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13. Summary:

The non-formal education project has been a cooperative
effort of AID and the Secretariat of Coordination of the Na-
tional Board of Non-Formal Education. It is funded by a combi-
nation of grant, loan, and counterpart funds totalling over 38
million, over a five year period. It is intended to expand the
coverage, improve the quality and dewvelop the infrastructure cf
Guatemala's system of non-formal education.

The Secretariat, after a late start and wvery slow prog-
ress, has not demonstrated the capac.ty to spend the loan funds
allocated to it, and to produce the results envisioned by AID
at the outset. The project represented a substantial addition
to a small, relatively new, Guatemalan institution. It added
substantially to its operating budget , expanded its activities
into new geographic and technical areas, necessitated a number
of additional administrative procedures, and put heavy addi-
tional demands on a weak administrative structure. The three
main areas of administrative weakness bawe been programming
(budget) , purchasing and personnel which can be attributed, at
least in grand part, to the lack of adequate administrative
systems and the lack of familiarity with procedures required
for GOG and AID loan disbursement activities.

The evaluation conclusions suggest that in spite of dif-
ficulties, progress is being made in a number of areas, and
much enthusiasm is evident on many lewvels of the Secretariat.
Still it is clear that some significant changes are to be made,
if the project is to have a chance of achieving some of the
results expected in the time allocated. The evaludation report
recommends that the Mission explore ways to support the con-
tinuation and improvement of at least a major part of the non-
formal education project.

1l4. Evaluation Methodology:

Terms of reference for the mid-term evaluation were devel-
oped by a committee representing all project-related agencies.
This committee decided that one of the evaluation consultants
responsible for assessing administrative systems/ procedures
should be a Guatemalan thoroughly familiar with local bureau-
cratic processes.

The evaluation was conducted over three weeks (May/June
1985) by two independent consultants who reviewed project docu-
ments, attended project implementation meetings and inter viewed
personnel from the executing unit, the AID Mission and all go-
vernment offices inwlved in project implementation. The Gua-
temalan consultant , Miguel A. Barrios, and the U.S. consultant,
Alan Hurwitz, an individual with a Ph. D. in non-formal educa-

tion, jointly prepared the evaluation report. The Guatemalan



consultant concentrated on personnel, purchasing, logistic sup-
port and financial programming/fiscal management matters. The
U.S. consultant concentrated on radio, graphic materials de-
sign/production and training endeavors.

15. External Factors:

A serious economic crisis in the country over the past six
months has amplified the effects significantly of other pro-
blems encountered in carrying out the project. An effect of
this crisis has been to create serious price instability which
has contributed greatly to difficulties in purchasing supplies,
equipment , and services in Guatemala. Economic pressure on the
Guatemalan government has caused the availability of counter-
part financing to be limited and lack of financing has also had
a more general efftect on the morale and activities of public

institutions relying on this funding source.

16. Inputs:

The program began late and got off to a slow start. The
original understanding was signed without agreement to the
budget by the Guatemalan government. Modifications took six
months. To go into effect the loan agreement required the Gua-
temalan government to meet certain conditions, primarily in-
wlving the filling of positions funded by Guatemalan counter-
part funds. This took approximately fifteen months. With ad-
ditional delays inwolving the fiscal year schedule, it was ap-
proximately two years from the original signing before the
project got under way. Its activities were further delayed by
a number of organizational weaknesses which have plagued the
project to the present. Now, in spite of some continuing pro-
blems, it is showing some significant progress in several im-
portant areas, though many limiting factors still exist.

Weaknesses in the three main administrative areas of pro-
gramming (budget), purchasing and pesonnel can be attributed,
at least in grand part, to the lack of adequate administrative
systems, and (particularly with purchasing) the lack of famili-
arity with procedures required for disbursement activities. In
addition the instability of the Quetzal has caused serious pro-
blems in purchasing. Rapid inflation and delays in processing
appropriate forms has made it wvery difficult to complete pur-
chases at a given price. The result has been the organiza-
tion's inability to respond to the needs of its various tech-
nical departments in a timely way.

17. OQutputs:

The following table presents expected LOP outputs through
June 30, 1985 and magnitude realized by that date.



TABLE ONE

PROJECT QUTPUT STATUS

ILOP Outputs

NFE bulletins published/distributed 20,000

(40 ,000 copies per monthly issue)

Literacy primers published/
distributed (40,000 copies per
mont hly issue)

48 issues of monthly rural

newspaper published/distributed

500 NFE learning groups
formed

900 community projects
generated

5 NFE modules (self-contained
instructional packages)
designed/produced

2,240 interinstitutional
agents and community promoters
trained

3 mobile radio units operating

Radio transmitter/studio
operating

527 mont hly hours of radio
programs on-t he-air

Schedule
for 6730785 Realized
10,000 per
mont hly quarter
20,000 20,000 per
mont hly quarter
17 9
245 245
110 50
5 3
640 300
66 64



Some of the problems with reproduction and distribution
have to do with more basic administrative functions, such as
purchasing , planning, budgetting, and the delegation of respon-
sibility (1 e., for editing and review). A task force of all
those with the possibility of improving the situation with a
clear commission to resolve the problems is recommended.

Both regional offices demonstrated a great deal of success
at developing important relationships with community leaders
and technical people from other institutions as part of their
training activitias. Geography and the lack of effective ad-
ministrative systems can make these offices seem very far away
from the planning and decision-making of the Secretariat.
Strengthening these links, and the regional offices themsel ves,
ought to be a principal objectiwve in the 1nterest of long-term
goals.

There has been important progress in a number of aspects
of the development of increased capacity in radio. Unfortu-
nately, these dewlopments have not been coordinated and in-
tegrated into the organization as a whole or reflected by in-
creased expenditures. There has been some very creatiwve and
extensive program development in Quetzaltenango; much of which
inwlves some very constructive work with commecial stations at
good prices. The central office is producing taped shows in a
number of areas for broadcast. The evaluators found a need for
further training and planning both in Salama and Guatemala to
prepare for the opening of the new station.

18. Purpose:

The purpose of the project is to expand and improve the
Guatemalan non-formal education program. More specifically,
the project assists the National Board for Non-Formal Education
to coordinate non-formal education activities directed to the
rural poor nd increase the geographic coverge of NFE services.

The evaluators found that the work of the Secretariat has
been hampered by some ambiguity in its sense of its own mis-
sion. The leadership and coordination role demands creating a
sense of direction for all non-formal education activities and
inwlwves providing support to the non-formal education activ-
ities of other institutions, many of whom make up the National
Board. The evaluators doubt that the Secretariat, at present,
has the administratiwvwe infrastructure to provide that kind of
leadership and coordination. There is a need for more coordi-
nation among many of its own activities in the central and
regional offices. That kind of national role would requ1re a
sophisticated planning capacity which the Secretariat is only
beginning to develop.



Progress toward the conditions expected at the end of the
project has been as follows:

- The NFE program has expanded to four of the six new
departments although penetration in two of the four de-
partments is minimal.

-- There is a continuous demand for NFE program serwv-
ices. For example, one of the new regional offices is
supporting the work of 20 GOG institutions working in the
area. Interinstitutional training activities are now
underway in the other regional office. There is demand
for printed materials and radio messages by at least four
major GOG rural development institutions.

- Complete NFE evaluation feedback systems have not
been established but a general base-line survey was com-
pleted recently.

- NFE instructional materials are being distributed in
eleven out of 16 target departments.

—-— Currently, approximately 10,000 individuals are being
served directly by the NFE program. The target. for direct
service delivery was 30,000 people. The indirect target
audience was estimated at 175,000 individuals. It will be
necessary in the reprogramming efforts to revise these
target audience estimations. ' :

- At present, there are no audience checks/controls to
determine the size of the program audience. At this stage
it 'is not possible either to ascertain whether extension
agents are using NFE techniques and media in the 16 target
departments. Completion and operation of the evaluation/
feedback system is required.

- One new regional office has been established, the
.other regional office should not be established due to
lack of personnel, other counterpart inputs and poor pros-
pects for an improvement of this situation during the life
of the project.

The project purpose and end of project conditions expected
are still valids, however, the degree of impact will be lower
than expected. Instead of three regional offices, the project
will establish only two. This reduction in the level of opera-
tions will cause reductions in the number of departments to be
covered by the project and the number of direct and indirect
beneficiaries. Moreover, fewer community projects and fewer
community learning groups will be organized. Likewise fewer



interinstitutional technicians and community promoters will be
trained. Finally, given a reduction in LOP status, a reduction
in the level of loan funding will be in order.

19. Goal:

The goal of the project is "to improve the quality of life
for the rural poor through improved services delivery by go-
vernment and private extension agencies." The measures of goal
achievement are: (1) adoption of NFE program initiatives by
the rural poor- (2) increased effective demand for rural devel-
opment GOG services by the rural poor. Impact evaluations,
surveys, case studies. etc., necessary tc assess the foregoing
changes have not been carried out. Nevertheless, the assump-
tions as well as the measures of goal achievement appear to be
appropriate.

The evaluators found some problems regarding the receipt
and use of materials by clients. Some of thse can be attri-
.buted to the lack of timely reproduction and distribution of
materials being produced by the Secretariat. Also, while the
materials have generally been considered of good quality, there
has been a range of opinion regarding their relevance for rural
audiences, concerning both content and style. The evaluators
recommend further study in this area. The evaluators also
identified the lack of an educational ‘context for the use of
materials as detracing from their potential value.

The evaluators found that the radio programs seem to be of
potential interest and value to the target populations. They
recommend a study, at least small-scale, of reactions to these
efforts and interest in other radio programming formats.

20. PBeneficiaries:

The National NFE program has two kinds of beneficiaries:
(1) the rural poor (mostly Indian subsistence farm families)
and (2) field technicians and community promoters from public
and private institutiouns.

As mentioned previously, baseline data has recently been
compiled. Impact on the project beneficiaries will be measured
at the completion of the project.

21. Unplanned Effects:

Not pertinent at this time.



22, Lessons Learned:

The project represented a substantial addition to a small,
relatively new Guatemalan institution. It added substantially
to its operating budget, expended its activities into new geo-
graphic and technical areas, necessitated a number of addition-
al administrative procedures (particularly inwlving the use of
new f.nding sources), and put heawy additional demands on a
weak administrative structure. Some of these weaknesses were
either underestimated or overlooked at the outset by both the
Secretariat and AID, and the project began without sufficient
attention to dewveloping the administrative foundation for its
timely success. Although the project provided funds for most
of the project's direct and technical/operational needs, these
initial structural and administrativwe weaknesses have caused
difficulties to the present day. As a result good work in
several content areas has been undermined, and the progress of
the project, particularly with regard to expenditures, has been
greatly delayed.

23. Special Comments or Remarks:

There appears to be no one at the Secretariat, at present,
who can provide consistent, accurate advice on the policies of
the various administrative agencies (Ministry of Finance, Min-
istry of Education, etc.) with regard to expenditures on the
project. This has resulted in the rejection of requests, and
perhaps worse, hesitation on requests that would be approved,
and a general feeling of helplessness vis-a-vis these institu-
tions. The evaluators recommended that someone should be
available on call to provide the timely financial advice which
would have an immediate effect on the activities and morale of
the entire operation.

To function at the level demanded, the Secretariat needs a
unit responsible for managing the programming and budgetting of
the entire organization. To have a budget structure which (a)
responds to the needs of the organization, and (b) is clearly
understood by managers at all lewvels, it needs to be the result
of a process in which all levels of the organization partici-
pate in its formation. Such a process can also be a vehicle
for some immediate, much-needed, technical assistance, par-
ticularly at middle lewvels of the organization.

The project should provide the opportunity for consulting
assistance in all technical areas, at the central and regional
areas. Once the long-term objectives are clear for each area
(as a result of the planning process), each department head
should be in a position t¢ know what help is needed. In the
Secretariat as a whole there is a need for more awareness and
knowledge about:



tion.

1. the conceptual background of non-formal educations
2. non-formal education activities in other countriess,
3. non-formal education materials and methodologies, and,

4. what is known about non-formal education administra-

Reprogram project to emphasize management improvement and
focus educational materials production on newspaper,
training modules and radio. Incorporate recommended eval-
uation steps to improve project management , except for the
decentralized management.

Revise project paper logical framework to conform to re-
programming document.

Assess capability of current technical assistance staff to
deliver technical assistance and make adjustments where
necessary.

In preparing project agreement amendment, add a condition
precedent which assures the establishment of personnel
positions for the Salama radio station.

Project committee disagree with recommendation for expan-
sion of coverage of both radio and educational materials.
Lack of experienced personnel and limitation by GOG on
establislment of new positions prohibits carrying out this
recommendation.

OHR personnel to review whether a special evaluation
should be carried out in weak areas in CY 1986.

Coordinate content of print, media and training.



