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BACKXGROUND

The Special Development Activitv Authority (SDAA)
was developed to fund "quickly and with a minimum of
procedural recuirements small constructive activities
which will have an immecdiate impact in the cocnerating
country.”" In an effcrt to make this program more ef-
fective, USAID/Ecuador has endeavored to have an eva-
luation done of the projects funded in fiscal vear 1979.
At this date, the majority of the projects have been
completed cr are nearing completicn. It is an oppor-
tune time to examine the factors contribgting to the
success or failure of the projects. With this in mind,
Fundacidn Compafieros de las Américas del Ecuador has
agreed to evaluate the 19 projects and make recommen-
dations for the next series of projects to be funded.

OBJECTIVES

1. General Objectives
Identifv what factors have contributed to the suc-
cets or failure of SDAA projects in FY79 to pro-
vide a historical basis for review of future pro-
jects by the SDAA Committee.

2. Specific Objectives
a) Review each project individuallv.to cetermine:
-Rate of Completion
-Type of Administration
-Type of Group Involved
-Location
~Level of Investment by the Community

-Involvement of Group in the Manamement of Funds
-Experience in Previous Projects


http:individuallyv.to

~Involvement of the Group in Project Planning
-Level and Time-Span of Income Generation
-Appropriateness of Technolopv
-General Return cf Investment
b) Develop a set of recommendations for the SDAA
review committee.

METHODOLOGY

To fulfill the above objectives each site was visit-
ed persrcnallv and the person designated as the project
administrator was interviewed except in cases where he
or she was ill or absent as was the situation in +hree
of the projects. 1In all cases somecne directly involved
with the project was interviewed. All of the project
sites were visited and the physical results of the pro-
ject were observed. The questions asked in the inter-
view were designed to arrive at the basic factors con-
tributing to the success or failure of the project.

The written evaluation is divided into two parts.
The first is a project by project report of findings
and the second is a section of analvsis, conclusions
and recommendations.

BRIEF OVERVIEW OF MAJOR FINDINGS

USAID/Ecuador should be recognized and -commended for
their overall SDAA proegram. The projcc.s that have been
completed for the most part have provided their benefici-
aries with improved conditions and have provided a posi-
tive impression of USAID in Ecuador.

In order to better -the program, it is important to
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Of the six projects that have less than 20% com-

pletion rates, factors A through F were nut present or

were only present in a few cases. They were present

nore frequently in the mrtially completed (20-80%)

projects and even more freauently in the completed

projects (more than 80%).

The conclusions based on

these statistices are the followine:

Administration

Project Group

Community
Investment

Community Involvement
in Management of Funds:

Community Involvement
in Project Planning :

Income Genesration :

Administrators thav live in or
arcund the community in which
the project takes place have a
higher cempletion rate.

Cooperatives, clubs, and associa-
tions have a higher rate of com-
pletion.

When communities invested cash
in their projects, there was a
higher rate of completion.

‘here there is community involve-
ment in the management of funds,
there is a higher rate of com-
pletion.

Where the community is involved
in project planning, there is a
higher rate of completion.

Short term income generation pro-
jects have a higher rate of ccm-
pletion.

General Recommendation for SDAA Manag..ent:

1. To make an on-site visit to determine whether
the various factors that contribute to project
completion exist in the community or group.

2. To impose stricter limits on the spending of

project funds.

These recommendations and conclusions are discussed
in depth in the papes that follow.



SECTION 1

PROJECT BY PROJECT REPORT
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4.1 Aoroinductrv--Chizren Froduction
ric Blanco, Carchi
Project Administrator: Feace (Ccorrs Yolunteer Michzel HMarrineton

Project Group: DPre-Coonerative "Nuevo Amanacer”

Amount: €L 1936.02 = S/. 125,0206.00 (%1:27.35)
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To construct a srain warehoucze, purchase srall ecrain mill
and establish chic~en production (laving and brcilers) therebv
increasing income for cocperative members.

To what extent was the oblective achieved:
The warehcuse ig constructed. All the labor for the con-

L)

structicn was centributed by the rembers. The feeders and

.

waterers are rurcnace

[a¥
U]

nd remzin part of the capital of the
cooperat. e, The fecd is purchesed tv the proup and then given
to members on credit. fo far all ninec orieinal members plus two
new members have constructed chicken cocps. Each member is piven
one hundred ckickens to start. The mill was purchased and
arrived last April. The present screen for the mill causes the
prain to be tco small for chicken feed. Therefore, another screen
will have to be made hefore the cooperative.mémbers will be

able to make their own Feed. After fattening up the firet

proup of broiler chickens, thev are being sold for S/. 115 - 140
for a 4-5 pound chicken. The members have been enthusiartic
abcut the financial return and are making plans to buy more

chicke.
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What mcre needs to be accomplished:

1.

Was

PCV Harrinpton is in charpe of acquirinp a new screen
for the mill.

Each chicken crmop will need to have woven wire bottems
since the cafia brava does not keep out rats tha* ear
the chickens' feet.

The cooperative still needs to establish legal status.

fici m=2 tc complete the preciect:

-
rh

there s

[X]
m
3
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o N

i
Yes, €exc he few things mentioned zbove.

(1]

Lt for

lost basic problems with the project:

How

The original idea of having a cemmunédllv worked an
owned chicken coob céid not succeed.

The screen desien for the mill was not auite accurate.
The mill arrived several months after the harvest so
srains now have to be boupht in other towns. Thus, the
true economic benefit of the mill will not be achieved

until the next harvest.

problems were resolved or plan to be resolved:

Each member has his own chicken coop under his own re--
ponsibility with one hundred starter chickens provided
bv the cooperative. The cooperative also lends fceders
and waterers tc each member which each must return to

the cooperative if he leaves. Innoculations and feed

are loaned to members which are paid back in sucres.



2. A new ccreen is to be purchased.
3. Grains will te read to mill in December.

4. Ecstabliching leeal statues is still being dicscussed.

Summarz

foae

This projec: can serve as a model fer other projects with

a clear economic tcnefit as the objective. In this case

there was pocd proiect managrent because of the Peace Corss
Voluntecer. Ve, aleng with members. have dolegated responsitility
to manage the lending of equipment, feed, etc. so tha®t now

the cocperative is not dependent upen the PCV.

()



y,2 Pabbit Prodaction., Latrirnes, and Vater Puimn

Tiguald, Cotopaxi

Project Administrator: PCV Eileen Sullivan (has left site)
Sr. Fausto Borja, Fresident of the cormmuni vy

PCV Neil Dobson

Project Group: Tipuald Communitv
‘roject Amount: US$ 4790.65 = S/. 131,000.00 (1:27.35)

Project Objective:

1. To raise rabbits with scheol childrern in order to
provide the communitv with a protein scurce to improve
their diets.

2. To ccrstruct latrines to improve health and hygiene.

3. To install a water pump with an adcec filter and cloroni-
zation svstem in order for water to he more accersatle
and clean. This chjective was amrnenced to buy three
electrical transformers to improv.. the electricity in

the comnunity.

To what extent was the objective achieved:

Rabbits have been purchased bv the communitv. Currcntly there
is a populaticn of .8 rabbits. One man, zlected bv the
cormunity, cares for the rabbits. Families in the comnunityv
and other local buvers are purchasing and consuming the rali-
bits. The proceeds pav the costs of raising the animals and

rrovide dietarvy supplements to the school chilaren.

Each familv has eccnstructed and is using a latrine.


http:131,000.00

3. Three transformcrs have been purchased and installed

by the communritv.

vihat more neels to ke ancomplishad:

The prcject is completer.

Most tasic prohlerms with the rroject:

As far as thre threec cbiectives of the preject are cnni-

Summarv

There is much evidence cof iritiative on the part of the

community
project.

very good

d, there are no- technicAal rrohlems to he solved.

.

in the organ_zation and the execution of the
The administration of the program has been

thanks to Sr. Fausto Borja and the two Peace

Corps Volunteers.
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u,3 Donati. . for Materialz ard Tonls . .r a

Technicnal #vts Serool, €Cuano, Chimborazo

Prcject Administrater: Ledo. Luis A. Lépez
Project Group: Centro de Opciones Practicas

Project Amcunt: USS 3354.00 = /. 91,732.00 (1:27.98)

Project Obijective:

To purchase eauipment for technical aris to compl€ment
the educaticn of children in the 5th and 6th grades in the
area of nandiecrafts, drawing, painting, woodwork, metalwork,

and electricitv.
To what extent was the objective achievzd:

The ecuipmernt is purchased ard has be~n used {c train the
students. Tinished wecrks were on display in thke schozl which
demonstra‘ed practice in wood and metalworking, painting,
drawingz, electricitv and general crafts. It was pointed out
that althoupgh the equipment was being used, onlv a certain
percent of the children whose parents could afford to buy

raw materials could fullv utilize the equipment.

What more needs to be accomplished:

1. The purchase of the equirment and tools is completed, however,
using them to their full capacity still has to be proprammed.

For example, the air compressor could have been used for
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BESTAVA&ABMECOPY :

industrial painting purposes but has onlv been used for
simple tasks,
2. The school or the community must find a way to make

raw materials availeble for the children in the program.

Was there sufficient time to corplete the project: Yes,

Mcst bacic prohblem with the proiace:

Once again it was noted that scme cf the cephistica*ed tools
ang masthines purchased ara rnot beirc used 1o their full capa-
city. For example, the eauipment could be used to produce

inceme for the cchoal or for the students to finance expenses

for raw materials and raintenance of the equipment.

How probl :ms were solved or plan to be resolved:

Althcugh Lcdo. Lépez was not sure whether income producing
activities would be acceptable to the Ministrv of Education,

the surpesticn was received with irterest.

Ledo. Lépez has also asked the Ministrv of Fducation for a budpet

for raw materials for the coming school vear.

Surmarv

The management of the project was well done. If USAID continues
to fund similar rrojects, it chould consider the followine:
1. Will raw materials be available? How?
2. Cculd/Should the equiprent be used to generate income?
(The project apreement could have stipulated that the
equipment purchased was to have been used a= a "starter"
to provide the means for generating income and cperatinp

funds for the school.)



4.y Esuela Manuel Matheu Pastocalle, Cotopaxi

¥roject Administrater: Sra. Josefina Izurieta de Oviede (has left)

Project Group: Cantor Pactocalle
Project Amount: USS 260€.35 = S/. 71,284.00 (1:27.3%)

Project Objective:

To provide windows and latrines f-r the school.

Tc what extent has the cobjective been achieved:

All of the windows and latrines are installed as stated in

the project proposal. Al]1 of the construction of the school is now

completed. Although classes were not observed in session, the school

is beinp us.d.

What more needs to be accomplished:

The project is ccmpleted as afreed upon.

Was there sufficient time to complete the project: vyes.

Most basic problem with the project:

Apparently there were no problems in completing the project.


http:71,284.00
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SummAary

Unfortunatelv cll of the personnel that had startec¢ the
project have been charnnnd to other jobs and schools as a
result of the change in povernment in August 197¢9. 1In ob-
serwing the schecl and taliing with pcople in Pastocalle
the scheol is an important part cf the community and the
donation which enahled them to complete the facilitv was

greatlv appreciated.
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4.5 Donation for Cancec _and Mut-kocard Motors for
Fishino Cconerative San Jacinto, Manab:i

Project Administrator: Sr. Juan Centeno-Manager of Cooperative

PCV Tom Licorish (hrhas lef<)

Proje.t Group: Coorerativa de Pescadcres de San Jacinto
Project Amcunt: USS 4431.74 = S/. 124,000.00 (1:27.97)

Proiject Objective:

To purchase two larre canoes ar” two-45 horsepower outboard
meters in order to increase the income of the coorerative bv
eliminzting the need tc hire transporters to urload the co-

overatives catch frem the main fishing vessel.

To wha+t cxtent was the project otjective achieved:

Two 21 foot cances and two 15 hcrsepower outboard motors have
been bought. The president'of the cooperative stated that
before they had the canoces and motors they were paying trans-
porters S/. 3C0 fer each of the several trips necessary to

unlcad the main fishing vessel.

The boats are stored on the beach. The motors are s+tored in
a building owned bv the coojerative. Apparently the mainten-

ance is being carried out adecuately.

¥hat more needs to be done:


http:124,000.00
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As *he »roject was presented, it is completed. There was no
way to verifv whether therc is a planned capitalization in
the c~nperative to even+tuallv replace this eqguipment, however,

this shoulé be dore.
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Was there sufficient tire to comnliete th

Most basic problems with the project:

There has been no provicion for re-financing the surchase
of rew boats and motors for the time wiien thev will be no

longer cerviceable.

How problems were resolved or pian to be resolved:

.

nancing rave been discussed.

Fao

At present, nc plans for re-f

Summarv

—

The fishing cooperative is severely in debt and needs

to find wavs to cut costs to repay the loan on their

main fiching vessel. 1he USAID donaticn has been a

great aid for the cooperative to help it remain finan-
cially viable. The project funds were well administered.
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4.6 Los Andes Frult Tree and Apiary Development Proscct

Los Andes, Carchi

Project Administrator: PCV Jeff ¥ent

Project Group: Scciedad Fruticola Andefa
Project Amcunt: Us$2,377.45 = £/, 67,482.00 (1:28.42)

Prcject Objective:
To plant small orchards of fruit trees and deveclop ariaries

in order to increase income and serve as a mcdel fcor the area.

To what extont werc the objectives achieved:

Criginallv the project was planned for 600 trees. There are
row about 1000 trees planted in various stares of growth on

eleven

0

ites. Some trees will be ready to produce fruit next
year. The societv ic set up for the collective use and stor-
age of backpack spravers, insecticides and fungicides. A
manual has been written by Juff Kent cn fruit trees based on
the experience of this project. At present, there are 50
more people in the ccmmunitv that are interested in starting

a similar project.

what more needs to be accomplished:

1. The Society has still-not established its legal status.
2. Technical demonstrations on the fruit tree-care in the
later stares of development will have to take place.

(Right now another volunteer is proprammed for this area
after Jeff leaves in September 1980.)

16

21
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Was there sufficient time to fulfill the objective: Yes.

Moct basic problem with the projszct:

1. It was difficult to obtain seedlinzs in Ambato as was
originallv planned.
2. The bee equipment was thought to be unavailable in-country

and was imported.

How were rroblems solvea or plan to be solved:

1. The group obtained suckers from mature trees and also
bought seedlings in Pillaro and Guaslan. For future
projects, INIAP has demonstrated interest in setting up
a fruit tree nursery in the area. The Ministry of
Agriculiure also has a well operated nursery in ti.e area
that will be able to provide trees.

2. All the bee equipment has beea found to be available in

cuador. The Sccietv is now makinz beehives and purchasing

other necessary eaquipment in Tulcan, Carchi.

Summary

The project was well administered by the Peace Corps Volunteer.
The need fer irripation for fruit trees au*omatically would
elimirate the moct marpinal farmers. Therefore, the target

prcur, althourh not the pocrest, is arpropriate. As a demon-
stration of the potential for fruit tree production, this project

has proven to be a success.

\)
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4,7 sursery Irriecatisn Prnject "Carpamen<+o

Fore=<al T.a Chiguita" Sarn lorenze, Esmer2lcas

Proiect Administrator: Ing. Alejandro Fordero (has left)

PCV Creporv Minnick (has left)

Projec* frcup: Campamento Forestal of the Ministrv of
Agriculture--La Chinuita
Project Amount: USS$ 4¢1u,22 = S/. 137,500.00 (1:27.98)

Project Objective:

To install ar irriesation svstem (pumds & pipes) to augment

the producticn cf the nurserv.
Tc what extent have the objectives been achieved:

Upon visiiine La Chiquita it was discovered trat the pump

had not deen installed and t%at the personnel working there
were only vaguel=r familiar with the project. After rore
investipaticn it was determined that a new highway fronm

San Lorenzo to Ibarra will be crossing through the land

on which the nurcerv is now located. This has put the
project on hold. Ine. Bodero no longer works in San Lorenzo,

makine the project even more indefinite.

The pump and eauipment have been purchased. Thev are in-

.stalled in San Mateo, ILsmeraldas in another Ministry nurserv.

3



vhat more needs +*o be acccrmplished:

Since none of the objectives have been achieved as stated
and agreed vpon by AID, there should be a review
dcne bv AID as to whether the new zite is acceptable and

& r.ew zpreement be drawn up.

¥as there sufficient time to f£11fiil the objectives:

The objectives were never reached.

¥ost kasic problems with the rrolect:

1. Changes that have taken place s.nce June 4, 1979

(time that the apreement was s.ened’ and now, have macde

the installation cf the pump and irriration eguipment

not feasible at this time. Ing. Bodero is no lcnger in

the San Lorenzc arsa. There is no one in the Ministry office
in San Lorenzo who is familiar with the irrication plan.

The road from San Lorenzo to Ibtarre is scheduled to go
through La Chiguita, therebv causing the re-location of

the nurserv. These factors have apparentlv contributed to
the change of site bv Ing. Pocero.

2. The project proposal stated that re-forestation courses
wer: given continucuslv at La Chiquita. The results of these

civoses was to be the reforestation of the area in general.

In conversations with peornle in the area 1little refore-tation

is actuallyv takinp place. This fac*' indicates that there



are more underlvirg problems present tihen just the lack of

an irrigation svsten.

3. Finallv. since the donation was made directly to the

Ministry of fericulture and not to a conmunitv or a community

based orranization, there is not a constituencv tc puarantee

the u+ilization of the ecuirment in a designated site. With-

out this

donation

How wcre

The pump

3

Summarv

ccnstituency, the Minictrv mav feel free to use the

in another site that thev feel is of higher priority.
problems solved or plan tc be solved:

kas been irstalled in San }atec, Esmeraldas.

Although the original objective of this project was

simple enough, several unforeseen circumstances arose

to prevent the project plan from being completed.

20
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4.8 Penitentiarv of Qui<*n

Project Z3miniztrator: Lic. Hector Apuilar
Prcject Group: Inrater of the Penitentiarv
Project Amount: !S$ 36C3.u4% = £/, 103,000.0C (1:28.55)

Proiect Objective:

To provide carpcntry equirment to ke used as & re-
hebilitaticn metnod in teachins inmates new skills and
to erhance *he econenic cituaticn cf the inmate=' fa-

milies by selling their finizrzd osreoducts.

To what extent was the objective achieved:

Equipment is purchased and in use. The inmates par-
ticipated in a training program directed by Peace Corps
Velunteer Paul Fzhev. Lic. Apuilar indicates that in-
come has increased for the 20 inmates that participate
in the program. Also, accoerding to Lic. Aguilar, the
inmates have been responding well to the program as a
means for rehabilitation.

What more needs to be accomplished:

Lic. Apuilar indicated that more training is needed
in the carpantrv program and a new marketing system for
the products needs to be set up in order to further in-

crease the income of the inmates.

¥as there enough time tc fulfill the objective: Yes.

Most basic problem ir the project:
1. After PCV Paul Fahey left, there was a voi? left in
the technical instruction for the inmates.

oS
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2. The system for marketing the finished prcduct does
not give a fair price to the inmates. Fach inmate
may sell his finished work for 1/3 of the final sel-
ling price in the 24 de Mavo market,

How were probleris resolved or plan to resolved:

1. Lic. Apuilar ic expectinz a Peace Corps VYolunteer
to replace Paul Falev.

2. Lic. Apuilar is also investipating the possibility
of selling directlvy by using a stofefront available
to the prison.

Sumrary

The project was well administered bv Lic. Aguilar
and PCV Paul Fahzy. The objectives have been met and
have provided a model for similar projects in other

areas of the countrv.
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L,9 Methane (as Dipcctor

Tlumén, Imbabura

Project Administrator: Sr. Joce Paiasi Altarrdn
PCV Patricia Mocdie
Project Group: Grupo de Gas Metanc
Project Amcunt: US¢ 2395.35 = S/. 23,000 (1:27.93)

Proiect Cbiective:

To complete the methane gas svstem by installing

pipeline and fittinps for the group members.

To what ext~nt was the objective achieved:

“he pipeline is completed to eight houses. The de-
sign for the burner is ccmpleted. The organization is
set up for the functioning of the digestor for when gas
is being procduced. People are not vet using the methane
gas in their houses because of a lack of water in the
community to make the digestor work. There is at least
one person who is trained and will be able to maintain

the system.

What more needs to be accomplished:

The installation of gas burners in the houses of the
eight members is not vet complete. Once water is avail-
atle, a method to effectively mix hot water with manure
will have to be devised therefore, producing pas more
rapidly.

Was there sufficient time to reach the objective:

Lack of water in the community has delayed the project.

‘Q
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Most basic problem with the project:

Technical problems hLave centered around containing
the gas. Apparentlv, this is a common prcblem with me-
thane gas digestors. The lack cf a steady supplv of
water has also hindered the proiject.

Although the ccmmunitv has oreanized its work schecule
for the maintenance cf the svstem, the lack of water has
dampened their enthusiasm at present. However, the mem-
bers have maraged tc keep their spirits up encurh for the
project and thev are looking forward to the day when
they will no longer have to spend half a day looking for
firewood.

How have prcblems been solved cr plan to be solved:

A larpe plastic cheet has teen installed in the di-
gestor to contain the pas. The water svystem should be
functiocning socn. When the system is functioning group
leaders are sure that the enthusiasm of the greoup will
return.

Summary

For all the technical setbacks that have beern en-
countered in the project, the group and the Peace Corps
Volunteer should be commended. Based on all of the ex-
periernce gained, this project can serve as a proving
pround for similar projects.

Al
-




4.10 Pairv Cattle for lMothers Clud "Maria Auviliedcra”

Sancdn, Jipija2pa, Manabi

Procject Administratcr: Leda. Belpica M. de Zapata
Project Group: <Club de Madres "Maria Auxiliacora"
Proiect Amount: USS 4067.31 = S/. 113,300.00 (1:27.93)

Proiest (Otjective:

To rurchase four dairvy ccws, @ shelter, and related
enuirment to ircrease the asvailability of 1:ilk and

ircene to the club members.

To what extent wsas the objective achieved:

The crgsnization cf the project is dsveloped. The shelter
has Leen constructed and the land is fenced in. The
cattie are not vet purchased because cof drought cendi-

ticns 1

o]

the area. A pasture crop was planted but be-

!-"

cause oI iie lack of water it has dried up.

What mcre needs to be accomplished:

Four holstein pure bred cattle need to be purchased. The
Club is waiting for the rain to come in September cr October
to plant the pasture. In the meartime, the Ministrv of
Apriculture has promised to imrcrt the grasses from the
INIAP station in the area. The Club has made an agree-

ment with the Municipality of Jipijapa for S/.20,000.00

to ceover increased costs and for a water truck to deliver

water for the cows once a month.

Was there sufficient time to reach the objective:

Ccnsiderinn the lack of water, there has not been enough time.

s
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Most basic problems with the project:

The lack of focd and water for the cattle has been
the main technical prcblem. Now the price cf the cows
has gcne up in the area to a noint where the AID funcs
will not be enough to purchase the four cocws programmed
to be bought.

The Ministry of Agriculture personnel are taking
over nuch of the responsibilitv tc see that this pro-
ject is accorplished. The ccemmunitv should be more
involved with this resveonsibilitv both programmatically

and cccricmically.

Althcurh the evaluator is not a cattle expert, the
celention of holstein cattle for this peographical area
may not be appropriate.

How problems were solved or nlar to be sclved:

The Ministry cf Agriculture will provide pasture
grass to the project until rains permit the Club to
produce its own. The Municipality of Jipijapa will
truck water to Sancdn once a mcath. The MAG veterinar-
ian will pgo to El1 Oro to buy cattle at a lower price.

The resolution of the responsibilitv problem was
not discussed.

Summary

The project is well administered and well planned.
There is much enthusiasm in the community for the pro-
ject. There is alreadv a poulation of cattle in the
community so cattle production is nothing new. The in-
troduction of new breeds is going to be a positive fac-
tor the community if the new breed is successful.

Traditionally, the Ministry is expected by communitv



members to prcvide projects such as this one. This pro-
ject has been successful up *o now because the communi tv
is enthusiactic. It weculd be tetter to leave scme of

the financial respensitility to the Club members in erder
to help diminish ite deverndencv on “AF for similar pro-
jects.
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4.11 and 4.12 Forestrv and Fruit Tree Prorran

Sipsig, Azuav

Project Administrador: Ing. Rubén Pincs, CREA (has lef+
Sr. Esteban fanchez, President of the Ccrun2

Project Croup: Comuna Sigsie
Project ficunt: USS 96€7.60 = S/. 270.000.00 (1:27.83)

Project Objective: To reforest narts of the area and
develop fruit farme in crder o increase income of par-

ticipatinz cemrmunitv members.,
Tc what externt was the objective achirved:

Apprcximatelv US$2,200. has been srent on pipes, spravers,
and tools. The land on which the nurserv is lccated is
obtained and there have beeii varicus work sessions ror its
prevaration and rlanting. The nurserv had bteen started
but ltecause of frecezine conditions all of the 1500 seed-
lings died. Since that time, no trees have been planted

and the work has come to a halt.

What more needs to be accomplished:

1. Reorpanization of the roject including finding a re-
placement for Ing. Pinos.

2. Purchase scedlings to rerain the people’s interest.

3. Start the nurserv apain but with better techniceal
assitance.

4. Have control over accounting within the ccrmunitv
instead of with the Ministrv personnel or CREA. The
checkine account should be co-sipned, not an “and/or"
sipnature.

Was there sufficient time tc accomplish the ctjective:

- ‘. . ’
The projcct is several ronths behind schedule because

of the failure of the seedbeds and the subsequent leavine
of Ine. Pinos.

i)
(353
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Must basic problems with the projecrt:

1.

The technical problen has been tne apparent poor
selection of location of ¢he nurserv since all the

-

seedlings died frem the ccld.

The members of the community that are varticipating

in the project are unable to continue the project with-
out the direction of a povernmer~ official. This
problem has developed hecause aprerentlv Ing. Pinos

had directed all aspects of the proiject from its ini-
tiation inclucdinpg the administraticn of the projcct
furnds. Now the community lacks leadership to carrv

on the project. This prchblem has grown out of the

lack of shared responsibility in the project.

How problems were solved cr plan to be solved:

1. A meeting was cupposed to have takern place on
Aupust 2 to name a replacement for Ing. Rubén
Pinos.

2. Seedlinps will be purchesed and given to people
who work in the mincas.

3. The nurserv w211l be started agein in a different
site.

Summary

This project was too dependent on Ing. Rubén Pinos to be

completed. Since he has now left, there is no hcpe for the

project to continde until he is replaced. Administration,
both technical and . programmatic is lacking in the proiect.

Funds are presentlv not being spent and all activity has

stopprad.
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4.13 Psvchiutric Institute -- Ouito

Project Administrator: Sor Maria de los Angeles Qofii

Project Groun: Hospital Patients
Project Amount: USS 3840.63 = S/. 101,582.80 (1:27.93)

Project Ctjective:

To provide a sewinr machine for leather work, a sock-
weaving machine, and tables and chairs for tre hospital

to contirue its praeram of theracv and income aereraticn.

To what exterit was the objective achieved:

The sewing machine for leather work was purchased rut after
numerous breakdowns was returned for rerairs or replacement.
The sock-weaving machine was ord:2red over a vear agn but
has not been received bty the Tnstitute. Tables and chairs
were purchased and have been put to use in the therapv

room where patients assemble pieces for outside contracts

and sew.

What more needs to be accomplished:

Machines still need to be acquired and be put to use.

‘‘as there sufficient time to accemplish the objective:

Since the machines have been unavailable to use, the

project is a vear behind schedule.

Mcst basic problems with the project:

1., The sock-weaving machine has not arrived.
2. The sewine machine apparentlv was not the correct ore.
3. The companvy from which the machines were purchased does

not provide gocd service.
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How problems were solved cor plan %o be sclved:

The adminis<rators of the project are presentlv dealing

with the companv to provide the machinerv.

Summary

The administration of this prosran fails because of its

5
~+
o+ b

inahility t~ pet the machine surplier tc deliver the
machires. The idea of purchasine these machines as a way

to ircreace incnme ‘or the Institute ic a good one.

v



4.1y Foad znd CSchool Suoplies

El Chanul, Esmeralcdas

Project Administrator: Sr. Naimiro Cortés

Project Group: Community of El1 Chanul

Project Amount: US$S 3411.79 = S/.%2,63C.00 (1:27.15)
Project Obiective:

To build a road and to provide didactic materials for the
school 1in order to better the cemmunication, education,

and ccmmerce of Il Chanul.

To what extent was the cbjective achieved:

Chain saws, machetes, axes, shovels, saws, and miscellanecus
other equipment has been purchased. A tractor from the
San Lorenzo Municipal sovernment has been repdired with the
project monev and an agreement has been signed for its use
on the rz:d. A small pecrticn cof the land has been cleared
for road ceristruction tut the prcrress has been detained
because of heavy rains. The schocl supplies have not

been purchased because the mcney desienated for them was
spent to repair the tractor. The project administirator
states that the wood taken out durine the road construction
will pav fcr the schoel supplies. Scme of the ecuipment
was redirected to the Comuna.Santiago to do a schocl con-
struction proiect until the rains stop.

What more needs to be accomplished:

When the rains stop in late August or September, the rcad-
work will bepin arain. When enouph trees are sold to buy
the schocl supplies, they will be purchased.

A
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Was there sufficiernt time to reach the ohbiective:

Rain and politics have delaved the prcject Lty several months.

Most tasic problems with the proicct:

Irn tre San Lcrenze arza, there exists much controversy
between the cclonists ancd the tree concessioraries. This
road constructicnh, &lthourh extrerely ne~ded bv the colo-
nists that live in El Chanul, would mean cutting throush
land that ras been desionated tc loegping comranies. This
ailonr with the rains has contributed to the celay cf
the project. Another problem is that the prresident cof
the ccmmuinity Sr. Antorie Galarca, no lonfer lives in the
area o the community ras lost zcme leadership for thre

projecrtT.

How heve problems heen solved or plan to be sqlved:

When the rain s:tops, construction will start once agair.

It appears that all of the political impedimients have

been resolved for the rcad construction. There is a new
presicdent in the communitv. The wood scold from cutting the
path for the road will buv the school supplies.

Surmary

El Chanul is in preat need of this rcad. Unfcrtunate poli-
tical and natural impediments have caused a delay. Communi-
cation, transportation, acquisition of food, and even walking
is extremely difficultand in the case of illness, car ke
danperous. Sr. Dalmiro Cortés is providing enthusiastic

leadership to the project.



4.15 Potable Waier Svstem

Flor del VYalle, Tungurahua

Froject Administrator: Sr. Nelson Lugo, Presicent of the
Project Group: Comuna Flor del Valle
Project Anount: USS$ 4739.79 =S/. 134,058.00 (1:27.93)

Project Objective:

To purchase a pump, cement, reinforcine rods, hose, and
varicus connectinpg pieces to irstall to obtain potable

water in each house of the cCcmmunity.

To what extent was the objective achieved:

The water tower is nearlv completed, the pum is to be
purchased in the week of Aupust 11, 1280. The pipeline
and fittinps will be installed within the next two mcnthe
acco-ding to projections. Various wnrk eroups (rireas)
have taken place. The commuritv has invested monev in the
project and members are forming the maintenance committee.
The original project was to build a new cable car tut was

chanped recentlv to the water svstenm.

What more needs to be accompliished:

The pump and pipeline need to be irstalled and the water

svstem maintenance oreanization still necds ‘to be set up.

Was there sufficient time to reach the objective:

Considering that the project plan was chanped onlv a few

months apo, the project is ahead of schedule.

3y

Community
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Most basic problem with the project:

Up until nnw, the largest problem hes been to get

enourh monev tosether to complete the prniect.

H~w was the problem solve? or plan to he colved:

An averare of S/.500.00 was collected from each familvw

with at least ore dnn.-*ion «f S/.5830.0¢C.
summary

Agr. Melsen Lugo has administered this proizct verv well.
Thi~ nrojest provides aa example of a communitv that uses
its own initiative tec accormpiish proiects. According 0
Apr. Lugo, the people of Flor del Valle are usec to put-
tir.g up their own carital resources tc accomplish tasks.
He incicated that in cemmunities where cepital mav not
exist, inccme generation projects would be more important
than infrastructure projects <uch as this one. The capi-
tal therehv produced bv the commuritv could later be in-

vested in infrastructure.
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4,16 Forestryv ancd Fruit Tree Froiect

Savausi, Azuav

Project Administrator: Inp. César Galarza
Sr. Benipno Carpio

Project Group: Communitv cf Savausi (parroguia)
Project Amount: USS 4788.21 s S/.1720.060.00 (1:27.15)

Project Objective:

To reforest valuable watershed in the mountains above
Savausi bv planting native species and to create an al-
terna*ive source of income thrcuch fruit tree and fire-

wood production.

To what extent was the objective achieved:

The equipment {s purchased includine a pump., shovels, ard
spravers. The reservoir is cup and the canal is cempleted
to supplv the reservoir. Seeds have been collectecd and are
veing prepared for plantinp. The land is cleared for a

nurserv. There are no trees planted as of vet.

What more needs to be accomplished:

An invitation to participate in the project is to be
extended to all of the population of Savausi. The nur-
serv needs to be completed including the installation of
tubes, pump and fittinps. Seedlinps have to be produced
in honevcomb paper pots with composted manure along with

all of the accepted techniques of disinfection, prafting,

etc. Trees will still need to de planted. Work details will

he orpanized to build the nurserv. Later when the trees
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are ready to transpglant, participants will refcrest the
higher elevations and receive fruit trees as '"pavme

to plant on their own land.

Was there sufficient time to reach the obijective:

From hcvember 1979 to present, Ire. Ralarza has been
o C

occujpied in ¢ contract with CREA. Because ¢ a change
in the peclitical leadershir of *he cemmunitv. sccial pro-
L

mcticr. has been difficult and has cauced the project to

The most cerious prcrlem is a sccial one. The proj
c

initiated bv someone’ ' in the cocmmunitv, however te

of political reascns, some rneople from the cemmunit
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contrcl of the funds.

Another problem inhititine the rromoticn of the proiect is
that the financial benefit to the participants is not readilv

recognized,

Technical problems are centered around the need for someone
to care for the irrigation of the nurserv and the need for
constant technical trainers to teach transplanting techni-

ques among other thines.

How protlems were solved or plan to bhe solved:

The political problems are diminished bv keeping strict dc-
countirp and placing all of the equipment in three cifferent
houses in the communitv. . An invitaticn for participaticn

of all the barrios of Savausi was made on Julv 15, 1987,

If after this some people will choose not to particirate,



+here will be no political rarifications to go ahead with
the »nroiject.

The promotion of the proiect will be facilitated bv
pecole in the communitv. To sclve the technical rro-
“lems. Tnp. falarza has contacted Peace Corps Yolunteers
who Rmave otated their willirnrnees tn ~zoverate. Until
thenL-sery i¢ mrocucine trees at cost. the rreciect will
pav a noniral fee for ths care of the irripation svstemn

(2" sucres rver irriecation).

Summary

Trhis project. basea on its imasinitive leadership, can
serve as a model “or forestation profects in that is
provides an eccnomic incentive to reforest areas.

The administration of funds has heen verv well cocne.
Peace Corps Volunteers would be a great asset-in the

technical ferestrv aspects of the vro‘ect.
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4,17 fhirt Fartorwy

Calancha. Chimhorazn

Proiect Administrator: PCV licward Lewis
Prciect “reun: Fmoreza éec JJovrnes Artesancs, Calancha
Proiect Amount: I'S$ 50&e.14 = S/, 137,600,090 (1:27.15)

Preoject Ohdective:

To increrase inceme in the communitv bv s+tartins a chirt
factorv.

~ e

r0 what extent was the oniective achieved:

Sewino ra~hines and electric plant are purchased and in use.
Trere still reede to be 3 reoreanization of the division

cf laler. The proiect svdninistratcer notes cultural bar-
riers t- the 1sserbhlv line svestem presentlvy ip use. There
"1l be a ctanee made to have each membcr make shirts frem

't to firish. The coonerative s+<ill needs to Tupn a

™

p. .it. This will bhe facilitated bv a loan fer materials.

)

The cocnerative needs to he oreanized legally. Accounting

orocrdures still need to he taucht to +“he memhers.

Was there sufficient time to reach the objective:

The project lapgeed behind schedule becsuse the technical
aspects of trainineg the rersonnel in sewine techniaues

took loneser than anticipated.

Mest basic problem with the project:

1. Technical trainine for sewine.

2. The assemhlv line svstem has proven to be too complicated
for the cooperative.

3. The accountinp svstem has not been easilv adapved to the

cocperative.,

Li '-.J.
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4, The rarketing svstem is nct develoned and still

is uncertain.
How Thiave problems heen solved or plan to be solved:

1. PCV Anita Lund pave classes and taurht sewing with
Freat success.

2. A plan is beinr devised to hava each member be res-
ponsible fer the precess of manufacture of shirts from
the terirnine to the end.

3. PCV Howard Lewi

is i
syetem and traininp the cocperati

3 is adaotine a sirnlified accountine
ve leaders in its use.
u. Investipaticns of marketing technicues have been made.

The cemmitmen from the mermbhers of the Empresa seems to
center around the fac+ that each was reaquired to nake an
ipitial capital ccntribution to start this proiect. PCV
Lewis has made this contribution a prereguisite for
wofking with anv group. Although cc~munities are pcor,
if the determiniation and commitment are there the capital

is alwavs raised.

In this project., the immediate income generation has not proven

itself, however, the potential exists and will soon be achieved.

-
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h.18 Cattle Raising Prriect TABLE copy

Panza Redondz, Chimtorazo

Project Administrator: Sr. Manuel Coro Tene, Presicdent of

'y

tssn. Indipena iLvanpelica de Chimborazo
Froject Grouc: Community of Panza Redonda
Proiect Amount: US¢ 5C00.00 = S/. 135.75C.C00 (1:27.15)
Prcject Chjective:
To loan each of the 17 families of the community one cow

to increase incore and repav the lcan bv decnating the first
born calf bazk to A.I.E.C.H. which

ot

r. turn will provide

b

them tc other c~mmunities thus aidi

2

o in the develcopment

-

of this area of Chimboraze.

To what extent was the ohiecrtive achieved:

Uncéer the leadershin of Sr. Manuel Toro Tere, ©/. 127.,C0C.N0
of the §/.175,750.00 was loaned from ATFCH to two memhers

of the communitv. Seventeen cows have been purchased and

an asreement sipned that the lecan would be paid bhack with

5¢ interest to AIFCH within ten vears. In anticipation of
the doratien from AID the communitv had collected S£/.800C.CC

to facilitate the proiject initiation activities.

What mcre needs to be accomplished:

Since there has been no cdistributicn of these cattle to

the memkers of the communitv, the prefect has no* met its
stated obieztives. The cermunitv mentiers are still without
cows excert for two whe have seventeer cnws hetween ther.
Tince the tue bereficiaries are unuilline tc re-distribute
thcir cove as had orieinallv Seen prlanned. there is little
hepre to meet the ohiertiven, Accordine tc Sr. Marue)] Core.,

the two beneficiaries have nrivatelv aerecd to rav back all

Y s
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the monev for the cous in two vears. The tvr alaso ceponcs’rated

some willingness to pav back the §/.90N0 .30 cavital invest-

ment made bv all +he comrmunity members.

Was there sufficient tirme to reach the olsiectives:

Since the origiral obiective was so drasticallv altered.
this ouesticn is irrelevant. Fcvever. there is evicdesnce
that the ca*tle are fattered and that would indicate that
if it had been rroperlv administered. this proiect would

have heen comnle*+ed hv now.

Most bhasic nroblem with tre preiect:

The whole cormunitv did rot rerefit from the proiect as
had been planned. Tnstead oniv two neople are berefitting
at the expense of the others causine fricticn iIn +the com-

munitv. Althoush most members cf the cormunitv paid enlv

42

300-5C0 sucres. thev feel chzated. Sr. “anuel Cero had rromised

that all wculd rarticipate hut +this has noT “een the case.

Anotlier lasic urchlem is that of administration. The funds
were well accounted for but the supervisicr of preject
activities was poorlv done. The idea of lcanine a cow to
be reraid bv the recipient familv in the form of the first
born becare an outrirht monev loan to be repaid <o AIECH so
that the institution could do other projects, rnct neces-
sarilv cattle, a= AID had aesreed to. Therefore, this pro-
ject would not be continuous. In the ooinion of the
evaluator. the financine of this project contrituted to

the evanrelical activities of AITCH and the point 2.F of
the arreement hetween AITCH and AID was not adkerred to,
i.e. the cattle were not availahle to non-evanpelical members
of the communitv,

How have nroblems bteen sclved or plan to be solved:

Accordine to Sp, Coro., fhe,prohlems arc to be resolved hv
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the commurity itself. Tho evaluater supgected to tha
communitv memhers that the profect ceuld stiil te ac-

ccrmplished as had been cricinallvw =lanned, but this was=

met with some resizmtconcs hv the bar=ficiary of tre project

ownerslin of tie cattie donated hv

[#2]
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as o feel
AID Thrcuph ATPCH. - There wars 2 npcssibili+y that +he
TwWwo beneficiaries wnuld at leas* rezurn the 7000 sucres

initial capital collec*ed in tre co-runitv.

Surmary

The project plan and the asreement “e+ween AID and ATLCCH
are excellant as written. Hewever, tuture invoivemant
with orranizatiors such as AIICH shculd be closelv ex-
¢. The donatier mav be used tc further the evan-
cal rcals of the institution at the expense of
o)

mmert coals.

Loans are a roc?d i-ea but tne traciticnal credit svstem
creates a whole different set of exrectaticns than an

outrirht donation of poods *o he returned in fpoods. A

loan would dcnct2 financial chlipaticr that would be com-
r\

pleted over a reriod of time, whers=as, a lecan of scoctual
poods <o he revaid in actuai vroduction derotes a more
active marticipation bv cemmunity per!ors that mav be

more readilv unfderstandaltle bv the communizv members.
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4.19 Foreatrv Cocnerative "Axel ‘sp Honven"

ect Administrator: Tnp. Lucio V. Cazena, YMinictry of

rroiect Creur: Forestrv Ccorevative "Axe)! Van Fcoven”
Proiezt Amount: USS§ uwoenT a2 = 7/ 1232 2¢0.00 (1:27.15)
Proiect Nhiactive:

To plant 25 hectares of vine +rees (a2t a rate of 16,0C0
trees/ha.: for each of 3 vears). to meintain 0 hectares
alreadv olanted. and. construct a sterehouse to :een
cooperativelv owned f@restrv eauirment fcr the future
econoric benefit of the cooperative menmbers and their

-

families.

Teo .vhat extent was the objective achieved:

Tests are in prorress to determine what ¥ind of tree
planter (perferator) is best suited “or the area. The
cther ecuipment (shovels, saws, pruning sheers, hack-

nacY soravers, etc.) ic nurchased and reinp used. A

nurse v to rrovide seedlinps is set un and functionine
under the direction of the Ministrv of Aoriculture. Scre
trees have been nianted (more than 17,000) and holes have
been made to nrevare for vrlantine o7 the rest. These will

have to wait for the rain., nrotablv in fNctober.

Vhat more need to be accomplished:

The tree planter (perforator) will have to be decided unen
and purchased. A place to contruct the storehouse must

by

Apriculture

<



be deterrined before construction is startec. “ore
trees will be nlante/. The coonerative, although
functioning still needs more incentive to accomplish
its vroals.

V'as there sufficient time to reach the obiective:

Coneiderine that the bnroject is to he in effect feor
three vears. there chould be enourh time to accomplich

the obiectives.

Most basic proble~s with the nroject:

There exists a lack 0 ircentive for the merhers of

the ccoperative. The merters feel thev are dcing this

work "for their sons." The econnmic henefits of reforesting

their land are not felt to be a significant incentive even

thouph the land value tas risen considerablv sirce the
reforestation hecarn in 1%76. The law states that this
land carnct be scld until the trees are harvested (appro-
ximatelv ten vears from now). This situation makes it
ever. harder for the members to r.omprehend the henefits

of their own lahor.

The coonerative is not a strone efroun. It is hichlv
controlled bv the Ministrv of Apriculture which in this
case seems a necessitv for the cbiecties of this proiect

to be achieved.

A rortion of the AID monev was to have been paid in FY80
funds. This monev still is not in the posession of the

ccoperative.

dow were precblems solved or nplan to be snlved:

FCY Reed suprests that each member should be made respeon-
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sible for the refarestation ~“ ane rar+ of the land,

thereby | creatine a {ecline of direct ownership and

pride.

The locatien of the s*orehnu=e is still beinp cebated.
The issues involved are:
1. Enuipment is used for nersonal apriculture nrojects

sO a town site wvauld be more convenient.

N

. A town rite could also h~ ured as a meeting place
for the cnorerative merhers,
3. The “iniztrv would like a mount2ir site where the
qk

ctorehcuse corld double as a tourist skelter.

Ira. Cadena har heen prcmotire the cocrerative bv discus-
sicn cof the terecits of reforestaticn for the tourist trade.
He has aiso stimulated some interest Lv making a small perd
and exverimentins with stockiry it with trout in the

foreetaticn site.

finallv, PCV <ean N'Brien is assiprned to the project to

pive technical assisTanrce.

Summarwy

This troiject exemplifies the need to create a more im-
meciate financial berefit to provide incentives for

forestrv projects. Usine forested land as colateral for
lecans, or creating ccmplementarv activities that cenerate
income are essential to pet people to think about fores<*rv.
The PCV that will be working in this project has a challerpe
in the manufacture of the level of interest needed to ac-

complish the goals of the proiject.

-

/



S

19¢]
@)

TION

ANALYSIS

2



L7

I3
I
..}

II. ANALYSIS

The followine matri

3
x
L.

(Part A) arraneses in secuenre
a

npact the suceees of failure of

Fae
'«!

the variables th-~t

proiect. The de

'

ct

ions of =ach variable follows. “he

e

in
conclusicne of cach column analizec are contained in
Part B. Part C eansists of recnmnendations for future

SDAL financial assistance.

See Part A--Matriyx

Lach proiect aopears in the extreme left column with
its »roeram area directlv under it. The Froiects are then
subdivided into eleven factoers that are relevant to this

evaluation. These factors are defined “elow:

Corpleticn--The definition of rroiect success will be

limited to the derree to which rrojects have achieved

e

tteir aepreed ureon chiectives, Trere are three catercries:
et

1) less then 20% completed: 2) from 20-8C% completed
ard, over 80% complsated. Liritine Proiect success to
completion rates will avoid subiective Sudements as to
thke qualitv of the project. Fowever, a 3judemen* can he
made bv the reader as to those factors that contrilru<e
te successful oreodiects bv lirkine the completicr rate
with the otrer variahles. For exannle, Proiect "p”
alticuph cornleted as nlanned, mav have nenétivp lone
term effects, therefere. its dunlicahilitv srFould re

nuestionced.

Adrinicetraticn--Ter the nurnease of ttie evaluation. thre

administrator ic the princinle nredect director ever

thourh proiects rav have varicus adrinistrators.

Crour ITnvelved--The “froun Tnvnlved" is subdivided ipte
four catepories. "Coon./Assn.” reprecents anv bene€it<ting
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orpanized eroun includine cluks and =ncieties +hat de.
dicate themselves exclusivelv to nreiect related antiv-
ities. 7The "Cormuna" is the henecit+ting communite if {t¢

is a political er civic orparization in which the activ-
ities are not necesarilv thnse of the rroiject. "Moo

rour” pertains to situaticns where the project is not
¢ tc arnv communitv creanization. "Nther" are specific

ased defired or <he matrix uncder foctrotes 4,5, and 6,

Locatien--The location 0f the nrciect includes broad peo-

rrarhic differences between coastal and central Fcuador.

Communityv Tnunetment--Thia cateoorv aemanstrates the

centribution made bv the communitv. "Laror and Cash”

sirnifies all "in-kind” ard cash con*ributions. "lL.abor"
denotes conlv "in-kirnd" contributions. "Mora" means

that there was no communitv investmen* in the nroject.

yanafgment of Funds--Manacement of funds involves the

extent to which the communitv controls and/or is
familiar with the accountine of rroiect funds. Control
and familiaritv would 2lso include the extent to which
the cocmmunitv is rarticiratine in the purchase of e-

auipment or materials.

Previous Proiects--Previous proiects indicates whether

commurjties have successfullv completed other proiects
before undertakine this one. These proiects wculd in-
clude anv that would invnlve cooreration within the com-

munitv to accomnlish a specific task.

Plannine--Plannine is defined here as the involvement of

the communitv in initiatine and exccutine the proiject pronosal.
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Income Ceneraticn-.-"Short terr” inzcrme pereratinn isg

that income Airectlv resultine from oroiect activities

of less than twn vears. "Lono term" incore peneration
proiects are thcse that take rore than *wn vears to
rezlize the ecencmic henefite. TFinallv, those rrciects
that have nc incomr generaticn €al! urder <he headin- of

"none,

-3

echroloov--Tre definition of arpriorriate technclorw
o

irc.iudes the readv ~vailahilitv of machirerv snd ma-

-1

ale and the level cof complexitv of th~ machinerv

w.

tor
cr rrocesses for the pnroiect orcun. Technolopv is
censidered inanpropriate if either unavajlable or too

complex fer the proiect sroup

Return cn Investment--This is a peneral assessment of the

projects' lastirg. long term effects on the benefitting
groups. Trese effects center around the experience gain-
ed bv the oroject froup in project desien and implementa-
tion and the lone, lasting educatioral impact cf these pro-
cesses. In cases where a proiect is nct completed, it is
an indication as to whether the proiect will be completeZ
cr not. Tt also can he a peneral indicator of the effec-
tiveress cf the AIDN fundine of the proiect in terms of <tte
cverall STAA prorram. A necative return on investment,
therefcre. means that the prant that was made mav never
reach the aereec upcn ohiectives arnd had no lasting edu-

cational imnact.

o
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PART B

Conclusions

“ith a sample of onlv nineteen proiects it is difficult
to craw reliabhle conclusions about The kev variables to
proiect success. However, a trend car he noted that
will serve atc an indication of whv preiects are success-
ful cr not. The followine ccnclusions will consist of

a rercentase breakdcwn of each subcateporv linked to

its ceroletion rate. Tn a ‘ew cases the sample Is eo

+

srmall that aiv statistical cdata is insierificant,

]



EDMIHISTRATION

No. of projects administered by PCVe: 8
preater than EC0% completed: 6 of ¢ (75%)
20-80% completed: 2 of 8 (25%)
less than 2(¢ complefeé: 0
No. of projects administered bv Ministrv: 5
greater than £€0% comrleted: 2 of 5 (4G2)
20-207 cecmpleted: 1 of 5 (23%)
less than 20% completed: 2 of 5 (u03)
Nec.of rrojects administered by Com. members: 2
greater thkan 80% ccmpleted: 0
20-80% completed: 1 of 2 (50%)
less than 20°% completed: 1 of 2 (50%)
No. of projects administered bv Others: 2
freater than 80% completed: 0
20-80% completed: 1 of 2 (5C%)
less than 20% completed: 1 of 2 (5C%)

The conclusions that must be drawn from the comrle-
tion rates and the tvpes of administration in the project
are that first. administration is an extremelv important
factor; and secondlv, that the type of edministration
is important. Peace Corps Volunteers have the best re-
cord in this studv, completinu or martiallv cempleting
211 the projects with no projects falling in the low

completicn area.
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Ministrv perscnnel have twe completed projects;
one in the 20-80% completion area and two in the low
completion area.

The reasons feor this differernce center around the
methods of adminictraticn. In the cases where mcre
than £0% is completed with Peace Ceorps Volunteers and

Ministrv administrators, there is constant attention

tionarv lives where the project is taking place cr
constantlv visits the site. “here the completion rate
falls is 'here adrin’.strators have la2ft, i.e. Sigsie
(4.11,4.12) or La Chiquita (L.7) or heve manv other

obligations that prevent full attention to the proiect.

The same concluszicn can be drawn bv the results in
"Commuritv Members" and "Others.”" In the Panza Redonda
project (4.18) the administrator of the project is from
outside the community and visited the site onlv three
times cver a one ~v:a» period. 1In El Charul (u.14) gen-
graphic conditions prevent constant visits to the com-
munity. When the administrator is someone from inside
the commurity, for exarple Flor de Valle (4.15) and
Savausi (4.,16), the projects although not completed,
will probably be completed.

Sumrmarv

Community based administrators have the highest
rate of comrletion.

-

N~
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GPOJE THVNLVED

“o. of prriects that involved Ccen./Assn.:

Freater *thar 80% completed:
20-80% completed:

less than 20% completed:

No.of projects that involved a Comuna:
greater than 80% completed:
20-80% completed:
less than 2C% completed:

No. of projects that involved No Group:
greater than 80% completed:
20-80% completed:

less than 20% completecd:

No. of projects that involved Other:
preater than 80% completed:
20-80% completed:
less than 20% completed:

of

3 cf

[}

£

2 of

of
of
of

of

1 of

[ ~N NN ~)

(9% ]

w

S5y

(°7%)
(u3%)

(30%}
(13%)
(57%)

(67%)

(33%)

Although not an overwhelming conclusive statistic,

4 of "Coop./Assn." as opposcd to 2 of 7 "Comunas" had

projects in the greater than &0% completion area.
the less than 20% completion area the "Coop./Assn."

In

definitély fared better. There are no "Coop./Assn."

that had less than 20% completion as compared to over

half in the "Comuna" catewoﬁ&.

The success of "Coop./Assn." has to be linked to



other factors in the maetrix, tut a clear trend of their
relative success evists. Cocperatives ard ascsociations
are formed fcr a spcoccific aim, whereas the "Comuna"

has been fecrmed for other aims of which the AID grant
is a part. In all zases, the ~AID funding for the co-
operatives and associaticns is part of the overall pur-

pose cof the organization.
Summarv
Organizations created fcr a specific aim or

goals that ccincide with project objectives have a

higher rate c¢f ccmpletion.

¢/
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Mo. of proiects 1lncated in tha Sierra: 13
greater than 20% comnleted: 7 of 13 (SLe)
20-60% ccmpleter: 2 of 13 (28%)
less than 29% completed: U of 13 (21%)
No. of projects located in the Coast: 5
greater than 80% completed: 1 5 (20%)
20 80% completed: 2 0f 5§ (40%)
+less than 20% completed: 2 of 5§ {(52%)

Ostensiblv, the rate of completion in the sierra
is hipher than in the coast, but upcn closed examina-
tion there is no siegnificant difference “etween the
projects locations.

In the coastal projects that are 20-80% completead,

(L

e..

e
there is a hich probabilitv that thev will be cemple
within two months. This would elevate the percentage
of completion of coastal projects to 650% and therefore
compare favorubly with the sierra.

Summary
———————— e

There is no sienificant variation in *he success of

coastal vs. sierra proijects.



COMMUNTITY TNVEZTMTUT

No. of projecic whe:z Lator + Cash were invested: 3
greater tnan :0% ccmpleted: U of 6
20-20% cempicted: 1 0f A
less than 22¢% comple<ed: 1 of ¢

No.of projects where Lahor was invested: | 9
greater than £0% cempleted: 3 of 9
20-30% completed: 3 of 9
less than 20% completed: 3 of ¢

No. of projects where there was No Investment: 3
greater than £C% completed: 1 of 3
20-80% completed:
less than 20% completed: 2 of 3

Where labor (and in-kind ccntributicns) and cashk
contributions are made bv the communitv there has been
a higher success rate and a significantlv lower failure
rate. In the cone case where a cash investment was made
and the project failed (Panza Fedonda 4.18), there is
a definite feelino cf having heen cheated :mong those
investors who have not benefitted from the project. This
fact would indicate that when a cash plus an "in-king"
contribution is made, there is a hipher level of commit-

mert on the part of the communitv. This has been a main

factor in thc success of the Calancha Shirt Facteory (4.17)

even thouch tochnical problems were extremely difficult
to overccme.

(6020
(17%)
(17%)

(23%)

(25%)

(32%)

~
(g%
g%
(AN
~



Vhere no investment iz macde by the henefitting
organization , such as La Chiquita (4.7) and tle Psy-
chiatric Institute (U4.13) there i~ nothinr leost tc
the orcanicaticon if the project is not carried threcugh.

Where onrl:s labor is contributed, there still evxiecte
a relative lack cf incentive to complete the project irn
most cases.

Summarvy

Where orgaenizations have centributed both cash
and "in-kind" capital, there is a higher success of
the cer~pletion of the project
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MANAZFMENT NF TUNDS

No. of projects with community invelvenent: 9
greater tuan 80% completed: S of ¢ (55%)
20-€0% corpleted: 4 cf 9 (42%)
less than 2C% completed: 0

No. of projects withcut ceommunitv invclvemernt: 9
greater than 80% completed: 3 of 3 (312%)
20-80% completed: o
less than 20% completed: 6 of 9 (67%)

There is a higher success rate in the proiects where
the community is involved in the manaeement of funds and
purchases. There are no proiects that fall in the low
completion rate area where there is community involvement
in fund management, t9t where there is no community in-
volverent, two-thirds of the projects have low completion
rates.

The reason for this difference centers around the
felt cbligation of the administrator to carry out the
project. Where the community is slightly aware or little
involved in project amanagement and purchasss, there is
little obligation on the part of the project acdministrator.
This point is illustrated in the E1 Chanul (4.14%) where
the community as a whole has had nothing to do with the
maragerant of funds so all of the materials and equipment
purchased for the proiect have gone to aid other comnunrities
befere it aids El Chanul. In Rio Blanco (4.1) where there
is close comnunityv involvement in all aspects of financial

managem=nt, the project has been successfullv completed.
Summaryv
Involvement by the communitv in manavement of funds createc

an oblisation for the administrator to carry cut the ob-

jectives of the proiect.

<~
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ko. of projects where there had heen

Provinus Prciects: 18
Preater than 20% ccmplected: 7 of 16
20-€0% crmpleted: 3 of 1%
less than 20% completed: & of 1€

No. of projects where there had not kreeon

Previnous Traojec<e: 2
Zreater than 60% completed: 1 of 2
20-80% completed: 1 cf 2
less than 20% completed: 0

tics concerning previous rtrojects under-

3
o
1]
0

v+
£
+
[
2]

taken by the community are irconclusive in repards to

completion rates.

(44%)
110%)

(37%.

(50%)
(8C0%)

(o8]



.PLANIING

No. of projects with the Ccmmunitv involved: b
ereater than 30% completed: 6 of 11 (S
20-80% completed: 4 of 11 (:
less than 20% completed: 1 of 11 (

No. of projects withcut '+the Communitv invelved: 7
greater than 201 ccmpleted: 2 of 7 (2
20-80% ccmpleted: 0
less than 20% completed: 5 of 7 (7:2%)

Where the community has not been involved closelyv
in project planning, there is a much lcwer completion
rate: 70% in the lesc than 20% completed categery as
opposed to 2% in the groups that involve planning on
the part of the community.

Planning involvement was severely lacking ir the
Sigsig project (4.11,4.12) community members told the
evaluator that all the project planning had been done
by the administrator and since he was no longer working
in the project, the project could not go on. The solu-
tion was to replace him.

In Calancha(4.17)., the ccmmunity is cleselv in-
volved in the pianning, in fazt, the ¢ooperative had
presented their plan to the administrator who in turn
helped carrv it out. The proiect has been nearly com-
pleted.

Summary

Involvement bv the community in the proj«:t planning iz

an impertant. factor contributing to the success of the
project.

wn
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TLCOMD GEUTRATION

No. of projects with Short Term Inceome Generation: 8
]

Freater thzn 80% completed: 5 c¢cf 8 (€2%)
23-80% completed: 1 of 8 (12%)
less than 20% compleced: 2 of 3 (25%)
Nc. cf prejects with Lone Terrm Incom: Generaticn: 3
Freater than 2f% ccrpleted: 0 of 3
2C-8G% completed: 1 of 3 (33%)
lecs than ?20% completec: 2 of 2 (£7%)
No. of prejects with nc Income Generation: 7
greater than E0%7 completed: 3 of 7 (uLg)
:G-80% complzred: 2 of 7 (28%)
less than 20% completed: 2 of 7 (22¢%

Of the inccr~ generaticn preojects, "Short Term”
have 2 higher completion rate then "Long Tern." Theze
"Long Term" projects are forestrv proiects, that by
their nature involve more time to realize benefits.
However, where fruit tree prcduction is incorpeorated
into the forestry project to make short term inccme
available as an incentive, there mav e a higher pro-
bability of project completion.

The Los Andes Fruit p-cject demonstrates that
fruit trees can be a succecsful shert term means of
reneratine inceme. Projects such as the San Jacinto
fichine cooperative (4.5) :hat provids a clear econo-
mic incentive in the short term have had rreat success
in all cases except where the project administratien

has failed such as Panza Redonda (4.1%) and the
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Psychiatric Institute (4.13). Projects with no income

pencraticn have other incentives uniocue to each project.

Summarv

Short term income peneration projects linked with good
project administraticn are more successful than long

term income peneration projects.
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TECENOLOGY
No. of projects where technolorv was Appropriate: 14
greater than &({% completed: 6 of 1u (439)
20-8Ct completed: 4 of 1u (28.5%)
less tharn 20% completed: 4 of 1u (28.5%)
ke. of preiects where technolor: wae Tnappropriate: 4
greater than B2% ccmpleted: 2 of 4 (50%)
20-20% comzleted: 0
less than 20% comrleted: 2 of u (5C%)

“hether the technolcev is appropriate is not a
deterninine factor as to the pate-of corrleticn. Howewver,
in 3 oJut of 4 of the projects where it has been inap-
propriate, the preosects have been delaved.

In the case cf Calancha(4.17) the project has beer
rearly completed, but in order to reach the obiective,
intensive training in the.use of the sewing machines was
necessarv. This prcblem has been solved, but the project
administrator stated that a simpler machine and a simpler
process would have been mcre apprcpriate. In the Psvchia-
tric Institute (4.13) the machinerv purchased did not func-
tion or was not readily available. T

In the one prcject that his been completed with no
delays or problems, Guano (4.3), the equipment is under-
used because of the unavailabilitv of raw materials and
the level of sophistication is too hish for the students.

Sumrary

Inaporepriate technolory has contributed to the delays in
terminatirn projects as planned.

a") J‘



RETURN ON INVESTMENT

No. of projects with Positive return on investment: 1u
greater than 80% completed: 8 of 14 (57%)
20-80% completed: 4 of 14 (29%)
less than 20% completed: 2 of 14 (1u1)

No. of projects with Nerative return on investment: u
greater than 80% completed: 0

20 80" completed:
less than 20% completed: 4 of "% (100%)

These statistics shew that all four projects with
nerative return cn investment are less than 2C% completecd.
These projects have little hope of completion without
major changes in project administration, planning, and
management of funds. The'prcjacts are: La Chiquita (4.7),
Sigsig (4.11,4.12), Instituto Psvchiatrico (%.13) and
Panza Redcnda (4.18). All other projects have the potential
to be completed and benefit the project group.

Summary

Overall SDAA program has had pcsitive returnon investment.
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The 3DAA program has had an overall positive effect
and should te naintzined or expanded. The fc
commens s will makXe the prozram more el
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crease the pecitive recomnition of AID pregra~:z in all
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‘nvolvemsznt within the country develc;me“t Tizn,
The fellowine are conc- - racormendetions fo ID'es mara
-2nt cf ihe “TA° prograr and re-crriendations for prolfect

selecticn for ea-' categery that apy=at s on tho matri:

Gener:i1 STAN Mara~2srent

Although project selecticn and administration from the
AID off{ice has been effective, troblems can te avcided in
the future and projects will tecome more effective with o
few changes in program management. The amount of time and
AID overhead cpent on this relativelv smail poriicn § 1ihe
overall AID budget should be taken into consiczraticn in any
discussion of overall project management. This program has
a potentiallv greater direct effect on beneficiaries than
others, therefore, a higher relative amount of effort may

be worthwhile.
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In this interview, the answers to the questions in
the project application should be confirmed and assecsments
of the following nature should bLe made:

a. Proiect leaderzhip should be effective.

b. Previous pro‘ect hiszt-orv should he evaluatel.
I 4 - .

c. Prcjecr gfroupr should Le aware of =<he cian n2
sheuld have participatec in the planninec.

¢. fde2cuate proje.. develepment should have been
done.

e. If new techrolcgzy is tc be intrccucecd, are there
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Fecrle that are trasine its use hefore the

project is funced.

. Has there been a commuritv investment? In cagh
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In kind?

g. For dorations of ecuipment, are there plans for
its full usage, will it be used to cenerate income?

h. Can strict time limits be set on <the spernding
of AID money?

1. Is the target population able to finance the
project fully or partiallv on its own?

j. Is the eroup irnvolved experienced and able to
carry thc proiect through, it not, a e i
to evperiment with a small project financed cn thein
own to demonstrate their ability before AID funds
the project. This could be anv type cf proiect
that mav ir2lude the group purchise of fertilizers
or insecticide~ for the local agriculture crop, <r
the group purchase of zchool supplies for lcral
students, or the collection and accountiny for in-
itial project funds. This exercise can serve as
experiential learnin- for project grours and ad-

ministrators.
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AlD should alsc institute the following:

a.

bl

Have an AID reprecsentative at all the inauger-
aticns of projects.

Checks rhoeuld alwavs e cosifned, never use
"and/or”, dwavs "an4". One of the signers
chould alwavs be fror the cemmunitv and the
other the precject adminictrator.

Avoid situations whers lcans are going through
a third rarty unlezc thev are "in kind" loans.

Develop a 1list of reliable companies that import

Changes in the preoject apreement should be agree-
ed upon by AID. /. clause to this effect chould
be incorporated into the project agreement.

Place strict limits on the use of project money
that if not met would mean forfiet of project
money unless prcject exiensions are approved.
Have AIL visit site once every six months.

( The benefit of these visits was illustrated when
the evaluator visited the sites. In some cases
the projects had not been visited in over a one
vear period. Bv thet visit alone, projects that
had been lagging behind schedule recained some
morentum. )

If not alreadyvy considered a lerally binding do-
cument, the proiject agreement (convenio) should
be so considcred for the protection of the pro-
ject proup, the administrator, and USAID/Ecuador.
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Recommendations for Proiect Selection

Administration

Where possikle, Ministrv personnel or Peace Corps
Volunteers that live ir or around communities, or com-
munity memters who have deronstrated competence in di-
recting projects in the past should be used. The admini-
strator mucst be committed to carrv through the project

for a specific pericd of time.

Group Involved

The poals of the proiect group and the goals cf the
projects shculd he congruent. Cooperatives, associations,
cluts, and societies that had been previouslv formed and
have similar activities as the AID projects have the best
record in the evaluation and should be used where possible.
Project nrcups shculd rnot be formed exclusivelv for the
purpose of getting an AID grant. The sroups should first
demonstrate their ability to carryv out objectives similar
to those of the rproject.

The use of the Comuna as the project proup has pro-
ven successful onlv in cases where there has been strong,
effective leadership. Refore sranting money to a Comuna,
an assessment of the leadership should be made.

Location

There are no reccmmendaticns as to project location.

Communitv Investment

Where peossible, AID should insist on a cash and "i--kind"

contritution on the part cf the communitv.

Manasement of Tunds

Management of funds should e done collectivelv. Ac-
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groups.

Reperts should he made pe allv tc trhe grcur. Purchoaces
chould ke rade hv the adminis<tretor ancd someone frcm +h

community, rnever alcne.

Ly
Previous experizsrce bv a group in a proiect is im-

portant. Where pnnsible, a hictorv cf previcus prciects

e project proup in preiect planning
e
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ed. This would not ex-

ticns if that eaquipment will be used to generate inccme.
The concept of econonic incentives should he incorporated

into the project review prccess.

Technolcry

The tvres of machines to be purchased bv the project
froup should be closedlv examined as to their availabilitv
and complexity tefore the mroiect is appreved. If the
project invclves ccmplex production processes, these should

also be analvzed tefore aprroval of the project is given.

ggturn on Tnvestment

In reviewinr proiccts, lors lastine educational imnact
should be a reauirement for approval.
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