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PROJECT EVALUATION SUMMARY 

ACCl1UC OPG: RURAL LEADERSHIP TRAINING FOR W:JMEN 

PROJECT No.: 527-0204 

13. SUMMARY 

Tne project, signed September 28, 1978, is designed to promote the 
integration of the campesina (peasant woman) into the socio-economic 
structure of the country. This is to be achieved through streng~~ening 
the Association for Cooperation with Campesina Women (ACOMUC), and through 
teaching the campesina skills that will improve her capacity to perform the 
multiple roles demanded of her. 

I. Organization 

ACOMUC is a non-profit organization of volunteers whose objective 
is to promote the economic, social, cultural and political integration of 
the campesina through vario, .3 types of training programs. It was founded 
in 1972 by the wife of the then Minister of Agriculture, and most of its 
early members were wives of Ministry officials. ACOMUC was invisioned to 
work alongside and in clo!';e ccllaboration \"ith the Ministry of Agriculture. 

The Ministry of Agriculture continues to provide office equipment 
and space to the organization. The linkage of members to Ministry officials, 
however, has weakened over the years. Many new members are simply women with 
humar.itarian interests in the rural sector, and the current national board 
of ACOMUC has no close contacts with the new GOP. 

ACOMUC's national office is located in Lima. Affiliates are 
located in most major urban areas of the country. 

ACOMUC is responsible for the overall administration of the project, 
and utilization of grant funds, including the contracting (with AID approval) 
of a project manager and a pr0ject supervisor. 

USAID/Peru, as grantor of the OPG funds, is responsible for 
overseeir.g the implementation of the project. 

The project was designed in two phases to be implemented over 
an 18 month period. (The implementation period was later extended six 
months to cover startup delays.) 



II. Project Stra~ 

phase I: Training of ACOMTJC volunteers, campesina 
leaders and related specialists 

($40,000 or 50% of the U.S. contribution) 
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The first phase provided resources for training 10 percent of 
ACOMUC's volunteers in leadership development, and administrative and 
management skills to strengthen the organization's overall performance 
throughout the country. 

It also provided specialized training for campesina leaders, coop­
erating Ministry of Agriculture employ3es and selected ACOMUC volunteers 
from Agrarian Zone VIII (the area of the pilot campesina training program 
of the second phase of the proj ect. At the beg inning of the proj ect, 
Zone VIII included three departments, Junln Huancavelica and Ayacucho.) 
The specialized training included teaching methodologies and specific 
subjects that were late~ to be taught to the campesina in the field 
during thp- second phase of the project. 

Phase II: pilot Campesina Training in Agrarian :one VIII 
($40,000 or 50% of Lhe U.S. contribution) 

The second phase of the project was designed to develop, test and 
apply a ~o~prehensive training program for 2,700 campesinas in 27 rural 
locations. The training was to include such subjects as health, nutrition, 
family and horne care, food preservation, animal husbandry, home vegetable 
gardens and mpnual arts. 

III. Findings 

Both the fonner and the present GOP have given low priority to programs 
specifically geared towards campesina women. ACOMUC continues to be the 
only organization in the cuuntry whose sole purpose is to promote the inte­
gration of the campesina into the socio-economic structure of PerCle 

While the project is credited with revitalizing ACOMUC affiliates (part 
of Phase I), it falls far short of providing a comprehensive campesitla train­
ing program in the pilot are~ (Phase II). One factor in this r~gard is 
that the task of reachilG ~nd helping the campesina is much greater than 
envisioned by the designers of this OPG. In addition, the extreme poverty 
in which she lives makeB her reluctant to change her way of living without 
a tangible reward in hanl. Another important factor has been the imple­
mentation problems discussed below. 

The project has succeeded in organizing camEesina.g·:~ups in 30 loca­
tions, and has presented to the campesina groups informationon health, 
first aid, nutrition and family care that they would not h3ve otherwise 
received. 
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In some locations, cla~~~ h~ve also been presented on home gardens, 
animal husbancLry a.nd manual arts. The information presented was, however, 
not nearly ·enough to achieve the projec't: goals. Originally planned as 26 
hour courses, the campasina has actually received courses of up to six 
hours each spread over ~,everal days. The full series of subjects has not 
been completed in any OLe location, and in most instances, the most desired 
courses--those with rer.lunerative possiJ":ilities--are yet to be presented. 

Participating campesinas are anxious to receive all the inf,)rmation 
promised. In addition, those interviewed by the evaluator repeatedly 
requested more birth control information and help in setting up anjmal 
husbandry and/or manual arts projects. 

An analysis of major problems encountered in the project fol~ows: 

A, Funds have not been requested and disbursed in a timely fashion to 
achieve project goals. 

Approximately 65 percent of the committed USAID grant contribution of 
$80,000 has been disbursed during the two years of project implementation. 
The flow of vouchers from the field has been sluggish, and vouchers have 
often been presented in disorganized or incorrect forms, further delaying 
disbursement. The project coordinator hired by ACOMUC does not have 
necessary accounting skills to administer the project. 

B. Project irnplementa~ion ha~ lagged severely in the pilot campesina 
traininq program. 

Plans for the pilot campesina training program (Phase II) included 
370 comprehe.,sive courses for 2,270 carnpesinas. To date, approximately 
130 short COUl'ses have been given to 1,200 campesinas. Reasons for the 
shortfall include: unforseen difficulties of reaching the campesina in 
such a large pilot area; lack of proper supervision of project activities; 
lack of logistic support in the field; volunteers trained in Phase 1 have 
not participated in the campesina training program as planned; participatinK 
ACOMUC volunteers and l1inistry promoters prefer not to present much of the 
course material themselves; and, some sites selected for the campesina 
training were not appropriate. 

C. The project lacks proper supervision and management. 

National ACOMUC officers lack intereste in and ability to supervise 
the proj ect IS implementation (though they [.ave interest in the proj ect 
itself). As a result, the USAID preject manager has dealt directly with 
the two ACOMUC-contracted project staff. 
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There was little contact between the USAID project manager and field 
operations. No£t of the project manager's inforrnc.tion on implementation 
came from the project staff. In retrospect, it is clear, that this j~for­
mation, particularly in reference to project implementation accomplishments 
was often over optimistjc. 

D. Logistic support is not enough to facilitate project implementation. 

The resource base that ACOMUC's nati0nal officers draw on to support 
work in the field is severely limited. 

T:le former Agrarian Director of Zone VIII committed his support to 
the pilot campesina training, but no signed commitment exists with the 
present GOP. 

Although ACOi-lUC has 13 vehicles distributed throughout the country, 
the project uses only three of them. These plus voluntary and sporadic 
vehicular support by the ~'linist£y of Agriculture, are not enough to meet 
project needs. The three ACO~ruC vehicles are centered in Huancayo. (One 
is a small volks~agen used mainly within the city, as it lacks power to 
handle the mountain roads covered in the project. The other two vehicles 
are four-wheeled drive. One is used full time for the project. The other 
is assigned to the president of ACOMUC-Huancayo, and is leaned part of the 
time to project activities.) Hu~ncavelica has no vehicle for project 
activities. Ayacucho gained the use of a promised Ninistry of Agriculture 
vehicle only after a prolonged debate between ACOMUC national officers and 
local Ministry officials. 

Only three of a planned of eight Ninistry of Agriculture promoters 
are working on the project. (Fiscal restraints for the GOP cut the avail­
able number down to four, and one of those has no interest in working with 
the project.) In addition to Ninistry salaries, the promoters receive per 
diem for field \vork from project funds. (Per diem budgeted by t~e Ministry 
for p~omotcrs was withdrawn.) 

E. Fe' ..... ACO('ruC volunteers have participated in the pilot campesina training 
program. 

Only a few of the ACOMUC volunteers who received speciaiized training 
during the first F~ase of the project are still working in the pilot 
campesina training program. Reasons for this limited participation include: 
poor selection of volunteer3 for training programs; a total lack of field 
work experience by the volunteers; overriding obligations of home and 
family; economic necessities forcing volunteers to take remunerative posi­
tions; lack of adequate logistic support and planning to send volunteers 
to the field immediately following their training. 
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(Note: Prior to this project ACOMUC volunteers made only day trips 
to rural areas. The pr0ject, however, requires that volunteers spend days 
or even weeks at n time living under primitive conditions to which most 
are not accustomed.) 

F. The few ACOMUC volunteers and Ministl~ promoters working on the pilot 
campesina training program prefer to take a10ny specialists to present 
course material. 

Volunteers and promoters claim they are not competent to present many 
of the planned courses to the campesina. They prefer instead to rely on 
scarce volunteer specialists, thus severely limiting the number of courses 
that can be given over a specific period of time. For example, women's 
hea1th--one of the most popular courses taught to the campesina--is gen­
erally presented by a nurse or doctor. Volunteers and prolnoters tend to 
be shy about discussing sexual relations and birth control (subjects of 
great interest to the campesina included in the women's health course). 
In addition, they have little or no experience raising cuyes or rabbits, 
tanning skins, or weaving material on a 100m. Appropriate selection of 
volunteers to be trained as instructors as well as adequate field work and 
demonstrations, could have partially solved this prcb1ern. But it is the 
evaluator's opinion that was asked too IllUch of well-meaning housewives who 
wanted to volunteer some of their time to help the campesina. 
In addition, the ACOMUC project coordinator and supervisor should have been 
more directly involved in providing technical assistance, i.e. teaching 
campesina women. 

G. Some sites selected for the campesina training were inappropriate. 

The campesina training is more successful at SAIS product~on units 
than at cooperatives or carnpesino communities specifically because SAIS 
officials often supply needed logistic support. They arrange lodging for 
volunteers and visiting specialists, coorcinate local help with their own 
professional staff (social workers, school teachers ~r medical personnel), 
occasionally vrovide transportation, and generally allow carnpesinas ade­
quate free ti.me to attend the training sessions. Agrarian cooperatives, 
on the other hand, are often in poor financial condition, have internal 
political problems, and sometimes refuse to allow the carnpesinas to attend 
training on a regular basis. The results can be seen in the following chart. 

Type of site 
SAIS Production 
Units 

Cooperatives 
Campesino 
Communities 
Native Communities 
(Jungle) 

Campe~ina Training Sites 
Department of Junln 

N° project continues project discontinued 

9 9 o 

13 8 5 

7 4 3 

1 1 o 
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Note: ?roject staff i:ldicate that sites were discontinued due to 
transportation problems (isolated locations, not enough vehicles available), 
lack of available meeting place, lack of time on the part of the carnpesi­
~, as well as lack of supporc from officials at the sites. This reflects 
a lack of appropri~te planning on behalf of the ACO~1UC project coordinator. 

14. Evaluation Methodology 

This is the first evaluation since initiation of project activities. 
It is ~ased on review of ploject documents (eg. project proposal, approval 
memorandum, project agreement), ACOMUC and USAID project background reports, 
and correspondence and accounting files. A visit was made by the evaluator 
to seven project sites in the Department of Jun1n, where meetings were 
held with project beneficiaries. At that time the attached questionaire 
\>/as completed by interviewing the participants. (Completed questionaires 
are on file in USAID/Perd' s Special Projects Office.) Meetings and intervie\~s 
were also held with key individuals from USAID/Perti, ACOMUC and ~he Ministry 
of Agriculture. comments on possible future USAID/ACOMUC project.s, and a 
list of persons Cl ::rib1lting to this evaluation are attached. The evaluation 
was prepared by a wcal :-.ire contractor in coordination with the USAID/Pert1 
project Manager. 

15. External Factors 

I. GOP Priorities. 

Support for the project seems to depend on the good will of the Ministry 
of Agriculture officials working in the area. The former Director of Agra­
rian Zone VIII, for example, was supportive of the project (within the con­
fines of the current economic crisis). That support, however, did not aid 
ACOMUC project activities in Ayacucho, or, for the most part, in Huancavelica. 

II. Political Factors. 

Political factors which had an impact on the project's implementation 
include: reorganization of Agrarian Zone VIII and creation of a separate 
zone for Ayacucho in August 1979; a change in government in July 1980 which 
brought in new Ministry of Agriculture officials and new policies in the 
field; and a national strike of Ministry of Agriculture employees in August­
September 1980 that prevented access to ACOMUC national offic~s. 

16. Inputs 

The two project staff members lack the technical capacity to plan and 
implement the project as designed. The timely disbursement of funds for the 
project has suffered as a result. 
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I. USAID 

OPG contributions of $00,000 are committed to this project. The 
project, originally envisioned to cover 18 months, was extended to two 
years. 

Project Fund Disbursements 

September 30, 1980 

Planned Disbursed Remaining 

Training $54,000 $36,000 $18,000 

Administration 24,000 16,000 8,000 

Evaluation 2,000 0 2,000 

Totals $80,000 $52,000 $28,000 

The contracts between the two paid project staff members and ACOMUC 
terminated in July 1980, though they continue to work on project implemen­
tation activities. 

R6naining project funds have not been reprogrammed. 

II. ACOMUC 

ACOMUC's planned $30,000 contribution to the project included salaries 
for a s~cretary and a chofer, office space, office equipment and material, 
tllree vehicles, vehicle maintenance, and the service of its volunteers. 

V,,:Jlunteer hours were estimated to be 900 hourI'> in all, and were valued 
at U.S. $4.50 per hour for the purposes of computing the input. (Note: 
the evaluator finds the value assigned volunteer hours inordinately high 
~ince th~ figure used is twice what either of the paid professionals in the 
proj ect make.) 

I. Phase I, designed to strengthen ACOMUC and its training course delivery 
capabili ties. 

A. Training of ACOHUC volunteers (February-March 1979) 

Eight-day training programs were held at three locations for 140 ACOMUC 
volunteers. These trainings programs were presented by the Peruvian Institute 
of BUlJiness Adr.linistration (IPAE). The training--designed to strengthen and 
revitalize the affiliate orqanizations--included presentations on leadership 
development, and administrative and m0.nagement techniques. 
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National officers of ACOMUC credit the training with revitalizing 
affiliates and helping to expand their activities and membership. The 
same officers, however, along with the project staff and project manager, 
say that the training did not produce the results hoped for, and that 
they would not recommend repeating the training of ,rolunteers in a future 
OPG with USAID. As was previously noted, few of the ACOMUC volunteers 
trained actually participated in the campesina training program. 

B. Training of campesina Leaders (June 1979) 

An IPAE technician was ~lso responsible for presenting a training 
program to 30 campesina leaders from the pilot zone selected for Phase II 
of the project. According to project files, this training emphasized 
comnrunication skills that would facilitate the linkage between ACOMUC 
volunteers and campesina groups in the field. 

orly a few of the campesina leaders trained in this program are 
currendy active in the project. project staff say that some of the 
leader:s were poorly sp.lected. In addition, the home area of some of 
the ~pesina leaders have been drc'pped from the project. While training 
and sei2ction problems were encountered, the evaluation team and ACOMUC 
staff sti~.l. feel that the concept of selecting campesina leaders is still 
valid. 

C. Training of Trainers (September 1979) 

A training program by the Association of Educational Training of 
~era was presented to 35 women from Agrarian Zone VIII. The group-­
made up of ACOMUC volunteers, campesina leaders, Ministry of Agriculture 
employees and cooperating specialists--received presentations on how 
to present :he planned series of courses to campesinas in rural areas 
during the second phase of the project. 

The training program included no field experience and was apparently 
not practical enough for the few participants that have continued in the 
project, as even they ger.erally prefer to use scarce volunteer specialists 
to present course material, rather than present it themselves. 

II. phase II, the pilot campesina training program (November 1979 to the 
present) 

The 130 courses which have been presented to campesina groups in 30 
locations represent less than half of the originally scheduled courses. 
Instead of the 26 hours per course planned, the campesina.s receive from 
2 to 6 hours per subject. (Note: While the p~esence of outside experts 
among the campesinas has raised expectations, the superf.i.ciality and short­
ness of the courses, the la~k of reinforcement and review of course mate­
rial, and the lack of adequate visual aids have left those expectations un­
fulfilled. ) 



P. 9 

ACOMUC project staff members want to continue the campesina training 
program through January 1981 with available funds. They estimate they 
could givp. an additional 104 courses during the 3 months. (Note: The 
evaluation co~ittee feels that it is not possible to complete such an 
ambitious number of courses as the rains have already started in the 
sierra, further complicating the problems of transpnrtation.) 

Training Goals 

phase I 
Training of ACOMUC volunteers 

Training of Campesina Leaders 
(originally planned for Phase II) 

Training of Trainers 

phase II 
Campesina Trainin'J Courses 

campesina beneficiaries 

18. Purpose 

planned To Date 

135 140 

30 

35 35 

370 130 

/.700 1200 

The purpose of the grant is to assist ACONUC to train volunteers and 
to implement a pilot training program for campesinas in three ma~ginal 
sierra departments--Junin, Ayacucho and Huancavelica--that will improve 
their capabilities to perform the multiple functions demanded of them 
(e.g., housekeeping, child rearing, agriculture and commercial activities). 

The project has fallen short of planned go~ls due to the following: 

The task of reaching the campesina is much greater than originally 
envisioned; 
The pilot training program has not been completed in anyone loca­
tion; (for the reasons discussed above) 
The training offered to the campesina has been more superficial 
than originally planned; 
Logistic support needed for project implementation has been lacking; 
ACOMUC voluntAers have not worked in the pilot training program in 
the numbers originally invisioned; 
Supervision of coordination tasks needed to be better organized. 

19. Goal/Subgoal 

'rhe goal of the project is to assist ACOMUC in its efforts to promote 
the integration of the campesina into the socio-economic structure of Perd. 
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In addition, the project is expected to increase the income, improve 
the nutritional statu.~ and provide unploymen'c opportunitie::; for the poor 
residing in rural areas. 

While it is too early to measure the degree to which project acti­
vities promoted the integration of the campesina, the evaluation committee 
believes that the chances of achieving the goal would have been good if 
the courses were presented to the campesina as originally planned (e.g., 
26 hours per course and the full series of courses). 

20. Beneficiaries 

This OPG provided 1,200 campesinas with new information on several of 
the following topics: health, nutrition, first aid, family and home care, 
animal husbandry, horne vegetable gardens and manual arts. These campesina 
beneficiaries belong to the poorest sector of the country, and are the 
subjects of no other project specifically designed to help them. In addition 
to the carnpesinas, many men at the sites insist on participating in the 
training courses, or having the courses presented to them in a separate 
group. 

While the courses have been short and superficial for ~he most part, 
and the full series not yet presented, in the evaluator's opinion, they 
offer the only chance available to the campesina for any tr~ining at all. 

ACOMUC has also benefitted from the project. The training of volunteers 
is credited with renewing activities of some of the affiliates. 

Who They Are 

Phase I 

ACOHUC volunteers 

Campesina Leaders 

Training (volunteers, 
promoters, specialist~ 
and campesina leaders) 

Phase II 

Campesinrls 

Beneficiaries 

No. 

140 

30 

35 

1200 

How They Benefitted 

Receiving training in leadership 
development, and administrative 
and management skills. 

Received tr?~ning in leadership 
end communication skills. 

Received training in teaching 
methodologies and course material 
to be taught to carnp~sinas during 
Phase II. 

Received short courses in at least 
four of the following SUbjects: 
health, nutrition, first ai~. family 
and horne care, animal husbandry, horne 
vegetable gardens and manual arts. 
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21. unplanned Effects 

Not pertinent at this time. 

22. Lessons Learned 

I. Volunteers without previous field experience can not carry out 
a tr3ining program for rural campesinas. 

II. Volunteers and campesina leaders should be assessed as to the 
likelyhood of their future participation in a project before offering 
them specialized training. 

III. In determining the size of an area to be covered by a rural de­
velopment project, greater emphasis must be given to available logistics, 
i.e. vehicle support. 

IV. An official GOP committment is necesarry to provide adequate 
logistic support for a campesina training program. 

V. A voluntary organization that receives an OPG should have, or 
have access to, m~lagement, supervisory and accounting personnel to ~ide 
the project. 

23. Special comments or Remarks 

There is a need to continue to help the Ministry of Agriculture 
focus on the role und need3 of women in the rural sector. previously, 
agricultural extension services were provided to the campesina and her 
family under the U.S. sponsored SIPA program. While the new GOP plans 
to revive rural extension programs, those plans include only professional 
training. Training ~rograms for the campesina have omitted. 

The annexes to this evaluation are as follows: 

Annex A: Ideas on a Follow-up OPG with ACOMUC 
Annex B: Sample Questionaire Used in the Evaluation 
Annex C: Map of Project Sites 
Annex D: Persons Contributing to the Evaluation 
Annex E: Photographs 
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Annex A 

Ideas on a Follow-up OPO with ACOMUC 

The rural campesina is a member of the poorest sector of Peruvian 
society and is therefore an appropriate t~rget for further USAID assistance. 

As the only Peruvian organization specifically and solely interested 
in improving conditions of the campesina, ACOMUC deserves USAID's continued 
support. 

I. Organization 

A. The National Board of ACOMUC should obtain fo:::rnal GOP cormnitt­
ments for support of campesina training progranls. It is essential for 
the voluntiU'y organization to demonstrate its leverage ... ,ith the govern­
ment to assure support for its field work. (Note: Prior to continuing 
USAID support, it would be important to find out the role of Cooperation 
Popular in this senario.) 

B. A national project coordinator and adequate support staff with 
management and accounting skills should be hired. 

C. A regional field coordinator should be hired and located in 
each of the three departments (Junln, Ayacucho and Huancave~ica), and 
the project should concentrate on these three areas prior to expanding 
into other areas. 

D. Selection of project personnel should not be limited to current 
staff members or preclude former or current members of ACOMUC, and should 
be based on previous experience w~rking with rural campesinas. 

E. In addition to the paid field coordinator, each department should 
include a team of specialists that would present the campesina training 
programs. These specialists should be assigned fulltime to the project 
by the GOP, and should include a nurse or health specialist, an agricultural 
specialist and a specialist in manual arts appropriate to the area. 
The field staff should also include a promoter responsible for coordinating 
a revolving loan fund that would be established with an existing Peruvian 
credit lending institution. 

F. ACOMUC volunteers should be encouraged to gain field experience 
by ~ccompanying the professional team and helping to motivate the campesina 
dnd by reinforcing the training program material presented. 
Volunteers should also be encouraged to develop projects to sell products 
produced through project-sponsored activities. (income generating activities) 
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II. Camp~sina Training Courses 

A. Campesina training courses should be continued and expanded at 
existing project sites. Review of previous course material should be 
inteljraten into the more comprehensive npproach originally proposed by 
ACOMtJC (e.g., 26 hours of training per subject). 

B. Birth control information should be expanded, but should continue 
to bE! handled under the general subject of women's health. (Note: ACOMUC's 
national board is reluctant to get out hi front of the government or the 
church on this subject.) 

C. C1ases and demonstrations in animal husbandry and manual arts 
should be greatly expanded, should include constant reinforcement by 
technical personnel, and should not be delayed until the end of a series 
of courses. 
Timely financial support s~ou1d be made available to campesina groups to 
provide needed equipmen~ and/or animals (e.g., looms, wool, dyes, tanning 
chemic~a1s, sewing machines, cuyes, rabbits) to continue the activities 
after the training has been completed. 

III. Feasibility study 

A. The OPG include funds for feasibility studies to determine the 
market potential for various economic activities appropriate to the 3Xea. 
The results of the studies should dictate the types of manual arts and/or 
animal husbandry activities taught in the campesina training' 

IV. Logistics 

A. Provision of per diem for GOP technicians should be continued to 
allow Ministry of Agriculture promoters and specialists to participate in 
the project. 

B. hdequate vehicles and drivers should be made available by ACOMUC 
and the Ministry of Agricultu:!:'e for project field work. (The evaluator 
estimat,=s that approximately 10 vehicles would be necessary to carry out 
project activities as designed in the current OPG.) project budget should 
allow funds to repair Ministry vehicles currently idle in Ministry garag~s, 
providing the vehicles are assign,-d to ACOMUC for the life of the project. 

C. All paid project staff members should be required to drive when 
nece'SsaIY· 


