned on the training courses taken by

the staff of the International livision.,

Another step 1n the rame direction will be the development
this year of operations manuals, following the general linen
of the Planning Models by using the system's approach and
planning the activities of the Uepartments by objectives,
This methodology had not been used hy ACPU 1n a mystematic

way hefore.

He Yhat are your organizational plans for operatinn after the grant

period ha~ terminated”

= It 18 expected thut the organizutional capacity of ¢he lnstir-
tation witl be nhle to continue nfferine training tn nthe

N FoE. 'ropgramy an Lavin Amerioa.
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It is also expected that instructional materials
developed under the grant, will constitute a complete

set of training waterialas that can he uxed by other or-
ganizations. As far as AUPO internal change 18 concerned,
the implementution of the DPG will produce different
attitudes and a capacity 1n the inetitution's personnel
which will make the nev methodoiogies and processes

irreversible.

e Summarize progress to date and recommendations vwith regard to

the i1nstitutional ispact of the grant.

-~ DPG progreas up to date can be summsrized 1n the following
aspects:

- The International Division has recruited gualified staff
to implement the project.

- The Internal and External actions have been initiated
both with the ACP0 Departments and with foreign organiaa-
tions.

- The development of instructional sateriale and publication-
are in progress.

As far as recommendations nre concerned, the International

Divieion staff expects to receive feedback from ury group

that 18 intereasted in providing such.



