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I. EXECUTIVE SUMMARY

N

QII ./ INTRODUCTION

This evaluation study examines the impacts and effectiveness
of development projects funded by CODEL, Inc. CODEL (Coordination
in Development) is a consortium of about forty American religious
organizations that support development work with an ecumenical focus.
A.I.D./P.V.C. has provided CODEL with a General Support Grant since
1982; that grant agreement calls for a mid-term evaluation of CODEL
funded field projects.

The A.I.D./P.V.C. Statement of Work identified several objectives
for this evaluation including close attention to these aspects of CODEL
funded projects: beneficiary impacts, innovativeness, replicability,
cost-effectiveness and cost-benefits, impacts on local institutions,
and effects cf ecumenical cooperats.n on development outcomes. The
field questionnaire reflected ‘..ese interests and concerns.

The evaluator visited .en CODEL funded projects: four in the

Latin America and Caribbean region, six in the Africa Region.

III. SURVEY OF SELECTED CODEL PROJECTS

The ten sample projects were a generally representative cross-
section of CODEL projects in those two regions. Sample projects were
somewhat more highly budgeted than average, possibly because of a
focus on those emphasizing economic development.

The sample projects, project-holders and countries included:
Social Promoters (FEPP)/Ecuador,
Lajas Community Bridge (SEPAS)/Peru,
Mandeville Trade Training (St. John Bosco)/Jamaica,
Bee Production by Women (MUDE)/Dominican Republic,
Agricultural Credit Fund (PTS)/Togo,
Cornmill and Livestock Project (Bui Food Coop)/Cameroon,
Homecraft and Medical Extension (St. Mary's Homecraft)/Cameroon,
School Leavers Carpentry (Archdiocese of Kasama)/Zambia,
Women's Training Program (Chilema Lay Training Center)/Malaw},
Malindi Boatyard (Malindi Rural Center)/Malawi.
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IV. SPECIAL TOPICS ‘

®4.I.D. Mission Interest--Many of the project-holders which CODEL
funds were known to the respective A.I.D. mission although specific
CODEL funded projects usually were not. Most C.D.S.S. development pri-
orities included CODEL funded development activities. . e :

%¥Ecumenical Dimensions-;Most inter-faith cooperation in the sample
projects was (1) local religious organizations agreeing to co-sponsor
a project, and (2) ecumenical--mixed faith--composition of beneficiaries
or project staff. Few impacts of active cooperation at the local level
were visible in these projects. CODEL regional representatives provided
information concerning ecumenical cooperation in their regions.

*Beneficiary Impacts--The sample projects showed a high level of
involvement, participation, and enthusiasm among project beneficiaries.
CODEL projects concentrate resources on small numbers of needy people,

a pattern that intensifies the development impact.

*Local Institution Impacts--Project-holder impacts of CODEL funded
projects were generally positive. Some obscure and/or smaller project=-
holders were substantially benefitted by CODEL funds. For other project~
holders, CODEL is one of many international donors. No major problems
were reported by project-holders and most were very grateful to CODEL.

*Project Characteristics--Sample projects which most consistently
manifested the development principles identified in CODEL's project
selection criteria had the most powerful development impact.

*Generic P.V.0. Questions--CODEL project-holders tend to be pioneers
in introducing a more-or-less proven, new technology into their areas.
Théy do not innovate original approaches but often are the first to use
a "state-of-the-art" approach in their regior. or nation. CODEL tends to
replicate project models that . veen successful elsewhere. National
governments may model a project after one which CODEL introduced.

*Benefits/Cost Ratios--Three of four sample projects analyzed for

benefits/cost impacts showed very respectable returns on investment. ;f¢¢€&1
. ﬁ;{ ,
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V. ASSESSMENT OF CODEL'S STRENGTHS AND WEAKNESS AS A DEVELOPMENT
ORGANIZATION

CODEL's development approach is characterized by an emphasis on

small-scale, community-tased projects that develop local problem-solving

capacity. These projects tend to reach poor and needy communities, often

including members of "marginal" social groups. CODEL's approach is a
unique effort to mobilize the many resources present in the Christian
religious community. A major focus of CODEL's projects is stimulation
of ecumenical cooperation through accomplishment of socio-economic
development work.

The main strengths of CODEL's approach are that it has been fairly
successful in accomplishing well-organized grassroots development work
that has a high level of beneficiary impact.

The major weakness of CODEL's approach is that the quest for new
venues to encourage ecumenical cooperation sometimes leads the organiza-
tion to spread its resources too thinly. Some project-holders may not
receive éufficient managerial assistance, especially when a key staff

member is transferred.

VI. RECOMMENDATIONS

CODEL has basically a healthy and strong program that needs some
minor adjustments. U should strongly consider a new system for project
evaluation. Reduction of the number of projects being funded in the
Africa and Asia regions might enhance the degree of local-level ecumeni-
cal cooperation. CODEL should considen\greparation of a publication
that documents the effects of ecumenicaliom on development outcomes.

h.1.D./P.V.C. has a good investment of taxpayer money in CODEL.
Its projects tend to reach needy populations in an effective manner
both in terms of immediate benefits and long-term capacity-building.
P.V.C. is encouraged to continue its assistance to CODEL.
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I. INTRODUCTION

Brief Overview of CODEL, Inc.
CODEL--Coordination in Developmer.t--is a non-profit consortium

of Roman Catholic, Protestant, and other church-related organizations
involved in international development. The consortium, headquartered

in Few York City, is comprised of about forty member organizations (see
Annex A for a recent list of CODEL members). CODEL is a non-operational
development agency which funds ecumenically~-based development projects
involving community development, medical health, nonformal education,
and agriculture in three geographic regions: Asia, Africa, and Latin
America/Caribbean.

CODEL was organizad in 1970 and first received public funds in
1975. CODEL uses matching funds from A.I.D. as a means to generate
contributions and support trom its member organizations. These com-
bined monies are used toward total project costs which also include
contributions by local institutions and project beneficiaries. As of
August 31, 1983, CODEL had allocated $1,299,029.42 of A.1.D. funds as
part of CODEL's total allocation of $2,844,060.14 since January 1, 1982.
These A.I.D. and CODEL allocations were contributing to total project
costs (in the three CODEL regions) of $13,391,108.08, according to
CODEL records.

On August 31, 1982, A.I1.D. awarded CODEL a general support matching
funds grant of $1,620,000 for the period from July 1, 1982 to December
31, 1983. The grant, which expires June 30, 1985, is subject to a mid-
term review by A.I.D./F.V.C. prior to continuation of funding past 1982,
This mid-term evaluation report will be used by the Office cof Private and
Voluatary Cooperation in their assessment of CODEL's effectiveness as a

development organization.


http:13,391,108.08
http:2,844,060.14
http:1,299,029.42

II. A. PURPOSE OF THIS EVALUATION.

The grant agreement between the A.I.D. Officc of Contract Manage-
ment and CODEL, Inc., dated September 23, 1982, states: "...between the
twelfth and fifteenth months [of this agreement) a major mid-term evalua-
tion will be undertaken Jjointly by CODEL and A.I.D. which, in addition to
overall grant program performance, will specifically address the develop-
ment impact of CODEL supported projects. This evaluation will be a ma jor
input to a mid-term progress report to A.I.D. due prior to any A.I.D.
funding for the second half of the three-year grant period."

The A.I1.D. Statement of Work for the CODEL mid-term evaluation
further details its specific focus. The primary purpose of the proposed
work is identified as an evaluation of "...the develcpment value and im-
pact of projects supported by Coordination in Development (CODEL), with
special reference to the program interests and funding priorities of AID."
Seccndary purposes of the work include (1) an assessment of the impact of
CODEL's program and operational style on local institutions, (2) identifi-
cation of those characteristics and environmental variables that determine
project results, and (3) analysis of issues related to CODEL's ecumenizal
orientation and organizational composition (see Annex A for complete
Statement of Work).

The A.I.D. Statement of Work specifies that the evaluation will
supplement existing information with field survey data from at least
six CODEL sponsured projects in Africa and the Latin America/Caribbean
region. Because of the work's focus on development impacts, "...projects
to be reviewed will of necessity include projects underway long enough to
have demonstrated impact. Thus, the sample .ay include projects funded

prior to the current grant period."

II. B. RESEARCH PROCEDURES
1. Sample Selection
Field projects included in the survey sample provide a representative

cross-section of CODEL supported work. These projects reflect:
--the larger proportion of Africa projects over those based in Latin
America and the Caribbean (60% of the ample are from the former region,



40% from the latter);

--the larger percentage of CODEL sponsored projects focused on eco-
nomic development activities (e.g., agriculture, water resources, trade
training, and transportation projects) compared to those focused on social
development (e.g., health and nutrition, adult education, organizational
development, housing, and comprehensive community development): the sample
included eight projects in the former category and two in the latter;

--the predominance of rural settings for CODEL funded projects;

~--the emphasis placed by CODEL's project selection criteria on pro-
grams directly toward enhancing the social and economic status of women.

The survey sample included ten projects from eight countries: two
each in South America, the Caribbezn region, western Africa, and central

Africa. The following projects were studied ir this evaluation:

Project Country Pr jert-Holder
Social Promoters Ecuador FEPP
Lajas Community Bridge Peru SEPAS
Butcher Training Program Jamaica St. John Bosco
Women's Beekeeping Dominican  MUDE

Republic
agriculture Credit Fund Togo PTS
Coramill and Livestock Program Cameroon Bui Food Coop
Homecraft & Medical Extension Cameroon Ndop Homecra:’t Centre
Carpentry Training Program Zambhia Diocese of Kasama
Women's Training Program Malawi CSC
Ferro-cement Boatyard Malawi Malindi Rural Center

[Note: Organizaticnal acronyms are explained in section III.]

¢. Questionnajire Items
Selection of topics and specific questions for the field survey
questionnaire was guided by the A.I.D. Statement of Work. This document
called for special attention on these aspects of CODEL funded projects:
--concern with the effectiveness of CODEL grants in encouraging more

self-reliance among local institutions, stimulating significant instances

of replication. and providing seed money for small-scale projects that were
later expanded to broad-scale programs by local govenments and/or A.1.D.
misasions;



--questions concerning participation levels and modalities, degrees
and types of innovativeness in project design, and frequency of replica-
tion to provide generalizations about those characteristics and environ-
mental factors which contribute to positive project results;

--investigation of the effects of CODEL's ecumenical approach on the
outcomes of its developmeht program, with special emphasis on any unique
development impacts that result from the collaboration of two or more
different religious groups;

-~estimates of the cost-benefit ratios present in CODEL funded
projects as well as information on the methods used by project-holders
to analyze the cost-effectiveness of those projects.

In keeping with these A.I.D. interests and concerns, the field
questionnaire included eight major topics:

(1) Socio-Economic Context--Information on general social and
economic characteristics in the project setting such as income levels,
health conditions, population density, housing conditions, and educa-
tional facilities.

(2) Beneficiary Characteristics--General background on the bene-
ficilary target group of the project including social status level, occu-
pational patterns, age range, religious affiliation, ethnic identity, arnd
other factors.

(3) Project Characteristics--Details concerning the objectives and
implementation of the project such as project personnel, phases or stages
of the project, total project funding sources, and origins of the design.

(4) Results, Outcomes, and Impacts~--Information on the overall
effects which the project had on those problems to which it was addressed:
had it produced the intended social and economic changes? If not, why not?
Will it be continuea or replicated after CODEL funding ends? What were
some ecumenical aspects of the project?

(5) Project-Holder Development Capacity and Potential--Questions
on the characteristics of those local institutions with which CODEL
collaborates in development projects: what is their history as develop-
ment organjzations? How large and well-trained are the staffs? What
kinds of projects have they undertaken in the past? What methods do they
use to calculate cost-effectiveness, encourage fiscal aclf-sufficliency,
and encourage project participation by beneficiuries?



(6) CODEL's Relationship to Local Institutions--Information con-
cerning the impact of CODEL's collaboration on the project=holders with
a focus on such issues as the types of assistance offered by CODEL and
requested by project-holders, frequency and type of communication with
CODEL, evidence of expanded contact with other development organizations
as a result of the CODEL funded project, and the project-holder's assess-
ment of CODEL's strengths and weaknesses as a donor.

(7) Impacts on the Poor and Women--Is there evidence that CODEL
funded projects are reaching the "poorest of the poor"? What are the
social and economic impacts, if any, on poor men and women? Do they
play any role in project design, implementation, or evaluation?

() Project Consistency with CODEL Funding Criteria--To what
extent do specific projects reflect a high, moderate, or low consistency
level with CODEL's self-def:ned funding criteria?

The complete questionnaire is in Annex C.

In additior, the evaluator prepared a list of general questions
about CODEL's organization, operations, procedures, and relationships
which were discussed with CODEL's executive director and two regional
coordinators (see Annex D). The purpose of these questions was to

provide the evaluator with the "inside view" of ma jor CODEL policies.

3. Field Trips and Research Methods

The field study involved the following field trips:

--Sept. 22-23, 1983: Field visit to CODEL headquarters in New York
City for purpose of introductions with staff, study orientation, and to

collect written materials from CODEL files;

--0rt. B-21, 16¢3: Field visits to Ecuador (Social Promoters
projects in Salinas and Simiatug as well as FEPP headquarters and A.I.D.
offices in Quito) and to Feru (Lajas Community Bridge project as well as
SLPAS headquarters and A.I.D. offices in Lima);

==0ct. 30-Nov. 9, 1983: Field visits to Jamaica (Butcher Training
Program at St. John Bosco School in Mandeville and A.1.D. offices in
Kingston) and the Dominican Repub)ic (Beekeeping Project for Women in
La Vega Province as well a. MUDE headnuuriers and A.I1.D. offices in Santo

Domingo);



-=Nov. 21-Dec. 15, 1983: Field visits to Togo (PTS Agriculture
Credit Fund at Hehiro and ECT headquarters and A.I.D. offices in Lome),
to twe projects in Cameroon (Cornmill and Livestock Project at the Bui
Food Coop in Kumbo and the Homecraft and Medical Extension Project at
the St. Mary's Homecraft Centre in Ndop), to one project in Zambia (the
School Leaver's Carpentry Training project at Kasama as well as A.I.D.
offices in Lusaka) and two projects in Malawi (Women's Training Program
at Chilema and the Ferro-Cement Boatyard Project at Malindi as well as
A.1.D. offices in Lilongwe).

During the Latin American and African phases of the field study, 1 - ‘L;(/_
was accompanied by the respective CODEL regional coordinators, Ken E. Uf(;b,
Brown, Jr., and Sister Margaret C. Rogers. At each of the project sites, A
I visited the project in the company of staff members and/or board membebémjt;;ikfbﬂ
p}-gﬁe project-holder. A typical field site visit included (1) visiting iﬂx<~fﬁ.)
the project site and interviewing project-holder staff, board members, and
beneficiaries, (2) administering the questionnaire to at least one senior
staff member (usually the project-holder director) and/or one board member,

(3) casual observations and interaction with staff members, beneficiaries,
and other local persons, and (4) discussions with A.I.D. mission project
officers and/or program directors (depending on availability).

In addition to the questions posed on the formal questionnaire, I
also gathered information from project-holder staff on the history of
their organization and its involvement with CODEL. My visits to A.I.D.
mission officers focused on their observations on the role and impact of
PVO activities in their respective countries, the size and focus of any
OPGs to in-country PVOs, and any assessments about the particular projects
and/or project-holders funded by CODEL.

Without exception the staff and board members of project-holders
were cordial, candid, and thorough in their discussions and questionnaire
responses. In addition, the A.1.D. mission officers were generally help-
ful, interested in the research focus, and knnwledgable about PVO activi-
ties. At most missions, a Country Development Strategy Statement (CDSS)
was provided to the evaluator. This document enabled him to gain a better
understanding of broad socio-economic conditions and A.I.D. mission prior-

{(* <|/\1Z!4)
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4., Written Materials
In addition to field interviews, observations, and questionnaire

responses, this study uses information available from written materials:
--a 1981 comprehensive evaluation of CODEL prepared by Maryanne
Dulancey for A.I.D.;
--project summaries and evaluation materials of all ten sample
projects;
--project summaries and evaluation materials for a random sample
of ten Latin American and ten African CODEL funded projects which were
selected to provide supplementary information on projects in those regions;
-~various materials from CODEL files cealing with its organizational
relationships (especially with A.I.D.) including its present grant contract,
CODEL annual reports and financial statements, CODELnews newsletters, the
CODEL mid-term self-evaluation study, and portions of a 1977 evaiuation of
CODEL by Robert R. Nathan Associates for A.I.D.

I1I. C. STUDY LIMITATIONS

The informatior ==+ findings in this report should be read with these
limitations in mind:

--this study adheres closely to the work parameters provided in the
A.I1.D. Statement of Work., That is, this evaluation focuses central atten-
tion on the description, analveis, and assessment of the development impact
of past CODEL funded projects in the Latin America and Africa regions;

-~-this study draws on a sample of CODEL funded projects, a method
that produces inherent limitations on the generalizabjlity of the findings.
Ten projects received intensive ccrutiny, yet this represents less than ten
percent of CODEL funded projects as of 0October, 19€3, Deapite this con-
straint, the ecvaluator believes that the selected project are a reasonably
complete cross-section of the types of projecta which CODEL har funded ai
is funding in those regions.

--projects which promote economic development are represented in
higher proportion than the average for all CODEL funded projecta, Thin
biac was intentional on the evaluator's part to facilitate the study of
cost-benefit factors, a topic of interest voiced by A.1.D./P.V.C. staff
members in their discussion with the evaluator, Costs and benefils are



more measurable (because they ars more visible) in economic development
projects.

--the evaluator's lack of previous field experience in these regions
was a potential handicaél However, any disadvantages have been neutralized
by the use of interpreters, whenever necessary, and by the use of A.I.D.
mission information on in-country conditions.

While the evaluator had extensive background experience evaluating
rural development projects undertaken by religious-based PVOs, he had to
learn about CODEL "from scratchY: he had no prior knowledge of CODEL or

MJ”/” e
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any aspect of its operations.



III. SURVEY OF SELECTED CODEL PROJECTS.

A. OVERVIEW OF CODEL FUNDED PROJECTS AND SURVEY SAMPLE

Before discussing specific field projects, the information below
provides comparative perspective on the survey sample. This overview
focuses on (1) comparison.or the types of projects CODEL funded in each
region as of October, 1983, (2) a broad classification of these projects
into either 'economic development' or 'social development' categories,
(3) analysis of project sponsorship patterns by CODEL member organizations
in the two regions and in the sample projects, and (4) summaries of average
grant amounts by CODEL region in 1981, 1983, and in the sample. The pur-
pose of this section is to place the survey projects in the context of
CODEL's overall portfolio of projects.

1. CODEL Funded Projects by Type and Region as of October, 1983:
As indicated in Table 1 below, CODEL's Projects Committee had approved fund-
ing for a broad range of development activities as reported in "Comprehen-
sive Project Review" (CPR) as of October, 1983. Table 1 assembles these

projects into nine broad Categories for analytical purposes:

Table 1
CODEL FUNDED PROJECTS BY TYPE AND REGION, OCTOBER 1983

Project Type/ Region: Africa Asia LA/Carib. Total

Nutrition/Health/

Medicine 7 3 5 15
Agriculture/Horti-

culture/Livestock 13 13 5 31
Water Resources 7 1 0 8
Adult Ed./Home

Economics/Soc. Dev. 1 2 3 6
Trade Training 5 1" 4 20
Transportation 1 0 2
Organ. Develop. 10 2 4 16
Comprehen. C.D. 0 5 6 11
Housing 1 2 0 3

Source: CODEL CPR, October, 1983. [N= 112)
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Table 1 provides a more detailed, functional classification of CODEL
funded projects than the four-part classification it uses in its annual
report an7 other publications (agriculture, medical health, community
development, and nonformal education programs). The more detailed system
in Tatle 1 offers a more specific focus for those projects CODEL labels
'community development' and 'nonformal education’.

Given the functional categories of Table 1, it is possible to see
the extent to which CODEL funded projects place emphasis on what may be
broadly termed 'economic development' as opposed to 'social development'
project activities. Such a dichotomy is an art1f1c1al dlstlnctlon, to
an extent, since economic development generates soc1al impacts and social
development is transitory without improved economic conditions: they are
intertwined.

Historically, many religious-based PV0s have been involved in economic
development activities intended to uplift the physical well-being and social
status of "marginal" people, e.g., lepers, orphans, widows, criminal tribes.
In addition, these PVOs often undertook social development projects (such
as education) intended to have some economic payoffs. Table 2 demonstrates
that this same trend continues tocay in the relatively equal emphasis on

both economic and social development among CODEL funded projects:

Table 2

NUMBER OF CODEL FUNDED PROJECTS WITH
ECONOMIC OR SOCIAL DEVELOPMENT EMPHASIS

Economic Development Emphasis Social Development Emphasis
Agriculture/Livestock/ Nutrition/Health/

(¥ Horticulture/Fisheries........31 Medicaleiiiivienrinnneinnneesasd5
“Water Resources.......eee.v....8 Adult Education/Home

il —

v Trade Training................20 Economics/Social Develop...s....6

\(.

Q& C ‘{ Transportation.eieeceeeneenees 2 Organizational Development.....16

Comprehensive Comm. Develop....11
(&t‘ Housingtlll..l.ll.lll.l.llll.l.l3

Totals: [Nz 112] 61 (54%) 51 (46%)
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Table 2 represents a conservative classification of the information
on CODEL funded projects. That is, there could be a strong argument made
for including 'comprehensive community development' projects in the column
of Economic Development since such projects often involve some income-
generation component. However, even without including these projects, it
is clear that more than half of all CODEL funded projects in late 1983
had emphasized economlc development 1mpacts. Yet, at the same time, al-
most hal? focused on the other essentlal element of modernization, human
growth via social development. Seen in perspective, the CODEL portfolio
represents a good balance of development-impact emphasis.

2. Analysis of Sponsorship Patterns by CODEL Member Organizations:
Table 3 details CODEL member organization sponsorship of projects listed
in the CPR of October, 1983,

[See Table 3 on following page].

Table 3 demonstrates that about half of CODEL's member organizations
were actively sponsoring field projects in the most recent report period.
Each organization sponsored an average of 4,2 projects with a range of
1 to 14 sponsorshlps In terms of ecumenical collaboration, a rough
analyuigmbf the religious affiliations of sponsors shows that about half
of the projects (58) were sponsored by Catholic-affiliated members while
the balance (56) had Protestant and other non-Catholic sponsors.

This analysis provides insights into the high degree of representa-
tiveness of the sample project's sponsorship: six (60%) were sponsored v
by Catholic-affiliated CODEL members and four (40%) by Church World Ser-
vice, Lutheran World Relief, and Congregational Christian Service Commit-
tee.

3. Average CODEL Grant 3ize by Region in 1981, 1983, and in Sample:
As illustrated iq Table 4 below, there is considerable difference between
the average size of approved CODEL grants during the period which includes
most of the sample projects (1981-1983). This difference is partly ex-
plained by the evaluator's concern with finding projects appropriate for
cost-benefit analysis. Thus, the sample projects may include more costly
economic development projects than typical of CODEL funding patterns.
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PROJECT SPONSORSHIP BY '‘REGION; OCTOBER, 1983
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Totals: 47

Source: CODEL CPR, October, 1983.
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Table 4

AVERAGE CODEL APPROVED GRANT
AMOUNT BY REGION IN 1981, 1983, AND SAMPLE.

CODEL Regiorn/  Average Grant: Oct. 1981 Oct. 1983 Sample

Africa $24,331 $50,839 $62,868
(N= 33) (N= 49) (N= 6)
Latin America & Caribbean $39,710 $88, 134 $41,639
(N= 32) (N= 26) {N= &)

Source: CODEL CPRs of Oct., 1981, and Oct., 1983, as well as project
summaries of sample projects.

The following cautions should be kept in minding when interpreting
the above average grant sums: (1) these figures represent the whole
grant award for all projects listed in the respective CPRs--in numerous
cases these were multi-year awards covering up to three yecrs of project
funding approval, (2) in the case of the 1981 average grant amounts, total
approved funding was not always displayed in the CPR; consequently, only
those projects awards were included for that year that had clearly speci-
fied CODEL grant amounts, and (3) it is not accurate to assume that the
total number of Africa projects increased and the total number of Latin
America & Caribbean projects decreased between 1981 and 1983. However,
because these sums are averages of actual approved awards, it is safe to

S

region during this two-year period. Sl

/1 17 .,

infer that the average amount of CODEL grants more than doubled in each

Table 4 indicates that the Latin America and Caribbean projects were
roughly representative of average CODEL project funding for 1981; the '
Africa projects were more representative of funding levels in 1683,

4. Overview Summary

In summary, CODEL funded projects as a group:

--are divided almost equally into projects promoting economic
development and social development with an emphasis on the former;

--are presently sponsored by about half of CODEL's members in
about equal proportions by Catholic and non-Catholic organizatior.s;

--are about twice as large in terms of average approved grant in
1983 as compared with 1981; this increased average award size may be

explained partly by increased numbers of multi-year grants.
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Based on these summary characteristics of current and recent
CODEL funded projects, these generalizations can be made about the
survey sample projects:

-~they are more representative of CODEL funded economic development
projects;

--they are roughly equal in cost to most CODEL funded projects in
the Latin American and Caribbean region in 1981 and more costly than the
average Africa region grant in either 1981 or 1983;

--they are representative of project sponsorship patterns of CODEL

member organizations.
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B. PROJECT SUMMARIES, ANALYSES, AND ASSESSMENTS
The following format will be used in this section to provide a
succinct but thorough synopsis of the field projects surveyed in this
study:
A. PROJECT FACT SHEET
~-Project Name
--Project Location
--Project-Holder (Local Institution)
--Project Time Period
--CODEL Member Sponsor
--Project Costs and Funding Sources
--Project Summary
B. PROJECT RESULTS ANALYSIS
--Proposed Project Outcome/Impacts
--Actual Project Outcome/Impacts
--Intervening Factors
C. PROJECT ASSESSMENT
--Project Strengths
-=Project Weaknesses
--Lessons Learned
Information on the sample projects will be presented in the same
chronological order as projects were visited.
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B. 1: FEPP Social Promoters/Ecuador
a. PROJECT FACT SHEET
--Project Name: Social Promoters.

--Project Location: Ecuador (nation-wide).

--Project-Holder: FEPP (Ecuadorian Populorum Progressio Fund).

--Project Time Period: 1981-1983.

--Project Costs and Funding Sources: Total Cost--$94,012.30;
Funding Sources--CODEL ($83,781.54), FEPP ($10,230.76).

--Project Summary: Project monies are to provide FEPP with re-
sources to train and field extension agents ('Social Pro-
moters') who will organize self-help groups. Specifically,
Social Promoters will organize campesinos (both Latinos and
Indians) into problem-solving associations; these groups will
take the form of cooperatives wherever feasible and/or appro-
priate. The purpose of these associations will be income-
generation activities by members such as purchasing dairy
and draft animals, reforestation, fisheries, and cottage
industries. Social Promoters have access to FEPP loan capi-
tal to provide seed money for association projects. In addi-
tion, the Social Promoters will assist association members
to develop leadership abilities and other problem-solving
skills.

b. PROJECT RESULTS ANALYSIS
~-Proposed Project Outcome/Impacts:

The project proposal summary stated Social Promoters were to
be trained and assigned to their field sites on a gradual basis between
1981 and 1983: four in 1981, two more in 1982, and the last two in 1983,
They were expected to be most active in the Job tasks of visiting campesino
settlements and encouraging the formation of associations, providing or
arranging for training of association officers, and arranging seed-money
loans for income-generation projects.

There were no clear-cut targets for these workers mentioned in the
proposal such as number of villages to be contacted, number of loans to
arranged, or number of training sessions to be organized.


http:10,230.76
http:83,781.54
http:Cost--$94,012.30
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--Actual Project Outcome/Impacts:

The evaluator visited two field sites at which Social Promoters are
located (Salinas and Simiatug) and als: spoke with senior FEPP staffers
in their Quito offices. On the basis of those interviews and discussions,
the actual impacts of the Social Promoters include the following points--

§ There are currertly 12 Social Promoters in the field: three in
Cuenca, four in Rio Bamba, three in Napo, and two in Esmeraldas provinces.

§ Social Promoter personnel and beneficiaries include members of
Ecuador's "marginal" groups: blacks, women, and Indians.

§ Social Promoters are working out of FEPP regiecnali offices where
they have access to technical and administrative acsistance from special-
ists such as accountants, foresters, vets, agronomists, and marketing
aavisers.

§ Social Promoters are selected by persons in those communities in
which they work; however, at present, Social Promoters' salaries are pro-
vided almost entirely by CODEL funds through FEPP.

§ Social Promoters have loan-making discretionary powers up to
40,000 sucres (about $500); above that amount, they must seek approval
from the regional coordinator.

§ Social Promoters are principally engaged in those activities that
were outlined in the CODEL project summary: granting loans, organizing
campesinc associations, providing or arranging training to association
officers, providing technical assistance for problems that emcrge for the
associations.

§ Social Promoters receive frequent and regular training throughout
their emp'oyment in socizl organizational and leadership training skills
as well as technical subjects such as animal care.

§ Social Promoters communicate regularly with their regional offices
and frequently with the central Quito office. They submit quarterly re-
ports on their activities to the Social Promoter coordinator in Quito;
he tries to visit them at least bimonthly at their field sites.

§ A successful Social Promoter can establish a lucrative income-
generation project under certain conditions. The prime example of this
enterprise is the Salinas cheese factory cooperative organized by a
priest. This enterprise has had major economic benefits for the village
and has been replicated, on a smaller scale, by several ncar-by coops.
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§ FEPP expects and intends for the Social Promoters to reach the
poorest campesinos. The number of campesino associations begun by
Social Promoters ranges from 16 to 40.

§ FEPP assists the campesino associations by providing production
storage and marketing facilities at their Quito offices. For instance,
there is a large refrigeration unit in the basement of FEPP headquarters
where surplus cheese can be stored until sale. A central sales facility
in a main Quito shopping area is operated by FEPP and has a large clientele

of expatriates and middle-class Ecuardorians.

--Intervening Factors:

Differences between the project as outlined in the proposal and the
actual project can be attributed to these factors--

4 The larger number of Social Promoters now in the field (12 com-
pared to the projected 8) is due to two factors: (1) the refusal of many
campesino communities to allow Social Promoters a high salary but only
2 modest one, and (2) the substantial increase in the U.S. dollar's value
against the Ecuadorian sucre in the period since grant transmittal.

& Social Promoters have had more local impact than might be ex-
pected because (1) they are working within a well-organized and highly-
resourced infrastructure [FEPP), (2) those individuals selected for the
Social Promoter position have a high local acceptance level because they
are selected by community members, and (3) Social Promoters have ready
access to loan money which erables them to follow through quickly and
effectively on campesino projects.

4 In the case of some Social Promoters, encouragement and assistance
has been available from European volunteers (Italian, French, Swiss) who

are working in close cooperation with the priests in the area.

€. PROJECT ASSESSMENT

-=Project Strengths:

This project appears to be meeting an important need in the lives of
many Ecuadorian campesinos and is doing s0 in a manner which is likely to
result in an enhanced self-help capacity for many rural communities. The
particular development strategy which {3 being applied there is one that
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has a good chance of establishing economically significant and viable
income-generation projects and infrastructure among population segments
which have previously only known subsistence economies. This economic
development dimension is complemented by skills in local leadership for
community problem-solving, another type of long-range tool for self-help.

The work being done by FEPP does not duplicate in any appreciable way
the work o} any other PVO or the national government. To a large extent
the rural villages and campesinos of Ecuador are largely left to fend for
themselves: there is a low level of government assistance. The Catholic
Church provides one of the few sources of contact and assistance for those
living in remote regions. In Salinas, for example, contact with the out-
side world by road was not established until a priest helped villagers
persuade the government to build a road to the village in 1976. Since
1970 that same priest and several visiting European volunteers have helped
initiate a number of community improvements built largely with income from
a successful cheese factory. Because of these successful development ef-
forts, several international development agencies as well as the Govern-
ment of Ecuador have invested resources in Salinas.

In the Social Promoters approach, FEPP seeks to institutionalize
the catalytic reole of community developer in the person of trained local
laypeople. It is even experimenting with a new variation on the extension
theme: they have accepted small groups in the Social Promoter role {they
are the officers of small coops). This group approach is a conscious ex-
periment to put a local-level organization in the leadership position.

FEPP itself has played a very important leadership role in improving
social and economic living conditions in rural Ecuador. Recognition of
FEPP's competency and effectiveness comes in the form of financial contri-
butions from about twenty international agencies. In addition, FEPP has
been noticed with positive interest by the PVO liaison officer at the

A.I1.D./Ecuador miscsion.

-=Project Weaknesses:

The Social Promoters project faces potential problems that can be
avoided with forcthought. The major challenge is for FEPP's administration
and staff to avoid a paternalistic attitude toward the Sacial Promoters and
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the campesino associations. This tendency is understandable when an
organization has devoted so much time, attention, and money to nurturing
the twelvs Promoters and their campesino groups. Paternalism might also -
betgxpect%gﬁe-in that the role of Social Promoter is modeled on the efforts
of a‘priest who has, without doubt, accomplished important gains in that
village...not the least of which is developing a core coop group of about
one dozen young people. One of these young coop members is now employed
as the Social Promoter in Salinas and others work in various coop capacities.
This group is the nucleus of the village's future development when the
priest and his volunteer colleagues (presently two from Italy) leave
Salinas.
Worries about FEPP "letting go" (when the time is right) arise when
ore realizes that this priest has worked in Salinas since 1970. Even Ty Jhe
thois,h that village now has considerable development infrastfucture, ,#*k*f'/(“
O S

FEPP's executive d.rector feels that Salinas won't be ready for self-

. 4 \."/(;"_/(/ [£ e

sufficiency for another six years or so...and Salinas is the most devel- oy
N4 . )
oped village in which FEPP operates. Having voiced this concern, it must ’A;Mva;u
be noted that FEPP is working hard to initiate projects that will result ;ﬁw..tbadf

in much higher levels of campesino self-sufficiency in the long run.

--Lessons Learned:

The lesson which is taught by FEPP's Social Promoter project is that
development projects can succeed if adequate and appropriate resources
are applied competently. |

This project stands a good chance of accomplishing its objectives.
Its success will not be the result of chance or good luck but the fruit
of carefui work by a talented group of concerned professionals with an
abundance of resources at their disposal (compared to many development
organizations). Given this favorable combination of talent and resources
situated in a socio-political context where they have a virtual free hand
in their dealings with the target population, the odds for success are
high.

~ 7
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B. 2: Lajas Community Bridge/Peru

a.

PROJECT FACT SHEET
--Project Name: Lajas Community Bridge.
--Project Location: Lajas Community, Chota Province, Cajamarca

Department, Peru.

--Project-Holder: SEPAS (Servicio Evangelico Peruano de Accion

Social).

--CODEL Member Sponsor: Lutheran World Relief.
--Project Time Period: 1978 (one-time grant).
--Project Cost and Funding Sources: Total Cost--$24,165;

Funding Sources--CODEL ($16,515), Local Input ($7,650).

--Project Summary: The Lajas Community Bridge project was intended

to provide resources necessary for a poor, dispersed rural
community to integrate itself commercially and territorially
through a self-help effort. Lajas community members, led

by a Protestant pastor, approached SEPAS (a development agency
originally organized with the help of Church World Service)
about securing resources to complete a bridge over the

Chota River. A governvent grant provided to the Lajas mayor
for the bridge in 1974 had been spent on other activities

and the village still had no bridge. The need for it was

felt by communities on the west bank of the river which lacked
ready access to the main Lajas market area and ma jor regional
road. Villagers volunteered their labor and some construction
materials, the Peruvian government would supply the services
of a civil engineer, and CODEL (via SEPAS) was asked for a
one-time grant to pay for construction materials and some
miscellaneous expenses. In addition to the immediate eco-
nomic benefits of the bridge, this project was intended to
build local problem-solving capacity. Finally, SEPAS staff
would assist the villagers in the areas of promotion, admin-

istration, supervision, and report-writing.
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b. PROJECT RESULTS ANALYSIS

-~-Proposed Project Outcome/Impacts:

The most immediate project impact was to be construction of a
concrete bridge linking the east and west banks of the "Greater Lajas"
community (the mzin town with smaller hamlets and settlements in the
surrounding hillsides). The bridge was tu facilitate commerce and commu-
nications in the Lajas area and, secondarily, to open the western side
to the larger outside world. A more indirect outcome was to increase
local problem-solving capacity by encouraging a local development com-
mittee which had taken responsibility for completion of the project.

--Actual Project Outcome/Impacts:

The most direct, immediate anticipated outcomes of the Lajas
bridge have been accomplished. With the help of CODEL funds, the village
development committee (headed by the Protestant pastor) mobilized residents
of tw:lve settlements in and around Lajas. They completed construction of
the bridge in twc years: June 1978-July, 1980 . As a result of the
bridge, the following impacts have occugéd--

§ Pedestrian access to the Lajas market area has been improved for
residents of the nine settlements (comprising about 2,000 people) who

live in the extreme southern part of the province.
§ Since tne bridge has been in place, area residents no longer

fear crossing the river at any time of the year. Formerly, during
the rainy months (October-April), lives were lost as people crossed
the flooding river over an im~rovised bridge made of tree trunks.

§ Increased pedestri. a.cess has had these major benefits:
(1) greater commercial interaction between outlying villages and the
main Lajas market, especially in the sale of vegetables and agricultural
products, livestock, and handicrafts; (2) better access to educational
and recrcational facilities by children living on the river's west bank;
(3) 1improvec access to health facilities for persons living in outlying
villages.

§ One unforeseen impact of the bridge has been increased concentra-
tion of rural families on the western outskirts of Lajas. Numerous houses
have beer constructed on the street leading up to the bridge since it was

completed.
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§ - One potential but unrealized outcome of the bridge project is the
lack of vehicular access to the bridge. So far, the local officials have
not agreed upon the placement of a feeder road connecting the bridge and
and main Lajas market street.

§ Another unrealized possibility is the ‘ack of any subsequent
community-based projects since the bridge was finished in 1980. The
community voluntarism that contributed to the bridge has not been trans-

ferred into additional community improvements.

--Intervening Factors:

Although the basic intention of this project was achieved--the bridge
was built by local people using CODEL and SEPAS assistance--the broader
objectives (e.g., encouragement of self-help projects by community members)
has not been accomplished. SEPAS staff was spread too thinly to provide
the promotion work necessary for more local problem-solving projects.
[Lajas is an isolated community quite distant--more than 400 kilometers
over very poor and hazardous roads--from the SEPAS regional office in
Trujillo.] An effective community organization effort, even one as
limited as facilitating construction of a feeder road to the bridge,

would have required more follow-up work than available resources permitted.

c. PROJECT ASSESSMENT

--Project Strengths:

The major accomplishment of this project was to carry out a narrowly-
defined task (construction of a bridge) while the larger challenge of set-
ting up an effective, self-renewing method to meet other community needs
(a strong community development organization) was not achieved. The bridge
has produced most of the impacts assumed for it before its construction:
both overall commerce and corwunication have been expanded significantly.
[The evaluator was unatle to obtain reliable information on the level of
increased trade since the bridge was opened, but it was clear that there
is now substantially more grain, potatoes, cattle, goats, and other pro-
ducts being brought to market from the western side of the river]}. Even
though a vehicular feeder road has not been built, the bridge itself is
sufficient infrastructure to have encouraged more trade traffic.
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Parents also told the evaluator that many more school children from
homes on the western river bank are now attending classes in Lajas because
their parents no longer fear for their safety when crossing the river,

There can be little doubt that the bridge had important impactg on
the lives of many households although that impact cannot be readily

measured without reliable baseline information.

--Project Weaknesses:

The greatest failing of this project is the wasted potential of the
bridge-building task to stimulate an ongoing development ¢ommittee in
Lajas. The village and surrounding hinterland still have ma jor unmet
needs. For example, during the evaluator's visit, he and SEPAS staff
members met on the bridge with a delegation of local leaders and public
officials to discuss the bridge's impacts on their lives. During that
meeting, these leaders expressed desire for more assistance from SEPAS
to help build a medical clinic. One negative outcome of the bridge pro-
Ject may be that the idea was planted that outside organizations can be
counted on to solve local problems. While the Lajas bridge was given

birth, the formation of a Lajas community development group was stillborn.

--Lessons Learned:

The major lesson here is the need for project-holders to pay close
attention to the process dimensions of the project. They need to make
certain that a healthy, sustainable local organization will survive the
completion of the immediate improvement task. In the present case, the
local development committee was unable to use the success of the bridge

completion as a rallying point for other development efforts.
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B. 3: Mandeville Trade Training/Jamaica
@, PROJECT FACT SHEET
--Project Name: Trade Training Program.,

--Project Location: Mandeville, Jamaica.

--Project-Holder: .St. John Bosco School.

--Project Time Period: 1983 (one-time grant)

~--CODEL Member Sponsor: The Christian Brothers.

--Project Cost and Funding Sources: Total Cost--$812,175 (5 years);

Funding Sources--CODEL ($69,000), A.I.D./Jamaica ($10,000);
Local Inputs ($733,175).

~-Project Summary: This project is an outgrowth of two major con-
cerns at St. John Bosco School near Mandeville: (1) to train
young "pre-delinquent" boys in marketable occupational skills
and (2) to help the school attain greater financial self-suffi-
ciency. The Trade Training Project is one of several "work-
study" programs at the school. The school is operated by
the Sisters of Mercy and the training program is run by the
Christian Brothers. There are two full-time Sisters and
three full-time Brothers (all Americans) working at St. John
Bosco as well as several expatriate volunteers. The school
houses about 130 residential students who have been sent there
under ccurt order as juveniles coming from "unfit" homes. In
addition to basic educational skills--reading, writing, mathe-
matics--students are taught a variety of occupational skills.
CODEL's contribution to this effort was money to establish a
butcher shop for processing of livestock (pigs and chickens)
raised on the school farm. This project was intended to give
older students skills as butchers and to help the school gain
greater economic security.

b. PRGJECT RESULTS ANALYSIS

--Proposed Project Outcome/Impacts:

This project is the latest in a series of trade training activities

at St. John Bosco school. Previous activities include training in such
skills as gardening, poultry and pig roising, dairying, and small engine
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repair. The CODEL funds in this grant were to finance most of the
equipment needed to set up a butcher business (meat saws, packaging
equipment, high-voltage electrical connections, a stand-by diesel
generator, anc costs of remodeling a former chapel into a meat-packag-
ing facility). The project was intended to provide (1) training in
meat-cutting and packaging to some of the older boys who could then
find employment as butchers, and (2) packaging and sales facilities

for the school's livestock production program.

--Actual Project Outcome/Impacts:

The evaluator visited the school where he interviewed the men in
charge of the training program, the women who operate the school, and
several temporary expatriate volunteers who help on various school farm
projects. In addition he toured the butcher shop facilities and.inter-
viewed five of the boys who attend the school (including some involved
in the butcher training project). He administered the field question-
naire to the program's acting supervisor.

To date the butcher training program has not produced any graduates
who are employed in that occupation. In fact, the butcher shop facilities
were not all completed at the time of the evaluator's visit although it
has been operational on a small scale since 1982. The training program
stalf feel that once the students finish the program and enter the job-
stream (present trainees are only 14-15 years old), they will have suf-
ficient experience to gain a meat-cutting job paying J$250-500 monthly.
The present staff of the butcher shop includes five older students who
help in actual meat-cutting and packaging as well ac five younger boys
who assist with package-labeling tasks.

The project has not operated long enough to evaluate the long-term
feasibility of the employment training. Realistically, it may not be
possible to evaluate this aspect of the project for several years. But
the seconcary purpose of the project--to provide a steady flow of income
for the school's operations and to provide meat for the students' meals--
is already dcing very well, Although details on the butcher shop's con-
tribution te the schocl's budget and food supply are provided in Section
IV. G, it should be noted here that it earned some income for the school
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budget in the past fiscal year and made substantial inputs to the
school's food supply.

--Intervening Factors:

This project was copnceived and designed by a priest who first set
up the farm program at St. John Bosco School in the mid-1970s. This
Brother was convinced that in the changable job market of Jamaica, the
sensible job training approach was one which equipped young men with
multiple skills, Unfortunately, this Brother was so successful in his
efforts to build an effective Job training program and school farm pro-
gram that he was recently recruited to do a feasibility study in Antigua
for a similar project there. Thus, the leadership of the tutcher trade
training project has changed hands since the CODEL grant was approved.
Based on interviews with the acting superintendent, it appears that the
same multi-skill approach will guide the training program in the future.
Apparently this change of leadership will not result in any major devia-
tions from the proposed project design.

Another intervering factor (one that is relevant to understanding
CODEL's impact on local institutions) is that CODEL funding has attracted
grants from other donors for the s.hool. The Inter<American Fund and
CADEC (Crristian Action for Development in the Caribbean) have both pro-
vicdec loans ana/or grants to St. John Bosco recently. The acting cuper-
intendent gave crecit vo CODEL's help in facilitating this assistance...
albteit 1t was inairect help. In his view, the Inter-American fund repre-
sentative had been partly influenced by the CODEL grant because, in his
view, that meant that St. John Bosco was a £02d project-holder. CODEL
has a close relaticnship with CADEC which may account for its assistance
te the school.,  Finally, the A.1.D./Jamaica missior provided the butcher
training program with a emal? grant (§10,000) in order to purchase an

Arerican~buiit mcatl locker for the shop.

Co FPRUJECT ASCESSMINT

-=Project Strengihs:

This project appears to be meeting an important need in contemporary
Jamaica--savirng young boys from a life of streel crime, unemployment, and
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and broken homes. The basic development strategy of the school (trade
training in multiple-skill areas) is sound because it anticipates the
kind of variability tha: these students will need once they leave St.
John Bosco and "hit the streets",

Another strength is that the school accepts major responsibility
for its own financial support. Such an approach is realistic, according
to the A.I.D. mission P.V.0. liaison officer who noted that numerous simi-
lar boarding schools had closed in recent years due to financial problems.
The Government of Jamaica prevides minimal assistance in the form of
maintenance allowances for the boy's room and board but no money at all
for education. In many ways, the school is in the same survival situa-
tion that the students will be in when they graduate: some sources of
self-suppcrt must be identified and developed. The school must survive
financially or its students will be forced back out on the streets or end
up in a more crowded care facility without any educational program.

Wnile tne schocl's basic development strategy for its students--a
strong general educzticnal base with rudimentary skills in several trade
areas--appears to be flexible anc far-sighted, there are no statistics

or harc evidence to show if thic approach is successful or not.

e
L.
(¢
&
x
>
it
£ ]
vy
?
v

--Preciec
Tne scnool's trade trairning strategy may need further refinement
in order for tne sthool's grasuates Lo make a successful transition upon
graduatior., Tnis trancition invelves moving from the sheltlered, highly
structures, and supportive environment of the aschool oul into the un-
structured freegom of street life and the traumatic fam:ly =ituationa
some of them will enctourter, Thus, rome followeup counseling might
help tne ziugents adyust 1o being independent adulls wWhe are now the
one rerpirzitle for tneir livelinood and physical survival. The need
for thin counzeling ns well an some pincement assistance i1& indicated
by the sinoci's recent hiring of twe or three of thelr former studentp
Lo work on the full=time fare stnff, They were hire¢ Lartly Lecause
they had had aifficultly finding employrent In the world outlside Ot,
Jonr Boico despite their multifle trade ekills, Also there is the

danger that 1n proevicing stusents witlh skills that are helpful for the
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school's financial survival (mostly ones related to farming and rural
life), the long-range task of meeting the students' future employment
needs may be overshadowed. For example, about half of the students are
originally from urban areas and are likely to return there after their
education is completed. Some of the skills they will learn at St. John
Bosco will be transferratle to an urban context--such as meat-cutting--
but. other skille yIll 50t te.

Hopefully the task of finding viable econonric support projects for
the school will not overwhelm the staff. At the time of the evaluator's
visit, the staff was still adjusting to the departure of the brother who
established the schosl farm program. There will need to be adjustments
te fill the void left by his leaving and to realign staff responsibjlities
and roles. One external development that may assist in this transition is
management training assictance to be offered to about 30 Jamaican P.V.O.s
(including St. John Bosco) by an A.1.D./Jamaica OPG titled "Voluntary

Sector Development Froject",

--Lesszerns Learned:
Tris i cne of tne preolectes visited by the evaluator which raised

questlons aboul the practicality of one project director carrying out the

"

aesign develcopez tv o preceding director. It will be informative Lo
look at this prodect in future years for changes in the approach and

Strutture of the trade treining prograr now that it has new leadership,
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B. 4: Bee Production by Women/Dominican Republic
a. PROJECT FACT SHEET
--Project Name: Bee Pro.uction by Women.

--Project Location: La Vega Province, Dominican Republic.
--Project-Holder: MUDE (Mujeres en Desarrollo Dominicana, Inc.)
--Project Time Périod: 1981 (one-time grant).

--CODEL Member Sponsor: Church World Service.

Project Cost and Funding Sources: Total Cost--$18,578;

Funding Sources--CODEL ($4,775), MUDE ($13,543), Local
Inputs ($260).

--Project Summary: MUDE's rural development program includes
multi-purpose female extension workers who promote, help
organize, and provide various types of training to women's
associations in poor, rural regions. These associations
are located in the three most economically-depressed areas
of the nation. Among the activities of these associations
are income-generation projects such as fisheries, crafts
production, small industries, agriculture, and livestock
production. The latter includes work with pigs, goats, and
cows. The bee production project was undertaken to provide
seed money for a beekeeping revolving loan fund. Interested
women's associations would have access to money for start-up
costs to buy necessary bee production equipment. CODEL funds
also helped pay for training and technical assistance.

b. PROJECT HESULTS ANALYSIS

-=Proposed Project Outcome/Impacts:

The specific application of the CODEL grant was to finance a
revolving loan furc for construction and maintenance of fifty beehives,
The womern'z arscciations which took the loans were expected Lo repay them
by the end of the firat year ao that other groups could finance similar
projects from the same source, Beyond the immediate economic benefits,
the preject wan expected to develop local capacity to define and control
solutions te beneficinry's collective problems and to increase the women's
perscnal dignity.
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No specific projections were made in the CODEL project summary con-
cerning the number of potential beneficiaries nor the likely economic

return from the bee production for the associations or their members.

-=-Actual Project Outcome/Impacts:

The evaluator met the MUDE executive director and field staff
director at their headquarters in Santo Domingo. He also visited two
of the three beekeeping projects where he met the extension worker
(termed a 'delegate') as well as officers and members of women's
associations. These observations plus comments in MUDE's report on the
project indicate these actual results:

§ The beekeeping projects began in April, 1981. At the time of the
evaluator's visit in November, 1983, only one of the three projects had
fully repaid its start-up loan. One of the other projects was up-to-date
in its loan repayment schedule and one was in arrears since March, 1983.
Slow loan repayment was atiributed to poor rainfall that had caused a
flower shortage and resulted in some bee deaths.

{ When rainfall is sufficient, honey production is adequate to
produce about eight jars of honey from a typical hive cluster (about
15 units) twice annually. Since each jar sells for about $2.00, this
income represents a small but significant income supplemert for the
women's association balance cheet. [For details on cost-benefits
factors of honey production, see Section IV. GJ.

{ When rainfall permits, bee production occurs rapidly. For
example, the {irst beekeeping group increased from 10 to 18 hive units
in less than two years; the second project grew from 24 bechives to 34
during the came period,

{ Participation levels of individuals in bee production groups is
directly related to the longevity of the project. Participation in the
projects iz 8% in the oldest, 70% in the second project, and only 18%
in the most recent. This differentis) participation level is due partly
to initial anxieties (that are gradually overcome) about handling beehives.



32

--Intervening Factors:

The major constraint on the overall growth of beekeeping projects
has been lack of rainfall. Lack of flowers for pollination has forced
one of the project groups to miss payments on its loan, thus slowing the

replenishment of the revolving fund.

C. PROJECT ASSESSMENT

--Project Strengths:

This project is a good example of appropriate technology in action...
in these respects--

(1) Start-up capital was a modest amount that will, weather per-
mitting, be recycled through numerous beekeeping projects;

(2) The basic project activity is a low-energy, low-maintenance,
naturally-cccuring process that has a reasonable return on investment;

(3) It is the type of project which builds individual and group
self-confidence by (a) encouraging these women to overcome their fear
of an insect that they--as well as many men--have traditionally feared,
and (b) by providing them with another economic resource for their
associational and individual advancement.

All of these factors combine to make a beekeeping project a good
income-generation activity for a rural women's association. Not only
do they gain income but they alsc gain community respect for having the
courage and shrewdness to turn the work of a "fearful" animal to their
advantage. (It is pertinent to note here that the only OPG presently

funded by the A.1.D./Zambia mission is a bee production project...for men.)
One of the strongest points of the overall MUDE rural development

program 1s Lhe work of extension agents ('delegates'). These young women
visit each women's ussociation in their area about twice monthly; each
delegate supervises from 10-15 groups. As part of their involvement in
the beekeeping project, zeveral delegates had tc learn how to handle

bees without sustuining injury. The auccess of the dclegates in learn-
ing this =kil]l waz crucial to the overnll project. The delegate with
whom the evaluator vizited the beehive projects was very competent in

not only getting cloar Lo the bees but also in lifting trays from the
hives without being stung. This competency allows the delegates to be
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good role-models for their peers (young women of about the same
social standing and educational background) in the women's associations.

-=Project Weaknesses:

There are two principal weaknesses to this project. The first prob-
lem is the technical one noted above: without sufficient rain, honey
production will decline and loan repayment will suffer. This is an un-
avoidable aspect of appropriate technologies: they depend on Nature.

The second weakness of this project (with respect to CODEL) is the
lack of any ecumenical dimension. MUDE is a secular development agency
that has no past or current association with any religious body or organi-
zation. This lack of sectarian affiliation is noted in the CODEL project
summary which points ou“ that, despite this deficiency, "MUDE's Board of
Directors and target groups are made up of individuals from Evangelical,
Episcopal and Catholic Churches." [This subject is discussed further in
Section IV. B].

--Lessons Learned:

This project is an illustration of the principle that a development
project need not be large or costly in order to have positive benefits.
While this is a small-scale endeavor, it is having social and economic
payoffs for about 50 rural women: those directly responsible for the
beekeeping work.

MUDE's apprcach to development projects is of general interest be-
cause the beekeeping project is typical of their organizational style.
Each women's association can choose from among numerous income-~
generation activities. This development Strategy is incremental in
impact, involves participants in project selection, and offers many
low-risk opporturiities to take risks. Such a Strategy offers these
womeri the chance to gain confidence through trial-and-error experiences
that do not incur major penalties if they fail. Such opp~~tunities are
ideal learning laboratories about how to become modern and provide many
chances for low-cosnt confidence-building. An example of the socio-
political impact of this self-confidence building i3 that one of the
beekeeping groups successfully pressured the government to build a school
and improve the roaas in their remote area.
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B. 5: Agricultural Credit Fund/Togo
a. PROJECT FACT SHEET
-~Project Name: Agricultural Credit for Small Farmers.

--Project Location: Togo (primarily Central Plateau area).

--Project-Holder: PTS (Projets Techniques et Sociaux) of ECT
(Evangelical Church of Togo).

--Project Time Period: 1982-1984.

--CODEL Member Sponscr: Congregational Christian Service Committee.

--Project Costs and Funding Sources: Total Cost--$156, 140;
Funding Sources--CODEL ($83,692), CCSC and ECT ($72,448).

--Project Summary: This project establishes a revolving loan fund
to finance crop production expenses for farmers participating
in an ongoing agricultural mechanization scheme. Since its
beginning in 1677, this project has sold small tractors and a
set of matching implements to selected smalli farmers as well as
some institutional purchasers. The small farmer purchasers are
followed closely by the PTS staff to (1) introduce them to
mechanized agriculture practices, (2) provide regular main-
tenance and repair services, and (3) deliver necessary produc-
tion inputs such as hybrid seeds, fertilizer, diesel fuel, etc.

CODEL's contribution to this scheme was to finance a re-

volving credit fund to help farmers acquire the inputs needed

to put their crops into the ground.

b. PROJECT RESULTS ANALYSIS

~-Proposed Project Outcome/Impacts:

The CODEL project summary identified these main anticipated impacts:
(1) increased financial latitude for the PTS program which had had heavy
credit demands from its small farmer clientele, (2) sufficient capital to
cover anticipated price increases for fuel, oil, and fertilizer in the
next five-year period, and (3) increased small farmer income due to the
availability of adequate production-inputs loan capital.

Thic proposal did not specify the number of small farmers to be as-
sisted, anticipated loan amounts, probable repayment periods, or other

details of this nature,
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-~-Actual Project Outcome/Impacts--

The evaluator visited three small farmers who participate in the
PTS mechanization program. Two of these farmers are doing well financi-
ally (one has just purchased a second tractor after paying off the first)
while the third farmer was having problems because of poor rainfall and an
extended illness. In addition to these interviews, the evaluator reviewed
the project account books and spoke extensively with the PTS staff. On
the tasis of this information, these generalizations can be made--

§ Given no uncontrollable factors (such as widespread, repeated
drought), a mechanized smzll farmer can become a wealthy man in a few
years, The inputs needed to maximize use of the small tractor and its
implements are expensive for a small farmer, but when applied correctly,
these can yield a handscme inccme [see Section IV. G for details].

§ CODEL's member sponsor has invested heavily in this program. Not
only nave they provided lcan money for purchase of fifty small tractors
(frem an American firm) and implements, but they have supported expatriate
supervisory staff, Togolese administrative and mzintenance personnel, a
large tractor parts inventory, and other costs. CODEL was asked to bear
some of the financial turden sc that the progress aiready achieved by the
project--after ceveral year's effort and considerable expenses--would be
maximized. Wwithout CODEL's help, 1t is unclear where the money would have
come from Lo support the revcolving fund.

§ keccess to thi ombination of resources--the tractor, implements,

L]
')

ancd other producticrn inputs=-hac had dramatic impacts in the fields of
participatine farmers (totalily about 30 at present), From a previous pat-
terrn of planting 1-2 hettares ¢f subcictence crops each season, these
farmers now plant '0=17 hectares of subnistence and cash crops. Cash
creps include malize, cotton, cowpeas, and corghum, which can be sold at
a8 premium price prior to the next harvest, Crops can be =0ld locally or
exported to nelghtoring countriee,

b oPurticipating farmers are using Lthelir new wealth to increanse
thelr aratle ncreage (Ly lundeclearingl, purchaning new vquipment, sengd-
ing thelr ehtidren (both nons and dauphtera) Lo sehonl, and by purchasing

modern status nymbols (moiorcycles, automobiles),
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--Intervening Factors:

This project has largely achieved the ends outlined in the CODEL
project summary. The revolving credit fund, as stated in the summary,
is essential to the success of the overall mechanization program. Much
of the successful accomplishment of the work is due to the dedicated ef-
forts of the expatriate staff who have worked closely and persistently to
assist the Togolese staff. Without the combined efforts of two talented
and dedicated expatriates, it is not clear that the project would be as
smoothly operating as it is, nor would there be sufficient managerial
ability present for the project's long-term survival. The active role
of these expatriates--particularly their patient skill in nurturing the
Togolese staff--has been a major positive factor.

Another important element is the high level of successful farming
among most project beneficiaries. When the mechanization project began,
few farmers were willing to go into debt to nurchase a tractor. Those
few who took the risk have now become local objects of envy and prestige.
One of the farmers interviewed by the evaluator stated that among changes
in his life since mechanization are (1) his high demand among other far-
meérs as a source of agricultural advice and (2) the need to sleep on a

hut near his fields at night to prevent crop loss by theft.

¢. PROJECT ASSESSMENT

-=Prc ject Strengths:

The overall mechanization program--of which CODEL's credit fund is
an important component--is clearly having a significant impact on the
crop production levels of these Togolese farmers. This project has been
visited by a World Bank researcher who wanted information on the fiscal
impacts of mechanization in the PTS scheme.

This project has the potential to not only demonstrate the advantages
of mecharized farming, but also the importance of good farming practices.
The present system for selecting recipients for small tractor sales is
based partly on information concerning the farmer's agricultural skills.
Priority is given to those farmers who--although they may only cultivate
one hectare--farm with care and diligence. Potential tractor owners are

thus screened for both farming aptitude and attitudes toward farming.
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As noted above, this project is heavily reliant on the assistance
of expatriate supervisors at present and has been since inception. But
one major strength of these expatriates is their sincere commitment to
train the Togolese administrative and maintenance staff so well that more
expatriate assistance will be unnecessary in the future. A conscious
effort is being made to achieve the oft-recitad ambition of "working

themselves out of a job". 1In this case, they may well achieve that goal.

-=-Project Weaknesses:

Although this is a well-run operation that has had dramatic impacts
on the beneficiary's farms, there are these constraints on its future:

4 One major constraint is the project's capital intensiveness com-
bined with the complexity of the maintenance and support infrastructure.
It is not clear that a similar project could be started and maintained
elsewhere that did nct have (1) access to extensive, long-term capital
resources, and (2) highly motivated personnel who give extraordinary com-
mitment to their work. It is unlikely that such a project could be suc-
cessfully replicated by a government agency or any profit-making enter-
prise.

4 Moreover, it is not clear that the PTS project will survive if
expatriate donor organizations withdraw their support rapidly. For one
thing, tractor loan repayment monies have not been set aside in a revolv-
ing fund as seed money for future tractor purchases. [The agricultural
credit loan fund--in a separate account--is being repaid directly to that
fund].

4 Unfortunately, some of the limited number of tractors available
for sale to small farmers were sold to large farmers and institutional
purchasers. These sales occured to raise cash quickly or to repay a favor.
Thus, the number of tractors available for sale to small farmers is less
than the number anticipated in the CODEL proposal. With only about 30
tractors.owned by small farmers (and only they are eligible for production
credit loans), it will be a long time before PTS needs enough money to

loan to as many as fifty farmers.
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-=-Lessons Learned:

The PTS mechanization project is the type of development program
that one would expect to succeed. That is, it has many advantages that
other rural development projects lack:

* It has a financially sound and relatively generous funding source
in the United States;

* It has had a series of competent and well-qualified expatriate
advisers and technicians;

* It has several intelligent and dedicated Togolese administrators
who have worked hard for the project's success;

* It is offering services which are now highly desired by farmers;

* It is a program without direct competitors (a government tractor
rental program closed recently);

* Those farmers selected as project beneficiaries are put at little
appreciable financial risk and stand to achieve considerable monetary gain;

% The project is willing to renegotiate loans, if necessary, for
those farmers who use their tractors unwisely or infrequently (as was the
case with some of the earliest purchasers).

Given these conditions, it would be unusual if this project had not
achieved a high degree of success. Most of the ingredients needed for
development to take root are assured in this project: there is a "felt
need" for the service among beneficiaries, all major resources are avail-

able, and beneficiaries receive abundant attention from the project staff.
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B. 6: Cornmill and Livestock Project/Cameroon
a. PROJECT FACT SHEET
--Project Name: Bui Food Cooperative Extension
--Project Location: Kumbo Township, Bui Division, Northwest Province,

Cameroon.,
--Project-Holder: Bui Food Marketing Cooperative Society (A.K.A.
Sum Nyuy Self-Help Project).
--Project Time Period: 1978 (one-time grant).
--CODEL Member Sponsor: Mill Hill Mission.
--Project Cost and Funding Sources: Total Cost--$47,508.50;

Funding Sources--CODEL ($44,160), Local Input ($3,348.50).
--Project Summary: At the time of the grant, the Bui Food Marketing
Cooperative was an active, multi-purpcse women's organization
engaged in a variety of economic and scrial development projects
in more than one hundred villages. This CODEL grant was approved

for the purchase of corn-grinding mills and for construction of

a poultry and a pig production units. The twelve corn mills were
intended to decentralize the facilities of the coop by setting
up multiple grinding units in some of the larger villages. The
poultry and piggery units were expected to make use of waste
grains (for livestock feed) from the coop warehouse. The pigs
and chickens were tc¢ be sold as anscther coop income-generation

method.

b. PROJECT RESULTS ANALYSIS

-~Proposed Project Outcome/Impacts:

The rationale given in the CODEL project summary for grinding mills
was that they would solve the problem of village women being forced to
carry corn on their heads long distances to be ground at expensive commer=-
cial facilities. The reasons for the piggery and poultry facilities in-
cluded more efficient use of surplus and spoiled grain and the objective
of introducing small animal production to young women school leavers,

The detailed proposal, prepared by a priest who had been instrumental
in crganizing and encouraging the coop's formation, noted that at that
time (1977), surplus and spoiled grain as well as unsold maize and beans
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were being fed to some pigs kept in an abandoned schoolhouse. This make-
shift piggery, built of sundried bricks, had collapsed recently and needed
to be replaced by a more permanent structure. In addition, he noted that
interest in poultry production had risen in the area because of increased
egg consumption.

Some of the income from the corn-grinding mills was to be used to
finance 2 planned domestic care and services program aimed at over 4,000

women in the Bui Division.

--Ahctual Project Outcome/Impacts:

The evaluator visited the coop's offices where he interviewed the
officers and staff. In addition, he made field visits to two coop branches
with corn-grinding mills. He observed the poultry unit at the coop head-
quarters and the piggery facility in the countryside about ten kilometers
from Kumbo.

Based on those otservations and interviews, this project can be best
described as a partial success at present. The corn-milling units have
had a major positive impact, the poultry unit is doing moderately well,
and the piggery unit is defunct at this point. Each of these components
of the CODEL grant are reviewed separately:

§ Corn-Grinding Mills--These units provide a literal "engine of
development" for the numercus women in and around a dozen villages. Be-
cause of this facility, wcmen are saved the former drudgery of frequent
hauling of heavy buckets filled with maize to faraway large market towns.
Instead, the women need only walk a short distance to the nearest coop
grinding mill which is operated by a coop member. This seemingly minor
change has had important economic impacts on these women and their fami-
lies. For instance, the time spent grinding maize--one of the essential
and time-consuming tasks of the women's work day--can now be put to more
productive use by raising poultry, working in her garder, or attending
domestic care training courses offered occasionally by the coop. Moreover,
the mills have become a point of social interaction for all village women
thus bringing together coop members as well as those women who (in some
cases) were forbidden by their husbands from Joining the coop. This inter-
action exposes all village women to information from the coop's programs
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in handicraft production, leadership skills development, and home science.

§ Poultry Unit--The main poultry unit at the coop is located in two
small buildings on the grounds of the headquarters nesar Kumbo. The coop
maintains & large chicken feeding facility there in which chicks purchased
from the diocese cffices ir. Bamenda are raised to layer age. At the time
of the evaluator's visit, there were 230 Rhode Island Red birds aged about
4t months. These will begin laying at 53-6 months and will produce eges
until they are sold as stewing hens at 1€ months of age. In another build-
ing were 43 older layers which were now low producers; they were being
s0ld off as stewers. The poultry operation had a regular employee in
charge of poultry and egg production. It was not clear whether this pro-
ject extends beyond the headquarters office to branch coops, partly due to
the lack of an incubator for hatching starter chicks.

§ Piggery Unit--Although a solid, well-built piggery facility has
been constructed with CODEL funds, the operation is not functioning. The
high-roofed metal and concrete building has about a dozen pig stalls but
now sits empty and unused at the bottom of a hill quite far from the coop
hieadquarters or any branch coop. The building was constructed on land
donated tc the cocp when the land parcel owned by the coop for a piggery
on the edge of Kumbo was appropriated ./ the township government for an-
other use. Two other factors (beside the remoteness of the site) have
contributed to the defunct condition of the piggery: (1) the original
herd of siy imported pigs died due to disease and the coop could not af-
ford to replace them, and (2) a priest who had provided technical assist-

ance to the piggery had been transferred.

--Intervening Factors:

This project more than any other visited illustrated the handicap
tn projects when key personnel are removed from the scene. In this case,
the main architect of the cocp worked closely with a local wWomen's
Christian Association from the early 1970s until the early 1980s5. This
priest was successful in helping the cooperative become organized, gain
a large membership, establish numerous branch organizatione, secure seed
money from international donor agencies, make use of local mission resources

for training and technical assistance, and identify income-generation as
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well a$ organizational development projects. But, when this priest was
transferred after his long service in the Kumbo area, no surrogate came
forward to take over his role. [Onelpriest has taken over a few types of
technical assistance such as training the coop accountant in bookeeping].
“he coop officers, at the time of the evaluator's visit, had not come to
grips with the reality that the coop and its future were now in their hands.
Tnese coop cfficers ere willing and able women who have successfully
maintained, for the mos: part, the coop projects begun in the past. But
the organization has lost a valuable resource with the priest's transfer
and, unfortunately, it is unclear that all of his functions can now be
performed. Hopefully the cfficers will realize that they now are the

coops managers and they will put their own stamp of identity on it.

€. PROJECT ASSESSMENT:

--Project Strengths:

With the glaring exception of the vacant piggery building, this pro-
Ject has accomplisned most of those objectives noted in the project pro-
posal. The corn-grinding mills--which accounted for 80% of the CODEL gran:
award--have been a major bcon to the coop membership and are slowing being
Faic off. These miils have, in addition, given the coop a tangible symbel
of mcderrnity and progress in a dozen villages. That is, in most of the
branch villagee, the corn mil) is the only motor at all; its ownership

by a womern's group is a powerfu) symbol of changing power relationahips,

e/
T

Village women report that coop membership is a source of local prestige
because it is hrard evidence trat that individusal belongs, as one put it,
10 a "civilized group". The coop is raising self-eateem among coop mem-
bers in ctrner ways as well:

5 Women now feed their children more egrs--due Lo their home eco-
norics training ty the cotp==despite the cuperstition that CEE=CUtINE
turns children into thieves,

Y Womer are now faining more respect from their husbands because
their nutritional and health knowledge has reduced the incidence of ine
fanl mortality, Mern now listen to their wife's advice about proper

children's dicts,
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§ Because of their increased income from egg-raising and
other income-generation projects, coop women have gained respect from
their children: they can now tuy them clothing and pay for their school
fees. This is especially important in pelygamous households where the
mcther must tawxe care of her own children's welfare.

Anotner important dimencion of this project has been the increased
economic flexibility and potential which it has provided. Tne fact that
the coop has only realized part of this potential should not detract from
the significant progress that has been made. This progress is not only
financial but also institutional. Several of the branch coops (but by
"0 means ail) have almost paid off their corn-grinding mill loans; this is
no small accomplishment considering that the only source of income is a
sma.l grinding fee and, the branches ray for mill repair costs, The coop
itzelf has a strong organizational infrastructure that has survived and
continues to operate the coops numerous economic and educational projects

despite tne departure of its founder.

-=Frcject Wearnesses:

The rmain weakness of the coop today has been noted already. In
brief, the cocp leadership is presently stymied about how to follow up
on the irmpresaive and expantive program which they have inherited. While
they were active ans invclved participants in implementing projects begun
during the priest's tenure, they must grow in self-confidence before they
Wili feel capatle of taring charge completely, Eventually they will see,
one can hLope, that they need not "follow in the footsteps" left by the
priest btul can tuke their own initiatives: the coop now belongs solely
to thenm anc the renbership,

Thie protess of "taking owneranip" will ‘> hastened by the decen=

tralization ¢l cotp decisscu-making and manugenent Lo branch lenders.
While the presernt cocy presfdent 1s & very capable person, she has many
oLther creanisnticnal ¢rraitmenta,  Hopefully she will see the need for a

troader leadership ang decision=making base,
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--Lessons Learned:

The lesson of this project is that even the most well~organized
approach cannot neglect one essential aspect of successful development
programming: the need for gradual but steady transfer of leadership
responsbilities to the organization's indigenous members. Even with the
pest of intentions, an expatriate cannot know for certain when he will
have to leave. Tne time for that person to start "working themself out"
of the leadership role is on the first day of the project, not the day

that they learn of their transfer.
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B. 7: Homecraft and Medical Extension/Cameroon
a. PROJECT FACT SHEET

--Project Name: Homecraft Center Extension.

--Project Location: Ndop, Northwest Province, Cameroon.

-=Project-Holder: t. Mary's Home Craft Center and Diocese of Bamenda.

-=-Project Time Period: 1980-1984.

--CODEL Member Sponsor: Mill Hill Mission.

-~Project Cost and Funding Sources: Total Cost--$182,334.00;

Funding Sources--CODEL ($93,297), Local Inputs (£89,037).

--Project Summary: This project will establish a network of village
extension agents who can instruct village women in sixteen villages on
modern hygiene and health practices as well as teach them better nutri-
ticnal rethods. The CODEL grant is a follow-up (extension) of an earlier
pilot grant ¢o pre-test this project approach with two extension agents.
This present grant ex ands the number cf agents and types of services they
offer. Services now provided focus on health care and nutrition. The
extencion agents are all graduates of the St. Mary's homecraft program;
they have three year's training in health and first aid, child care, home
management, agriculture, cookery, nutrition, dress-making, and other sub-
Jects. Tne center is directed by an expatriate with home extension train-

ing and teaching experience.

b. FRULJECT RESULTS ANALYSIS

~-Froposed Project Outcome/Impacts:

At described in the CODEL project summary, this project was scheduled
to fleld =ix extension agents in 1@80, four more in 1981, and a final
group of four in 19%2, There would be a total field staff of fourteen
workers Trom 1982 until project termination in 1984, t that time, the
benefliciary villages were intended to assume financial responsibility
for maintaining the extension workers. The CODEL grant called for money
to be apent en (1) training field personnel, (2) refresher courses for
field perasonnel and superviaory training near the end of the project
period, and () the purchase of necenaary equipment and materiala. In
addition, acme CUDEL money wins earmarked for tranaportation expenses,
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-=-Actual Project Outcome/Impacts:

The evaluator visited two beneficiary villages where he inter-
viewed four extension agents (two beginners and two experienced ones),
village health council and women's association members, first-aid post
and health center clients, and local community leaders (including both
Catholic and Protestant congregation members). In addition, the evalua-
tor toured the homecraft training center and interviewed some students
as well a. the project director.

The project presently has extension workers serving 16 villages. As
they begin their village work, extension agents are encouraged to explore
the "felt needs" of the village by consulting with the local chief, village
council members, and religious leaders. Gaining the confidence and ap-
proval of these local power figures has been important for the acceptance
of these workers who, in most cases, are newcomers to the village.

Of the services which the extension workers offer, health care and
nutritional advice have received the largest response. At the two health
centers which the evaluator visited, the extension workers had large and
growing clienteles for their medical care (simple medicines and vitamins,
hospital transportetion arrangements for serious cases, appointments with
the visiting nurse) and health advice (proper nutritional practices, pre-
ventitive health care practices)., One extension worker, for example,
holds a well-baty cliric four times monthly that draws 200-300 clients
each month. According to this worker's log, she had seen 1,097 cases
from February-November, 19E2, At another village, community members
have joined together to construct a first-aid post building for the
extension worker. Tnat worker had dealt with 734 health cases in the
preceding six-month period.

The next most widespread impact of the extension workers has been
as home econorics advisers to individuals and groups cf women. The
extension workers make home visitations to offer advice on nutrition,
cooking, and child care. They also work closely in some villages with
young women's aozociations which they helped organize, These groups
are typically joined by women in their late teen® and twenties who
learn knitting and crocheting, childcare, cookery, and alao improve

their singing, dancing, and thespian skills.



Such groups provide occasional dramatic offerings to the whole
village; they often charge admission fees from the spectators. Associ-
ation members learn valuable homemaking skills (manufacture of baby
clothes, hats, sweaters, and soap). Most of these young women have
little formal education or income-generation skills. The types of
handicrafts they are learhing (sewing, knitting, crocheting) provides
them with a means to supplement their household income. At the same
time, these women are learning ways to save money by (1) learning how
to make their childrens' clothes, and (2) avoiding medical expenses by
feeding their children arn improved diet and taking them to the health

center.

--Irtervening Factors:

This project has been implemented in a manner very consistent with
the project proposal. There have been no ma jor deviations with the
pcssible exception that health care is becoming a dominant activity
and may soon overshadow the home economics aspects of the extension
worker's rcle.

The continuity between the project as proposed and as implemented
is due largely to the continuity of project leadership. The person who
today directs the extension project is the same person who began the
Filot prcject in 1978, Moreover, the project director has kept the
project within the parameters defined in the proposal. There have been
no major "mid-course corrections" because the project was well-planned
initially.

¢. PROJECT ASSESSMENT

-=Project Strengths:

This project has many of the key ingredients found in many success-
ful grassrocts development projects--

5 It it directed toward problems and needs that are clearly recog-
nized by the beneficiary population;

§ The project helps large numbers of people from any community

social and economic background;
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§ Extension agents are people from basically the same social and
cultural background as those they serve;

§ Extension agents are trained in a broad range of skills which
will enable them to help beneficiaries in a multi-faceted manner;

{ Extension agents are encouraged to design their community pro-
gram in a manner which fits their personality while, at the same time,
shaping the program to suit local conditions;

The project is making significant progress toward full financial
self-sufficiency for the extension agents. It is training workers who
will contribute for years to the village's nhysical health and social
development needs. Finally, these workers are being integrated into

the fabric of the community's institutional life.

--Project Weaknesses:

The main weaknesses of this project are potential rather than
actual problems:

4 There is the possibility that the extension workers will become
idertified in villagers' eyes as health care workers. This would be a
problem in two ways: (1) it will detract from their homecraft function,
and (2) it is not clear that their current training fully prepares them
as village health workers.

& The other potential flaw is that this project rests almost solely
ori the shoulders of the prciect director. Wnile this person is very com-
petent and committed tc the project, a transfer of this individual would
bring the project--for all intents and purposes--tumbling down. This prob-
lem ic being addressed to some extent now by the training of a second ex-
patriate; this person is slowly taking over some project responsibilities,
h more appropriate and lasting solution would be to train a Cameroonian
staff{ member...pcesibly one of the extension agents, to become project

director.

-=-Lessons Learned:

This project reconlirms many generally accepted assumptions about
the way in which successful grassroots programs are structured and opera-
ted. The strengths of this project reinforce one wnother in cumulative
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manner. The fact that the extension workers are addressing urgent
community problems and have some useful solutions gives them an im-
portant advantage in making themselves indispensible and essential to
the community. The potential weakness of this project is probably an
inevitable failing of many grassroots efforts: a dynamic, charismatic
project cdirector becomes-+no matter how much they may try to avoid it--

incispensitle and essential to the project's success.



50

B. 8: School Leavers Carpentry Project/Zambia
a. PROJECT FACT SHEET

--Project Name: School Leavers Carpentry Project.

--Project Lncation: Kasama, Zambia.

--Project-Holder: Archdiocese of Kasama.

-=-Project Time Perioé: 1981-1983.

--CODEL Member Sponsor: White Fathers ("Missionaries of Africa").

--Project Cost and Funding Sources: Total Cost--$20,426;
Funding Sources--CODEL ($18,426), Local Input ($1,852).

--Project Summary: This project focuses on the problem of high un- ot
employment ievels among Zambia's young people. The solution in Z&Zlui

this project is carpentry training for a small group of young men

who have not been accepted into secondary school: "school 'hﬂ((;‘
leavers". The project ma“es use of a skilled expatriate vol- ,//4//t//1
unteer who trains these men in marketable joiner skills. The ¢£%f:1 e
training prepares them for furniture-making employment and, in ’Cﬂ.

(— -~ )

o/

addition, they receive some small business managemert skills. /T
On completion of the 18-month course, students are expected to -dﬁ;gch‘
pass a proficiency test which will certify them as trained o
Joiners. [A joiner is a carpenter that specializes on interior

woodworking such as doors, windows, and stairways].

b. PROJECT RESULTS ANALYSIS

--Proposed Project Outcome/Impacts:

The CODEL project summary identified the target group of trainees
as school leavers from socio-economically deprived backgrounds. It noted
that a Zambian would receive training in administrative and managerial
skills in order to eventually become prcject director. This project is
undertaken jointly, according to the proposal, by the United Church of
Zambia and the Archdiocese of Kasama.

The proposal does not specify the number of trainees during the two=-
year program nor does it give any details on post-training employment
opportunitiec for them.
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--Actual Project Outcome/Impact:

The evaluator visited the project training site where he interviewed
the project director/trainer and the Zambian assistant director. He also
visited the first project graduates at their village-based furniture work-
shop and discussed their business experiences. He also interviewed the
project's fiscal officer and the archdiocese secretary.

This project has had two trainers and two trainee classes since
1981. The first trainer worked with an initial class of five students.
Together, the trainer and students helped build the classroom in which
the second class of trainees now meets. The first class had four gradu-
ates; one of them is now the Assistant Director and the other three have
joined together in a small furniture-making cooperative. This coop will
be assisted by an advistory committee of interested adults (including some
local religious leaders). They have received more than $2,000 worth of
tools and equipment from the Archdiocese as well as a small loan in order
to get their business started.

Like the first trainer, the present instructor is an expatriate vol-
unteer who has come to Kasama on a two-year contract. This instructor
began work in February, 1983, just after a new intake of ten students in
the second class. These students range in age from 17-20 and are all
local Kasamaz youths with no chance of further academic education. These
trainees were selected from among 20 applicants who took a written exam-
ination. The training syllabus includes basic instruction in the use and
maintenance of carpentry tools, lumber preparation, basic joints, setting
Jo*ats out, and assembling them.

The current class of students has been studying since January, 1983,
They receive nc financial assistance from the project; most live with
their families during the training. As part of their class work, trainees
have collectively manufactured several furniture items for sale including
an eight-piece dining room suite, five typing desks, and several coffee
tables. These are sold locally and the proceeds put back into the project
accounts. They have also made tool boxes and burglar-resistant window
casings for the classroom building.

The Assistant Manager is receiving managerial training so that he can
assume leadership of the project when the expatriate leaves in 1985. Plans
are also being made for post-training occupational counseling (small shop
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management skills) for the present class upon their course completion.

--Intervening Factors:
Despite some setbacks, this project is largely accomplishing what
was originally intended. The setbacks have included:
°© the loss of the project's chief patron--the Archbishop of Kasama--
who has been serving "temporarily" as the Bishop of Lusaka for the past
eighteen months; .
° a major robbery of the project's carpentry tools in March, 1983, gCquH/g
Replacing these tools not unly cost the project considerable time but al kCtjtljk
also required hard currency since the tools had to ordered from South //V /, .
Africa; )
° 1insufficient thought and support for the first project graduates [bt ¢}v}4
when they began to set up their furniture-manufacturing business. They //‘/V
now have more assistance and may be able to develop a viable enterprise, ‘
but there was insufficient forethought to that aspect of the project.
Despite these setbacks, anotner intervening factor--the enthusiasm
and competency of the present trainer--has been an important asset toward
sirengthening the project in important ways. Given this man's commitment

to the precject, it is now in good shape and shows considerable promise.

Cc. PROJECT ASSESSMENT

--Project Strengths:

This project is addressing a problem of major proportions in
Zambia. Two recent studies by the International Labor Office (I.L.O.)
have focused attention on the plight of school leavers for whom "...the
future offers little more than joblessness, hopelessness, and helpless-
ness." The area in which this project is located has been a traditional
labor source for companies operating in the Copperbelt mining area to
the west. Today, with copper prices depressed and many ancilliary in-
dustries idled, there are few occupational options for young men in
Kasama. The type of project which wes started by the Archbishop is even
recommended in an I.L.0, report: "...productive employment in units of
as few as 2 or 2 persons is not to be underestimated (for its contribu=
tion to GDP) such as carpentry and furniture-making....".
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One of the major strengths of this project, then, is that it offers
a local solution to a problem of major proportions in Zambia. Although
this project cannot solve the whole nation's unemployment situation, it can
positively affect the futures of about one dozen young men. The em-
ployment potential for this type of work, once the project has fully
developed, is considerable. There is a high demand for good quality
furniture in the Kasama area including significant need within the

Archdiocese itself for desks, chairs, doors, windows, etc.

--Project Weaknesses:
This project has had its share of problems getting started including
stolen tools and missing leadership. Those problems have largely been
solved now but there remain these wea.. points:
4 The first class of trained joiners needs assistance (including
supervision) in order that their training is not wasted. They do not
appear adequately trained in business management skills at this peint.
Unfortunately, the present instructor does not have sufficient time to
devote to this task nor is it clear that he is the most appropriate person
for the role. Hopefully the advisory committee now being formed will be
capable of performing this important task.
A To some extent this project is too reliant on external resources
such as personnel and tocls. The difficulty of securing replacements for
the stolen workshop tools highlights this dependency. It is not clear that
the graduates, once on their own, will have any means to secure replace-
ments when needed: they have no access to foreign currency, cannot order
items from South Africa, nor does it appear likely that any indigenous
tool manufacturer will begin operations in Zambia soon. .
& During the hiatus witp the Archbishop in lusaka, certain aspects L;,wn}f
of the project's administration have "fallen betw.en_the cracks". The //A.»M#?‘”

nominal supervisor of the project is the Archdiocese treasurer who has \ (
many projects to supervise. This administrative burder was given as ’! ,“/(L“ﬁ
the reason way--contrary to the CODEL project summary--no audit or / ;/*’
evaluation of the prcject has been undertaken. /éb
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--Lessons Learned:

This project offers another instance in which the absence of one
key figure has caused problems for proper project implementation. That is,
a major reason why post-training follow-up for graiuates has been in-
adeguate is the Archbishop's absence. He was tne effective "father" of
this project and his uninvolvement is an obstacle to its full maturation.

As things stand now, the Archbishop's absence has been counter-
balanced by the presence of a committed and capable instructor...a

turn of events that could not have been planned or foreseen.
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B. 9: Women's Training Program/Malawi
a. PROJECT FACT SHEET
--Project Name: Women's Training Program.

--Project Location: Chilema, Mzlawi.

-=-Project-Holder: United Church Lay Training Center.

--Project Time Period: 1978-1980.

--CCDEL Member Sponsor: White Fathers; Anglican Church of Malawi.

--Project Cost and Funding Sources: Total Cost-~$45,500;
Funding Sources--CODEL ($28,500), Local Inputs ($17,000).

Project Summary: A special women's leadership training program
was initiated at the Lay Training Center in 1978. The pro-
gram's purpose was to provide basic skills training in child
care, nutrition, gardening, poultry Keeping, general health
care, hygiene, and other useful topics for wives and mothers.
CODEL was approached to assist funding a five-year series of
the program (three classes annually with twenty womer, in each
class) offering this curriculum. Students were to be recruited
from any religious background including Muslims and other non-
Christians. 4 developmental aspect of this project was that
students would be drawn primarily from illiterate and/or low

education backgrounds.

b. FKOJECT RESULTS ANALYSIS

-~Propcsed Project Outcome/Impacts:

The project was intended to train about sixty women per year for
five years in skilis and knowledge areas that would benefit them as
wives, mothers, and citizens. The basic curriculum was comparable to
one offered at the Lay Training Center for several years before this
project. This earlier women's training was directed mainly toward the
wives ¢f clergy members as well as Christian lay leaders (both Protest-
ants and koman Catholics). The CODEL-funded project was an effort to
extend this opportunity to other Malawian women regardless of their faith.

The end goal of the training included some income-generation skilla
but focused on homemaking and parenting instruction. Such skills are
desired by many young Malawian women to make them more competent mothers

and more desirable wives.
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--Actual Project Outcome/Impacts:

The evaluator visited the Lay Training Center at Chilema where
he interviewed the board members and last warden (director) of the
training program. He also had an opportunity to meet three graduates
of the program at their homes or workplaces.,

CODEL funds were used for the operation of several training pro-
gram classes in 1679, 1980, and part of 1G81. This money contributed
to the overa'' program costs such as board anc lodging, teaching materi-
als, travel, and sta’f salaries judging from partial records available
on latter program clacses. Although students paid a nominal admission
fee of 40 Kwacha (about $23) for the three month course, the bulk of
the costs were berne by the CODEL grant and contributions from the
Christian Service Committee which operates the Lay Training Center.

Information was not available on the number of program participants
during the period of CODEL funding (1979-1981). The only available records
for that period provice? the number of applicants to the classes: 103
in 197G, 131 in 1980, and 134 in 1681, Actual students trained in 1961
were &3, Tne Lay Training Center board members presented the evaluator
and CODEL regicnal representative with a memo outliring the program's
history ac based on their records. This memo indicated that although

COOEL funding for 14&) war only about 1,500 Kwacha, the prograrm was

&)

til) offered ir that year az well as 1982 whern there were 116G applicants

Q
ta?

n 1 ctudents. The memo states that in those latler two years, "These

m

courses had been conducted on deficit because of no grants fron overseas."
Altnough the program has teer suspended since January, 1683, 1t =till re-
celves applications {46 so far) although it is riot ndvertised.

A profile of past program participants is provided by applications
information fror 19%0 and 14%] classes provided by the most recent warden,
Tneze applications inZicate thal the age range wan 16=27 years (with an
average of 20-21), many were married mothe 5, Lhey came {rom boilh none
Chriztian and Chrirtian tackgrounds, and many were rarried Lo men who
nad low=to-middle cchelon peanstions with privale corporaticns cr governs
rent agencies,

The evaluptlor had the Chrortunity to meel hree prograr particlipants
from the period during ang Just after CODEL funging. Eacth is described
briefly belowt


http:Chr',:".an

§ Mrs. C. is now a full-time nutrition educator to patients and
their familiss at St. Luke's Hospital at Chilema. She instructs patients
and any farily members visiting them in home hygiene and nutritional
practices. Her training has alsc prepared her to make handicrafts for
her nome and raise a kitchen garden.

§ Mrs. Y. is the widow cf a deceased priest. She has used her
prograr training skills to raise a small garden and make handicrafts and
clothing for sale to help support herself and her five children.

§ Mre, C. is a3 housewife and mother married to a secondary school
teacher. Like some of the training participants, her forma. educational
level was consicerably less than her husband (he encouraged her to take
the trair:ing!. She has benefitted from the training by learning home

decoraticr =kills and better child care practices,

--lrntervening Faciors:

3

fief proJect nas teen plugued by administrative turnovers: there
Were tnree warsens between 1476-1982, This turnover plus other admin-
istrative jrovtlerms have cicrupted the available documentation on this

Frejest. Tne mens prepared by the Lay Training board states:

"IU has Leern difficult acministratively to follow up the
correzpongente What has been there between CODEL and our-
se.ven,  we only have letters from CODEL but we do not have

Y JELlers fror o Cgr cffice Lo CODEL....We do not have a
relrs of ary cormunication {rom either side in 1680, "

The 1otk ¢f 1eioras for 1GRD L. particularly problematic wilh respect
to CODEL funding for that time period; the memo continues:

"CLOEL ment $11,000 to Crylema in )79 (Ref. CODEL's
letter gates 4tr January, 1979).  In 1985 there is no
FELCrs ol any grant sent to Chilems LU in the Audited
Atcounts of 1G0T St snows that KG,807.27 had been aent
e Crilema Bng in 19%) (ref, COLEL's jetter gnted Ird
hugust regsraing the last grant CODEL pledped {n support
¢l the wiren's Pregramme, Lutl there 313 no indication of
how Puthoe There (8 8180 no Knowledge whether the money
WABE SNt 1, LhRL op oir JGED Chilems JOE] Audited Ac-
COUNLE Bhowel 1,0 Brant !ram CODEL "

The COLEL pregect summary ocutlined the following payment plan to
previge a total of $04,0%0 o the Wamen's Frogram over three yearst
$11,500 Tor 197% ang 86,500 each for 1980 and 1GE1. According to the
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CODEL project records, the following transmittals were made to Chilema:
(1st) $11,500 sent 1/9/79 and apparently acknowledged by Chilema although
no dated is provided by CODEL, (2nd) $8,500 sent 10/2/79 and acknowledged
/25780, and (2) $8,5C0 sent 10/2/80 and acknowledged 12/24/80.

hccording to these CCDEL records, the program received and acknow-
ledged the full grant amount of $28,500 betweer. 1979 and late 1980.
However, there does riot seem to have been adequate bookeeping or other
ferms of documerntation to explain how this money was spent, how many
participants were trained, or who the participants were during the

years of CODEL fundirg.

¢. PRCJECT ASSESSMENT

--Prcject Strengtihs:

This would seem to be a very popular type of training from the
.arge number of applicants cver a four-year period. The training is
premised, according ¢ scme program literature, on the ccncept that
"ir. training the present and future mothers of Malawi, we are training
the whole nation." One otner dimension of the trairning is its impact to
resuce the lneguity betweern husband's and wife's ecucational bactkground
and overall social competency. As the CODEL regional coordinator pointed
Oul, thlc tralring fccuses attention on each woman for what may be the
first tire irn hier 1:ife. This increases her self-confidence and sense of
celf-werin,  Tils pregran can improve the chanzes for marital success over
the cituntion in wrnich the hustand is college (or at least, high school)
ecuztaltel and the wife (from a village background) has ornly completed pri-

mary schocl,

==Prcect wearnenses:

The majyor weakness of this project has been poor and/or sloppy record=
keerning, Based on tne szanty documentation of the CODEL-funded portion
of the women's prograr, 1t {2 di1fficult to assens Low many women were
tratned, wne they were, where they are now, and what apecifically the
fundirg wan uzed for, This 1=, needless to say, o aerious handicap Lo a

full acsessment of the project's impuct,
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Wiile there is merit in this project's intention to aid young
women in "becoming modern", it is not clear that such a project is one
of great pressing importance in the larger scheme of things. The acqui-
sition of sccial skills and homemaking abilities is beneficial to some
extent on the individual household level, but it has no significant
community Impact. This program also appears to reinforce traditional
women's rcles rather than providing, for example, additional types of

income-generation skills.

--Lessons Learned:

This project offers a prime example of the problems that can develop
where there is insufficient administrative continuity. Record-keeping is
a basic necessity of any organization and is all the more imperative where
externally-accountatle funds are involved. It would seem that this
project-hclder would benefit from some technical assistance by CODEL or
& member organization in order to strengthen its administrative capacity.

if COCEL funds another prcject through them.
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B. 10: Malindi Boatyard/Malawi
a. PROJECT FACT SHEET
--Project Name(s): Malindi Boats Project-Phase III; Malindi
Boats Project-Phase III Extension.

--Project Location: Malindi Rural Center, eastern Lake Malawi.
Malawi.

--Project-Holder: Diocese of Southern Malawi.

--Prcject Time Period: 1980-1981.

--CODEL Member Sponsor: Congregational Christian Service Committee.

--Project Cost ard Funding Sources: Total Costs (Phase IIl and

Phase 1II Extension)--$169,929; Funding Sources--CODEL ($103,137),
Local Inputs ($66,792).

--Project Summary: These projects were intended to establish a
functioning ferro-cement boatyard at the Malindi Rural Center on the
eastern shore of Lake Malawi. The boatyard was expected to solve several
problems simultaneously:

1. It would provide a means of livelihood for a sizable group of

artisans who would be trained in the construction, maintenance,

and sale of ferrc-cement fishing boats;

2. It would produce an ecologically sound fishing boat with a

new construction material that would lessen the pressure on Malawi's

timber rescurces;

3. It would provide a scurce of fishing boats to substitute for

the traditional wooden 'dug-out' canoe: the government was reported

to be strongly considering a ban on logging for boat construction;

&, It would provide a source of income for the Malindi Rural Center

program.

The boatyard construction and start-up phase of the bsat consiruction
and salec program was to be handled by a British firm that specialized in
ferro-cement boats: McAllister, Elliot and Partners, Ltd. They would
operate the boatyard until a suitable Malawsan had beer trained to take

over management responsibilities,
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b. PROJECT RESULTS ANALYSIS

-=-Proposed Project Outcome/Impacts:

According to the CODEL project summary (which was based largely
on a feasibility study prepared by McAllister, Elliot and Partners--
hereafter, 'MEP'Z?Z)&he CODEL summary stated that anticipated results
of Phase III would include these activities between June 1, 1980-May
31, 13981;

Phase III would continue the boat construction and sales pro-

-~

grams begur. during Phase I and Il (funded by grants and loans from

Barclay Bank's International Development Fund). Phase I, begun in June,
1979, had financed construction of six ferro-cement boats for demonstra-
tion use to Lake Malawi fishermen and other potential buyers. These first
Six boats were purchased by the beginning of Phase II in December, 1979,
which financec¢ production and sale of nine more boats plus orders for
eight more.

§ Specifically, Phase III would focus on (1) production of 28-foot
beats irn addition to the 15-foot and 19-foot boats already being built,
(2) training of a Malawian Assistant Manager who would eventually be-
come the boaziyard manager, (3) recruitment of a project leader and
trainer from MEP, and (4) drawings and designs for larger boats in the
event there was a request for them.

CODEL funds would be earmarked for costs associated with the

-

preoject leader (for airfare, housing, car, salary, and expenses), for
design drawings and consultancy fees to MEP, three visits by MEP senior
staff to the boatyard, and a small revolving fund for raw materials.

{ The project summary provided these rationales for CODEL funding:
the preoject was labor-intensive, encouraged the local fishing industry,
transferred technical and managerial skills to Malawians, and built on
the needs and resources of the local people.

thase II1l Extension funds were allocated by CODEL to pay for a
three-month extension of the managerial and training services of MEP
while a ruitable Malawian marager was located. Funds were designated
for three more months of the MEP manager's housing, airfare, car, salary,
expenses, and insurante as well as for another visit by an MEP senior staff

member and azsociated airfare, fee, and expenses,
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-=Actual Project Outcome/Impacts:

According to a report prepared by a Dutch volunteer who was an
adviser to the boatyard, the total boat production during the 32-month
lifespan of Malind:i Boatyard (up to the time of the report: February,
1982) was nine 15-foot boats, cixteen 19-foot boats, four 28-foot hulls,
and one 32-foot hull. This report detailed the uses to which these boats
had been put since their construction:

°© Of the nine 15-foot boats produced, five had been sold to fisher-
men, one each sold for patrolling and as a pleasure boat, and two were
unsold stock in the yard;

°© Of the sixteen 19-foot boats produced, five had been sold to
fishermen, one sold for patrolling, three for pleasure boats, one for
use as a transport boat, ons as a passenger vessel, two were being used
for demonstration purposes, one had been given as replacement for a damaged
boat, and two were unsocld stock in the yard;

°® No information was provided on the uses to which the four 28-foot
and one Zz-fcoct hulls hac been put;

¢ Of tne ten boats sold for fishing purposes, five of these were
sold to local fishermen and five to businessmen.

The evaluator visited the boatyard, observed the three remaining
boats in stock (twe 15-footers and one 28 [or 322)-foot hull), and inter-
viewed members of the Boat Froject Committee of the Malindi Fural Center
boarc of directors. Based or this information as well as discussions
with the Elshop, Treasurer, and Secretary of the Diocese of Southerr
Malawi, these points car be stated concerning the impacts of these projects:

§ The project closed down officially on June 30, 1982;

5 The Archdiocese has an vutstanding loan of several thousand pounds
sterling with Barclay Bank;

§ Approxirately 9%% of the CODEL grant went to payment cf consulte-
ing fees, decign costs, and expenses of MEP. Ornly abtout $4,840 reached
the boatyard account books directly in the form of a revelving lonn fund
for boat construction materials;

§ MEP har recently begun a consulting arrangement with the Governe
ment of Malaw! to build a ferro-cement boatyard on the western zhore of
Lake Malawi.
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--Intervening Factors:

On paper, the boatyard prcject offered many positive benefits for
the eastern Lake Malawi region, an underdeveloped part of the nation.
(A previous CODZL funded feasibility study had explored development alter-
natives for this regiori. Several factors corntributed to the great dif-
ference between the anticipated and actual outcomes of these projects:

L s majer probler inherert in the Phase III scheme was that most
of the ready market for ferro-cement boats had been tapped ty Phases I
and II. Ey the time Phase III go¢ underway, most c¢f the fishermen and
cther partiec whe intenced t¢ purchase a ferro-cement boat had already
done £0...50 1t would seem from the sales record. The potential customer
poci may not have been sc large as suggested by MEP's feasibility study
because the government never banned logging for dugout canoe construction,

L Anotrer factor was the eagerness and persuasiveness of the Malindi
Fural Center's secretary--whni was also the Kichop's wifef-with respect to
this project. She was apparently convinced of the feasibility and worthi-

v

» Scheme and conveyed ner enthusiasm to the CODEL regional
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representative ard the hural Center board members.

L A thirc Tactlor was the polished, profescicnal presentation style
of the MEF cerior stalf, Trne:r Teasibility study (in reality, a sales
procuure for Lhelr consulting services) presented the Malindi Boatyard
Proiecs in oo very appeasing light. In hindsight, a review of the MEP
STUSY reveals e lalé of atlention Lo ocrucial details: one major {law
Wac the atrence of oootirong sales promolion and marketling program. An-
CLNEr WearneLs was MEF's unrvalzxtzc_cost ectimates and potential profit
rargin. Finally, MEF c¢i¢ not neriously consider how Lo counteract cus~
Lomer sales resintance 10 this new technclogy and the high price of these

boals compares o tuge=cate,

Co  FROJECT ASTLOIMENT

mePreject Llrengine:

Unfortunately, 3t 15 not possible o identify any lasting, poaitive
Impacis connedted witlh these IRpRCLS except for (V) =zome additional boats
on Loke Malawi which may last up Yo WD years, and () greater wariness

8 Malingi Mural Center alout expatrinte consulting firms,

(* The wife of the former Bishop, not the present HBinrop)



--Project Weaknesses:

This project was the result of good intentions on the part of CODEL
and the Malindi Rural Center board. They were led to believe that they
could set up a major income-generation production facility which would
provide a new type of commercial fishing and transportation technology--
not only new to Lake Malawi but to neighboring countries also.

What was not apparent to these parties were the design flaws in the
project proposal. The point here is that it cannot be assumed that the
failure of this project means either (1) the CODEL regional representa-
tive or the Malindi Rural Center board were irresponsible or exception-
ally gullible, or (2)that ferro-cement boat technology does not command
respect among international development agencies.

The proof of the first point is that this same British consulting
firm has bean hired by other development organizations (including a
Malawiar. government agency) to establish comparable facilities. The
proof of the second pcint--concerning the attractiveness of ferro-
cement boat technclogy--is illustrated by this quote from the A.I.D./
Malawi C.D.S.S. for FY85: "One example of new promising technology is
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the development of ferro-cement boats by a fishing cooperative in Karonga

with the assistance of Appropriate Technology International. These ferro-

cement boats allow fishermen to fish longer and in deeper water, thereby
increasing their catch" (p. 47).

While the above points may soften the harshness with which the
end result of this project might be viewed, the undeniable fact is that
this project had zlmost no redeeming qualities:

4 Virtvally all of the CODEL funds went directly to MEP; the
Malindi Fural Center board received only a small percentage of tLhe
grant and even that money was under the control of the MEP manager;

4 The Diocese of Southern Malawi not only did not make any money
from the project but now has an outstanding debt for which payment in
hard currency is expected.

b There was little significant administrative or manager ial traine
ing provided to or learned by members of the Center's board or boatyard
employees. Boat construction skills learned by the artisans are now
being used very little except for an occasional repuir jobi
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4 Not only is MEP building another ferro-cement boatyard across
Lake Malawi from Malindi (which would have competed with the Center's
business), but they have nct had the courtesy to offer any assistance
to get the boatyard back on its feet. They stayed with the project fer
three years--as long as their fee was paid--then made their exit.

--Lessons Learned:

While it was an expensive experience, this project reinforces some
basic tenets of grassroots development:

§ This project was nct rooted in the community and the real
local needs. Rather, it grew out of the needs of a consulting firm
to sell its services;

¢ This project did not address the problem comprehensively: there
was insufficient background research among previous ferro-cement boat
prcjects to see what Kind of results had occured. There was not enough
research to see whether this new technology woulcd be acceptabie to and
affordable for local fishermen;

T MEP paid lip-service to the concepts of local leadership and
local preject control but did not give up leadership or control easily.
MEP's perscnnei were the effective directors of the project and the
Center bcard members had minimal operational role or oversight.

The Mzlindi Rural Center board has learned, :ts members report,

Lo be more careful ir their dealings with external organizations and
to ask more questions,

The CODEL regional representative reports on increased awareness
cf the need to assume lecs about the competency and motives of "First
World" companies touting package development projects. Those projects

may work in a given area, or they may not.
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III. C. CONSISTENCY OF PROJECTS WITH CODEL SELECTION CRITERIA.
A comparison of CODEL's project selection criteria with the
relevant characteristics of the sample projects is presented below.
The table represents the evaluator's assessment of the degree of con-
sistency between CODEL's selection principles and the present-day,
actual operations and impacts of the sample projects. The evaluator's
assessments are necessarily subjective but represent his best Jjudge~
mert based on the field survey research (see Table 5 on following page).
As Ta%le 5 indicates, there is a high degree of consistency between
CODEL's written guidelines for project selection and the main features
of the sample projects [The Malindi Boat Project--now non-operational--
is not included in this assessment]. The total number ol rankings
representing 'High' consistency totaled 59% while the number of 'Moderate'
consistency rankings was 3€%. Combined, there is moderate or high con-
sistency between the characteristics of the sample prcjects and CODEL's
written criteria in 95% (146 out of 153 possible rankings) of the cases.
This high degree of cornsistency indicates that the sample projects—-
ir their actual beneficiary impacts and other outcomes-=-closely reflect
the principles and goals of CODEL. The impcrtance of those goals is
explered in relation to development impacts in Section IV. E.
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IV. SPECIAL TOPICS.

IV. A: CODEL PROJECTS IN RELATION TO A.I1.D. MISSION INTERESTS

Following the instructions of the Statement of Work as well as the
suggestions of staff members in the A.I.D./P.V.C. office, the evaluator
contacted the A.I1.D. mission offices as often as feasible during the
field trips. He was able to visit at least one staff member--often,
but not always, the PVO liaison officer--in seven of the eight countries
he visited. The only exception was Cameroon where the mission office was
not readily accessible from the sample projects.

These mission visits proved to be a valuable source of information
on the A.I.D. Development Program priorities, on staff members' views
about PVOs in general as well as CODEL funded project-holders, and for
general background information on in-country social and economic con-
ditions. Interviews were supplemented with the mission's C.D.S.S. or
its equivalent. Both of these information sources have been very helpful
in the preparation of this report.

One important finding that emerged is that in most cases the types of
projects and/or project-holders with which CODEL is affiliated are iagorsed
by the A.I.D. missions. On the other hand, mission staffers may not (in
fact, usually were not) ﬁﬁffamlliar w;&f specific CODEL funded projects
or project-holders: if they knew of }k they approved. Table 6 below

summarizes these findings:

Table 6

RELATIONSHIFP OF CODEL PROJECTS AND
PROJECT-HOLDERS TO A.I.D. MISSION INTERESTS

L @

O (¥} 3 o e

° - Lo ~ X

T P8 g2 0oLk
A.1.D. Relationship/Mission: 5 ¢ E § S ¥ E ~

w a - [« l‘g £
Mission knew of
CODEL project-holder X X X X X = =
Mission knew of
CODEL funded project - - X - X = =
Miszien gives priority
to CODEL funded activity X X X X x x =/x¢
Mission approves of
CODEL prcject=holder X X X X X e =

Source: Author's table. ?(C.D.S.S. supports ferro-cement boats.,

X



Table 6 illustrates that there was knowledge of specific CODEL
project-holders in a majority of the countries where A.I.D. missions
were visited. In every case where the mission staff knew of the pro-
ject-hclder, they spoke highly of that organization's work. In fact,
at two of the missions, 4.I.D. is or will soon cooperate with a CODEL
project-holder through an OPG and in three other cases, they would
strongly corsider a CODEL project-holder as a possible OPG grantee,
Thus, at five of the seven missions, CODEL funded project-holders were
viewed as serious, responsitle, and effective development organizations.

There was little specific knowledge among A.1.D. mission staff of
CODEL funded projects. Only two of the sample projects were explicitly
known to mission personnel (it should be noted that the PVO liaison
officer in Zambia was on training leave).

Despite this lack of visibility to A.I.D. mission personnel, the
mission C.D.S.S. or comparable document revealed that almost all CODEL

funded projects mmve high priority from the mission's perspective. Only
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in the case of the Chilema Women's Program was this finding not applicable.

In summaryy]the majority of CODEL project-holders: (?j) are known
to appropriate A.I.D. mission staff members, (2) specific projects
funded by CODEL usually were not known to them, (3) the missions are
not only aware of project-hclders but in some cases are themselves
supporting them with an OPG, and (4) even in those cases where CODEL
funded projects were not known %o stall, these projects were rated as

high priority national need areas by the mission C.D,S.S.
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IV. B: ECUMENICAL DIMENSIONS OF CODEL FUNDED PROJECTS

One of the secondary concerns of the A.l1.D. Statement of Work was
investigation of the effects of ecumenical cooperation on development
projects. This sectior will review the types of cooperation and coordina-
tion found between Protestant and Catholic groups in the sample projects.
Some observations orn ecumenical aspects in broader terms are provided by

regional representatives' comments which are discussed at the conclusion

of this secticr.

In crder tz tetter understand the role of ecumenicalism in develcpment /><ﬂ
work, it is important to initially delineate the possible forms that this
cooperation coulc take. Five major possibilities exist with respect to
CODEL projecis:

(1) Ecumenical Project Sponsorship by CODEL Mermbers--That is,
ecumencialisn it present when a Catholic CODEL member ¢crganication sup-
ports-a prcjezt trnatl (a) is operated by a Protestant and/or ecumenical
organization, or (t) nras predominantly Protestant project staff and/or
beneficiariec....or, vice versa in the case of a Protestant member
erganization.

(¢) Ecumen:ical Prciject Sponsorship by Local Institutions--This is
cooperation betweern Calholic and Protestant organizations at the local ..
level, Such cooperation s signified on CODEL project summaries where 5}&;
the secticn on 'Tocperating Memters and Organizaticons' usually notes
“he nares of local frotestant ang Catholic cergregations or ciner types
of organizations lucally wne have given the projyect their approval,

(2) Ecurmenical Local Institutllons as Project-Holgers-«1ln some
instances, ecumencin) cocperation is present when the project=holder 1s
itself on eumencial creanization, COLEL has encouraged the formalion
of zullh orgarizaticns world-wide.

Carbrojecy Staff andsor Benefic.aries are of Foumentcsnl Composi=
tien==Thie =ituatyzr, ? "erumencial" {f we siretch thal concept a bit,

In this case oftern ine project-helder staff and beneficiaries are a
rixture of Cotnolics, Protestante, and even non=Christians, 1t 15 not
clear trat tnere i= 3 nigh level of cooreration present in this form

of "geumenicaliar",
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(5) Active Ecumencial Cooperation in Project Implementation--
Finally, there is the possibility--unrealized in the sample projects--
that actual project implementation will be carried out in joint coopera-
tior, between Catnolic and Protestant local institutions: ecumenicalism
in action.

Tnese aistinctions are needed in order to understand the forms of
ecumenical cooperation which were found and not found in the sample
projects., These projects are classified by type of ecumenical coopera=

tion in Table 7 below:

Table 7

TYPES OF ECUMENICAL COOPERATION IN
SAMPLE CODEL FUNDED PROJECTS

# L:A [
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. - cu . -
Project-Hclders: A o8k 8 &ISOP .
W e >0l [»x[o[ow
oS R SR e Y il () - D
- -y
L. L o = §L-U..JO E (o}
— j<~ —~ L. C |& 8] p [tellios w ~
celo<lE TS E < 5 aR o ER o
Type of Ecumenical el L I RN M7 o k- g_g § cleg=im §
Cooperation: ChlrtB i ElwalRd z‘.asgu""a
P L)‘;..,_j..;:_..‘m..<..:._;._mv:;v§u
Ecurenical Project
- -y vy “
Spenscrenip by . - 71 1 1 1 . |2

CODEL Mermtier
afbadiad KR . n------qr----u----—-—-n----—-q—-------l-------q
Ecumenical Prodec:
Spenszorsnin by . . . . 1 s |+ |+ ]2
wotal Institul.
prosewcserrromrccecn e ---p---------Hh--—n-—-~--ﬂi‘---!‘----------ﬂ----
Ecurenical Local
irstitution as 1 . T I,
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Frelect Svaflf or
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Focumen, Comnosition
h------------------.-N------n---h-------~--'b--.1---~.--~-------d
JActive Ecumenicon)
Cocperation in ! oY M hepe [y 2|2
proJect Implement,
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Keytr ‘'e' & Leumenicalizm Fresenty '1° : Protestant Participation
Absenty '2' = Catheolic Farticipation Absent,

Source:r Author's field dnta and information from CODEL project
summarics,
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As Table 7 indicates, the dominant form of ecumenical cooperation
in the ten sample projects was of two types: (1) project sponsorship by
local institutions, and {2) project staff and/or beneficiaries having an
ecumencial composition. The former type of ecumenicalism seemed to the
evaluator as & type of formal cooperation that existed rostly orn paper.
For example, at the PTS project in Togo and the School Leaver Carpentry
project in Zamtia, the Catholic and Protestant cooperatior (respectively)
was non-operational to any significant degree in project implementation.
In fact, as the table displays, the evaluator was unable to find a signi-
ficant instance of ecumencialisw at the grassroots level of anv rample
projects. The most common type of cooperation between Catholics and
Protestants at the preoject implementation level was the situation in
which either project staff and/or beneficiaries were a mixed group of
Catholics, Protectants, and/cr non-Christians. This latter situation is
an informal, ever unintentional type of inter-faith conoperation in which
the participants mav not even realize they are acting in an ecumencial
manner.

In the case of the beekeceping Project for women, CODEL funded a
project-nclder (MULE) which has nc sectarian association of any kind,.
Under the CODEL prcject summary heading of "Ecumenical Impact” was
"o

this explanation: cnere ir little obvious and direct ecumenical

> 4 non=sectarian develcpment group which

I
[
-
-

tr
o
iz}

impact in this project.
nenetheless corperater with all groupe which share their priloasocphic and
methodolofic grincipler ang cbjectives, MUUE's Board of Directors anc
target group are made up of insividuals Crom Evangelical, Epiacopal and
Catholic Churches." 1y thas cituation, the notion of ecumenicalism nas
been stretched Lo an extreme,

In sumrary, Lused or wne sample projects, the evaluator was unable
L0 aIsess the impact of ecumenicalism operating at Lhe grasisroots level
at unicn. presumat.ly, tris impact would be mont visitle and important,
Thé major ncum&n;calVC1menn;ons ol the zampie projects consinted of
(V) signified compurtnersnip ancng Catholic ans Protestant locn) in=
stitutions==altnoug!, replise: Co=parinership was rarely preaent, and
(&) dn the form of nonedizcrimination of B SecLArian nature toward

project stall members :na/or bteneficiaries, . '
oo )
) (" A ¢ floa -

/'N



73

Before concluding this section of( ecumenicalism in development,
the information below offers some insights and observations by the
CODEL regional representatives for Africa and Latin American and the
Caribbean. Because this topic is of central importance to understand-
ing CCODEL as a development organization and because the evaluator only
sampled a fraction of CODEL funded projects in these regions, the regional
representatives' inflormation on ecumencialism is summarized here:

The Africa regional coordinator offered these observations--

{ Hhelationships between CODEL's Catholic and Protestant members
have grown less tense and more cordial as these organizations have worked
together constructively. In some cases, CODEL has brought together mem-
bers of different religious organizations that have worked in the same
country for years and yet not known of each other's existence. In Liberia,
for instance, CODEL brought together Catholic and Protestant church groups
tc discuss a possitle jcint medical program. At a water project in Cameroon,
Cathclice and Presbyterians will share a common water source despite years
of animosaty.

5 The possibility of and degree of ecumenical cooperation varies
from plare to place. hnother example of grassroctf erumenicalism,is in
St anc Protestant ministers joined together to develop

Chana where a

"l

<
~

*stitute yourg boys., Here all of the church groups have

™

a8 project for d
hac ar inypat and are partly "owners" of the project.

The Latin America anc Caritbesn regional coordinator offered these

§ Cathclic churches in Latin America claim they represent 95% of
the populaticn: most Frotestants are converts from Catholicism. The
Spanizh=spearing Catholic Church is sure of itself and hard to deal with.
Mozt COLEL prejects there have been with small local institutjions.,

b OCLUEL offers ite money and project assistance az an ecumencial
b.ternative to Cathelic Chureh monlern, It presents this opportunity in
order o lnrpire mopre ecumenzisl couperation there,

YoTne anly dzumencanl creaniantion south of North America is the
Caribbean Council of Churches whnich CODEL helps gupport,

b OCOUEL aometimes "forcmn" cqumenicalism on groups as it did with
the Mennonites in Central Arericar to get CODEL funds they had to show
an ecumenical dimension to their proposed project.
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IV. C: BENEFICIARY IMPACTS OF CODEL PROJECTS.

The impacts of CODEL func>:d sample projects on beneficiaries is
one-of the high points'éhd strengths of this organization. CODEL's
project selection process have resulted in a portfdlio of which the
CODEL staff and board can_generally be proud. Below are some general
observations about the majority of sample projects:

§ Most projects had a high level of involvement, enthusiasm, and
participation by beneficiaries. Much of the reason for this high level
of involvement and positiveness may be attributed, in the evaluator's
view, to the immediacy and visibility of positive benefits for the
target population. The beekeeping project for women, social promoters
for campesiros, agricultural credit program for farmers, and several
other sample prcjects provide direct benefits of a significant economic
nature to project participants. They do not have to wait for antici-
pated or planried results; they receive them at once.

§ Not only are henefits immediate in several cases but they are
benefits which have clear utility for the project participants. Unlike
a paved highway or fertilizer plant development project that will have
long-range impacts on many farmers, CODEL funded projects conceriirate
significant quantities of resources to a limited pool of recipients.
Tnis approach reduces the quantity of beneficiaries served but intensi-
fies the project impacts on those within the target group.

§ Mcre cfter than not, the beneficiaries in this sample are persons
or groups from socially marginal categories: Andean Indians, uneducated
women in traditional rural areas, school leavers and pre-delinquents.
These populations generally bear a heavier burden than the majority of
Third World citizens in the race for survival.

{ Finzlly, thece sample projects share another important feature
related to beneficiary impacts. Not only ar; they appropriate projects
for the economic development of socfally-marginal people, but these
projects closely reflect the larger national goala. These projects thus
act to fulfill nigh priority "felt needs" of not only the local bene-
ficiary populations but alao those needs identified by planneres and
international development agencies (including A.1.D. mizasions).



IV, D: LOCAL INSTITUTION IMPACTS OF CODEL PROJECTS

With respect to the impact of CODEL's organizational style on local
institutions, there are few generalizations that apply to all or even
most of the sample project-holders. Instead, the overall picture is a
varied, complex one:

{ For some project-holders, CODEL is "just another donor": one of
nurerous funding agencies that support one or more projects in their
multi-faceted program. For other project-holders, CODEL is the major or
only international donor and there is a sense of "specialness" about the
relationship with CODEL;

9 Some prcject-holder staff's expressed the view that CODEL's
reportins procedures and other paper-work were more demanding than that

of other donors. Yet other project-holders felt they didn't need to be
as prcmpt in sending in their project reports to CODEL as they do with
other donors;

© Several project-holders noted that they felt especially comfortabl
dealing with CODEL as a donor because CODEL--like themselves--has an ex-
plicitly religious orientation. Other project-holders did not make that
observation;

§ Several project-holders pointed out that without CODEL's involve-
ment and participatior, there was little chance that their project would
ever have received funds from A.I.D. Some project-holders, for instance,
are too small or remote to catch the attention of the A.I.D. mission
PVO liaison person. Other project-holders--mostly in Latin America--
felt they could not openly take money from U.S. government sources for
domestic political reasons;

§ Mcst project~holders expressed genuine and spontaneous apprecia~-
tion for the personal attentiveness and cordiality of the CODEL regional
representatives, Most felt that they visited cften enough and that their
Visits were helpful. Some said “hat CODEL representatives visit more
frequently than other donor organizations and that this indicated CODEL's
sense of shared partnerchip {n the project as well as an intereat in being

sure the project {5 im;lemented effectively.
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? A few project-holders with long-term CODEL relationships said
they had seen increased bureaucratization in CODEL's organizational style
(particularly its forms anc requirement for more paper-work) but none
indicated that the situation was overwhelming or unduly burdensome;

§ Several project-holders, especially those for whom CODEL was a
sole or main source of funding, pointed out that without its assistance,
their project would have been shrunken, stunted versions of what they
had become because of CODEL's funding. CODEL money had enabled these
projects a level of flexibility and stability that would have been im-
possible otherwise.

§ When asked their suggestions on ways in which CODEL could be
improved as a donor agency, few project-holders had any comment. One
said that they should give more money, another felt they should better
commuriicate the services they offer, and two of the Africa projects said
that communications could be improved (one of these projects was the
organization which did not have any record of its own ccrrespondence
with CODEL, & point that calls its criticism into question).

In addition to the above observations by project-holder staff,
the eveluator noted these points of commonality among sample project-
holders organizations:

§ CODEL does not seem to be encouraging intermediary local institue />¥23
tions le.g., FEPF, SEFAS, MUDE) to become more_self-reliant. In the
short run, CODEL's impact may be to increase their external dependency ‘if?ii:wj
by introducing them to more international donors and linking them up Ot
with exterrizl technical assistance.

However, it would appear that CODEL's ascistance to intermediary
local institutions is helping them to organize grastrocta associations
which are making gooa progress toward self-sufficiency. The dynamic of
this relationohip iz that the intermediary project-holder rakes use of
external lundr to develop cconomically self-reliant Eransrools organie
cations. Thiz situation requires that the inmtermediary organization
remain in a dependency position with international) donors.

{ CODEL's approach Lo project selection has & conservatlive (that
isy careful) bias. Preference is piven Lo project=nclders of a more=ore

less proven probity. Suct an approach assures that in most cases donor



17

funds will be spent responsibly...certainly an important consideration
in this age of fiscal accountability.

{ CODEL has maintained a long-term relationship with numerous
project-holoers. CQver the years these project-holders have had a
series of non-overiapping CODEL funded projects. Such a pattern is not
visible to an ocutsider casually looking at CODEL's CPR which only lists
ongoing projects. Tris pattern suggests that CODEL works with project- .
hclders in a supportive manner that helps these crganizaticns mature as //fV“{Lff‘J
develcpm=nt agencies, Trne Africa regional representative provided this‘

list (without benefit c¢f the CODEL f:iles) wnich illustirates this pattern:

Country Froject-Holder Number of Projects
S S—————
Cameroon Diocese ¢! Kumbo 4
" Diccese of Bamenda 3
Egypt CEQSS 1 completed,
1 being negotiated
Kenya incese of Meru 2
" Liccese of Fitul 3
" Diccese of Eldoret 2
Liberis Gouta Leprcsy Center e
" Diovcese of Monrovia 2
Madagascar FIRFIFAMA 2
Malawi Liccese 2! S¢, Ma.awi 2
Cririeviarn Sepvice Comm, 3
Tanzanin Liccese of Muscma b4

She alsc neted trnat COIEL hac supported the pilot phase of three
Cifferent projects in Africs anc hag then supported the project which

grew cut of then,
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IV. E: PROJECT CHARACTERISTICS IN RELATION TO PROJECT IMPACTS.

After observing, studying, and reflecting on the sample projects,
the evaluator has devised a Development Impact Hierarchy which ranks the
projects from highest to :owest in terms of their perceived development
impacts on project beneficiaries. Three criteria have been used in as-
signing projects to positions on this hierarchy:

(1) The extent to which the project has addressed significant
docal and/or national (in that order of preference) socio-economic

needs and problems;
(2) The ability of the project-holder to conceptualize and

implement an effective solution or remedial program to address these

problems;
(3) The capacity of the project-holder to organize a project

which has a strong likelihood of approaching--if not totally achieving--

a high degree of self-sufficiencv.

These criteria are similar, in some respects, to CODEL's project
selection criteria. However, the Development Impact Hierarchy focuses
on assessing the presence of certain end-results from the operation of
a development project. Table 8 represents the evaluator's ranking of
the sample projects (using the above criteria) as well as some jiotes

concerning each project-holder:
Table 8

DEVELOPMERT IMPACT HIERARCHY OF CODEL SAMPLE PROJECTS

Development Impact (Highest to Lowest) Comments

Social Promoters/FEPP Addresses major socio-economic glu~f~,r‘
problems with strong, effective ‘L.v*t‘(j'
program that builds local capacity oeﬁ‘_“\-.
for future solutione. o N

A (
Homecraft & Medical Addresses significant problems in E
Extenczion/Ndop lives of whole community--health

care--while also focusing on women's
upliftment. Working to develop
cadre of trained local leaders.

Agriculture Credit/PTS Making major econcinic impact on some
farms that may become engines of
change for plateau area. If nume
ber of beneficiaries increased,
would improve effectiveness.
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Excellent ex~mple of a low-cost
high-yield p. .ject. Maximizes
small resource input by building
beneficiary's confidence and income.

School Leaver's
Carpentry Project/
Diocese of Kasama

Butcher Training
Project/St. John Eosco

Cornmill & Livestock
Project/Bui Food Coop

Chilema Women's Training
Program/Lzy Training Center

Lajas Community
Bridge/SEPAS

Malindi Boats Project/
Malindi Rural Center

May prove to be successful source
of employment for needy young

eople if post-training placement
S§§Qbe worked out.

Project promises to have high benefit
impact on very small population. Also,
has high cost per participant ratio
and lack of certainly about trainees'
employability.

Part of project--grinding mills--

have had broad, important impacts.
Part of project--piggery--has been
wasted money so far.

Effectively implemented training but
overall importance of content is not
highest priority. A nice program
but not an essential one.

Bridge is completed and some posi-
tive impacts...though hard to
measure...and those who have been
most benefitted may be merchants.
Unfortunately, no by-products or
spin-off development activities,

The money invested in this project
has had the least positive impacts
of any sample project.

The dached lines separating these ten projects into three groups
indicate a division into three majnr categories: those with the most
!mpac*, those with moderate or ambiguous impacts, and those with least
impact. The evaluator feels a high level of confidence about the rank
order of those projects in the highest and lowest categories; 1t is
easiest to pick ouf superior projects and those that have had marginal
or negligible impacts. He feels less confidence about the rank order
of the three middle-range projects: it is difficult to be convinced
of this order because (') two of the prujects imve yet Lo test their
training graduates in the labor marketplace, and (2) the CODEL funded
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food cooperative projects produced such uneven results. There is little
doubt, however, that these three projects belong at the hierarchy's
mid-point.

Looking closely at the hierarchy for insights on those attributes
found in common among successful (high and significant impact) projects,
there is one important correlation. The rank order of the sample pro-
Jects is strongly related to the degree of consistency with CODEL project
selectior. criteria. As shown in Table 9 below, the same projects can be
ranked numerically in terms of consistency with CODEL criteria using this
method: instances of high consistency are scored as '3', moderate con-
sister.y is scored as '2', and low consistency as 'l1°', Combining these
scores produces a cumulative score which is the consistency index for
each project. The results of this quantification are displayed in Table 9:

Table §
CONSISTENCY INDEY FOR SAMPLE PROJECTS

Project/ Consistency Scores: ¢ of High # of Moderate # of Low Cum. Index

Social Promoters 14 3 é%;
Lajas Eridge 8 7 40

Butcher Training 8 8 1 41

Beekeeping for Women 14 3 0 (:E§:
hgriculture Credit N 5 1 44

Cornmille & Livestock 8 8 1 41

Homecraft & Med. Ext. 14 3 0 8.
School Leaver Carpentry 10 5 2 42

Chilema Women's Training 4 13 0 38

Malindi Boat Project —mcrccm- Not Operationale--we-e

Key: The Cumulative Index represents the combined total of all scores for a
sample project's concistency with CODEL project selection criteria (see
Table ). High consistency 1z ccored as '3', moderate consistency as
'2', and low consistency as ‘1!,

Source: Author's table based on quantification of Tabtle,5 findings.
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Having converted the degree of consistency which project impacts
hold in relation to CODEL project selection criteria into numerical indices,
it is possitle to rank order the sample projects. Table 10 below provides
(1) a list of sample projects rank-ordered from highest to lowest in terms
of their Cumulative Index score [from Table 9], and (2) a list of sample
projects rank-ordered in terms of their level of development impact [from
Table 8]:

Table 10

COMPARISON OF CUMULATIVE INDEX SCORE RANKING
OF SAMPLE PROJECTS WITH DEVELOPMENT INDEX RANKING POSITION

Cumulative Index Rank [Table 9] Development Impact Rank [Table 8]

1. Social Promoters (CI= 58) Social Promoters
Homecraft Exten. (CIz 586) Homecraft Extension
Beekeeping Project (Cl= 58) Agriculture Credit

4, Agriculture Credit (CIl= 44) Beekeeping Project

5. Scheol Leaver Carpent. (Cl= 42) School Leaver Carpentry

6. Butcher Training (CIz 41) Butcher Training
Cornmill & Livestock (CIz 41) Cornmill & Livestock

8. Lajas Bridge (CI=40) Chilema Women's Training

9. Chilema Women Tr. (Cl:z 38) Lajas Bridge

10. Malindi Beoat Preoject Malindi Boat Project

Source: fAuthor's table.

he Table 10 indicates, there is a strong positive correlation
between (1) the ability of a project-holder to effectively accomplish fﬁéf
the project characteristics which CODEL has identified in its selection |
criteris as important. and (2) the presence of important development
impacts. The lessor Lo be learned here 1s‘that CODEL already knows -
those attributes which produce a high development return. The protlem “///
facing CODEL 15 finding out how to identify-=from an array of potentinal
projecte==which of them will actually manifest those characteristics when
a project i funded and implemented, Sometimes they have good fortune in

their choices, sometimes they do not. _ (,{\1 ¢

(
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IV. F: GENERIC P.V.0. QUESTIONS AND CODEL FUNDED PROJECTS

The A.I1.D. Statement of Work expressed interest in issues of
participation, innovativeness, and replicability. These issues were
raised in "Generic Questions for PVO Evaluations", a paper prepared by
Dr. Mary E. Anderson for 4.1.D. Some of these issues--particularly
beneficiary impacts and participation--have been addressed above in
Sections IV. C, IV. D, and IV. e. This section is intended to summarize
those points and issues raised in the "Generic Questions..." paper that
have not been discussed previously.

This section will focus on two particular issues: innovativeness
and replicability. With regard to the former, the evaluator's question-
naire asked each project-holder to describe the origins of the project
model: was it original or borrowed?

The majority of project-holders studied in the sample group have been
innovative in one respect. Eight of the ten project-holders funded by

CODEL have been local picneers cf proven techrologies. That is, these

project-holders have not innovated totally new or unique forms of

social or economic development. But they are characterized by the

tendency to introduce and adapt a technclogy that was innovated else-

S S,

where to their local areaz. Based on the information availabie to the

evaluator, the following project-holders introduced these technologies

into their nation or region:

*FEPP/Ecuador: Animators for Rural Campesino Communities.
#SEPAS/Peru: Self-Help Public Works Projects for Rural Communities.
*St. Johr Bosco/Jamaica: Butcher Shop for Trade Training.
*MUDE/Dominicar Republic: Beekeeping for Women.,
*PTS/Toge:  Small Tractor Mechanized Farming.
*Iidop Homecraft/Cameroon: Homecraft/Health Village Workers.
*Bui Food Coop/Camercon: Vi1llage-Based, Coop-Owned Cornmills,
*Malindi Kural Center/Malawi: Ferro-Cement Fishing Boats.

Only two of the ten project=holders were implementing a project type that

had been borrowed or adopted from a local source:

g ]

=-School Leaver Carpentry/Zambia: Borrowed idea from nearby diocese, ClC1-

==Chilema Women's Training/Malawi: Same project used with different

beneficiary group earlier.
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ngg\g{N}pe apove_prqjeggigggfyities was absolutely unique or

original with these project-holders. 1Instead, CODEL project-holders

transfer more-or-less "tried and true" social and economic technologies

into their area. These are not risky, "cutting edge", highly experi-
mental project types...but they are usually not far from being "state~
cf=the-art" approaches, either. When CODEL does fund a risky, innovative
technology--such as ferrc-cement bocats--it apparently seeks to lower the
risk level by using what appears to be a reputable and responsible con-
sulting firm.

This type of project-funding pattern is not one that will result in
major knowledge leaps for CODEL or Other development agencies. But these
are the kind of projects which will (1) be a relatively safe, low-risk
investment for denor agencies, and (2) should have meaningful benefits
for the target population. These "pre-tested" project types will not
generate new strategies but they are the kinds of a:ztivities that have
ha¢ proven impacts,

With respect tc prcject replicability--that is, the replication of
a project type by another project-holder--it should be clear from the
above cdiscussion that CODEL funded projects are replications of other
projects. To the evaluator's knowledge, only four of the sample projects
were used ac mcdels ty other development projects. Those were national
governmer.,t programs in the respective countriec of the project-holder:

{ The use of cchool farnm profits for program support at St. John
Boscc has now been adcpted by the Jamaican government as a policy for i.s
residential schools.,

¢ The smzll farmer mechanization program in Togo may have been a
factor which irnnpired the Togolese government to introduce a tractor ren-
tal scheme in rural areas.

¢ Tne Malawian government now offers a women's training program
similar to that offered at the Chilema Women's Training Program.

% Az noted above, the ferro-cement boat building approach first

used in Malawi at Malindi Rural Center has now been taken up by & govern=-

ment agency.



84

It is not clearly the case that any of these national government
prcjects were directly inspired by the model of a CODEL funded project-
holder. But these cases do indicate that CODEL funded projects address
needs which are recognized by their respective nacional governments.
Based on limited information about government programs, it would appear
that services offered by CODEL project-holders are superior in quality
and impact.

In terms of Anderson's typology, the sample projects can be classi-
fied as having two major relationships vis-a-vis government programs:
they substitute for them when the government has not yet assumed any
responsibility und they compete with them when the government tries to
meet a need. This competition does not seem to create tension because
government programs are willing to concentrate their limited resources
in areas not served by PV0s,

Finally, although CODEL project-holders are not markedly innovative,
they have in several cases expanded upon projects which had seed money from
CODEL. Of the ter sample projects, about half were extensions or expansions
of smaller-gcale, pilot-phase projects which CODEL had originally funded.
This pattern cf "p.anting seeds" seems to be an important one in CODEL's
program for local institution development. 1In at least two of the sample
projects, St. John Bosco School and the Ndop Homecraft Center, CODEL's

regional reprecentatives have encouraged the project-holders (after ccm-

pletion of one small project) to tuild upon a modest program success

with an expancicn of that effort. Such an approach not only helps the

et

project benefliciaries but also encourages the professional growth of the

project=tolder staff.

In summary, prcjectc undertaken w.th CODEL funds:

-=are not highly original but emphasize local adaptations of
sclutions anc strategies thal were demonstrated to have substantial
beneficiary impact at other proje:t=-holder settings;

==are more likely to replicate projecta than to be repiicated
(except by national government agencies) and tend to expand projects
which CODEL originully "aceded",
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IV. G: REVIEW OF SAMPLE PROJECT BENEFITS/COST RATIOS

The A.I1.D. Statement of Work expressed interest in the issue of
whether CODEL funded prcject impacts are "...commensurate with the
costs." In additicn, the eveluator was given a copy of a paper titled
"Assescing the Ccst-Effectiveness of PVO Projects: A Guide and Discus-
sion" prepared by Theodore Wilde of Robert R. Nathan Associates for
A.1.D. P.V.C. stzff members indicated that any information which could

shed light on the cost-benefits or cost-effectiveness of CODEL funded

projects woula be useful for evaluation purposes. ’ 47
The sample projects included several that had readily measurab}e /Gz‘c'/‘:’
cost ‘and benefits information. What follows is the evaluator's best e
effort to sufmmarize benefits/cost ratic information from four of the
projects. The basis of selection for these four was simply the ease
with which these data could be collected during the tight time schedule
imposed by field travel. Tatle 11 summarizes the ratios of total cost
and annualized net beneflits for these four projects:
Table 11
RATIOS OF TOTAL COST AND ANNUALIZED NET BENEFITS FOR
FOUR SAMPLE CODEL PRGJECTS

Type of Project Beneficiary Total Cost® Net Annual Bene- Benefits/

hctivity Unit Per Unit fits®Per Unit Cost Ratio
Cheese Factory Coop Village $19,531.00 $23,000.00 1.18
(Social Fromoters)
beekeeping Froject Women's $3,271.66 $500.00 .15
(MUDE) Group
hgriculture Credit Farmer $3,580.00 $6,959.99 1.94
(PTS)
putcher Shep Shop $137,101.00 $77,361.00 .56

(St. John Bosco)
(® Note: all costr and beneflits have been converted to US dollars)

Source: Author's field data; CODEL project summary information,

Tne origins of these summarized cost and benefits data as well as

additionai detatlz on their components are nrovided below:
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Cheese Factory Coop (Social Promoters)

If a Social Promoter can successfully organize a cheese-making coopera-
ti