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The main purposes of the A.I.D. support to
The National Association of The Partners of The
Alliance (NAPA) are being achieved. A.l.D. has
been providing financial support, averaying
about $500,000 per year, to NAPA since 1967.
This assistance has two principal objectives: to
help NAPA reach the point where it can function
effectively without such assistance, and to
acconmplish development goals by using private
citizen volunteers.

NAPA is well managed. Its financial affairs
have been improving. It has expanded contribu-
tions from other donors and has reduced A.I.D.'s
proportionate assistance share. NAPA nakes
heavy uses of private citizen volunteers to
implenent small scale projects through 56 part-
nerships. These partnerships 1ink 26 Latin
Anmerica or Caribbean Countries with 44 U.S.
States.

The survey showed three problems: NAPA has
not reached the point when A.I.D. can withdrawv
its assistance; it needs to establish annual
targets and to measure then; and, it needs to
establish an impact evaluation system to test
the effectiveness of the swall development pro-
Jects carried out by the partnerships.

This report contains three recornendations.
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The National Association of the Partners of the Alliance

Grant No's AID/LAC-G-(1402), (1406), (1407), and OTR-0200-G-55-2281

This is a report covering a survey of the National Association of the
Partners of the Alliance (NAPA) which began in 1964 under A.I.D. management
and is now a separate private voluntary technical assistance organization.
A.1.D. support to NAPA has averaged about $500,000 per year since 1967.
This organizational support has two objectives: to help NAPA reach a point
vhere it can function effectively after A.I.D assistance is witlidrawn and to

EXECUTIVE SUMMARY

accomplish A.I.D. development goals by using private citizen volunteers.

the current tine, there are four active grants which total over $2.2 million.

The survey was rade to determine whether the objectives of providing
assistance to NAPA are being achieved and vhether there were actual or poten-
tial problems to justify a more extensive examination of the organization.

In brief, the conclusions of our survey were the following:

(a)

(b)

(c)

(d)

Progress has been made towards achieving the goal of helping
NAPA reach a point where it can function effectively after AlU
vithdraws its assistance. NAPA is well managed and has greatly
expanded its contributions from other donors. However, AID
assistance is still needed because NAPA has not been able to
obtain enough support from other donors to pay for indirect
costs financed under the AID grants (pages 3, 4 and 5).

NAPA has also made progress towards involving numerous private

citizen volunteers in partnership programs. The number of

partnerships have been increased from 38 in 1970 to 56 in 1982.
The 56 partnerships 1ink 44 U. S. states with 26 Latin American

or Caribbean countries. These partnerships undertook some
}.500 p{ojects in 1982 involving an estimated 4,000 volunteers
page 3).

AID is probably obtaining a nuch larger developrnent impact per
dollar invested in the NAPA progran than that in its bilateral
program. We were told by NAPA officials that project partici-
pants are required to contribute more per dollar invested by
AID in the NAPA program than in the bilateral prograns

(page 4).

It is not possible to directly assess how effectively NAPA and
the partnerships have used their resources to inprove the eco-
nomic status of the poor because NAPA has not developed the
required impact evaluation .nformation. NAPA needs to cstablish
annual targets to measure progress towards its planned obyec-
tives, to establish an inpact evaluation system in order to
test the effectiveness of the small developrnient projects carricd
out by the partnerships and to learn lessons that can be ap-
plied to - improve the design of future projects (page 6 and 7).
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Our survey showed no need for a more detailed review of NAPA's
operations. The draft of this report was reviewed by NAPA, the Bureau of
Latin America and the Caribbean (LAC) and the Office of Women in Deve-
Topment. Their comments were considered in preparing the final report.

This report contains three recormendations.
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BACKGROUND AND SCOPE

Background

The National Association of the Partners of the Alliance (NAPA), also
known as the Partners of the Americas, is a private voluntary technical
assistance organization. The overall purpose of NAPA is to promote a closer
relationship between the people of the United States and the people of Latin
Anerica and the Caribbean through partnerships that directly involve private
citizen volunteers in long-range prograuns of technical and cultural exchange.

NAPA coordinates and supports the activities of partnerships which link
private citizen volunteer groups in the U.S. with their counterpart groups
in Latin Anerica and the Caribbean. The partnerships match a state or region
in the U.S. with a country or region in Latin Anerica or the Caribbean such
as Oregon with Costa Rica or North Carolina with Cochabamba, Bolivia.
Currently, 56 partnerships exist between 44 U.S. states and 26 Latin
Aaerican or Caribbean countries (Exhibit B).

The partnerships are composed entirely of volunteers who carry out small
scale development projects and cultural exchange activities. A comnittee is
established on each side of the partnerships and they coni- nunicate directly
with each other to develop prograns. NAPA assists the partnerships with
organizational and project aevelopment, workshops, conferences, travel
grants for volunteer tochnicians, small grants for projects, funu raising,
publications, training materials, image buildinyg and incentive awards.

The principal objectives of the partnerships are to increase private
sector participation in the developuient process, develop self-help ef-
forts, strenythen local comaunity organizations, and establish lasting
friendships among the people of the United States, Latin Awmerica and the
Caribbean.

The partnership program began in 1964 under AID management. In 1967,
AID began to transfer its functions to NAPA which was completed in 1970. AID
continues to support the program and NAPA has diversifiea its funding
support to include private and other public donors.

The purpose of AID support to NAPA is to accomplish AID's development
goals by using private citizen volunteers ana to help NAPA reach the point
where it can function effectively after AID assistance is withdrawn.

Since 1967, AID has proviuded a series of support grants to NAPA to cover
sone of 1its administrative, program and volunteer travel costs. These
support grants have been running at about $500,000 per year. The wain
purpose of the support grants (the latest version vas signed in September
1980) was to accomplish AID's development goals  through the



private sector by maintaining within NAPA a capability to provide training
and services to the partnerships, to increase private and public financial
support. for the program, and to improve the image of the progran.

Starting in 1980, AID signed three other grants with NAPA to suppleuent
the specific support grant. The Caribbean grant started in Septenber 1980
and is to establish and develop six new partnerships in the Caribbean. The
Community Education grant started in August 1980 and is designed to develop
within the partnerships a community education approach to cormittee organi-
zation, program development and projuct activities. The Women in Developuent
grant, signed in September 1982, is supposed to improve the econonic
development of women.

A1l of the grants provided funds for staff services, workshops and vol-
unteer travel. Except for the specific support grant, all of the grants
previded funds to NAPA for small grants of up to $5,000 for partnership
developnent projects.

As of October 31, 1982, AID had four grants outstanding with NAPA for a
total of $2,206,128 (see Exhibit A).

Scope

The purposes of this survey were to assess the operations of NAPA to
determine (a) if progress has been maue towards achieving the overall purpose
of AID assistance, and (b) whether actual or potential grant problens
existed that would justify a niore detailed revieu of the progran.

The surve, was conducted in accordance with U. S. Government accepted
auditing standards. Accordingly, it included a review of AID ana MNAPA
records as well as interviews with officials of both organizations.



SURVEY FINDINGS, RECOMMENDATIONS AND CONCLUSIONS

An Overall Assessment of Grint Goals and Accomplishumerts

The purpose of AID assistance to NAPA is to accompiish AID's development
goals by using private citizen volunteers and to help NAPA reach the point
vhere it can function effectively after AID assistance is withdraun.

Based on our review, we believe that progress is being made towards
achieving the objectives that A.I.D. has in providing support to this organ-
ization. More details are stated below.

Involvenent of Private Citizen Volunteers. Available evidence suggests
that AID has mace progress towads achieving the involvement of numerous
private citizen volunteers in the partnership prograns being supported by
NAPA. When NAPA took over the management of the program in 1970, there vere
only 38 partnerships. Today, there are 56 partaerships between 26 Latin
Aerican and Caribbean countries and 44 U.S. states. In 1982, tlese
partnerships undertook some 1,500 projects involving an estimatea 4,000
volunteers.

The partnership development projects are carried out in the fields of
agriculture and rural developument, health, women in development, education,
vocational training, rehabilitation, special education and coumunity educa-
tion.. The partnerships provide the technical services of its volunteer
mefbers and other inputs to carry out small scale development projects. NAPA
supports the project activities of the partnerships with technical advice
and some small grants for volunteerr travel and project inputs. Exanples of
projects include the formation of a sewing cooperative; the establisluent of
prototype farms to develop and disseminate information on now techniques in
vegetable production; and the training of farmers in pigbreeding techniques.
These are small scale development projects and they involve the participa-
tion of private citizen volunteers. However, it is not possible to directly
assess how effectively NAPA and the partnerships have usea their resources
to improve the economic status of the poor because NAPA has not developed
the required inpact evaluation information; this problem is discussea in
more detail later in the report.

The Management of NAPA, NAPA is wvell managed by a competent and deai-
cated staff of ¢/ persons. They have establishea sound internal controls
over the financing of volunteer and staff travel as well as suall grants for
partnership projects. These controls prouote the efficient and effective
use of funds in accordance with AID regulations. NAPA has estublishea a
five-ycar plan and the achievenment of planned objectives shoulu increase the
operational effectiveness and efficiency of NAPA and 1ts associated partner-
ships. The last DCAA financial audit of the AID grants done in llay 1982 did
not question any costs. However, it did disclose some deficiencies 1n NAPA's
accounting system anda procedures. A subsequent DCAA review of a NAPA cost
proposal indicated that all accounting deficiencies had been correcteu except
for some indirect costing procedures. We reviewed the procedure to be used
by NAPA to correct this deficiency and found it to be adequate.




Financial Affairs of NAPA Since NAPA was created in 1967, it has made a
great deal of progress towards becoming self-sufficient. In 1981, NAPA's
revenues cane to $2.1 million. These revenues consisted of $144,000 in in-
vestment income, $665,000 in contributions from the private sector and
$1,318,000 in contributions from the public sector. AID's share of public
sector contributions was $810,000. Since 1976, NAPA's revenues have grown
about 160 percent. AID's share of these revenues has decreased from 61 to 41
percent and private sector support has increased from 20 te 31 percent.

The program also mobilizes voluntary contributions far in excess of the
money invested by NAPA. NAPA officials estimate that for .every dollar they
spend on the program, the partnerships contribute about $11. In 1981, HNAPA
spent about $2 million to support partnership projects worth $24 million.
The partnerships provided the services o+v volunteer technicians and other
inputs. NAPA provided a small numper of grants for projects ana volunteer
travel. In 1982, NAPA financed inputs for 30 of the 1,500 partnership
projects and travel costs for 800 of the 4,000 partnership volunteers.

In sum, AID has made tangible progress towards achieving its goal of
helping NAPA to reach a point where it can function after AID withdraws its
assistance; however, NAPA has not yet reached that point. le see a neea for
continuing such assistance and attempting to find a solution to probleus
being encountered by NAPA in its financing of indirect costs (see page ).

Current AID Grants. As of October 1982, AID had four active grants with
NAPA.  The objectives of the specific support grant are to maintain within
NAPA a capability to proviae trainin; and services to the partnerships, to
increase private and public financial support for the program, and to irprove
the inage of the progran. The objectives of the other three grants wvere to
establish and develop six new partnerships in the, Caribbean (Caribbean
Grant); to develop within the partnerships a comaunity caucation approach to
comittee organization, program development and project activities (Com-
munity Education Grant); and to improve the economic development of wonen
(Women in Development Grant).

Acconplishments under the four grants were as follows:

Specific_Support Grant - In 1982, NAPA providea training and service
to the partnerships through eight regional workshops, staff visits and ad-
vice, and travel grants for 800 voluntcer technicieans. NAPA has also in-
creased public and private financial support for the progran. Donor support
has increased from $772,956 in 1976 to $1,903,547 in 1981. AID's propor-
tionate share of this support has decreased from Gl percent in 1576 to 4}
percent in 1981. In the absence of a public opinfon poll, NAPA's iunage
building efforts are harder to assess. However, NAPA continues to print a
bi-rmonthly newsletter and the U.S. News and World Report recently published
a favorable article on the NAPA progran.

Caribbean Grant. As of September 30, 1982, NAPA lhad completed the
establishuent of five new partnerships in the Caribbean and negotiations
were underviay to establish the sixth and last partnership. Also, NAPA has




established a field office in Barbados to mainly service the newly
established partnerships in the eastern Caribbean.

Cormunity Education Grant. As of September 30, 1982, NAPA has used
grant funds for workshops, volunteer travel, staff services and small project
grants to promote the introduction of comunity education concepts in part-
nership activities and projects. Also, NAPA has established a field office
in Bogota, Colombia to promote community education concepts in the Latin
Anerica and Caribbean partnerships.

Wormen in Development Grant. Although this grant was recently signed
in September 1982, NAPA has already hired a program Director and promoted
the program with its partnerships. Also, NAPA has used grant funds for
volunteer travel, for the preparation of a regional workshop, and for very
small project grants.

NAPA Has Not Yet Reached Point When AID Can Withdraw Assistance.

We do not believe that NAPA has reached the point when it can function
effectively without AID assistance. The principal problem is that NAPA has
had difficulties in obtaining other donor support for financing those
indirect costs now financed by AID.

AID's specific support grant is used to pay for part of the estimated
$365,000 of NAPA's annual indirect costs for aaministration and partnership
servicing. These costs include the salaries of about 1/3 of NAPA's staff.
Other donors have been reluctant to finance indirect costs since tlhese costs
carno® be identified with specific programs or projects and they are not
visible or tangible investments. In addition, the AID support grant finances
an estimated $135,000 a year for volunteer travel. A withdrawal of AID as-
sistance would adversely affect the ability of NAPA to provide technical and
financial support to the partnerships. This, in turn, would lead to a de-
crease in tie number of the projects the partnerships could undertal.e,
thereby reducing the development impact of the progran.

We also believe that AlD i5 probably obtaining a much larger development
impact per dollar invested in the NAPA program than in its bilaterdl progran.
This occurs because the host countries under the bilateral program generally
contribute far less per dollar invested by AID tuan the partnerships contri-
bute under thie NAPA progran.

For the above reasons, and since NAPA serves o5 an effective nechanisn
for motilizing private sector support for economic developrient, we believe
that AID support to MAPA should be continued. Hovever, ve also believe that
AID needs to address the lack ot participation of other donors in the
indirect costs of NAPA.

NAPA officials are aware of the problem. They are aggressively solicit-
ing unrestrictea donor contributions that coula be used to cover indirect
costs. Also, they are trying to attribute as many indirect costs to other
donor prograns as nay be acceptable. For instance, in 1981, other donor



programs paid for $115,482 of NAPA's ($280,858) General Administrative
expenses .

Another option would be for NAPA to use a percentage of its unrestricted
revenues (obtained from investment income ana donor contributions) to pay
for some of the indirect costs financed by AID. NAPA's unrestricted revenues
has grown rapialy in recent years-up from $51,000 in 1978 to $174,000 in
1981. During this period, NAPA has used only a small part of these revenues
to cover program expenses and, as a result, its unrestricted fund balance
has grown from $155,000 in 1978 to $545,000 in 1981. HWe believe that the
growth in this fund is desirable since it provides NAPA with a source of
funds for contingencies and promotes financial stability. However, it is
also important that NAPA reduce its financial dependency on AID and use a
percentage of its unrestricted revenues to pay for ind’.ect costs financed
by AID. If this were done, the growth in the unrestricted fund could be
continued, although at a slower rate, and the objectives ¢f both financial
stability and independence from AID could be achieved.

NAPA did not agree with the above suggestion because using unrestrictea
funds for indirect costs would reduce noney available for contingencies and
projects and delay achieving independence from AID financing.

Recormendation No. 1

LAC/DP/SD should review the problem NAPA has in ob-
taining other donor contributions for indirect costs
and develop a strategy to gain future acceptance and
participation in this area.

NAPA Neceds to Establish Annual Targets So Progress Can Be Heasured.

NAPA has not established annual Largcts to measure progress in achieving
the objectives of its five-year plan ending in 1985. Annual targets should
be established so problens can be pronptly identifiea and correcteu and the
objectives reached as planned.

An exanple of how the neasurenent of progress against objectives can be
useful follows. One objective of NAPA's fivc-year plan was to hove an Exe-
cutive Director for each of the partnerships by 1985. Ve found that between
July 1979 and September 1982, the Executive Directors of the U.S. partner-
ships increased very little - from 15 to 21. However, over this saue period,
the Directors of the Latin Alerican ana Laribbcan partnerships increascd
greatly - from 4 to 21 - partly because of the services proviued to thu
Latin American partnership comiittees under the AID Comunity Education
grant. Considering that there are 56 partnerships, this data sugyests that
the rate of progress for the U.S. partnerships will have to be gyreatly in-
creased if the objective of having Executive Directors for all partnerships
is to be reached by 1985,



The establishment of annual targets will probably disclose sowe defi-
ciencies in NAPA's information system. These deficiencies can be largely
corrected by asking the partnerships for an annual progress/statistical
report.

One example of a potential deficiency is information on the value of
funds raised by the partnerships. Information on funds raised by the part-
nerships could be used to measure the effectiveness of NAPA's efforts to
help the partnerships raise more money. This is an objective of both NAPA's
five-year plan and the AID specific support grant.

Recormendation No. 2

LAC/DP/SD should obtain evidence that NAPA has estab-
lished annual targets to measure the accomplishments
of its planned objectiv2s and a system to obtain in-
formation on accomplishments.

NAPA Also Needs to Establish An Impact Evaluation System.

NAPA has not established an impact evaluation system to test the effec-
tiveness of the small development projects carried out by the partnerships
and to learn lessons that can be used to improve the desiyn of future
projects.

NAPA does obtain some information on completed projects fron vorkshops,
from field trip reports of staff and volunteers receiving travel grants, ana
from final progress reports of small partnership projects partly financed by
NAPA. While some of this data could be used for impact evaluation, it does
not represent an adequate effort to measure impact against baseiine data and
determine lessons learned at project completion and several years I1aler. .

The evaluation system shoule only review a representative sanple of the
projects since a review of a large nunber of small value projects would pot
$3~F9§;:e£fcctive.-Jhe_evaluations should be done on a regular basis using

n-house and/or outsidé personnel._

—

Recormendation No. 3

ap—

‘effectiveness of the partneérship—projects and to
learn Yessons that can be used in 1{uprovinyg the
desiygn of future projects.



Period of Grant

Grant No. Start
Specific Support
A1D/LAC-G-1407 9/30/80

Cormunity Eaucation

AID/LAC-G-1402 8/1/80
Caribbean
AID/LAL-G-1406 9/30/80

Women in Develophent

0TR-0200-G~

SS-¢281 9/27/82

EXHIBIT A

Page 1 of 1
SUMMARY OF ACTIVE AID GRANTS TO NAPA
As of October 31, 1982
Grant
Coiplete Ceiling Obligated Expended
12/31/82 $1,122,000 $1,122,000 $837,191
6/30/83 570,000 570,000 370,303
9/30/83 300,000 200,000 111,353
9/27/33 214,128 214,128 -
$2,206,128 $2,106,128 $1,318,847



EXHIBIT B

Partnerships of NAPA

Between United Statees and

Latin American/Caribbean Nation States or Regions

Alabama/Guatenala

Arizona/Mexico (Durango, Oaxaca)
Arkansas/Eastern Bolivia
California/Mexico (Baja California

Norte y Sur, Sinaloa, lMorelos,

Niyarit)

(Jay Area) Mexico (Mexico City)
Colorado/Brazil (Minas Gerais)
Connecticut/Brazil (Paraiba)
Delavare/Panama

District of Columbia/Brazil (Brasilia)

Florida/Northern, central Colombia

Georgia/Brazil (Pernambuco)
Idaho/Ecuador (mountain region)
I11inois/Brazil (Sao Paulo?
Indiana/Brazil (Rio Grande do Sul)
Iowa/Mexico (Yucatan Peninsula)
Kansas/Paraguay

Kentucky/Ecuador (highlands)
Louisiana/El Salvador

Maine/Brazil (Rio Grande de Norte)

Maryland/Brazil (Rio de Janeiro)

Massachusetts/Colombia (Antioquia)

Hichigan/Belize, Doninican Republic

[innesota/Uruguay

Hissouri/Braizil (Para)
Nebraska/Brazil (Piaui)

New Hampshire/Brazil (Ceara)

New Jersey/Haiti

New Mexico/Mexico (Michoacan,
Chiapas, Tabasco)

New York
Albany area/Barbados
(entral area/Trinidad and Tobago
Dutchess Lounty/Doninica
Elmira, Corning/St. Kitts and
Nevis
Long Island/St. Vincent
Rochester/Antigua and Barbuda
Rockland Lounty/St. Lucia
Western area/Jamaica
North Carolina/Bolivia (Cochabamba)
Ohio/Brazil (Parana)
Oklahoma/Mexico (Chihuahua,
Coahuila, Colima, Jalisco, Mexico,
Puebla, Sonora, Tlaxcala)
Oregon/Costa Rica
Pennsylvania/Brazil(Bahia)
Rhode Island,Brazil (Sergipe)
South Carolina/Southwestern
Colombia
Tennessee/Brazil (Amazonas) and
Venezuela
Texas/Peru and Mexico (Nuevo Leon,
Tamaulipas, Guerrero, Vera Lruz)
Utah/Bolivia (La Paz and Altiplano)
Vermont/Honduras
Virginia/Brazil (Santa Catarina)
llest Virginia/Brazil (tspirito
Santo)
Wisconsin/Nicaragua
Wyoring/Brazil (Goias)



LIST OF RECOMMENDATIONS

Recormendation No. 1

LAC/DP/SD should review the problems being encountered
by NAPA in relation to other than AID dorors not
wishing to participate in the indirect costs of the
organization and develop a strategy to gain future
acceptance and participation in this area.

Recormendation No. 2

LAL/DP/SD should obtain evidence that NAPA has estab-
lished annual taryets to measure tlie acconplishments
of its planned objectives and a system to obtain in-
formation on acconplishments.

Recormendation No. 3

LAC/DP/SD should obtain evidence that NAPA has estab-
lished an impact evaluation systen to determine the
effectiveness of the partnrership projects and to
learn lessons that can be applied 10 improving the
design of future projects.
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LIST OF RECIPIENTS

Assistant Administrator - Bureau for Latin Anerica

and the Caribbean (AA/LAC)
USAID Mission Directors

Director, - Office of Legislative Affairs (LEG)

Assistant to the Administrator for Management (AA/M)

Office of Financial Management - (M/FM/ASD)

Deputy Assistant to the Administrator for Management (M/DAA/SER)

General Counsel (GC)

Audit Liaison Office (LAC/DP)
Director, (OPA)

0S/DIU/D1

PPC/E

0ffice of the Inspector General (IG/W)

1G/PPP

1G/EMS

AIG/1I

RIG/A/Washington
RIG/A/Abidjan

. RIG/A/Cairo

RIG/A/Manila

RIG/A/Karachi

RIG/A/Nairobi

RIG/A/NE, New Delhi Residency
RIG/A/LA, -Panama Residency
RIG/A/LA, La Paz Residency
GAO, Latin America Branch, Panama
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