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13. SUMMARY 

The p ro jec t  was designed t o  a s s i s t  i n  i n t eg r a t i ng  r u r a l  
and urban poor women i n t o  t he  coun t ry ' s  development process.  
To enhance t h e  Rotary Club 's  p r i o r  proven experience i n  devel- 
oping s o c i a l l y  or iented  p ro j ec t s ,  the  Operational Program Grant 
was negotiated t o  f inance s t a r t -up  personnel co s t s ,  t r a i n i n g  
a c t i v i t i e s ,  and con£ erences i n  support of c rea t ing  an organiza- 
t i o n  which would a s s i s t  poor Guatemalan women i n  r u r a l  and ur-  
ban a r ea s  t o  increase  t h e i r  economic product iv i ty  and address  
t h e  socio-cul tura l  c o n s t r a i n t s  faced by these  women i n  t h e  de- 
velopment process. Discrete a c t i v i t i e s  such a s  the  c rea t ion  of 
an organiza t ion  and t h e  establishment of a  c r e d i t  system a r e  
being achieved. The o the r  a c t i v i t i e s  t o  s t rengthen the  i n t e -  
g r a t i o n  of t h i s  t a r g e t  populat ion i n t o  the  country ' s develop- 
ment process have encountered i n s t i t u t i o n a l  b i a se s ,  weaknesses 
i n  volunteer capaci ty  t o  o f f e r  se rv ices ,  and re luc tance  t o  seek 
o the r  f i n a n c i a l  support t o  continue and/or expand t he  concept. 
The l e v e l  of commitment has pr imar i ly  depended on ind iv idua l  
pe r sona l i t i e s ,  but a s  a  whole t he  organiza t ion  has not been 
t r y i n g  t o  .modify present  a t t i t u d e s  and notions.  The p ro j ec t  
has  o f fe red  a  unique opportuni ty t o  ta rge ted  bene f i c i a r i e s  t o  
rece ive  c r e d i t  f o r  a c t i v i t i e s  not usual ly  supported by t he  
banking system. 

14. EVALUATION ME THODOLOGY - 

A consul t ing f i r m  was cbntracted i n  May 1983 t o  ca r ry  out  
a  progress evaluat ion  coverlng t he  perlod of pro jec t  opera t ions  
from September 31, 1981 t o  May 31, 1983. The evaluat ion team 
was headed by Licenciado Francisco Duefias, Public Accoclntant 
and Auditing and Business Administration S p e c i a l i s t .  Other 
members included Licenciado Arnoldo Borrayo, Human Resources 
S p e c i a l i s t ,  and L u i s  Aldana, Socia l  Worker. 

Since t he  o r i g i n a l  Operational Program Grant d id  not have 
a  l o g i c a l  framework, t h e  evaluat ion  team reviewed t h e  p ro j ec t  
agreement and o the r  bas ic  documentation a s  well  a s  interviewing 
AID and Rotary Club personnel t o  cons t ruc t  a  l o g i c a l  framework 
agains t  which p ro jec t  progress could be assessed. The f i n a l  
evaluat ion  repor t  was t h e  r e s u l t  of an ana ly s i s  of opera t iona l  
manuals prepared t o  d i r e c t  the  p r o j e c t ' s  adminis t ra t ive  func- 
t ions,  c r e d i t  procedures es tab l i shed ,  personal  interviews with 
p ro jec t  personnel,  representa t ive  bene f i c i a r i e s ,  and conference 
at tendees.  The eva lua to r s  a l s o  made s ~ e c i f i c  recommendations 
fo r  improving adminis t ra t ive  opera t ions  t o  b e t t e r  serve t he  
c l i e n t  population. 



1 5. EXTERNAL FACT'ORS - 
The e v a l u a t i o n  team found t h e  amount programmed f o r  credi t  

t o  25 women's g r o u p s  t o  be i n a d e q u a t e  t o  a f f e c t  a  change  a t  t h e  
macro - l eve l .  A l s o  t h e  d e f i n i t i o n  o f  women w i t h  l i m i t e d  re- 
s o u r c e s  from r u r a l  and u r b a n  a r e a s  was viewed by t h e  R o t a r y  
C l u b  and A I D  p e r s o n n e l  a s  meaning d i f f e r e c t  economic s t a t u s .  
I n  order t o  meet t h e  i n t e n t  o f  t h e  p r o j e c t ,  a  c l a r i f i c a t i o n  h a d  
t o  be n e g o t i a t e d  so t h a t  p e r s o n n e l  from b o t h  a g e n c i e s  were i n  
agreement  r e g a r d i n g  t h e  s o c i a l  and economic s t a t u s  which was t o  
be assisted b y  t h e  p r o j e c t .  

16. INPUTS 

A I D  f u n d s  f o r  t h e  p r o j e c t  were p r o v i d e d  o n  a t i m e l y  b a s i s  
g i v e n  t h e  ra te  o f  p r o j e c t  implemen ta t ion .  However, t h e  u s e  o f  
t h e  f u n d s  f o r  t h e  p u r p o s e s  i n t e n d e d  were d e l a y e d  d u e  t o  m i s -  
u n d e r s t a n d i n g s  be tween t h e  donor  and t h e  g r a n t e e  a s  w e l l  a s  t h e  
des i re  t o  r e d u c e  t h e  s u p e r v i s o r y  r o l e  o f  A I D .  During t h e  f i r s t  
y e a r ,  i m p l e m e n t a t i o n  of  p r o j e c t  a c t i v i t i e s  were ve ry  slow. 

I n  a d d i t i o n  t o  p r o v i d i n g  some p r o j e c t '  p e r s o n n e l ,  t h e  Rota- 
r y  Club was t o  p r o v i d e  from among i t s  r a n k s  members t o  p r o v i d e  
t e c h n i c a l  a s s i s t a n c e .  U n t i l  a  change  i n  Ro ta ry  Club  l e a d e r -  
s h i p ,  no  t e c h n i c a l  a s s i s t a n c e  had been  p r o v i d e d .  Even w i t h  t h e  
c h a n g e s  e f f e c t e d ,  Ro ta ry  C l u b  p a r t i c i p a t i o n  was minimal  t o  meet 
t h e  needs  o f  a l l  c l i e n t  g roups .  

P r o j e c t  a d m i n i s t r a t i o n  was n o t  c o n t i n u o u s .  Except  f o r  t h e  
E x e c u t i v e  D i r e c t o r  and t h e  p a r t - t i m e  a c c o u n t a n t ,  p e r s o n n e l  
funded by  t h e  A I D  g r a n t  d i d  n o t  s e r v e  more t h a n  a n  a v e r a g e  o f  
s i x  months.  I n  o r d e r  t o  accelerate p r o j e c t  i m p l e m e n t a t i o n  a c -  
t i v i t i e s ,  a n  o r g a n i z a t i o n a l  change  o f  t h e  A d m i n i s t r a t i v e  Uni t  
w a  s approved . 
17.  OUTPUTS 

A. . O p e r a t i n g  A d m i n i s t r a t i v e  U n i t  

During i m p l e m e n t a t i o n  o f  t h e  p r o j e c t ,  t h e  o r i g i n a l l y  
con templa ted  a d m i n i s t r a t i v e  u n i t  w a s  r e o r g a n i z e d  by chang ing  
t h e  p o s i t i o n s  o f  O p e r a t i o n a l  S u p e r v i s o r  and E x t e n s i o n  Agent t o  
two P r o j e c t  A n a l y s t s / S u p e r v i s o r s .  T h i s  change  was e f f e c t e d  t o  
a s s u r e  t h a t  f i n a n c i a l  i m p l i c a t i o n s  of  t h e  p r o j e c t  a c t i v i t i e s  
were a d d r e s s e d  a s  w e l l  a s  the s o c i o - c u l t u r a l  needs .  However, 
t h e  e v a l u a t i o n  team found t h a t  t h e  u n i t ' s  f o c u s  became t o t a l l y  
f i n a n c i a l  and exc luded  t h e  social implications. The change  
f a c i l i t a t e d  p r o j e c t  i m p l e m e n t a t i o n  b u t  t h e  achievement  o f  t h e  
soc io-economic  o b j e c t i v e s  o f  t h e  p r o j e c t  a r e  i n  j eopa rdy .  



Manuals  f o r  s t a n d a r d s  and  a d m i n i s t r a t i v e  p r o c e d u r e s  
w e r e  d e s i g n e d  and e s t a b l i s h e d  f o r  t h e  o p e r a t i o n  of  t h e  u n i t .  
The e v a l u a t i o n  team found  t h a t  t h e  manua l s  were o f  a m a t e u r  
s t a t u s  and  d i d  n o t  assist  i n  c l a r i f y i n g  o p e r a t i o n a l  p r o c e d u r e s  
o r  i n  i n c r e a s i n g  t h e  u n i t ' s  p r o d u c t i v i t y .  The a c c o u n t i n g  
s y s t e m  employed i s  s i m p l e ,  b u t  d i f f e r e n t i a t i o n  of  d o n o r  f u n d s  
t o  c a r r y  o u t  d i s c r e t e  s u b - a c t i v i t i e s  n e e d s  t o  be i n c o r p o r a t e d  
i n t o  t h e  sys t em.  

The p l a n s  and  q u a r t e r l y  r e p o r t s  p r e p a r e d  d o  n o t  p r o -  
v i d e  s u f f i c i e n t  i n f o r m a t i o n  o n  t h e  e x p e c t e d  b e n e f i t s  o f  t h e  
t o t a l  program. The e v a l u a t i o n  team recommended t h a t  p l a n s  
s h o u l d  be rev iewed  a g a i n s t  b u d g e t a r y  and  programmed a c t i v i t i e s  
and  u s e s .  

B. S k i l l s  T r a i n i n g  

T r a i n i n g  a c t i v i t i e s  c a r r i e d  o u t  u n d e r  t h e  p r o j e c t  
were c o n d u c t e d  o v e r  e x t r e m e l y  s h o r t  p e r i o d s .  A s  a r e s u l t ,  t r u e  
t r a i n i n g  d i d  n o t  o c c u r  b u t  a series of  o r i e n t a t i o n  s e s s i o n s  
p r i m a r i l y  c o n s i s t i n g  o f  , s h o r t  t a l k s  and i n £  ormal t r a n s m i s s i o n  
o f  i n f o r m a t i o n .  Given  t h e  s p o t t y  employment h i s t o r y  o f  most o f  
t h e  p r o j e c t  p e r s o n n e l ,  t r a i n i n g  f o r  t h a t  g r o u p  w a s  n o t  e f f e c -  
t i v e .  Members o f  t h e  L a d i e s  R o t a r y  Committee who r e c e i v e d  
t r a i n i n g  were d i s e n c h a n t e d  w i t h  t h e  p r o j e c t  g i v e n  t h e  l e n g t h  o f  
t i m e  t o  g e t  s u b p r o j e c t s  app roved  and  were n o t  m o t i v a t e d  t o  v i s -  
i t  p r o j e c t  sites. Loan r e c i p i e n t s  r e p o r t e d  t h a t  t h e y  n e v e r  
r e c e i v e d  t h e  t e c h n i c a l  a s s i s t a n c e  programmed t o  be p r o v i d e d  b y  
members o f  t h e  R o t a r y  Club  a s  w e l l  a s  o t h e r  a p p r o p r i a t e  i n s t i -  
t u t i o n s .  The e v a l u a t i o n  team recommended t h a t  t r a i n i n g  a c t i v -  
i t i e s  be r e f o c u s s e d  and  t e c h n i c a l  a s s i s t a n c e  be p r o v i d e d .  

C. C o o r d i n a t i o n  Network 

A t  t h e  t i m e  o f  t h e  e v a l u a t i o n ,  o u t  o f  t e n  i n s t i t u -  
t i o n s  s u r v e y e d ,  o n l y  one  had  a n  i n t e g r a t e d  women's program. 
E f f o r t s  t o  form t h e  ne twork  were d e v o t e d  p r i m a r i l y  t o  c o n f e r -  
e n c e s  w i t h o u t  a n y  f u r t h e r  fo l low-up .  A l though  70 p e r c e n t  o f  
t h e  c o r r e s p o n d e n t s  i n d i c a t e d  t h a t  t h e y  were i n t e r e s t e d  i n  t h e  
program f o l l o w i n g  t h e  c o n f e r e n c e s ,  a t  t h e  same t i m e  t h e y  e x -  
p r e s s e d  t h e  o p i n i o n  t h a t  t h e  c o n f e r e n c e s  d i d  n o t  m o t i v a t e  b u t  
r a t h e r  p r o v i d e d  i n £  ormat i o n .  The e v a l u a t i o n  team s u g g e s t e d  
t h a t  t h e  R o t a r y  C l u b  d e v o t e  more a t t e n t i o n  t o  m o t i v a t i o n  and 
e s t a b l i s h m e n t  of  t h e  ne twork .  

D. E s t a b l i s h m e n t  o f  Loan Fund 

Al though  t h e  l o a n  f u n d  was e s t a b l i s h e d  and  l o a n s  ex -  
t e n d e d  were f o r  p r o d u c t i v e  e n t e r p r i s e s ,  t h e  e v a l u a t i o n  team 
found  t h a t  t h e r e  was a s c a r c i t y  o f  soc io-economic  s t u d i e s  o f  



t h e  proposed enterpr ises  and only three had undertaken a  mar- 
keting study. A s  of the time of the evaluation, authorization 
of loans, including Rotary Club and A I D  approval, averaged 8  
1 / 2  months. As the evaluators'  point out ,  publ ic i ty  e f f o r t s  
have not a t t rac ted  women's groups which met the  c r i t e r i a  for  
e l i g i b i l i t y  for  the fund', and a l so  motivation, dissemination 
and coordination a c t i v i t i e s  have been misdirected. Credit re- 
quirements are  much s t r i c t e r  than those of the banking system, 
possibly ref lect ing a  b ias  towards marginal economic groups. 
Suggestions were made by the evaluation team t o  make the c red i t  
more readily available t o  the  targeted c l i en t s .  

18. PURPOSE 

The purpose of the project  i s  t o  c rea te  an organization t o  
a s s i s t  i n  increasing the  economic productivity of poor Guatema- 
lan women i n  ru ra l  and urban areas  ar,d t o  address the socio- 
cu l tu ra l  constra ints  tha t  these women face i n  the  development 
process. 

The e f f o r t s  t o  publicize the  problem of women i n  Guatemala 
and make leaders from the public and private sectors  aware of 
the economic benef i t s  which can be derlved from pro jec ts  of 
t h i s  type have been weak and i t  i s  doubtful t ha t  t h i s  end of 
project  s t a tus  w i l l  be achieved by the completion date.  Selec- 
t ion  of conference par t ic ipants  was not based on community 
leadership ro les  and theref ore although well attended, the con- 
ferences d i d  not impact on persons who had the a b i l i t y  t o  e f -  
f ec t  changes. As mentioned previously there was no follow-ap 
t o  the conferences nor has the administrative unit designed 
fur ther  publ ic i ty  a c t i v i t i e s .  

Since loan f vnds had been recently disbursed a t  the time 
of the evaluation, the  impact on increasing the incomes of par- 
t i c ipa t ing  families could not be measured. However, given the 
short-comings ident i  fed by the evaluation team under the "Out- 
puts" section, the effectiveness of changing family incomes may 
be only .marginal. 

Effor ts  by the  Ladies Rotary Committee i n  obtaining other 
f u n d s  t o  support a  system for financing and implementing 
women's income-generating a c t i v i t i e s  has been l e s s  than suc- 
cessful .  Over the year and a  half period of the evaluation, 
only 08,000 had been donated, not even suf f ic ien t  fo r  admin- 
i s t r a t i v e  costs .  One reason stated for  such a  meager resu l t  
was tha t  the women d i d  not l i k e  t o  co l lec t  funds. 

Requirements t o  es tabl ish  a  new legal  e n t i t y  t o  continue 
project  a c t i v i t i e s  had been in i t i a t ed .  A s  of April 25 ,  1983, 
the legal izat ion of the  foundation had been established. How- 



e-ver, given the lack of donations a s  s ta ted above, much work 
w i l l  be required i f  i n  f a c t  the foundation i s  t o  be a viable 
e n t i t y  which can continue and/or expand a c t i v i t i e s  of the type 
sponsored by the project .  A t  the same time the  foundation w i l l  
need t o  i n s t i t u t e  programming procedures t o  meet the needs of 
the c l i e n t s .  

19. GOAL 

As mentioned i n  the  "Evaluation Methodology" section,  no 
logical  framework existed against which project  progress could 
be measured. In the design of the logical  framework by the 
evaluation team, no goal was specif ied.  The project  author- 
i za t ion  s ta ted tha t  the  project  i s  ". . . t o  improve the overa l l  
socio-economic s t a t u s  of poor urban and ru ra l  women i n  Guatema- 
l a . "  In economic terms i t  i s  premature t o  judge whether the 
project  i n  fac t  w i l l  improve the economic s t a t u s  of the par- 
t i c i p a n t s  since disbursement of loan funds has been slow. The 
reorganization of the Administrative Unit has created condi- 
t i ons  whereby the  project  no  longer addresses the soc ia l  s t a t u s  
of women. 

20. BENEFICIARIES 

The d i r e c t  benef ic iar ies  of the project  a r e  the women who 
receive c red i t  t o  es tab l i sh  small commercial en te rpr i ses  both 
t o  promote greater  equal i ty  i n  income and t o  reduce r a t e s  of 
underemployment. Since the enterpr ises  established have been 
i n  operation l e s s  than seven months, the impact of the c r e d i t  
offered cannot be measured a t  t h i s  time. 

21 .  UNPLANNED EFFECTS - 
- - 

Not per t inent  a t  t h i s  time. 

2 2. LESSOUS LEARNED 

A PVO should carefu l ly  review an agreement p r io r  t o  signa- 
t u r e  t o ' s e e  i f  i t  i s  willing t o  meet the donor 's  requirements. 
The evaluation team found resentment on behalf of members of 
the  Rotary Club over AID'S approval requirements outlined i n  
the actual  agreement. This resentment led t o  a s e r i e s  of con- 
t rovers ies  which delayed some project  act  i v i  t i e s  and weakened 
the  effectiveness of the program. 

Generally understood def in i t ions  should be c l a r i f i e d  i n  a s  
much d e t a i l  a s  possible t o  avoic? confusion and misunderstand- 
ings. An example found by the evaluators was the term "rural  
and urban poor" the de f in i t i on  of which had t o  be d i sc re t e ly  



negotiated following project implementation since each organi- 
zation was viewing project benef ic iar ies  as  coming from d i f -  
f erent economic s t r a t a .  

To carry out operational grant projects ,  IPVOs need t o  
have a  formal, administrative unit  responsible for  implementa- 
t i o n  of grant ac t iv i t ies . '  The Guatemalan Rotary Club cons is t s  
primarily of volunteers with o f f i ce r s  who are elected annually 
and part-time employees t o  manage the organization's  finances. 
The degree of commitment t o  carry out a c t i v i t i e s  vaci l la ted 
within the organization according t o  the  i n t e r e s t s  of the 
elected o f f i c i a l s  and the amount of time these volunteers were 
willing t o  devote t o  project  a c t i v i t i e s .  A s  a  resu l t  project  
implementation suffered for  lack of consistent  and continual 
di rect ion.  Prior t o  regis ter ing an IPVO, the USAID should as- 
ce r t a in  i t s  organizational and administrative capab i l i t i e s  i n  
addit ion t o  the other requirements prescribed for  regis ter ing 
such ins t i tu t ion .  




